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I.  INTRODUCTION 

 
 
This report on Performance Measurements is the fourth in a series of reports conducted 
by the Commission on the business operations of California State Government. 
 
The first report of the series entitled “State Procurement Practices” focused on 
procurement in State Government.  This study revealed that no information is tracked on 
dollar volumes by vendor and by specific product.  No one knows where the money 
goes–with any degree of precision.  For example, how much money is being spent buying 
Hewlett Packard products?  How many HP Pavilion 8260s have been purchased?  
Consequently, it is not possible to get volume discounts if you don’t know the volumes.  
Estimated annual savings of $3 billion are cited in this report by the use of efficient and 
modern procurement practices and the development of a procurement information system 
to track volumes of purchases by vendor and by specific product.  Professional 
procurement personnel could then negotiate advantageous purchasing contracts through 
volume discounts. 
 
The second report entitled “California’s Budget Process:  Improving Quality, Cost-
Efficiency, Effectiveness, and Accountability in State Government” evaluated the budget 
process in the State of California.  With inadequate detailed financial data available and 
few program outcomes to ensure effectiveness of actual expenditures, it is difficult to 
allocate the budget dollars to get the most benefit from available resources; in short, to 
get the most “bang for the buck.”  Unfortunately, the existing budget process has also 
created a long-standing mindset in experienced state employees that you either spend 
your budget dollars or you lose them next year.  The budget process does not encourage 
State organizations to operate most efficiently. 
 
The third and most recent report was concerned with the utilization of information 
technology in managing operations of the State.  California was given a C+ grade by the 
highly regarded Governing1 magazine in the use of information technology.  This 
reasonably acceptable grade was achieved primarily because the State has established a 
Department of Information Technology.  It was attained without respect to serious and 
persistent deficiencies in the State’s technology systems.  There is no long-range 
strategic plan for information technology for the State.  Each agency has many 
systems on disparate platforms to help managers run their jobs.  These systems are 
fragmented and do not interconnect, so summarization of data for the entire State is 
impossible.  Accountability for performance is difficult without a comprehensive 
financial management system that also tracks efficiencies and unit costs in addition to 
line items required by the Department of Finance.  With no long-range plan, it is unlikely 
that this unacceptable situation will be soon corrected. 
 
This fourth report in the series evaluates the current use of performance measurements 
in California State Government and reviews efforts of several states and private 
                                                           
1 “Grading the States,” Governing, February 1999, Special Issue. 
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businesses and comments on Federal government efforts.  The value of measuring 
performance and its use in the private sector has been described.  The Cost Control 
Commission believes that setting targets in costs, efficiency, services, program outcomes, 
and quality and then measuring the actual performance against these targets would result 
in significant improvement in every aspect of the State’s operations.  It is clear that no 
business or government can operate successfully without a business plan with specific 
performance targets that become commitments resulting in complete accountability.  At 
one time among states, California was regarded as the model for public administration.  
This is no longer the case.  It is hoped that this report will encourage the Governor and 
the Legislature to restore the State of California to the eminent position it once held. 
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II.  EXECUTIVE SUMMARY 

 
 
California Government Lags Behind the Other States 
 
The State of California has fallen far behind other states in the management of state 
operations.  For example, in February 1999, the magazine Governing issued a special 
report grading the 50 states on government management performance.  Only the state of 
Alabama received a worse grade than California.  Many State departments have fallen 
behind the other states in management.  The same attention, effort, and urgency that were 
given to shore up education in California, must also be given to improve the management 
of our State’s operations.  California does not have a statewide coordinated and integrated 
strategic plan with goals and measures of success for its multiple operations that are 
tracked over time, as do many other states.  Nor, does it have a management information 
system on a state level that monitors levels of service, program outcomes, and cost 
effectiveness on a unit cost basis.  There is no activity-based cost accounting system for 
all State operations.  Nor, does California have a program to inform the citizens as to 
what is being done to improve government services, quality of life, economic conditions, 
and resource utilization. 
 
