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INTRODUCTION

Over the past several months, the Government Reform & Restructuring Commission has held over a dozen
committee meeting, eight public town halls and had the opportunity to hear from hundreds of Virginians
through public and private sector presentations, website idea submissions, town hall speakers and
committee public comment. Those active participants in state government have provided the Commission
with their best ideas to cut government waste, reform government and improve customer service.

Since the beginning of the Commission, the four individual committees have been closely examining
numerous innovative ideas and industry best practices relating to issues that fall within their specific
scope of work. As ideas and proposals were presented to each committee, members were deliberate in
their discussions, focusing on the speed of implementation, cost savings potential and opportunities for
efficiency improvement.

The individual proposals below are the first round of proposals that have been endorsed by the individual
committees for recommendation by the full Commission to the Governor. As the committee work
continues over the next month prior to the October interim report date and then further on into the future,
the Commission anticipates substantial additions to this initial list of recommendations.

RECOMMENDATIONS

Customer Service, Performance, Accountability & Transparency Committee

The following recommendations represent advice to the full Commission. The recommendations have
been sorted into issue areas but, in some cases, recommendations encompass more than one issue area.
Implementation of these recommendations may require alterations to Virginia Code, while others may be
done through executive action. In addition some of these recommendations may parallel work and
advice of other committees and officials may have to merge advice from various committees to facilitate
decision making.

Topic One: Citizen Government Interface: The purpose of the following recommendations is to improve
the experience of the citizen when interacting with the government. The recommendations shift the
obligation from the citizen to the government to ensure, as far as possible, that the citizen’s request or
application fully complies with all laws, rules and regulations without further action by the citizen.

Portal Entry for Citizens Recommendation

Recommendation 1: That the Commission recommend to the Governor that he adopt a policy including
statutory changes where necessary that requires all government agencies, in their transactions with
citizens, to initiate other applicable governmental actions necessary for the citizen’s requests or
applications to fully comply with all Commonwealth laws, rules and regulations thereby creating a “one
stop shop” experience for the citizen



Under this principle, the responsibility shifts to government to ensure that all the needs and
obligations of the citizen are initiated as a result of the first formal contact by the citizen with the
government (i.e. One Call Resolution). For example, an application for a permit or a license would
require the State to inform the citizen of other approvals that will be required and to start that process
with the other agencies as necessary.

The Commission would advise the Governor to require Secretary of Administration to formulate an
implementation plan for this initiative, which may need to be phased in due to resource constraints
and managerial changes. However, the initiative should be complete and fully operational within 4
years of the publication of this recommendation.

Other non-executive government bodies and branches should also adopt this policy.

This is not a unique recommendation as a number of states are already implementing similar
initiatives notably Utah and Georgia. (Notes in Appendix)

Electronic Government Recommendation
Recommendation 2: That the Commission recommend to the Governor to make readily-deliverable
government services available online the primary delivery method by a future date chosen by the Governor.

>

The Governor should instruct the Secretary of Technology and the Commonwealth’s Chief
Information Officer, with input from other relevant state officials, to develop a strategic plan for
completing this initiative. The Governor should set an aggressive deadline for completion of the
strategic plan.

The Governor should have his Cabinet members set departmental annual performance targets for
agencies’ to move more of their interactions with the public to electronic transactions.

Establish standard forms for all agencies that can be filled out and processed online to reduce
processing time and errors, and enable electronic signatures wherever possible.

The electronic government initiative should move towards an enterprise system approach that enables
greater inter-connectivity between agencies’ electronic communication systems.

Provide Incentives / discounts to citizens who conduct online transactions in lieu of mail or in-person
where savings can be achieved through diversion from a physical location.

The Governor should instruct the Secretary of Technology to form a cross functional team of public
and private sector stakeholders and subject matter experts to begin identifying the scope, duration, and
cost of this online initiative.

Government Service Centers Recommendation

Recommendation 3: That the Commission recommends to the Governor that the state initiate a strategy to
create Government Service Centers. These service centers are to be “one stop shops” where the citizen
can access services provided by the Commonwealth.

>

State government field offices located regionally or locally should be converted from being
agency specific to government-wide “one stop shop” service providers. The citizen should be able to
complete more of their business with the government by visiting one office.

The centers should be clearly identified as the Government’s Service Center and be sited in
places of high citizen traffic.

The centers should be owned by one agency that would either offer to deliver services under
memorandum of understanding from other agencies or would let space within the facility to other
agencies to deliver their services. The latter option would accommodate agencies with technically
complicated services. The owning/operating agency would offer both of these options.

Existing facilities vacated as a result of this initiative should be sold as surplus property. The
Governor and legislature should review the allocation process of surplus property proceeds.

The centers should use technology to empower citizen self-service to the greatest extent possible.
This initiative is intended to be budget neutral or save money.



Topic Two: Transparency & Accountability Issues: Transparency is an essential ingredient of
accountability. Without transparency there can be no accountability. The principle of accountability is
based on the right of the public to know what our government is doing on our behalf and the result of
those actions. The execution of this accountability is totally dependent on the quality, timeliness and
accessibility of relevant information on government decisions and activities and the consequences of
those actions. This Committee anticipates that over the life of the Commission there will be a series of
recommendations on issues of transparency.

Transparency Recommendations

Recommendation 4: That the Commission recommend to the Governor that Virginia adopt a policy that
states that unless there is a security reason or an individual confidentiality reason that information remain
confidential, then all information should be deemed public information and available to the public.

Recommendation 5: That the Commission recommends that the Governor propose to the General
Assembly a Transparency Reform Act be passed by the General Assembly including the following
concepts as part of the legislation: (The following points should be considered as component parts of
transparency reform and would become parts of a Transparency Reform Act.)

» All government spending should be available online in a user friendly format and in a timely manner.

