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INTRODUCTION

Governor Mark R. Warner established the Governor's Commission on Efficiency
and Effectiveness when he signed Executive Order Number 5. He asked former Governor
L. Douglas Wilder to chair the Commission and Nigel Morris, President and COO of
Capital One Financia Corporation, to be vice-chair.

In the Executive Order and in his charge to the Commission at itsinitial meeting,
Governor Warner asked the Commission to devel op recommendations that would enable
the Commonwealth to serve its citizens more effectively and to manage its resources
more efficiently.

Specificaly, the Governor noted that the purpose of the Commission shall

be to:

1 | dentify redundant and ineffective services

2. Streamline and consolidate state agencies and programs

3. Better use technology to improve service delivery and reduce costs

4, Employ 21st century management tools, such as Six Sigma, to make state services

more efficient.

Asthe Commission proceeded, the continuing budgetary challenges of the
Commonwealth lent even greater urgency to its work, especially the mandates to
streamline state government, to find ways of making it run more cost-effectively and to

identify permanent sustainable savings in the operation of Virginia government.



The Commission has taken both its original charge and the obligations that recent

circumstances have imposed very serioudly. It has organized its major recommendations

in three areas;

Proposalsto streamline/consolidate/outsour ce and eliminate appr oximately
15% of existing state agencies and departments. (We estimate that the dollar
amount that could accrue from these streamlinings, outsour cings and
eliminations, including the privatization of ABC, could total more than $500
million.)

Specific identification of real and substantial savingstotaling approximately
$750 million annually that can be achieved by changing the way the
Commonwealth performs some of its business operations. These savings can
be realized without any reduction in current services. The Commission
believesthat achieving $750 million in permanent annual savings over a 2-4
year period isarealistic and feasible goal.

Proposalsfor continuousimprovement to ensurethat the Commonwealth
developsaclear vision, establishes and measureslong-term objectives, and

maintains a competitive advantage ver sus other states.

The Commission understands that Virginiais awell-managed state and, in most

areas, compares well to other states across the country. Virginiajustly deservesthe

reputation it earned in the early and mid 1990’ s for sound financial management and

governmental excellence. But in arapidly changing world, Virginia s future cannot be

secured merely by pointing to its previous success.



Virginia s reputation for sound financial management and governmental
excellence was a hard won achievement, garnered because its |eadership was willing to
confront head-on the challenges it faced and to make tough decisions. Virginiawill retain

this reputation only if its leadership continues to exhibit these attributes.

STREAMLINING

From the inception of the Commission, former Governor Wilder emphasized the
critical importance of the Governor Warner’ s charge to streamline state government.
Governor Wilder noted that the Commission’s willingness to make tough decisions about
governmental streamlining was crucial, both to its task of bringing real reform to Virginia
state government and to demonstrating its seriousness to the citizens of the
Commonwealth. Governor Wilder appointed a Streamlining Subcommittee to examine
the current organization of Virginia state government and to make recommendations for
reforming it.

The Commission’s examination of the manner in which Virginia state government
is presently organized reached a number of conclusion that reinforce the case for agency
streamlining.

e Virginia state government isnot presently organized, even at the highest
levels, to operate the basic business functions of state government in the most
efficient and effective manner.

e Agencies have often been established and maintained as a means of

responding to a specific issue or to the expressed needs of a particular



constituency. We believe that there are more efficient and effective ways of
utilizing taxpayer dollars.

e |t hasbeen much easier to create and expand gover nment unitsthan it has
been to reduce and eliminate programs and departments. We believe that
there ought to be a continuous review of agency performance with
consequences for not meeting expectations.

e Thereisconsiderable duplication of effort in activities undertaken by
separ ate departments, agencies and programs.

e Therearefunctions now being provided by state gover nment that could be
furnished equally well outside of government or by combining existing
activitieswithin government in a streamlined form.

The Commission recommends that the following steps be taken to streamline and

consolidate Virginia state government.

e MergetheVirginia Museum of Natural History into the Science M useum of
Virginia

e Mergethe Chesapeake Bay L ocal Assistance Department into the
Department of Conservation and Recreation and maintain as a separ ate
division within the department.

e Mergethe Commission on Local Government into the Department of
Housing and Community Development (maintaining the annexation

functions and the collegial body within DHCD)



Mergethe State Milk Commission with the Department of Agriculture and
Consumer Services (with input from the Milk Commission’sregulants about
the best means of accomplishing thistask.)