Information age citizens will soon demand electronic services and detailed performance 
results.  The recently released Little Hoover Commission report clearly stated the 
problem facing the leadership in California:  “The State of California – the birthplace of 
the technological revolution – is nearly last among the states in harnessing the technology 
to better serve the public.”2  Information technology not only provides information to 
manage operations, but also provides the ability to make business processes more 
efficient.  Alan Greenspan, Chairman of the Federal Reserve Board, considers technology 
the engine driving the increasing productivity in our country.  The U.S. Department of 
Commerce considers that more than 40 % of the U.S. economic growth in 1998 came 
about as the result of information technology.3 
 
Unless the leadership of California – the Governor and Legislature – create a vision for 
the State looking decades ahead, our children and grandchildren are doomed to have a 
backward State government that lags well behind the rest of the nation. 
 
 
Opportunities for Progress and Public Education of Government Effectiveness 
 
The potential for eliminating waste and making more money available for programs or 
tax cuts is huge.  This can be done without terminating employees.  At the same time, 
there is great potential and opportunity to demonstrate and provide assurance to the 
public that the outcomes of governmental programs are effective and in the public’s best 

                                                           
2 Little Hoover Commission, “Better Government, Engineering Technology – Enhanced Government,” 
November 2000, p. i. 
3 Ibid. 
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interest.  For example, California’s Department of Parks and Recreation established a 
quality improvement program as a result of its strategic planning process and reduced its 
administrative expenses from 17% of its total budget to 10.2% over a 5-year period.  At 
the same time, the same organization improved service to its clients, based on valid 
statistical data obtained from questionnaires.  If we assume, for the purpose of getting 
some sense of the magnitude of potential for savings, that the same percentage of 
administrative savings achieved by the California Department of Parks and Recreation 
would apply to the entire State, then the potential savings to California State Government 
would be $6 billion annually. 
 
Unfortunately, the general public is not aware of what that organization has done to 
reduce cost and improve service.  There are several other organizations that have also 
done an excellent job of putting together performance plans and are tracking results.  
Similarly, the general public does not appear to be aware of these efforts and 
performance or of recently approved legislation requiring outcome measurements for 
specific programs.  A good example is AB 1913 (Cardenas), Chapter 353, Statutes of 
2000.  Included in this act is the requirement to track specific program outcomes.  
However, there is no organized tracking and reporting system, such as a friendly user 
web site, that would permit any citizen or elected representative to review the outcomes 
of the dollars being spent. 
 
 
Citizens’ View on Government Waste 
 
The attitude of California’s citizens toward the waste of tax dollars in California is 
indicated in a number of surveys.  One such survey indicates that 93% of the respondents 
in California believe that California government wasted money. 4  Over half of California 
citizens indicated they thought California government wasted a lot of money, and 35 % 
stated that California government wasted some money. 
 
 
Indifferent Attitude in the Past 
 
It is most unfortunate that in the past, the Administration and the Legislature did not 
dedicate time and effort to implement modern management methods at the State level.  
There were ample recommendations made by different organizations, including the Little 
Hoover Commission, the Legislative Analyst’s Office, and the Senate Cost Control 
Commission.  In the previous administration, the Governor required all organizations to 
develop strategic plans and performance measures.  Most of these studies were 
rudimentary.  There was no overarching strategic plan for the entire State providing 
guidance and direction to the organizations outlining specific agency priorities.  Neither 
was there any centralized support, training, or oversight to ensure proper implementation.  
There was no quality program established to require organizations to reengineer business 
processes.  There was no uniform reporting method or process developed so that the 

                                                           
4 “National Survey by National Elections Studies,” University of Michigan, 1998. 
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Administration and the Legislature could determine the outcomes and effectiveness of 
programs. 
 
Although there was an approved trial approach to performance-based budgeting, the 
attitude toward this trial is best portrayed by the lack of support, training, and attention 
given to it by the Administration and the Legislature.  The task was left entirely in the 
hands of the organizations that participated in the trial.  Even though the LAO reported in 
1996 that the pilot departments were “energized,”5 no action was taken to further the 
efforts of performance-based budgeting for the State.  Yes, reports were required as part 
of the trial, but virtually no attention was paid to the reports.  The legislation that 
authorized this trial had a sunset provision that terminated the program on 
January 1, 2000. 
 