» Coordinate and simplify existing budget transparency initiatives from state agencies such as DPB,
APA, JLARC

» All agencies or political subdivisions receiving government monies must publish the spending of
those monies online in an accessible and timely manner and in accordance with the government’s
website criteria.

» All government financial statements and budgets must be accompanied by a full statement of debts,
liabilities and guarantees, including the differing maturities of that debt and its servicing costs.

> Placing government data online is not sufficient; it must be searchable and structured.' Searchable
means that the data is in a digital form that can be found by keyword matching using not just site-
provided search engines, but popular web search engines such as Google and Bing. Structured means
that the data is provided in a machine-readable format (such as XML) that allows users
to programmatically sift and sort the data as they see fit. The Association for Computing Machinery
and the Open Government Data Working Group have each developed principles for open government
data that should be adhered to.> ALEC's model legislation for online budget transparency is a good
example of an application of the principles in legislation.’

» All agencies should follow template guidelines for their websites. This allows a branded, inter-agency
approach to the look and functionality of each site, the common look of each providing a more user
friendly experience for the citizen. Having template guidelines for each agency also reduces the
government’s cost to develop websites.

» All agencies or political subdivisions that are raising money on the bond market must publish
information with the bond notice, identifying the existing debt levels of that organization. It must also
identify the maturity of those debts and the annual total of the organization’s debt servicing cost as a
numerical figure and as a proportion of their operating budget.

» Every agency that sets fees to recover the cost of services provided must disclose those fees online.
That disclosure must be accompanied by all the data used in calculating the fee and identify what
proportion of the total cost of that service the fee represents. (E.g. 50% 100% 150%)

! Hack, Mash, Peer: http://mercatus.org/sites/default/files/publication/Hack Mash Peer.pdf

2 ACM Statement: http://www.acm.org/public-policy/open-government, Open Gov Data Working Group:
http://www.opengovdata.org/home/8principles

3ALEC Model Legislation (Appendix C): http://www.alec.org/am/pdf/tax/09RSPS/26969 REPORT full.pdf
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» All agencies should conduct an analysis of their activities for which costs are recovered. That analysis
should identify if that activity provides a private benefit only, a public benefit only or a public benefit
and a private benefit. This analysis should be published online and should disclose what proportion of
the cost of the service is being recovered and how much is being funded by taxpayers.

» A statewide organizational chart clearly describing reporting structures should be made available for
online review by citizens. Additionally, organizational charts at the secretariat and agency level
should be available online.

Budget Transparency Initiatives:

Recommendation 6: Reform the budget rules, regulations and laws to accomplish the following:*

» Change the budget cycle so that the incoming Governor adopts his/her first budget in the first year in
office and second budget in the third year in office.

» Develop an inventory of all real property owned by the Commonwealth and publish that information
prominently online at the Department of Treasury and Department of General Services website.

» Require that the accounts of every agency show how much of its real property, property by property is
currently used in producing its outputs.

» Produce an end-of-session final approved budget summary document. Much like the Executive
Budget assembled by the Administration when the introduced budget is submitted, the Secretary of
Finance in conjunction with the staff of the legislative money committees, should either update or
produce a similar document once the final amendments to the budget have been made annually. This
final budgetary document should be the main source of budget information for Virginians and should
incorporate the other recommended transparency technology strategies endorsed by the Commission.

» Produce a budget tutorial and publicize budget transparency efforts. The committee understands that
transparency is a continuum with different levels of detailed information requiring different slices of
data for more sophisticated citizens while others desire a more overview understanding. In order to
provide greater accessibility to Virginia’s budget, producing and promulgating a citizen guide to the
Commonwealth’s budget would enable a citizen at any level of previous knowledge to read and understand
the state budget. North Carolina has undertaken a similar endeavor, including a Budgeting 101 website.

> Set a statutory limit on government spending expressed as a percentage of Gross State Product (GSP)’
or a similar benchmark.®

o Require that any departure from the statutory spending restraint requires the Administration to
provide an explanation to the General Assembly for this departure describing what caused the
situation, a prediction of how long the Commonwealth will be outside the restraint and describing
the mechanisms that will bring the commonwealth back into conformity.

o The General Assembly must also make a similar set of disclosures if the General Assembly is
responsible for the departure from the spending constraints.

» Reduce all budget baselines by 2% as a compulsory productivity dividend each financial year. Between 1973
and 2009, US non-farm business labor productivity almost doubled. Between 1973 and 2009, productivity
increased by an average of over 1.8 percent annually. In the period 1990 to 2009, this productivity growth

* Note: Delegate Brink dissented to the portion of this recommendation dealing with a statutory limit on government
spending and reducing budget baselines as a compulsory productivity dividend.

> GSP can be found at the Federal Bureau of Economic Analysis at http://www.bea.gov/regional/

®According to the Tax Policy Center, as of 2008, 30 states had at least one Tax and Expenditure Limit. 23 states imposed state
spending limits, 4 had state revenues limits, and 3 had both http://www.taxpolicycenter.org/briefing-book/state-
local/fiscal/limits.cfm
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rate was 2.3 percent. ’Similar increases in productivity should be a goal in government as well. The
productivity dividend initiative applies to the administrative and delivery costs of programs and activities.®

Value for Money Criteria

Recommendation 7: That the Commission recommend to the Governor that the following value for money
criteria be applied to the budget process either by Executive Order or amendment to appropriate
statutes.”

» That value for money information be supplied as a precursor to spending decisions:

o In the budget and appropriation process any decision that involves significant operating
expenditures must be accompanied by value for money information based on standard
accounting practices.

o In the budget and appropriation process any decision that involves significant capital
expenditures must be accompanied by value for money information based on standard
accounting practices.

o Any decision by the General Assembly to fund an activity with a lower value for money than
those activities declined would require a substantial explanation for the decision.

Purchasing

Recommendation 8: That the Commission recommends that the government adopt a purchasing

philosophy stating that it will purchase goods and services from the best provider. To that end it will

develop procedures that will allow multiple choices consequently improving the quality and price of the
choices. This philosophy will also recognize that there are some functions of government that are
essentially governmental in nature and should not be performed by the private sector.