Consolidate the Charitable Gaming Commission, Racing Commission and
Lottery into asingle department under the L ottery after a determination by
the Governor of the most appropriate methods and timing for the
consolidation..

Merge the Council on Human Rightswith the Office of the Attorney
General. (Ensurethe maintenance of all functions and the continuation of
public input into its oper ations.)

Integrate Richard Bland College into the Community College System.
Eliminatethe Center for Innovative Technology in itsexisting form and
reconstituteit as part of a statewideinitiativeto enhance Virginia's research
and development infrastructure.

The Governor should acquire sound business assessments of thereal value of
aprivatized ABC retail operation and develop an RFP processto realizethis
value and authorize legisation for the 2003 General Assembly session.
Privatization should be structured so asto provide at least as equal arevenue
stream to thelocalities and to the state activities that are presently supported
by ABC earned income.

Mer ge Chippokes Plantation into the Department of Conservation and
Recreation

Move the office of Consumer Services from the Department of Agriculture



Eliminate all general fund support for the Commonwealth Competition
Council

Merge the Department for the Blind and Vision Impaired, the Department
for the Deaf and Hard of Hearing and the Department of Rehabilitative
Servicesin amanner that will result in an enhancement and not a diminution
of services. The Commission believes a consolidation plan that can result in
the provision of mor e effective services needs to have genuine input and
participation from the stakeholder groups.

Develop a common chart of accountsthat can identify with precision the total
amount of dollars spent on consultants, utilize areturn on investment criteria
for consultant engagements and implement periodic external reviews of
consultant utilization and renewal procedures.

Eliminate the Commonwealth’sfunction as a power plant operator by
developing an energy management processthat will enablethe private sector
to take over the management, upkeep and upgrade of power plants.

The Governor should develop a plan for reforming the administration and
funding of local constitutional officers. This plan should examine: a) ways of
eliminating duplication of efforts between constitutional officersand local
officials; b) the possible regional provision of services currently provided by
constitutional officers; c) the possible use of constitutional officersin
collecting state receivablesto offset potential reductionsin general fund
support; and d) possible streamlinings and consolidationsthat could be

achieved in the agencies- The Compensation Board and the Commonwealth



Attorneys Services Council- that currently administer and support

constitutional officers.

Savingsin Government Operations

The Commonwealth of Virginiais alarge enterprise. If the states were included
with businesses in the S& P 500, a 1996 Duke University study noted that Virginiawould
rank 50" on the list. For this reason, it isimperative for Virginiato examine how well its
business practices compare to those of other large enterprises, not only in the public
sector but in the private sector as well.

The Commission spent considerable time evaluating Virginia' s business
practices- in financial management, procurement, information technology, human
resources, receivables, real estate management, and inventory control. Virginiais
deservedly proud of the recognition and rewards it has received for excellencein
financial management.

But the Commission discovered that there is substantial room for improvement in
almost all the basic business practices in which the Commonwealth is engaged. Virginia
does not do an especially good job of obtaining available procurement savings. State
government does not purchase and utilize information technology in the most cost-
effective manner. It does not manage its extensive real estate holdingsin a manner
befitting the size of the portfolio. Its receivables practices could be far more effectivein
collecting dollars that the state is legitimately owed. And its human resource policies

need major revision.



The Commission discovered similar problems with amost every major business

practice.

I nformation necessary for developing an enter prise-wide approach to the
basic business practices of the Commonwealth is often not collected or not
accessible to the agenciesthat could effectively utilizeit.

Thereislimited systematic analysis about how the Commonwealth can save
taxpayer dollarsby reforming theway it purchases goods, or ganizesits
information system, collectsreceivables, and managesitsreal estate holdings.
Best practices utilized by the private sector to reduce their costs have only
been partially and incompletely incorporated into Virginia state gover nment.
Responsibility for the basic business practices of state government iseither ill
defined or so widely diffused across agenciesthat it has become virtually
impossible to leverage the size of the Commonwealth’s activities and

maximize savings opportunities.

