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Like many modern day governors, Governor
Gerald Baliles is focusing on improving state
management as a means to maintain essential
public services without a tax increase. In
Executive Order No. Two ofJanuary 11, 1986,
for example, Governor Baliles charged his
Commission on Efficiency in Government
with a four-point mission:
• enhance the efficiency of state government and minimize costs;
• consider returning state activities to the
private sector where appropriate;
• reduce the regulatory burden on citizens
and businesses;
• reduce state paperwork by 25 percent
by 1990.

The 26-member commission, chaired by Delegate Ralph L. Axselle, brings together
talented people from both government and
business. Over the next two years, the commission will be working hand in hand with
state agencies, concerned citizens, and public
groups to achieve these goals. This is the first
in a series of News Letters during the coming
months that will address management topics
.of concern to Virginia officials.
Many are disheartened by the experience of
efforts to improve government efficiency at
the federal level, such as the Grace Commission. We can be more optimistic about the
chances for success in Virginia. Virginia can
build upon the Commonwealth's talents, as
well as the wealth of knowledge and experience gleaned from other states' successful
initiatives that make their state governments
more efficient and productive, while still
maintaining service quality. This News Letter
will discuss some of the key guidelines the
Commission is concerned about as it starts
its task. It summarizes programs and techniques used in other states that have been

pursuing programs in management improvement, efficiency, productivity, reprivatizing,
and cost reduction.
The states surveyed are North Carolina, Minnesota, Massachusetts, Michigan, New J ersey, New York, Louisiana, Ohio, Maryland,
North Dakota, Vermont, Iowa, Kansas, Florida, and Indiana. Information also comes
from organizations with a nationwide focus,
such as the National Governors Association
and the Council of State Governments.

KEYS TO SUCCESS FOR TODAY'S
STATE MANAGEMENT
CHALLENGES
What works and what doesn't, according to
officials in these states?
What are the keys to successful programs?
Twelve keys are:
1.
2.
3.
4.
5.

Active Leadership by the Governor
Support from Top State Officials
An Innovation Ethos
A Positive Tone
A View of State Agencies as the
Customer
6. Public-Private Partnerships
7. Movement Beyond a Report to Build
a Process
8. Focused Efforts - Project Teams

9. A Future-Oriented Return on
Investment
10. A Focus on People
11. Commission Credibility and
Objectivity
12. Different Ways for Different
Objectives
Each key will be discussed in terms of concrete
ways that other states have followed them.

Key One: Active Leadership
by the Governor
The governor's initiative and priority are vital.
The governor must act as the catalyst and
give direction. Observers of state management
initiatives spoke very highly of governors
Blanchard of Michigan, Cuomo of New York,
and Perpich of Minnesota as being the decisive factor for why their programs worked.
The personal touch of walking through agencies and holding work sessions with managers
can do more good than any stack of memos.
Other states noted how momentum died once
the governor stopped being actively involved.
Where the improvement programs were not
initiated by the governor and had only "official blessing," progress stalled after recommendations were made. If the governor as
chief executive officer is not excited about
the prospects for efficiency and productivity
gains, most agency heads will not be.

DO YOU HAVE IDEAS FOR
IMPROVING STATE GOVERNMENT MANAGEMENT?
This News Letter is being done in conjunction with Governor Baliles' Commission on
Efficiency in Government. The commission is very interested in readers' ideas for state
government administration that would:
•
•
•
•
•

reduce costs
improve efficiency
reduce paperwork
ease the regulatory burden on citizens and business
identify areas where the private sector could more appropriately perform a state
activity or where the Commonwealth of Virginia unfairly competes with private
business.

If you have an idea you would like to share with the commission, please see the back
page of this News Letter.
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Efficiency and productivity efforts must be
part of the broader objectives of an administration. The governor must have a clearly
articulated management philosophy that can
shape the goals, directions, and values under
which initiatives can be coordinated. For
example, efforts might well be integrated with
Governor Baliles' strategic planning focus and
the role he envisages for the Cabinet.