» Competition in purchasing is the best mechanism for ascertaining the best price. (Note: best does not
always mean cheapest)

» Activities that are not inherently governmental should be subjected to competitive pressure.

» Government providers may participate in competition for competitively bid services. They must first
create a separate profit center for the unit bidding to provide the service.

» Internal competition should be facilitated by the creation of internal markets that allows departments
to bid to provide services for other departments (Examples: legal services, accounting services, human
resource services, payroll services, data entry, data collection, etc.)

» Internal markets should be required to operate on a contractual basis.

Performance Issues:

The Commonwealth of Virginia is a leader in performance management among the states, however, that
does not mean there is no further room for improvement. These recommendations focus on continuing to
move towards more effective government. The key to improved performance in government organizations
is collecting outcome oriented information on the results achieved by government activities, followed by
the application of that information to the improvement of performance until there is no need for the
government to expend taxpayer monies on this issue anymore.

” Calculations based on BLS data, http://www.bls.gov/lpc/prodybar.html

® E.g. 100% of the cost of issuing a license would be subject to the reduction but only the processing cost of
determining entitlement to a welfare payment. The cost of administering a subsidy would be subject to the
reduction but not the actual subsidy.

° See further details in Appendix F
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Recommendation 9: That the Commission recommend to the Governor that he sponsor an Act that would
require the Government of the Commonwealth to focus on identifying outcomes that are priorities for the
Commonwealth and that the budget and appropriation process identify strategies to address those
priorities by measurable amounts each year or fiscal period.

» For each activity funded by the government there must be an identified intended outcome.

o Each application to the appropriation process for funds must be accompanied by a statement
identifying the outcome this funding will affect.'”

o The outcome statement must also identify the measures that will be used to identify progress
towards that outcome. If the measures are unacceptable the appropriators should require that
the measures be changed.

o The progress towards the outcome achieved in the previous fiscal period should accompany
the appropriation request and should be a major determinant of the next fiscal periods funding.

o The outcome measures are important to improving the government’s results and should not be
able to be changed easily or without authorization.

o Internal data collection systems must be capable of showing progress on measures regularly
during the year.

o Reporting will be required to concentrate on showing progress towards outcomes with
comprehensive explanations for deviations from the predicted result.

o Require that each appropriation has a statement attached that describes with specificity the
result that will be achieved by the expenditure of this appropriation.

o Require that this purchase statement form the basis of the evaluation of this activity during the
next budget round.

o Require that each agency track progress on this purchase agreement through appropriate
management reports.

o This data and measures should incorporate information produced by and for the Auditor of
Public Account’s Commonwealth DataPoint and the Council on Virginia’s Future’s
performance measures.

Disclosure Requirements

The Committee recommends the following to the Commission for its recommendation to the Governor:

» The current definition of “Publish” should be amended in the appropriate Act. The new definition of
publish should be expanded to require that any requirement in any law to “publish” should now
include a requirement to place that information online in a readily accessible place and in a user
friendly format.

» The new definition should also recognize that the obligation to “publish” is met if the information is
placed online according to the Commonwealth’s website criteria and that the documents concerned
are readily printable from files of a reasonable size.

» The publication site should use the mandated criteria for government websites.

% The House Transportation Committee referred HB779, Lemunyon, to the Commission for review. This recommendation
incorporates the general concepts outlined in HB779 regarding determining and reporting rate of return on infrastructure
projects. While the scope of the bill was limited to road construction, we believe the concept can also be applied to road vs.
transit decisioning



Government Websites

The Committee recommends the following to the Commission for its recommendation to the Governor:

» Recognizing that Government websites are increasingly the means by which the public access the
information it requires about government, the quality of these websites will have a material effect on
the ability of the citizen to become informed.

> Establish a process of regular independent evaluation of the government’s websites. "'

» This evaluation should be contracted outside of government to some independent organization like a
university, think tank or private entity.

» The evaluation should assess the use of the mandated criteria for government websites and extend to
encouraging innovative techniques that improve the effectiveness of the website.

» The evaluation criteria should be constructed in such a way that would ultimately rank the sites to
create competitive incentives for continuous improvement.

» These evaluations should occur frequently, perhaps semi-annually.

» The Commonwealth should also investigate the use of “new media” Facebook, Twitter,
I-pad applications, online chat, etc. as a means of communications with citizens.

Miscellaneous Issues: (The following are stand-alone issues)
The Committee recommends the following to the Commission for its recommendation to the Governor.

» Transparency of Commissions and Agencies
o Update Governor’s website with a list of all Commissions and non-cabinet Agencies
o That this website states the name of the commission or agency, the date of its creation, the
purpose for its existence, when it is meant to terminate, how many times it has met in the last
year and the annual cost of each organization.
o That a cap on the number of commissions in existence at any one time be set. Once the cap is
reached no new commission can be created until an old one is terminated.

» Modernizing Sunshine Laws
o Amend sunshine laws to allow public organizations to participate in electronic meetings.'>
o This amendment should allow the public to observe or listen to meetings from their own home
or from a designated government facility.
o The inability to do this under the current law dramatically adds to the cost of public
organizations and significantly limits their effectiveness.

Consolidation of Shared Services Committee

Guiding Principles of the Consolidation of Shared Services Committee

In former Governor Warner’s Commission on Efficiency and Effectiveness from 2002, the final
report noted, “Virginia state government is not presently organized, even at the highest levels, to operate the
basic business functions of state government in the most efficient and effective manner.” That and other
previous reform efforts in Virginia examined and recommended many of the same issues this current
Commission is evaluating. While Virginia continues to justly receive national accolades for her strong
management practices and outcomes, the systems and operations at the state level are far from perfect. After
hearing from numerous private sector partners on their best practices and those employed in other states as
well as opportunities presented from Virginia’s own forward-thinking state employees, this committee is
recommending several initiatives to better align the operations and administrative services of state government.
These are our preliminary recommendations as we expect to continue our efforts over the next several years.