The savings that could accrue to the Commonwealth from changing the way it does

business are extraordinarily large, ultimately reaching $750 million annualy. It is

important to note that the savings that the Commission has identified in reforming the

business practices of the Commonwealth will not require any reduction in the services

that are provided to the citizens of Virginia It requires the will, the management skill and

the tenacity to change the way businessis currently done.

The $750 million dollar figure was reached by adding the realistic savings that

could be achieved from modifying the following business practices.

Procurement: ($500 Million)



Achieving substantial procurement savings will require the development of better

analytical tools, better procurement planning and better collaboration across state

government. With the exception of arecommendation to continue reverse auctioning, we

do not envision the need for much legidlative change. Reforms such as the Public-Private

Education Act and the Public-Private Infrastructure Act have provided needed flexibility.

Major Recommendations:

Develop enter prise wide approaches to purchasing and gathering

infor mation about agency spending patter ns, promoting collabor ation
between departments and agencies.

Reengineer the capital outlay processto eliminate the gap between contract
cost and actual final cost on transportation and construction projects.
Premise the procurement of prescription drugson a preferred drug plan
with athreetier system.

Authorize legidation to enable the use of rever se auctioning as a per manent
procurement tool.

Remove Virginia Correctional Enterprises asa mandatory supplier for
universities

Develop an effective Minority Supplier Program that provides better
information about minority supplier availability, centralizesinformation
about opportunitiesfor minority suppliersand holds agencies accountable

for better performance. (See Appendix One- Procurement Report)

Background Information:



At every point on the procurement continuum- from upfront analysis of savings

opportunities to the evaluation of how well a contractor has performed- the Commission

identified key elements that were either not working optimally or ssmply broken. This

was evident in both the purchase of goods and supplies and in the procurement of large

capital outlay projects.

At themost rudimentary level, the Commission discovered that the
Commonwealth had never systematically collected the kind of information
that would be necessary to organize procurement to make the best use of
taxpayer dollars.

Thelack of a good information base is compounded by inadequate upfront
planning on large projects. Thisis especially truein capital outlay
construction projectsand in the development of infor mation technology
systems.

Therearealso serious deficienciesin contract negotiation and contract
management. Vendor s themselvestold the Commission that the
Commonwealth often does not obtain the best discounts.

Finally, thereisalso considerable evidence to suggest that Virginia has not
achieved adequate supplier diversity. Virginia state government's

per formance does not match that of either effective private sector companies
or anumber of other states.

In the last decade many private sector companies have made procurement reform

amajor feature of both the reengineering process and productivity improvement. The

reason that procurement reform in the private sector has become so widely discussed is
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simple. Corporations that have seriously addressed procurement matters have been able
to achieve savings and productivity improvement that make notable additions to the
bottom line. Expectations of real savingsin the range of 10%-20% on the total spend over
atwo-to-three year period are common in the corporate world today.

The Commission believes that the low-end figure of 10% isarealistic figure for
Virginia state government. Virginia should save $500 million annually on atotal spend of

$5 billion. These annual savings of $500 million should be fully realized in a 2-4 years.

Information Technology: ($100 million)

Information technology savings can be achieved, in part, by better procurement of
information technology, by eliminating the purchase of duplicative administrative
information systems, by utilizing technology to perform work tasks more efficiently, and
by providing better customer service through technol ogy.

Major Recommendations:
e Negotiate statewide contractsfor infor mation technology purchases that
lever age pur chase volume into substantial discounts.
e Consolidate administrative information systems proj ects acr 0ss agencies.
(See Appendix Two: KPMG Consulting Report)
e Combine data centersto increase effectiveness and cost savings
e Usetechnology to consolidate business processes such as payroll processing

and accountsreceivable.
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e Useweb-based technology to organize customer service activities such as
licensing and per mitting mor e efficiently and effectively in a one-stop shop.

(See Appendix Three- Commission Work Team I T Recommendations)
Background:

There are four specific areas related to the organization and use of information
technology that were the focus of the Commission's work:

e Theprocurement of information technology hardwar e, softwar e and services

e Theduplication of expensive administrative infor mation systems acr oss
agencies departments and agencies

e Theextent of human resourcesthat are assigned to tasksthat can be done
with mor e efficiency by utilizing technology

e Thecapacity of the Commonwealth to provide better customer service by
deploying infor mation technology mor e effectively.