Key Two: Support From Top
State Officials
While the governor's commitment is necessary, that in itself will not be sufficient for
success. It takes commitment by officials
down through the hierarchy of state government. Top administrative appointees must
become converts.' Midlevel managers must
also become committed. Programs must be
seen as credible at the operational level, with
strong incentives for careerists to identify with
nd art-ici-pat ·n llr-eble-m-solving. And a
critical element in getting support down
through the hierarchy is a positive tone.
One of the major obstacles that management
efficiency programs in other states have faced
is surviving transitions in administrations.
The legacy has to continue. This could pose
a problem in Virginia, since we have a new
governor every four years. The best strategy
is to make any effort a bipartisan one that
includes the executive branch, the legislature,
and interest groups, to build a constituency
that cares about good management as a top
priority.

Key Three: An Innovation Ethos
State government needs dedication, ingenuity, and problem-solving capabilities just
as much as any large enterprise. In a word,
it needs innovation. Some skeptics may scoff
at this idea; after all, "State government
doesn't need innovation since it's all routine."
But is it? Is it simple to build highways, give
mentally ill and retarded citizens quality care
in the least restrictive environment, crack
down on drug trafficking, respond to toxic
waste accidents, work with localities to make
Virginia attractive to new businesses, and
overcome adult illiteracy? The more complex
undertakings are, the more they require innovation.
Other fundamentals of state government
management like its large scale, the interdependencies, the diversity of types of agencies
delivering services, the focus on people and
services, and the high level of accountability
and expectations all call for innovation. Even
routine operations need innovation. As
Robert Behn of The Center for Excellence
in Government notes, "The trap is to believe
that the basic tasks of a government agency
can be carried out routinely, by robots, and
without thought. When it is assumed that a
task can be and should be carried out mindlessly, it will be." 1
I Robert D. Behn, "A Curmudgeon's View of Public Administration: Routine Tasks, Performance, and Innovation," paper
presented at the National Conference of the American Society
for Public Administration, Anaheim, California, April 14, 1986,
p.5

Thus, part of the management philosophy
that the governor and state officials are
wedded to must incorporate an innovation
ethos and an understanding of the climate
needed to make it work.

Key Four: A Positive Tone
"Our knock-heads approach didn't work," a
Minnesota official said about their earlier
productivity initiatives. Instead, Governor
Perpich's new "Strive for Excellence in Performance" program began with a much different premise: state government is well run
and it has productive managers who will
welcome changes in the public interest - but
it needs a climate conducive to prudent risk
taking and higher management accountability.
Pr<Jgrams that tacitly-view civrr-servants as
the enemy don't go far. Bureaucracy is famous
for creating opportunities for passive resistance and apathy. State employees and career
officials can make an outstanding contribution if given incentives. They are a valuable
resource of experience, knowledge of detail
and application, extensive cooperative networks, and commitment and loyalty that few
consultants or outsiders can match.
Many states, including Virginia, reward individuals for their cost-saving ideas, but in
1978 North Carolina began to experiment
with a novel group incentive plan. Under that
plan, if an agency unit initiated measures to
achieve the same results more efficiently, then
the employees collectively would share in 25
percent of the realized savings. In 1985 the
state legislature ended this program, but the
Governor's Management Council is dedicated
to reinstating it because it not only kept costs
in line but also raised morale and teamwork
and made offices realistically document their
performance results.