" sunshine Review currently does a similar exercise - http://sunshinereviewblog.com/
12 see appendix G for more information.
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Virginia state government is not broken, but the committee believes greater and stronger steps can
and should be taken to break down barriers to efficient and effective practices. Too often, government
relies on the status quo with separate and disparate approaches. This silo effect on operations causes
inefficiencies, unnecessary spending and burdensome service delivery to the customer, whether the end
user be a citizen, a business, a local government or another state agency. This committee recommends the
elimination of barriers to greater connectivity between these important service delivery methods. The
committee believes focusing on greater enterprise approaches to these administrative, “back office”
systems can achieve significant cost savings, improved delivery and better support to those core functions
of government. Many of the areas examined by the committee are necessary components of government
that reside outside yet in support of those core functions being examined by other committees.

Transforming the operations of government is not a simple task. Most of the individual
recommendations developed by the committee are programmatic in nature. For real transformation to
occur and positive results be achieved, these and other programmatic changes must be coupled with
dynamic managerial and cultural shifts. Ownership of innovative changes at every level is necessary
along with a commitment to full implementation, ongoing evaluation and flexible adjustments to
accomplish lasting results.

These recommendations represent a solid beginning to this committee’s work on identifying
opportunities for positive change. In the future, this committee intends to further evaluate creative and
innovative methods and practices to consolidate these and other functions to move Virginia on the path of
greater shared service delivery of operations. Seeking out enterprise solutions is necessary and beneficial,
but challenges remain on governance structures, resource allocation and strategic systems development.

Consolidating the Administration of Certain Taxes

The Department of Taxation evaluated the advantages and disadvantages of consolidating the

administration of certain taxes currently administered by other agencies. Based on the guiding principles

of customer service, regulatory coordination, program coordination, resources and the cost/benefit of
potential transfers and after consultation with the affected agencies, the committee adopted the following
recommendations offered by the Department.

» Shifting to the Department of Taxation the tax collection of the following ABC taxes: 1) liter tax on
wine, 2) state tax on distilled spirits and wine, 3) beer and beverage excise tax, and 4) carrier’s
alternative mixed beverage tax.

» Transferring the administration of the motor vehicle rental taxes from DMV to TAX provided that a
funding source is identified.

» Transferring the collection of the insurance premium tax from the SCC to TAX in three steps: 1)
Short-term (TAX could provide the processing of the returns, the handling of the payments, and any
related billing. The SCC would continue to provide customer services and perform the collections
and auditing duties.), 2) Intermediate-term (TAX could assume the collections responsibilities for this
tax.) and 3) Long-term (TAX could take over the complete administration of this tax. This plan would
require study, including surveying stakeholders and determining if it would be necessary to transfer
staff from the SCC over to TAX in order to preserve the level of expertise.)

» Undertake a comprehensive study to determine whether transferring the Unemployment Insurance
Tax from VEC to TAX is feasible and desirable. Also, transfer the collections of delinquent UI Tax to
TAX.

» Transferring the administration of the prepaid wireless E-911 fee from VITA to TAX in two steps: 1)
in the short term, TAX should take over the collection of the wireless E-911 surcharge, and 2) in the
intermediate term, the General Assembly should study the feasibility of TAX distributing the wireless
E-911 surcharge revenues and moving the Wireless E-911 Services Board functions to TAX, focusing




on tax collection, formula-based distribution, the technical aspects of wireless E-911, and the
necessity of the grant program.

There were two additional recommendations adopted by the committee outside of those proposed by the

Department of Taxation.

» TAX should work with the Department of Accounts to identify additional taxes and the agencies that
collect them that would be appropriate areas for study going forward. Further study should also be
undertaken for those taxes identified as potentially transferable so that taxpayers and other interested
parties can be given an opportunity to comment and detailed estimates can be prepared of the costs to
TAX, the savings to the other agency, and an appropriate timetable for implementation of the transfer.

» TAX should develop a second pilot project with local treasurers to ascertain the efficiency and
effectiveness of local constitutional officers assisting the Commonwealth in the collection of debts.

Non-Tax Debt Collections

Commonwealth accounts receivable are assets and as stewards of Commonwealth resources, we owe it to
citizens to ensure that all citizens are held accountable for paying their non-tax debts to the same extent.
Therefore, the committee adopted the following recommendations.

> Establish a comprehensive new statewide OCA contract to collect receivables of less than $3,000 that
are 60 days past due (Code § 2.24806 C.)

@)
@)

@)
@)
@)

Leverage multiple OCAs to encourage competition

Establish riskscoring techniques to determine collectability and adjust assignments based on
performance

Vary fees according to collectability determination

Employ secondary OCA assignments

Implement benchmarks and performance based scorecard to evaluate and monitor OCA
effectiveness

» Adopt policy and statutory changes to improve outside collections agency management that may
include:

O

O

Expand active collection of written-off debt. Match written-off inventory against a skip trace
and/or employment source on a recurring basis

Expand initial case assignment criteria beyond days delinquent and dollar amount. Increase
the flexibility of the thresholds for assignment to the Attorney General’s Division of Debt
Collection and OCAs established by the Debt Collection Act (Code § 2.24806). Expand the
assignment criteria to include other factors such as debtor/debt type, employer/bank
information availability, type of business, and times in collection.

Authorize administrative wage, property and bank levies. Utilize the legal authority and tools
available for tax obligations including the authority to generate administrative levies without
having a judgment in place. Administrative wage levies will be subject to the same maximum
portion of disposable earnings subject to levy as contained in Virginia Code § 8.01512.3 for
wage garnishments.

Extend professional license revocation authority currently available to DSS Child Support
Enforcement to prevent debtor’s professional licenses from being renewed and/or revoke
outstanding professional licenses.