The information technology area presently suffers from many of the same
deficiencies that are evident with the general procurement practices noted above. Because
of the fragmented nature of the state procurement system, the Commonwealth does not
negotiate the best available discounts on information technology purchases.

Moreover, the lack of upfront planning, good project specification and sound
management of I T projects has resulted in wasteful use of taxpayer dollars. Finally, the
separate purchase of expensive administrative systems by agencies and departmentsin
lieu of an enterprise-wide collaborative approach has not been the highest and best use of

IT resources. .
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As a benchmark comparison, the KPMG Consulting study noted that both
Pennsylvania and Florida are redesigning their administrative systems on an enterprise
wide basis for less than half the amount that has been spent in Virginia (over $560
million on independent systems since 1996.

For example, it is common practice for large businesses to decide upon asingle
ERP system (Enterprise Resource Planning) system for the enterprise. In Virginia at
present, different agencies own every major ERP system on the market. And when
different agencies purchase the same system, there is no evidence of volume discounts
obtained through a collaborative purchase.

The current strategic plans of state agencies provide further evidence for the lack
of integration in this regard. The written strategic plans for Virginia state agencies call for
implementing 13 different financial management systems, 3 different payroll systems and
3 different human resource systems.

Based on estimates devel oped by the Secretary of Technology and aKPMG
Consulting study, the Commission believes that annual savings of $100 million dollars
can be achieved in the information technology area within three years.

Real Estate Operations (60 million)

Paying more focused attention to real estate leasing and related issues may save
the Commonwealth $60 million dollars. It is an area that has not received adequate
attention.

Major Recommendations:
e Develop aportfolio management system for handling real estatein the

Commonwealth with clearly identified lines of responsibility.
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Reducethe vacancy rate in office space leased by the Commonwealth to less
than 5%

Strategically manage the lease expiration and renewal process, including the
212 leasesthat will expirein the next year.

Explore beneficial sale-leaseback opportunitiesfor the property that the
Commonwealth presently owns. (See Appendix Four: Real Estate
Opportunities)

M aximize possible beneficial sales and public-private development of surplus
property by developing better methods for designating property as*“ surplus’
and by reexamining the opportunitiesfor property that has already been

designated as“ surplus.”

Background:

The Commonwealth currently manages an assemblage of real estate assets
with a decentralized management appr oach.

Asaresult, critical real estate data such asvacancy rates are maintained at
the agency level or are not captured at all.

Co-location possibilitiesfor state offices are often not pursued because real
estate decisions ar e often made on an agency-by-agency basis.

The Commonwealth does not have a procedure for taking the best advantage
of lease expirations, including the 212 leases that will expirein the next year.
The state has not seriously examined the possibility of sale-leaseback

opportunitiesfor the property that it currently owns.
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The Commission estimates that the Commonwealth may achieve $60 million in
savingsif it managed itsreal estate holdings as a portfolio, actively sought to reduce
leased office spaces through co-location of agencies and reduced vacancy ratesin the
space that it currently leases. As a point of comparison, the federal government was able
to achieve a 42% reduction in average vacancy rates over afour year period in the late

1990' s when it moved to a portfolio management system.

Inventory Management ($50 million)

The Commonwealth could achieve a $34 million one-time savings by reducing
overall inventory to the level that existed two years ago. More sophisticated methods of
inventory management could further enhance overall savings.

Major Recommendations:

e Reduceinventory balancesin VDOT, DOC and ABC by 20%

e Request that the Auditor of Public Accounts develop a standard mandating
that all inventoriesin excess of $10,000 be classified asinventory in the state
accounting systems.

e Standardize inventory management practices acr oss state agencies

e Centralizedistribution systems

e Involve suppliersininventory reduction efforts (See Appendix Five: Virginia
State I nventory Findings)

Background:
e Theexisting inventory balances of $172 million are morethan 25% higher

than they were only 2 years ago.
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e Inventory management in the Commonwealth is decentralized across the
state. | nventory management practices are not standard acr oss agencies and
metricsarenot universally in place.

e Accounting policiesdo not requireinventory of lessthat $1 million per
agency to be captured in the accounting system asinventory.

A 20% reduction in inventory balancesin just three agencies- VDOT, DOC,
ABC- would provide a $34 million one time savings opportunity for the Commonwealth.
Over time, there is considerable opportunity for more significant inventory reduction by
developing better statewide systems of inventory management, centralizing distribution

systems across agencies and involving suppliersin inventory reduction opportunities.