Key Five: A View of State Agencies
as the Customer
How does productive change come about?
Innovation cannot be force fed. Many government efficiency programs view state agencies as the client or customer. A participant
in the New York State experience observed,
"If agencies don't buy in, you might as well
forget it." Just as a corporate executive would
look askance at an outside consultant who
was only critical and dictated what needed
to be done, state managers may resent management improvement by fiat.

that the Grace Commission found that government managers are as good as those in
the private sector; they know what needs to
be done, but their hands are tied.
An initial strategy that will maximize the
chances of successful implementation is to
start with the friendly base of ideas and work
already done. For example, a 1985 Virginia
task force on administrative decentralization
in higher education urged the delegation of
administrative authority to operating institutions, which would earn that authority
through good management practices, periodically certified and regularly reviewed through
post-audit.
A central theme of technological innovation
(including 'management improvements) is
"reinvention. " A management practice cannot
be transferred so simply as moving a fue
cabinet from one office to another. Instead,
-it-needs-gr-assroots ~op e in eJ: w-i
particular management practice to make it
uniquely theirs. This is all to the good: it
increases the users' sense of ownership and
commitment and yields higher-quality results,
because the management system can be customized to the peculiar needs of each situation. Just as corporate executives all know
the lessons of "market pull" - to start with
recognized needs - government executives
need to learn how to create a "demand pull"
for improved management.
Successful business executives operate by
pushing decisions down the organization. But
as Robert Behn notes, "The style in government is to suck all decisions up to the top.
Such a style accounts for much that we find
wrong in state government."2 Improving efficiency requires that agency managers take
risks, and for this they need incentives and
support.
Efficiency and productivity can be potent
themes if people's sense of professionalism
is tapped. State employees want to know that
their contributions make a difference. The
New York approach, for example, is to give
as much credit as possible to agencies and
to stress that it is good to recognize problems
and voluntarily bring them up for help.
Success stories of good management can be
made visible so that others can learn. Everyone needs recognition and appreciation.
Many states have newsletters among managers. Some officials in other states have
spoken warmly about a Virginia agency as
being the leader to follow in a management
program. This makes us wonder if these
efforts are being applauded equally within our
own state.

Key Six: Public-Private Partnerships
F or the long term, agencies have to see how
measures will further their own mission and
then take on the bulk of initiative and responsibility to make those measures work.
George Goldberger, President of Citizens
Against Government Waste and a project
manager for the federal Grace Commission,
noted in a recent talk to some Virginia officials

Improving state government is not just a
problem for bureaucrats and state officials.
State government affects the quality of life
of all Virginians. Thus, corporate officials and

2Ibid. p. 9
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data or analysis to answer policy questions;
community service for non-violent offenders;
field staff performance measures and incentives; treasury cash management; and improved communications between state human
services and county agencies.
Executive and Management Development. Many state executives, like those in the private sector, started their careers and were
promoted as technical specialists. These programs aim at identifying those with potential,
developing management skills, and giving
officials across jurisdictions a common framework within which to work on problems.
Program clients can be political appointees,
top management careerists, and middle managers. Examples are the Massachusetts Harvard Policy Development Seminar, the Indiana Governor's Executive Development
Institute, the North Carolina Governor's Executive Institute, the Tennessee Government
Executive lnstit te, and the Virginia Executive Institute.
Career Executive Services. These programs
are separate from the civil service. The goals
are to create a professional management
cadre, enhance lateral mobility, and increase
accountability to elected and appointed superiors. Ten states have career executive services: California, Connecticut, Florida, Iowa,
Michigan, Minnesota, Oregon, Pennsylvania,
Wisconsin, and Washington. Often the genesis
for the programs was the recommendations
of state management improvement commissions.

Key Eleven: Commission Credibility and
Objectivity
All commissions working to improve state
management must delicately balance acting
independently and making waves, on the one
hand, and avoiding the politically impossible,
on the other. Broad representation on commissions is invaluable in exercising such judgment. It takes only a few politically naive
suggestions such as abolishing the lieutenant
governor's 0 lce, cutting EED positions, or
selling the state museum to undermine the
credibility of the vast majority of sound
management recommendations.
At the same time, recommendations must be
forward looking, pushing back the horizon
of how people think about state government.
One experienced consultant was loathe to
have commissions be too cautious in predicting what will be a saleable idea. For example,
he noted that the 1970 Zimmer Commission
in Virginia put forth the idea of setting up
a cabinet - an idea that even the proponents
at the time thought unlikely to succeed. Yet
the secretarial system was established in 1972.
The charge of these commissions is to put
on the public agenda the best available practices.
To be judged a success, a commission to
improve state efficiency does not need to have
a score card that shows, say, 90 percent of
its recommendations acted upon. Some of
the ideas get picked up years later. Others