 
California Lacks a Statewide, Integrated Management Information System 
 
There is no uniform management information system available to help the State develop, 
publish, or obtain data required to manage and monitor the various operations for service, 
cost effectiveness, or outcomes.  There is no central place where performance measures 
are recorded so that the Administration, Legislature, or the public can view the outcomes, 
efficiencies, or quality of service of a specific group or program.  Lacking central 
leadership, agencies are proceeding independently.  There are organizations that currently 
have, or are developing, management information systems using outside vendors.  This 
requires investment of huge amounts of money with no data outputs on a statewide basis. 
 
There appears to be a disagreement between those responsible for the California State 
Accounting and Reports System (Cal Stars) and other State organizations.  Cal Stars 
believes that its system can provide needed management information if requested to do 
so.  On the other hand, other organizations believe that Cal Stars is not able to provide 
activity-based information as well as other needed measures for cost effectiveness, 
service, and program outcomes.  Therefore, not all agencies use Cal Stars or supplement 
it with other systems without integration. 
 
The State Controller’s disbursement system is a technologically obsolete system handling 
30 million warrants annually.  Based on these warrants the system prints checks; 
however, it provides no substantive detail on where the money goes, nor does it identify 
individuals who spent the funds. 
 
 
State Organizations See the Value of Performance Measures  
 
There are a number of State organizations that have or are developing strategic plans with 
specific performance measures.  We have found “heroes” who have been actively 
working on ways to improve the performance of their operations with service, quality, 

                                                           
5 California Department of Consumer Affairs (DCA), “Performance-Based Budgeting, Update,” 
February 1997. 
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unit costs, and outcome measures.  In our interviews, individuals commented that there 
appears to be a shift in attitude in some managers.  A number of new appointees are 
interested not only in developing strategic plans, but also in establishing performance 
measures that indicate whether or not those strategic plans and goals are being achieved.  
These individuals also see great value in having a comprehensive, integrated, and 
overarching strategic State plan.  The plan must include a vision, goals, and benchmark 
indicators of success that have been agreed to by the Governor and the Legislature.  This 
will provide a focus on mandates, priorities, and actions required to attain the vision of 
the strategic plan.  It will also provide for a standard to measure the success of the 
processes and outcomes of State Government in achieving the vision for California. 
 
California State managers and employees want to be successful in their work.  These 
measures would provide information needed to perform well and to feel successful in 
knowing they are doing their best to serve the people of California.  We have found that 
managers want to know how their organizations are doing and are frustrated by the lack 
of data and the lack of recognition for good performance.  Managers want measurements 
because it enables them to identify problems, work with their people in developing 
solutions, and then implement corrective steps − all on the basis of facts.  It also provides 
them with a tool to evaluate whether or not their corrective steps are effective. 
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III.  VALUE OF MEASUREMENTS 

 
 
Some of the values to be gained by measuring performance are described in the following 
excerpt from “Reinventing Government”.6 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 

                                                           
6 Klaus Hilgers, Epoch Consultants, Inc., Excerpt from “Reinventing Government,” Gaebler & Osborne, 
Copyright, and “Measure of Success:  Improving and Using Metrics,” epoch@gte.net. 

 
• What gets measured gets done. 
 
• If you don’t measure results you can’t tell success 

from failure. 
 
• If you can’t see success you can’t reward it. 
 
• If you can’t reward success you are probably 

rewarding failure. 
 
• If you can’t see success you can’t learn from it. 
 
• If you can’t recognize failure you can’t correct it. 
 
• If you can demonstrate results you can win public 

support. 
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IV.  WHAT IS CALIFORNIA DOING? 

 
 
Detractors may say that government is different from the private sector and therefore 
performance measures, as used in business, are not applicable to government.  However, 
the fact is, in the State of California, performance measures are being used and being 
planned in various organizations.  Several agencies have utilized detailed performance 
measures and have produced and published documented outcomes. 
 
 
DEPARTMENT OF PARKS AND RECREATION  
 
The Department of Parks and Recreation (DPR) was involved in the performance-based 
budgeting trial.  In addition, under the previous administration, it was required to 
decrease its dependency on the General Fund and meet its budget requirements through a 
combination of reducing expenses and increasing revenues through increased park fees.  
Usually when expense cuts are mandated, external and internal services suffer since there 
are not enough people to do the work.  Morale problems also occur since people feel that 
the cuts are arbitrary and unfair.  This did not happen because of management’s 
thoughtful and business-like approach to the problem. 
 