» Mandate the currently optional policy to require collection fees to be charged to debtors
» Consolidate nontax delinquent debt collection resources/functions into a single entity:

@)
@)
@)

Reduce redundancy by centralizing common collection functions
Establish single point of contact for debtors
Streamline and standardize collections workflow processes



o Facilitate efficiencies through economies of scale
o Consider merits of outsourcing all or part of shared service center operations
» Implement a single collection case management system
o Leverage cash management workflow and correspondence engines and decision analytics tools
o Offer web-enabled services for debtors and other stakeholders
» Improve information sharing and access
o Integrate systems environment to securely share demographic, skip trace, bankruptcy and other
information from internal and external sources using a data warehouse
o Identify and resolve internal/external data privacy and security issues
» Instruct the Department of Accounts and Department of Taxation to participate in the federal treasury
nontax debt setoff program.

E-Commerce Disbursements

The Commonwealth has engaged in a comprehensive and aggressive E-Commerce disbursements

program for many years. Numerous electronic commerce initiatives within agencies throughout the state

reduce the number of state-issued checks by millions annually using more efficient electronic payment

processes. Tools such as Financial Electronic Data Interchange (EDI), Payroll Direct Deposit, and Charge

Cards are more reliable and cost effective than traditional paper checks. Electronic payments are also

more secure because of the use of encryption and other security measures. In addition to these tools, the

issuance of electronic earnings notices through Payline further reduces paper printing and related costs.

The Commonwealth’s E-Commerce programs are best practices that demonstrate effective financial

management and cost control. Agencies and institutions are expected to embrace these tools to the fullest

extent possible. Building on these existing successful practices, the committee makes the following

recommendations.

» Increase the emphasis on Electronic Data Interchange (EDI) enrollment in eV A vendor registration

» Study the feasibility of Automated EDI enrollment

» Extend mandatory EDI for travel reimbursements to Board members and other nonemployees.
Extending the EDI mandate to board members and other non-employees receiving three or more travel
reimbursements annually will eliminate up to 10,000 checks annually. The cost of printing and
mailing a check costs approximately $1.

» Change eV A entry policy on confirming orders for charge card transactions under $200

Shared Services Agency Agreements

Currently, agencies of all sizes operate largely autonomously in both the delivery of core mission services
and fiscal and administrative functions. Agencies dedicate the majority of their funding and staffing
resources to their core mission services. However, core services cannot be delivered without effective
fiscal and administrative services. Fiscal and administrative functions are complex and require a detailed
understanding of federal and state policies and accounting rules and regulations.

Shared services will impact the quality of internal controls over the Commonwealth’s assets and enhance
the quality of data available to management to support business decisions. In order to successfully
implement a modern enterprise system, central service agencies will need to work together under a
common governance structure and avoid putting their individual needs above those of the Commonwealth
as a whole. Once established, all stakeholders (including legislative stakeholders) must recognize, adhere
to and stand by the governance structure and related processes and management information available
through the enterprise system. With the desire for the Commonwealth to move from current status quo
silo approaches to greater enterprise approaches, the committee makes the following recommendations.

» All agencies not currently in the payroll services bureau shall enter into the bureau unless the agency
can demonstrate that consolidation is not feasible.



» Social Services should consider the merits of obtaining payroll services from Health’s or
Rehabilitative Service’ shared services

» Juvenile Justice should consider the merits of obtaining payroll services from Correction’s shared
services

» DBHDS should consolidate payroll services supporting their 16 behavioral health institutions

» The Virginia Community College System Office should consolidate payroll services supporting their
23 institutions. The seven nondecentralized institutions of higher education should consider entering
into joint cooperative agreements to obtain/perform payroll services from/for one another

» Direct the maximum use of administrative support shared service arrangements, particularly within
secretarial areas where systems and operational missions are compatible.

O

O

Secretaries should designate an agency within their Secretariat to provide all administrative
support services to small agencies (i.e., agencies with fewer than 350 FTE)

Administrative support services include, but is not limited to: Procurement, fiscal, human
resources, and information technology security

In consultation with respective central service agency (i.e., DGS, DHRM, DOA, VITA)
secretaries should implement comprehensive administrative service level agreements between
their designated service provider agency and customer agencies.

Secretaries should also report back to the respective central services agencies and the CIO on
those service level agreements.

The central service agencies should develop a standard service level agreement form for
agencies.

» Develop a funding model for shared service arrangements and enterprise systems that:

O

@)
@)
@)

Establishes internal service fund rates

Ensures rates charged are reasonable and justified

Eliminates sole reliance on general fund support for administrative services

Allocates costs among users in reasonable proportion to services provided by charging all
users, including nongeneral funds, a reasonable proportion of the cost of services provided

» Develop a governance framework and implement shared services supporting enterprise I'T
applications

O

Governance framework should allow central service agencies (i.e., Accounts, General
Services, Human Resource Management, Planning and Budget, Treasury and VITA) to fulfill
statutory requirements while supporting an effective, efficient, cohesive and integrated systems
environment

Governance framework should include participation from line agency business leaders to
define agency business needs and provide collaborative applications and services to agencies
performing similar functions

Governance framework should support the consolidation of information technology
development and maintenance resources under a shared services environment

All central service agencies should develop short and long-term strategies supporting these
recommendations

Fleet Management

The Department of General Services has entered into a public-private partnership service model for the
provision of vehicle (sedans, SUVs, vans, and pickup trucks) maintenance. Vehicles managed by the
DGS model experienced a .04 cents per mile maintenance cost (over a 3-year period of time) compared to
survey data (3-year survey data) from vehicles being managed by other state agencies outside of the DGS
public-private partnership at .1033 per mile. Therefore, the committee makes the following
recommendations.
» State agencies and institutions of higher education with vehicles (sedans, SUVs, vans, and pickup
trucks) not currently serviced by the DGS public-private vehicle maintenance model will be required



to compare their current vehicle maintenance model costs and operational needs to the DGS
maintenance model by performing a cost and operational benefit analysis. This analysis is to be
completed no later than December 31, 2010, with results provided to the DGS Director. The DGS
Director will be prepared to brief the Shared Services Committee after January 1, 2011 on findings
and recommendations from agency and institution analyses.