do not get adopted, but spur discussions that
in tum produce a new and different solution.
Of course, not all recommendations are equal
in their impact.
A final word is for tpe commission to remain
objective. Even members starting out with
a very jaundiced view of "bureaucrats" can
find themselves slipping into the role of
agency advocacy, especially if subcommittees
work intensively in single functional areas.
While it is extremely important for commission members to build rapport with the
agency officials and to take an open-minded
approach, usually at some critical point in
each commission's life cycle the focus has to
be pulled away from becoming mired in
agency politics, and kept on management and
efficiency issues. A commission's credibility
with other powerful groups is compromised
if it is perceived as a "coopted" or "captive"
agent of bureaucratic interests.

Key Twelve: Different Ways for Different
Objectives
Each state has to devise a whole approach
of its own that makes sense for what it wants
to achieve. Improving state management can
mean many things. Initiatives can address
organization, process, or personnel issues.
Goals can range from cutbacks and cost
avoidance to raising productivity, encouraging creativity, and fostering management
talent.
There is no "best way" to achieve those ends.
The biggest constraint faced by these programs is having too many good directions
to pursue. The point emphasized over and
over by those in other states was to remain
flexible. But this is something that state
government bureaucracy is not well designed
to do, and management improvement programs can make a significant difference in
introducing more of the "management light
of day" into state government.

BUILDING ON VIRGINIA'S
REFORM TRADITION
So what can we expect in Virginia? Virginia
has a long history of management efficiency
reform, going back sixty yers.

Management Reform Through
Reorganization
Reorganizations in 1927 and 1946 streamlined and rationalized Virginia state government structure. The 1970 Zimmer Commission, created by executive order, argued for
the grouping of state agencies by functional
categories. As a result, the cabinet secretarial
system was established in 1972 to allow for
heightened executive oversight and policy
coordination. During the 1976 and 1977 sessions, the General Assembly granted the
cabinet secretaries clear budget and policy
control over the agencies they direct, stressing
their managerial rather than advisory role.

From 1973 until 1978, the legislatively created
Commission on State Governmental Management~ommonly referred to as the Hopkins Commission after its chairman, William
Hopkins-made further recommendations to
fine tune the organization of state agencies.
In 1973 the General Assembly also created
the Joint Legislative Audit and Review Commission (JLARC), with professional staff
support, to allow the legislature to better
evaluate state operations.

Management Reform Focused on
Administrative Capability
The Hopkins Commission marked the turn
to focusing on administrative capability, processes, and systems, as well as overall structure. That commission's recommendations
led to program budgeting and state central
information systems, as well as the 1976
creation by the General Assembly of the
Department of Management Analysis and
System Development to conduct internal
management analysis. This agency was
merged into the Department of Information
Technology in 1984.
In 1982 an evaluation section was created in
the Department of Planning and Budget to
allow for executive branch studies of management topics such as staffing levels, alternative service delivery approaches, contracting out, regulation, and support services.

The Governor as Manager
Virginia's governors have become activists in
management initiatives, emphasizing the increased priority they give to the governor's
leadership role as chief executive officer.
Governor Robb, for instance, from 1982 to
1985 sought for ways to contend with the
growing size and complexity of state operations. Many agencies have been under
budget level funding and personnel ceilings
for the past four years. As part of Governor
Robb's critical reevaluation initiative, an executive agreement concept 'was started in
1982, under which each agency head signed
an annual agreement with his or her cabinet
secretary and the governor, specifying the
tasks he or she would accomplish during that
year.
In addition, Governor Robb created the Governor's Regulatory Reform Advisory Board
to advise him on ways to improve the drafting
and adopting of agency regulations. A 1984
study also reported on further realignments
to consider for the executive branch. Finally,
Governor Robb charged his Commission on
Virginia's Future to look beyond the current
status of state government and to consider
the long-term effects of present policies and
conditions on the growth and development
of Virginia.
Thus, Governor Baliles will find many legislators and administrators who share his
desire to keep the idea of excellence in management as a top priority of the Commonwealth.