First of all, DPR’s strategic plan is comparable to private business plans and 
measurements.  In fact, its entire approach in managing operations is very similar to the 
way private businesses manage.  DPR has an extensive and complete strategic plan that 
includes its vision, values, core processes, outcomes, measures, and targets.  Performance 
measures have been tracked as well as charted using trend lines beginning in 1994.  Unit 
costs per public attendee on a district basis are used as well to compare each district’s 
cost effectiveness. 
 
However, equally as important as the development of the strategic plan was the 
implementation of DPR’s quality program to examine its business processes.  This has 
been the foundation for its management’s success in reducing expenses and improving 
services.  In fact, DPR is the only California State organization that received the coveted 
Baldrige Quality Award.  The department won this award in 1994, 1995, and 1997.  In 
1999 it also received the Arthur Anderson’s “Best Practices” Award.  This award was 
originally established by President Reagan to encourage business and government in the 
United States to become more competitive with Japan’s quality products and services. 
 
With this focus and attention on quality, DPR’s management flow-charted its business 
process so that it could be reengineered.  DPR took this very important and essential step 
rather than arbitrarily cutting expenses, which some organizations do when confronted 
with a budget reduction.  Improving the quality was the underlying value that helped to 
achieve its strategic business plan and budget.  By flow-charting its business processes, 
DPR was able to eliminate redundancies, reduce transaction steps, and stop work that did 
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not contribute to its mission statement.  DPR did not terminate or lay off staff but reduced 
administrative staff through normal attrition. 
 
A management information system was developed that now provides management with 
data to help determine how successful it is in meeting targets.  DPR has a very basic type 
of activity-based system that is directly related to its performance-based budgeting data.  
In addition, DPR is currently rolling out Microsoft’s Access system, so there is real-time 
financial data that is no more than two weeks old.  For service performance it uses 
statistically valid surveys.  These measures, as reported for fiscal year 1999-2000, 
demonstrate improvements in overall performance.7 
 
An essential element of DPR’s success is the specific contract signed by key managers 
committing them to achieve or exceed their commitments.  Recognition for achievement 
and financial rewards motivate continued improvement of performance.  In Chart 1 DPR 
illustrates the data collection strategy to provide outcome measures compared to contract 
commitments. 

 
 

Mission Deployment and Data Collection Strategy 
 

Mission 
 

Values   Core Programs 
     

 
 

  

Human 
Resources 
(Learning 

Organization) 

Financial 
Responsibility 

Efficiency Environmental 
Responsibility 

 Resource 
Protection 
Outcomes 

Education/ 
Interpretive 
Outcomes 

Facility 
Outcomes 

Public 
Safety 

Outcomes 

Recreation 
Outcomes 

   

Outcome Measurement Data  Outcome Measurement Data 

   

District Performance Contracts  District Performance Contracts 
 

Chart 1 
 

                                                           
7 State of California Department of Parks and Recreation, Performance-Based Budget, Memorandum of 
Understanding with the California Legislature, Fiscal Year 1999-2000. 
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HEALTH AND HUMAN SERVICES AGENCY DATA CENTER 
 
The Health and Human Services Agency Data Center (HHSADC) provides reimbursable 
data processing services and is dependent upon the revenue it receives from its 
customers.  The Data Center receives no funding from the General Fund or any Federal 
funds.  Although it may be impractical to do so, other organizations within Health and 
Human Services Agency have the option to go elsewhere to have data processing work 
done.  As a result of this policy, the Data Center is very conscious of providing good 
service at competitive prices.  Not only does management monitor and track service and 
unit costs, it periodically hires an outside vendor to perform an analysis of its costs and 
services as compared with private firms doing similar work. 
 
The Data Center is currently redoing its strategic plan and performance measurements 
with input from clients.  Management will have goals, objectives, and outcomes and will 
provide this information to customers.  HHSADC will use the “Balanced Score Card” 
approach.8  The Data Center is using an outside consultant (Gartner Group) for assistance 
and will use commercial off-the-shelf software to provide the management information 
system needed for its performance measurement plan. 
 