» The Governor should encourage and DGS should proactively solicit local government entities to
contact DGS to collaborate and evaluate vehicle maintenance options that may prove to be more cost
and operationally beneficial to the local government or DGS.

Surplus Real Property

Currently, state agencies have not complied with the law mandating that all owned physical property must

be inventoried with the Virginia Department of General Services. While how much property the

Commonwealth leases is known (because we privatize that function), the Commonwealth does not have a

current listing of the real property owned, nor an accurate account of occupancy rates. In order to rectify

this and increase the management of the Commonwealth’s assets, the committee makes the following
recommendations. '’

» Agencies should provide an inventory of all real property assets,

» An external entity — either another state agency or a private firm — should identify which of those
assets should be considered surplus,

» Review the statutory basis of ownership and disposal of surplus real property, including the funding
allocation of proceeds and the possible incentives to move more surplus property off the state’s ledger,
which could include budgetary charges for idle property

» Provide a better definition of what is surplus and underutilized property on an ongoing basis.

Consolidation of Inspectors General
There are several inspector general positions throughout state government, many located within the
agencies they are charged with providing oversight functions. By consolidating those disparate positions
into one central, independent agency and transforming the State’s Internal Auditor into an Inspector
General with enhanced authority to proactively pursue complaints concerning fraud, waste and abuse in
state government, we can better monitor agency performance. Some of the potential responsibilities of the
Inspector General may include:

e Review and enforce newly implemented performance-based budget metrics;

e Conduct investigations and audits of all aspects of state government;
e Make regular reports to the General Assembly and the Governor;
e When necessary, pursue civil, criminal and administrative investigations;

e Establishing policies and standards that ensure an effective internal auditing process for all state
agencies.

Statutory changes may include:

» Currently, several state agencies have auditing and investigatory powers. The elimination of specific
Code provisions on the existing inspectors general (the Virginia Department of Behavioral Health and
Developmental Services, the Virginia Department of Corrections and the Virginia Department of
Transportation) in favor of a more generic list of authority and powers (if necessary, in light of
delegation capacity);

» Existing inspectors general would be subordinate to the Inspector General in the enabling language;

3 JLARC’s 1994 “Review of State Owned Real Property” noted that, “In general, State agencies have not been sufficiently
proactive in identifying surplus real property.” The report also identified 7,100 acres of potential surplus property, valued at
$36 million. http://leg2.state.va.us/dls/h&sdocs.nsf/By+Year/SD071995/Sfile/SD7 1995.pdf
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» Some specific duties of Behavioral Health IG will need to be preserved, but this can probably be done
without specific code language; and

» The Deputy Inspectors General will have powers similar to the Inspector General within their
respective fields.

Enterprise Content Management

The need for better management of achieved documents and unstructured content from legacy systems,
email achieves and web content is important for state government with the high demand for transparency,
legal e-discovery issues and FOIA requests. While the Commonwealth has current statutory requirements
for document management, the committee recommends examining state content management in a more
enterprise manner to reduce costs, improve service, reduce risks, and improve transparency.

Operational Reviews of Commonwealth Commodities and Services

The Commission recommends the establishment of ad-hoc working groups comprised of state agency
heads, local government representatives and industry leaders from the private sector to evaluate best
practices and goals for reducing consumption and cost of the following:

Energy Consumption

Water Usage

Waste Management

Phones & Data Usage

Printers, Copiers & Fax Machine Management
Asset Inventory & Management

Travel Reimbursement

Fleet Management

Banking Services

Accounts Receivable

Surplus Property

Insurance (Risk Management & Health Insurance)

These groups should present findings on:

1) Amount the Commonwealth spends on commodities

2) Industry best practices for state agencies and localities to achieve greater efficiency
3) A target goal for reducing costs (i.e., 10% recognized savings)

4) Develop a mechanism for capturing savings and providing accountability

Eliminate Toll Free Numbers

The widespread use of cell phones has made toll free numbers obsolete. Initial reports show the
Commonwealth currently operates approximately 50 different toll free numbers with 200 employees. The
committee recommends reducing and eliminating these numbers, resulting in hundreds of thousands of
dollars in savings.

Intergovernmental Relations Committee

The committee is focused on sorting out the roles of state and local government, figuring out the most
efficient ways to deliver public services, and proposing fair and effective policies to deliver essential
services. These tasks also have the greatest long-term benefits for taxpayers and citizens, and that’s
where the committee has and will continue to spend most of its energy.



While keeping this long-term project in mind, the committee is considering ideas and proposals that are
more short term in nature for consideration in the short term. They are reviewing important proposals to
encourage regional cooperation and ways to provide local governments with more flexibility in the
management of their everyday, ministerial functions.

The committee has made one recommendation to the full Commission and is providing another draft
recommendation for their initial review for consideration in the future.

Local Mandate Review

The committee learned that there are currently 570 state and federal mandates, 456 of which are subject to
assessment by state agencies. While additional mandates from the state onto localities are added
annually, these reviews have lead to the recommendation of only 2 mandates being eliminated over the
past decade, neither of which have actually been eliminated. Finding this outcome unacceptable, the
committee made the following recommendations.

» The Committee recommends that the Governor’s Office and the Department of Planning and Budget
move forward with plans requiring state agencies review of all current mandates to determine if any of
those mandates should be suspended or eliminated as a result of state budget reductions. For example,
if an agency eliminated the program staff or function relative to the information that was required by
the mandate, why is the state still mandating that the information be provided?