74

Key Eight: Focused Efforts Teams

Project

Management improvement and efficiency efforts can be easily swamped if they are too
extensive and far flung. There has to be
coordination and priority setting. One consultant has observed that efficiency commissions lasting over a year often do not at the
beginning address what each phase will require; thus, they tend to flounder and lose
direction. The group asks good questions and
gathers information; but it either cannot come
to a consensus or issues watered-down conclusions instead of specific action plans. Even
after a plan is developed, an equally important
need is to stay flexible, so that the task force
can learn as it proceeds in this very dynamic
environment. The same warnings hold for
internal coordinating management councils.
Once the task force makes recommendations
the best chances for implementation will com~
from a conscious strategy to focus on those
areas where there are favorable factors for
success, such as a consensus on how to
proceed, a clear way of proceeding, strong
advocates willing to push for change, measurable results, and a strategy of using pilots,
which rely on entrepreneurial managers and
create believers by showing tangible gains.
It is critical to avoid turning management
and efficiency efforts into just another bureaucratic layer or paper procedure. One way
to do so is to back up strong managers with
more flexibility, authority, and resources.
Common to many state efforts are a project
team approach and central coordinative staff.
These can apply to the commission itself as
well as to recommendations for creating a
long-term capacity for efficiency and management improvement.
The project approach has many benefits. It
shows results quickly. It gains credibility
because all those with a stake in the outcome
are directly involved. Rather than global
claims of vague progress, specific gains can
be documented. The project team organization allows for a learning process. Not all
efforts are tied together, but they proceed at
their own pace. It is easier to make mid-course
judgments about which efforts need to be
pushed ahead, which put on hold, and which
redesigned to try again.
Strategies can be tailored to the situation.
Not all projects will be equally successful, but
the "stars" help win converts. Finally, the
project approach is an excellent way to treat
agencies as clients, thus establishing trust, a
willingness to cooperate, and sound working
relationships.
Ohio, like a number of states, recently set
up an internal consulting model where staff
act as brokers in matching up needs and
talents. Heavy reliance is placed on line
agency representation for specific projects.
This allows a very specific, practical focus
by persons with experience, commitment, and
line responsibility positions.

What type of people should staff a coordinating office for implementing recommendations? First, they should have a broad range
of backgrounds and experience so the unit
does not become identified with a narrow
professional orientation. Second, staff should
have experience in state government, preferably with line agencies.
This is done so the coordinative staff will have
credibility with the mission agencies they will
be working with, which too often distrust the
perceived arrogance of central agencies dictating to them. Another benefit of using
staffers with line experience is that they
contribute their own networks and contacts
and give a perspective of practicality and
understanding of the situational constraints
that different agencies face. It also encourages
lateral mobility and manager development,
and demonstrates that creativity and extra
effort will be rewarded.

Key Nine: A Future-Oriented Return
on Investment
Many recommendations can yield one-time
or annual savings, but many other important
recommendations involve investing now for
future paybacks. Every business makes decisions according to "ROI," the return on
investment.
The New Jersey Task Force argued for a large
investment to update data processing. From
1984 to 1986, $40 million extra was appropriated for data processing systems in pensions, personnel management, tax account
receivables, human service case management,
and hospital information services.
These investments promise large future paybacks in cost avoidance. This is an oftenfound quandary; while the budget bottom line
does not decrease, significant new projected
costs are avoided. It is essential to convince
legislators that these are legitimate cost savings.
As any business executive knows, a competitive edge is seldom due solely to the lowest
price. It also depends on factors such as
marketing, better quality, clear identity, superior service and distribution networks,
greater reliability and maintenance, coordinated product lines, and more advanced technology. Similarly, what makes Virginia attractive and competitive as a state (for areas
such as economic development) goes beyond
the price of services.
Management improvement commISSIons
have to balance different public objectives
such as efficiency, responsiveness, equity, better service delivery, greater accountability,
public confidence in government, and an
improved quality of life for its citizens. Many
innovations brought about by these programs
improve the quality of service. For example,
in 1984 the Michigan Department of Social
Services began to relocate hospitalized children with catastrophic illnesses to home care
settings. While $1.5 million was saved, equally