Receivables ($30-45 million)

The Commonwealth could significantly enhance its process of collecting the
money it islegitimately owed. The Commonwealth currently has $5.6 billion of
receivablesthat are either past due or considered “uncollectible.”

Major Recommendations:
e Collection management should be standar dized acr oss agencies
e Thecurrent time period for declaring accounts delinquent should be
shortened
e The Commonwealth should develop better collections agency strategies
through the utilization of multiple agencies, through differentiating
commission based on values and by providing settlement guidelinesto

agencies.
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e Legisation should be submitted to the 2003 General Assembly enabling the
Commonwealth to use “debt sales’ to raise dollarsfrom its* uncollectible’
and “unworked” receivables. (See Appendix Six: Receivables Opportunities)

Background:

The Commonwealth of Virginiahas $2.5 billion of receivables, of which $1.6
billion are past due and $1.2 billion are more than 90 days past due. Additionally, $3.1
billion of receivables are deemed un-collectible.

The Commission’s examination of the Commonwealth’ s receivables process
noted that there are significant opportunities for enhancement. The current time period
for declaring an account delinquent should be shortened. Processes for selecting and
using external collections agencies are not consistent with best practices evident in the
private sector. And “un-collectible receivables’ that are currently not being pursued.

The Commission estimates that there is a $30-$45 million opportunity for the
Commonwealth if it optimized receivables collectionsif it took steps to improve

collections agency strategies and took action with unpursued “un-collectible receivables.”

Human Resour ces ($11 million)

The Commission believes that there are two areas in the administration of human
resources-payroll processing and training- where substantial savings can be realized.
Major Recommendations:

e Individual agency payroll systems should be folded into service bureaus.
e Thefeashbility of a payroll system serving all Virginia colleges and

universities should be explored.
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e The Commonwealth should minimize the use of “training incidentals”
(travels, meals, lodging) by promoting the use of e-training and
videoconferencing.

e The Commonwealth should develop a comprehensive approach to training
that defines appropriate roles/responsibilities for the Department of Human
Resour ce Management Services, individual state agencies, higher education,
private providers and the V-SHARE wor kfor ce development consortium.
(See Appendix Seven: Human Resour ce Opportunities)

Background I nformation:

The state payroll function is currently performed in a variety of ways. Some
agencies perform it in-house while others use centralized service bureau processing. A
study developed for the Commission noted that the existing service bureaus are 50%
more efficient in payroll processing than the existing in-house processes. Increasing the
use of service bureaus can save $2 million annually and optimizing the performance of
service bureaus could save an additional $3 million dollars for atotal save of $5 million
per year.

The Commonwealth currently spends $66 million per year ontraining. The
lar gest percentage (36%) of the training budget is spent on “training incidentals’ -
travel, lodging food, etc. The Commonwealth could conservatively save $6 million
dollars annually without any reduction in training opportunities by changing its mode of
delivering instruction where appropriate. The Commonwealth should minimize the use of

training incidental s by maximizing its use of e-training.
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CONTINUOUSIMPROVEMENT
The previous sections of our report have described the steps that Virginia needs to
take to streamline its bureaucracy and operate with the level of efficiency that its citizens
deserve. However, if we as a state are to avoid the continual recurrence of such
challenges and maintain our reputation for fiscal responsibility and management strength,
Virginia s leadership must establish an enduring process of continuous improvement in
the management of state government.
Essential components of this process should include:
e Reformsthat will enable the government to operate against long-term goals and
long-term objectives.
e Managing performance and ensuring accountability in a systematic manner over
the short and long term.
e Developing practices to optimize the contribution of Virginia' s workforce
e Developing ways of ensuring the most efficient and effective use of the state
budget dollars that are presently distributed to localities and to promote regional
cooperation.
Reformsto Enhance Gover nmental Planning/Efficiency
The Commission recommends three reforms to enhance the capacity of Virginia
government to promote the long-term interests of the citizens and the Commonwealth.
Change the Budget Cycle
At present, a new Governor must submit budget amendments to the biennium
budget proposed by his predecessor within afew days of assuming office. Thisisan

extraordinarily difficult task for an incoming Governor. In addition, it leaves Virginia's
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Governor without the capacity to craft his own budget in its entirety until histhird year in
office. The Commission recommends a change in the budget cycle so that an incoming
Governor would offer modifications to the second year of a biennial budget upon taking
office. Theincoming Governor would then craft his own biennial budget in the second
year of histerm. We recommend legislation to change the budget cycle beginning with
the Governor elected in 2005.
The Right of the People to Re-Elect the Governor