» The Committee recommends that the Commission on Local Government move forward with a change
to the requirements for local mandates which would put the burden on state agencies to justify the
continuation of those mandates using a cost benefit analysis and metrics to determine the value
relative to the output.

Regionalism
While the committee has not endorsed any specific recommendation regarding this issue, the committee

did want to provide this draft document by committee member Dubby Wynne to the Commission’s initial
review. The committee hopes to have recommendations on this issue in the future.

Simplification and Operations Committee

This committee has delved into several broad topics in their examination of the government’s agencies
and organizations duplicative and redundant activities, best practices, and operational efficiencies.
Recently, the committee heard a proposal by the Governor’s staff on the privatization of ABC. The
committee will be reporting back in the future with a recommendation on that subject along with several
other recommendations on subjects they were unable to complete prior to this meeting. However, the
committee was able to make two recommendations to the full Commission.

Four Day Work Week for State and Local Government Employees

Utah is the first and only state to implement this initiative for a full state work force, and they have
realized savings in energy consumption, overtime and travel and seen improved employee productivity.
The Virginia Department of Forestry has launched a successful pilot program. While this
recommendation would not apply to all agencies in Virginia government (for example, public safety and
higher education would be exempted), the Commonwealth could still save sizeable amounts of money
from this initiative. Further examination is necessary into both the criteria for selecting the employees or




agencies that would be eligible and the ability to effectively handle the impact on state employees,
including child and adult care and public transportation access.

With the knowledge that those additional steps will be taken prior to implementation of a 4 day flexible
schedule, the committee recommends the expansion of the 4 day work week schedule beyond the pilot
program at the Department of Forestry.

Consolidation/Elimination of Boards and Commissions
Boards and commissions were established over many decades to address specific needs or perceived
problems of Virginians. Rarely are boards and commissions evaluated to determine their continued
operational need/ merit. A principled, periodic review should be established to identify what boards and
commissions can be eliminated or consolidated. Similarly, boards and commissions should demonstrate
effectiveness toward their stated purpose or face elimination/reorganization. It is a general principle of
good government that elected policy makers (or the governor’s administration) should determine policy;
boards and commissions should be evaluated to determine if decision/authority rests at the appropriate
place. Eliminate duplication between boards and commissions and other non-government entities that
perform the same service/review; eliminate duplication between boards and commissions and agencies
performing similar missions. Seek to eliminate pure advisory commissions; policy making commissions
can be folded into agencies. Boards and commissions that have not met in significant time periods need to
be eliminated. Boards and commissions should:

a) elevate the profile of important industries or sectors,

b) provide a forum for leaders to advance ideas for success,

c) reflect the priorities of the future of the Commonwealth

In preparation for future recommendations on consolidation and elimination of various boards and
commissions, the committee recommends the criteria flow chart for review of boards and commissions
found in appendix H.



Appendix A
Transparency Recommendations to the Commission on Reform &

Restructuring
Bruce Gemmill - July 19, 2010

| wish | could claim what | have written is original thought. Some actually is. Yet | readily admit much of what |
have learned, and will recommend, comes from great thinkers we have on this commission. The Mercatus Center
and the Reason Foundation have been invaluable. | also have talked with those in the governments of other
states to get their best practices, most particularly Texas and Louisiana.

In order to hold government more accountable for its actions, and to allow for more efficient economies between
agencies, the public domain of Virginia must act openly and as transparently as much as possible. Today’s
technology allows us to do just that, with much of the inability to apply transparent measures merely being
resistance to change or perhaps for political expediency.

There is much we can do immediately through the administrative branch. A simple administrative directive by
gubernatorial fiat can clearly implement transparency initiatives with a roadmap to achieve clear goals. For
example, and borrowing advice from our friends in Texas, let’s consider the steps the Lone Star state recommends
to its localities as a way to get started in allowing taxpayers to “follow the money”:

Texas Action Steps — Getting Started

1. Review the resources and information available in our financial systems. Are there reports that can be
easily generated and shared with the public? Are there print publications that can be made available
electronically for download from the Web?

2. We must determine how to easily convert documents to standard formats such as pdf or html, which are
easily accessible to the public via the Web.

3. We should remember to offer a link on our sites for users to download the free Adobe Acrobat reader to
access any reports posted in pdf format.

4. We must analyze how our information can best be presented on the Web and how it can be easily read
and understood by the public. For example:

o Caninformation be put in a bar graph or pie chart for a quick snapshot view?

o Can copies of checks that are paid out be placed on the Web, showing payments made in real-
time?

o Can alist of all vendors who have been compensated for their services/goods over the past 6-12
months be provided online with details on the vendor, the amount paid, the goods/services
received, and the date of the payment?

o Can the budget be itemized by categories such as projects and departments for quicker scanning
by viewers?

5. Of course, we need to be sure to identify any confidential information that needs to be removed. This can
include names of individuals receiving public services; social security numbers; home or e-mail addresses;
bank account numbers; net pay, or specific deductions from employee paychecks*; and other private
data.

An agency staff person should be assigned who will be responsible for deleting confidential items and
preparing financial data selected for online posting.

6. We should include mechanisms to allow the public to submit feedback on the financial information being
shared.



7. This Commission, and all agencies, must continuously seek new ways financial data can be provided to the
public by leveraging technology and responding to feedback.

Recommendation: Use structured, searchable formats like XML, CSV, and when necessary pdfs (preferably
searchable pdfs). Having in place structured data allows the user to sort data. The recommendations above can
be more challenging than the famous Texas two-step, especially when we start talking about what real
transparency means. It’s one thing to scan a document, make a pdf file and post it. It’s another to make it a
structured format allowing anyone to easily search and find not only the document, but particulars within the
document. This also nullifies claiming transparency by merely posting information on line. After all, if | can say |
posted a particular record on line, but you can’t find it, what good is that? Our object should and must be to not
only post data on line, but to make it findable.