important, over twenty children were reunited
with their families.

Key Ten: A Focus on People
The biggest expenditure of state government,
and conversely its biggest resource, is personnel. Many state activities are labor intensive. Service levels and quality are very sensitive to how well directed and motivated the
employees are. Just as the private sector has
made great strides in maximizing human
resources, many state management improvement efforts aim at reforming personnel management.
In interviews done by the Institute of Government in late 1985 with over fIfty Virginia
agency officials, their number one concern
for the new administration was personnel
policy and practices. Budgeting ranked second eyen th-ougll most of these agencies have
been on level funding for several years~Thus,
there is a very attentive audience at management levels that wants to have a voice in
personnel initiatives.
Out of the myriad of worthwhile personnel
innovations, three w.ill be covered here: productivity programs, executive and management development, and career executive services.
Productivity Programs. These can address
such areas as performance evaluation, output
measurement, monetary and non-monetary
incentives, training for managers in productivity concepts, team building, improved fiscal
management, capital investment for costefficient technologies, alternate work schedules, new fringe benefit techniques, job enlargement, civil service reform, reorganization
of personnel operations, consolidation of support operations, labor-management relations,
and contracting out work.
The range of what is possible can be seen
in Georgia's and Missouri's Quality Circles;
Massachusetts' Performance Management
System; Pennsylvania's Productivity Investment Initiatives; Tennessee's Department of
General Services Employee Wellness Program; and Texas's Productivity Ideas to Control State Budget Growth.
One innovative program is the Minnesota
Strive for Excellence in Performance (STEP)
program, which offers a new twist for government. Supported by the private sector, it
builds ownership for change by involving
employees and managers in developing longterm strategies for quality, quantity, and cost
effectiveness improvement in the delivery of
service. Its philosophy is to trust line managers, get closer to the customer, aim at longterm results instead of quick fixes, and encourage risk taking.
From over three hundred grassroots ideas,
Minnesota agencies are now field testing
thirty-five, covering areas such as telecommunications; "underlaps" due to inadequate
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other private citizens should be involved in
any management improvement effort. Private-sector organizations have not only a
stake but also a wealth of talent to contribute.
Many corporate and private-sector leaders
have recently given their time and talents to
serve on commissions for improving state
government in many states. The key to success
here is to create public-private partnerships
that involve a two-way sharing. Commissions
that have been based solely on private membership or overly critical of state government
fared less well in getting changes implemented.
The private sector can offer state agencies
tremendous expertise that can improve service as well as lower costs. In Minnesota,
for example, a marketing plan developed for
state parks gave state officials a powerful tool
for looking at how to meet "client-vacationer"
needs. uality im roved, state ark programs
were better targeted, and the public gained
all around.
Private-sector participation can be channeled
in numerous ways. Here are just a few alternatives.

Model One: An Aovlsory Role. Examples
are Massachusetts, New York, North Carolina, and Minnesota. In addition to corporate
representatives on steering committees, these
states sought sponsorship by the state business roundtable and other business associations very early in their plans.

Model Two: Task Forces Sponsored by the
Private Sector. Usually at the invitation of
the governor, a task force creates a nonprofit
organization; raises funds from the private
sector, the value of which often runs into the
millions when in-kind services and volunteers'
time is included; attracts scores of corporate
vo\unteers~ and conducts an intensive evaluation of less tha six months in duration.
Since 1970 over thirty such task forces have
been created. Some recent examples are the
1982 Louisiana Cost Control Commission,
the 1982 New Jersey Governor's Management
Improvement Program, Inc., the 1984 Ohio
Operations Improvement Task Force, the
1985 North Carolina Task Force, and a
current project in West Virginia.