At present, Virginiaisthe only state in which the people do not have the right to
reelect their Governor to consecutive terms. In addition, the Governor isthe only state
elected office-holder in Virginiawho can not be reelected. A good case can be made that
long-term planning and accountability would be enhanced by granting this right to the
public. The Commission recommends giving the public the right to decide whether it
wishes to have the power to reelect a Governor for consecutive terms.
Enhancing Government Operations

If Virginiaisto implement and achieve the savings identified in this report, it
needs to ensure that state government is organized to work proactively and
collaboratively. At present, primary responsibility for anumber of key business practices
isnot clearly assigned. In addition, Virginia could do a better job of analyzing savings
opportunities at the front end of its governmental processes. The Commission
recommends that the Governor develop a plan to reorganize Cabinet functionsin a
manner that assigns clearer responsibility and authority on matters that are currently the

responsibility of multiple officials.
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Promote Gover nmental Excellence and Accountability

We believe that the Commonwealth should develop avision for its future, long-
term objectives for services and opportunitiesit provides to the citizens, and a system of
state government accountability that can measure and assess:

e Current service performance

e Productivity improvement

e Progress against long-term objectives.

We recommend the adoption of a Roadmap for Virginia's future that includes the
development of guiding principles, along-term vision and a system of accountability
emphasizing performance management that will allow citizensto be informed and
engaged and will provide information to elected officials as they determine and fund
services. An ongoing, bi-partisan Council on Virginia s Future should be established to
monitor and report on its implementation. (See Appendix Eight: Continuous

Improvement Opportunities)

Optimize Virginia’s Wor kfor ce

A study conducted for the Commission noted that the Commonwealth’s

compensation philosophy employs a number of features consistent with those utilized by
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best-in-class organizations. But the study also noted that the compensation practices of
the Commonwealth are not consistent with its stated objectives.

Direct compensation lags behind its peers and the Commonweal th has never
seriously funded or implemented its performance based compensation system. At the
same time, benefits such as paid time off are far more generous than in most private
sector organizations, The practical result is an incentive package and a culture that are
neither adequate for employees nor for the Commonwealth’ s need to have the highest
possible performing workforce.

Compensation practices should be reformed to place greater emphasis on real
merit pay and direct compensation and to reduce the amount of paid time-off. (See
Appendix Seven: Human Resource Opportunities) In addition, the Commission
recommends that state government revisit the actuarial assumptions of the retirement
system and consider whether it would be appropriate to have a partial or whole

conversion to a defined contribution or hybrid plan.

Promote Regionalism

Many of the principles and actions being recommended for the improved efficient
and effective delivery of state services should be equally applicable to localities.
Virginia s structure of local government and method of state funding for localitiesfailsto
incentivize cooperation, efficiency, and effectiveness and places many localities at a
competitive disadvantage. Since the Hahn Commission Report in 1967, there have been
13 additional commissions that have made reports. Y et the challenge of promoting

vibrant, competitive regions while retaining existing local identity and boundaries still
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remains. (See Appendix Nine: Commissions that have Addressed regional Matters since
1967)

Examining the manner in which state funding can be utilized effectively and
efficiently at the local and regional levelsisalogica complement to the work of this
Commission. We recommend that the Governor develop a process to do so, but one that
isexplicitly designed to overcome the lack of action that has too often has been the rea

outcome of previous reports.

CONCLUSION

In challenging economic times, most state governments will ssmply hunker down
and make the kind of adjustments that will enable them to get through the immediate
budget cycle. This Commission has articulated afar more ambitious response for the
Commonwealth, one that calls for responding to the current challenges proactively and
creatively by streamlining government, changing the ways it conducts its business and
developing areal capacity for establishing and meeting long-term goals.

We do not suggest that implementation will be easy. But we believe that our ideas
will position the Commonwealth to maintain its commitment to governmental excellence
and to retain a competitive edge in comparison to other states. The citizens of Virginia

deserve nothing less.
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