Recommendation: Employ really simple syndication (RSS) feeds. RSS feeds allow interested parties to subscribe
to real time feeds from agencies on matters of particular interest to them. We should provide this automation
and aggregation of data for individuals to subscribe to feeds from any governmental branch of topics pertaining to
their professional or business interests. Let’s say the VP of Governmental Affairs from a particular chamber of
commerce is interested in tracking new regulations or pending votes on issues of interest to their member
business organizations, the subscriber’s reader will automatically issue an alert. RSS feeds greatly increase the
potential for open government because it makes data more accessible and flexible. When data is accessible, it
offers the opportunity for citizens and state employees to share ideas with their government which may benefit
the Commonwealth.

Recommendation: Support legislation like HB 778 that encourages openness and accountability. Encourage the
creation of a website like that of http://projects.washingtonpost.com/congress. On the legislative side, we
should encourage the House of Delegates and our Senate to embrace sharing of information, such as voting
records, more openly. Our founding fathers clearly established a republic based on the openness of its leaders so
as to shift the British paradigm under which they had rebelled to provide those ruled with the power over those
ruling. Patrick Henry said, “The liberties of a people never were, nor ever will be, secure, when the transactions of
their rulers may be concealed from them.” | understand the House passed HB 778, but it stalled in the Senate.
The bill simply allows the posting of voting records by member. Citizens unlikely know a bill number, which is how
we currently post voting records, but they often know their elected representative. Which is more transparent?

Recommendation: Make all non-confidential data available. When the size of the file is too large,
compress it into zip folders. At first glance, the sheer volume of government financial and other data is
daunting. I asked Robert Wood from the office of Comptroller of Public Accounts in Texas how they
decided to pull together all the various departmental financial information into one discernable format.
He said for the Open Data Center, the Transparency Team gleaned information from other successful
governmental reporting sites, like http://www.data.gov. They also incorporated feedback received from
outside users and analysts who have dealt with data consumers. They attempted to make uncompressed
files available, but the size of these files made downloads unrealistically long, so they went with
compressed files (zip) to best balance demands on their infrastructure as well as the needs of the user. .

Fiscal savings through transparency

Recommendation: Initiate agency-wide competition that will reward government employees for cost-savings
recommendations. Reward can be additional vacation time, recognition by the governor, a bonus, or perhaps
all three depending on the savings to the Commonwealth. Through transparency, significant cost savings can be
achieved. Staying with Texas, for example, they have realized $10.8 million in savings since 2007. They saved
$73,000 per year for the 08-09 bienniums by combining five toner contracts within one agency into one

contract. The most significant single savings (at $1.4 million) was accomplished by creating a robust Unclaimed
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Property website (www.claimittexas.com), which allowed them to discontinue the expensive practice of running
multi-page notices regarding unclaimed property in newspapers across the state.

These savings are attributable to Texas’ transparency initiatives in that the overall effort to put expenditures into
the public domain requires the data be organized in a way that is aggregated and makes sense — which then
allows the state to scrutinize its own expenses and find efficiencies. As Texas Comptroller Susan Combs said,
“We became transparent to ourselves.” Clearly, transparency not only serves the public right to see how
government spends their money, but it also allows government to become more efficient.

Recommendation: Determine, if the information is not yet available, what the cost to our Commonwealth is by
answering FOIA requests. When more data is available online, this will provide a benchmark by which we can
measure savings. |f we do not already know, | suggest we determine the costs involved with FOIA requests.
Transparency will largely satisfy the hungry demand of citizens to know the inner workings of their government.
This in turn will reduce the time spent by government fulfilling FOIA requests, which translates into significant
cost savings.

Recommendation: Getting localities on board

Mirroring a “best practice” in Texas, | recommend Governor McDonnell launches a voluntary program
awarding local governments throughout the Commonwealth that meet high standards for online financial
transparency. The Governor’s Awards will inspire local governments that are:

e Public disclosure of their financial records
e Providing expenditure details in a clear and easy format
e Posting information in a structured format that allows for easy searches

Texas developed a free, self-scoring process that is verified by their Local Government Assistance
Division. The state offers three levels of awards — gold, silver and bronze.

“Gold” is awarded to those with the very best transparency standards.

“Silver” is provided to those who have increased their efforts from Bronze level. “Bronze” goes to the
localities just beginning transparency efforts.

Encourage Public Participation

Recommendation: Establish the online Virginia Challenge, encouraging citizen participation in the
challenges our government faces. This could be anything from ABC licensing to transportation and
beyond. Winners could be given financial rewards or merely face time with the governor with
follow up publicity. Many times, I would argue, participants will be satisfied with just the
recognition. All government sites should have a mechanism allowing feedback. But we have a wealth of
talent among our citizens, and we should encourage solicitation of ideas to solve the challenges
government and citizens alike face. For little more than a photo op with the governor and a follow up
press release, some answers to age-old dilemmas facing government might be answered at very little or no
cost. Using a private sector example, Jerry Brito of Mercatus told me the story of a company named
Goldcorp. In 1999, the company was on the verge of bankruptcy, apparently having exhausted the gold
found in the once prosperous mine. The enterprising and new CEO, Rob McEwen, grew frustrated with
in-house assertions the gold was no longer in the mine. So he did an online dump of all his company’s
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proprietary geological data and created a Goldcorp Challenge online, with a $500,000 reward for anyone
finding the gold. He opened the universe to his problem, and it paid off. 55 areas of the mine were
identified by participants in areas previously untried by the company. 80% of the identified locations
yielded substantial amounts of gold. Goldstar jumped from near bankruptcy to a profitable $9 billion
corporation today.

Appendix B: Utah Customer Service

The State of Utah is emerging as a leader in terms of its efforts to improve government customer service and
efficiency. The state has focused its efforts heavily on the concept of e-Government, the use of digital technology
in the management and delivery of public services, predominantly through the Internet.** The e-government
movement began in earnest when Governor Mike Leavitt set