Model Three: Loaned Executive Corps.
States that have set up these programs report
that they have received rave reviews, and
several other states are considering starting
their own programs. An example is the Governor's Executive Corps in Michigan. Businesses lend an executive to the state for a
six-month period. The executive is assigned
to an agency that has requested help and is
asked to evaluate its operations and recommend improvements. Each executive also
makes a report to the governor.

Contributions have included streamlining the
state's organizational review processes, eliminating redundant government licensing
methods, and organizing trade missions to
foreign countries.. This is a joint venture,
focused on first-hand experience and practical
results, in which business also gains.
Model Four: Retired Senior Executive
Corps. North Carolina, like Virginia, has a
large population of senior-level retired executives. As "an alternative to the golf course,"
North Carolina has asked these experienced
people to volunteer to serve their state as
consultants. The response has been overwhelming; at one point the roster reached
170 executives, swamping the state's ability
to deploy everyone on projects that were
limited to the cabinet or secretarial level.
ac g
Model Five: Tec ca xpertise Loaned Executive Talents to Specific ShortTerm Projects. The New York Governor's
Management Improvement Program has a
central coordinative staff in the Governor's
Office that calls in private consultant volunteers. For example, the Carrier Corporation
(a division of United Technologies) loaned
four experts from its own inhouse printing
procurement study to perform a similar operational review for New York State.
Model Six: Regional Business Roundtables. An example of this model is North
Carolina's program to set up a dialogue
between the public and private sectors. Nearly
150 corporate executives attended one of
seven regional roundtables to discuss the
management challenges that face state government and to provide suggestions for
greater efficiency and effectiveness. Their recommendations were given to the Governor's
Management Council which is composed of
a senior staff person responsible for management and productivity from each cabinet
agency and each Council of State agency.
The effective use of private-sector and corporate volunteers will be enhanced if there
is a disciplined, organized effort with clear
roles; clearly defined mandates from the governor; a project that focuses on making
private sector consultants partners with state
agency officials; and a lasting relationship
instead of quick, temporary studies.

Key Seven: Movement Beyond a Report
to Build a Process
Reports have a way ofjust sitting on the shelf.
Two years ago several state commissions on
efficiency, patterned after the federal Grace
Commission, issued their massive reports.
One state's 764-page tome was the result of
a $2.6 million project. Yet today one is hard
pressed to find either a single copy of the
report available or anyone associated with
it who is still around in state government.
Obviously, reports are a first step - but they
should be blueprints for action. The states
that seemed more satisfied with their results

focused from the beginning on building networks, steadily implementing specific practical improvements, focusing on projects,
changing the management climate and norms,
bettering communications, and matching up
private- and public-sector partners on a voluntary ongoing basis.
A cooperative means must be devised to
implement findings. More important, no
commission or single office can ever identify
all the needed reform areas or all the good
suggestions. Instead, it acts as a catalyst to
put in place a process under which people
will continue to take initiative.
Several states report agency spinoffs. While
not an original goal, one result has been the
building of a network of people sharing
similar concerns and consciousness of performance excellence. In Louisiana, the commission's time charter is open-ended. Private
sector volunteers rotate membership on the
"Committee of 100," and work in tandem with
state managers on a case-by-case basis.
The broader the involvement and diversity
of views represented, the more the process
is strengthened. Commissions should ask advice from all sources that have a stake in
the outcome - state administrators, employees, client groups, business groups, nonprofit organizations, universities, and the general public. This strengthens the legitimacy
of the results.
It is critical to get management improvement
efforts integrated into the routine state government processes like budgeting and operating procedures. For instance, Michigan's
Governor Blanchard, in facing his state's
crippling depression, incorporated his strategic planning directly into the budget process
in order to cut costs and target resources to
the most essential public services. Line managers with implementing authority and responsibility need to be involved from the first.
This is especially critical for subjects that cross
agency jurisdictions. In Minnesota, for example, interagency projects have had mixed
success, but those that have succeeded were
first initiated by the agencies affected. Several
states see "turf mentalities" declining as horizontal communications are strengthened.
States like Massachusetts, Indiana, Tennessee, and North Carolina are focusing on
executive development and training efforts to
increase the chances that officials in different
agencies will get to know one another, share
their problems, and work as a team. Here
in Virginia, the popular Virginia Executive
Institute can serve this purpose.
Such network building can take place among
top-level career officials, middle managers, or
senior administrative appointees; alternately,
sessions can bring together these different
groups (such as by secretarial, departmental,
or administrative topic). Another approach
is to emphasize project assignments that rely
on lateral mobility, so the state can develop
i~s own talent with wide management expenence.
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SHARE YOUR IDEAS WITH THE COMMISSION ON EFFICIENCY IN GOVERNMENT
The commission needs to hear from all Virginians who know and care about our state government operations, in order to give Governor
Baliles the best possible advice on how to achieve excellence in state government.
We urge you to share your ideas on what you see as problems the state must address, as well as your ideas on possible solutions and
alternatives. In order for the commission to fully understand your position, please address the following issues in some fashion in your
response.
1. PERSONAL BACKGROUND INFORMATION.

2. CONFIDENTIALITY.

Do you want your response held confidential?

3. GOALS YOUR IDEAS ADDRESS.
(
(
(
(
(
(
(

)
)
)
)
)
)
)

Your name, address, organization, title, and phone number.

(Indicate all that apply.)

Improve state efficiency
Reduce costs
Improve service for the same cost
Reduce unnecessary state paperwork
Reduce regulations or reporting requirements the State imposes on businesses and citizens
Identify state activities that unfairly compete with the private sector
Identify state activity the private sector could provide.

4. SUBJECT AREA: WHAT STATE AGENCIES, PROGRAMS, AND ACTIVITIES DO YOU WANT TO ADDRESS?
Department of Social Services, foster care program, computer information system)

(Ex~mp~es:

5. PROBLEM DESCRIPTION. (Example: the computer information system is inadequate to meet local agency needs, cumbersome to
use, and results in crucial processing delays. Funds are not available for sufficient equipment. Excessively detailed state reporting requirements
take away valuable manpower from client services. Reporting requirements may threaten privacy protection.)
6. POSSIBLE SOLUTIONS.

What would you suggest as a remedy?

Please describe.

7. WHAT BENEFITS WOULD RESULT FROM IMPLEMENTING YOUR IDEA(S)? Please give specific -and measurable benefits
if possible. (Examples: $50,000 annual payroll savings; reduction of three forms; 50 percent decrease in processing time; $2 million in
tax revenues)
8. WHAT CHANGES WOULD BE REQUIRED TO IMPLEMENT YOUR IDEA? (Examples: code amendment, revised administrative
regulation, executive order, interagency agreement, reassignment of personnel, reclassification of jobs, retraining 200 people)
9. WHAT COSTS WOULD YOUR IDEA INVOLVE? (Examples: $100,000 capital expenditure for equipment over first 2 years; possible
increase in insurance premiums; increased user fees)

10. DO YOU HAVE ANY MATERIALS THAT WOULD HELP THE COMMISSION UNDERSTAND THIS PROBLEM OR YOUR
PROPOSAL? (Examples: previous studies, agency internal memo, articles on management program)
MAIL TO:

UNIVERSITY OF VIRGINIA

NEWS LETTER

THE GOVERNOR'S COMMISSION ON EFFICIENCY IN GOVERNMENT
c/o Institute of Government
207 Minor Hall
The University of Virginia
Charlottesville, VA 22903

Entered as second-class matter
Charlottesville, Virgi nia