One of the comments made by a contributor was the difference in attitude about costs, 
service, and overhead compared to the attitude in a State organization where the person 
formerly worked.  Within the current organization there is greater concern about both 
administrative and operating costs as well as services.  For example, currently the person 
is a Staff Services Manager III (SSM) with non-management reporting directly.  This 
relationship is described as a flat management structure.  In contrast, the contributor’s 
previous job was also an SSM III; however, it had two levels of management reporting.  
Specifically, an SSM I reported to the SSM II, and an SSM II reported to the SSM III.  
All of the non-management people reported to the SSM I.  In addition, there were two 
levels of management between the SSM III and the non-management positions.  
Currently, the contributor is still an SSM III, but all of the non-management personnel 
report directly to this position. 
 
The Data Center does not use Cal Stars.  It has several systems that interact to provide 
both the financial line items required by the Department of Finance and the unit cost 
information needed to charge clients.  Currently, it has the ability to show unit costs by 
organizational structure and types of services or programs.  The Data Center is currently 
reviewing PeopleSoft’s activity-based budgeting system.  The PeopleSoft’s system has 
several advantages over the Data Center’s current multiple systems.  It would provide an 
additional level of activity, it would do away with the multiple systems currently being 
used, and it would enable managers to have real-time information by accessing their PC.  
It would also enable the financial staff to create different “what if” scenarios rather than 
go to mainframe technicians to program the different scenarios.  For example, if the Data 
Center wants to see what the impact would be of increasing rates for a specific service, 
this can be done by merely accessing the appropriate program through a PC. 
 
                                                           
8 PeopleSoft Balanced Scorecard, June 1999. 
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HEALTH AND HUMAN SERVICES DATA CENTER - TRAINING CENTER 
 
The Health and Human Services Data Center (HHSDC) Training Center is also 
dependent upon the quality and cost of its services for revenue.  Currently, 95% of its 
clients are from other agencies and 5% from other governmental groups such as the 
Federal government, counties, cities, and the State of Nevada. 
 
Its strategy and mission is to provide high quality courses and instruction at low cost.  
The Training Center obtains feedback from students to determine how well the center is 
performing.  It also compares training costs with outside vendors.  Chart 2 provided by 
the Training Center, tracks the student’s response to both the quality of instruction and 
course content.  This chart tracks it on a yearly basis for the last 10 years.  In order to be 
cost competitive with outside industry, it also makes periodic comparison studies.  One 
study made 5 years ago indicated that the Center’s training costs were 23% lower than 
the private sector.  Currently, it is 26% lower.  With this data, both the quality of courses 
and instruction have improved, and costs have remained competitive.  Over the last 5 
years enrollment has increased by 25%.  Incidentally, the Training Center has a course on 
measurements available to State employees. 
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Chart 2 
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DEPARTMENT OF GENERAL SERVICES  
 
The Department of General Services (DGS) was involved in the Performance-Based 
Budgeting trial.  The April 5, 2000 letter and enclosure from Interim Director Cliff 
Allenby to Senator Steve Peace provides a 33-page report on its current performance 
measures.  These performance measures cover quality, efficiency, satisfaction, and cost. 
 
A good example of DGS’ measurement is an objective of the Office of State Publishing 
(OSP) which is stated in the above report:  “Provide Custom Printing and Express 
Services at rates equal to or less than alternative sources.”  Associated with this objective 
is a chart that shows a comparison between its costs and vendors since 1995.  This is 
illustrated in Chart 3, which compares specific printing jobs with vendor quoted prices. 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 

Chart 3 
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OFS, along with others mentioned, are real heroes.  These agencies are performing within 
organizational limitations to provide management with information that can help all staff 
do a better job.  All participants are to be commended for their efforts. 
 
 
CALIFORNIA CONSERVATION CORPS 
 
The California Conservation Corps (CCC) was also involved in the Performance-Based 
Budgeting trial and has developed strategic plans along with measurements of outcomes.  
The CCC also became actively engaged in improving the quality of its processes.  The 
CCC reengineered and redesigned several of its support processes.  Flow charts were 
developed, and cross-organizational teams were used to identify areas for improvement.  
Some of the reengineering efforts were successful.  For example, the Reimbursable 
Contract Group reduced the cycle time from 34.5 days to 9.5 days.  One of the things that 
was encountered was that other agencies, such as General Services, Controller’s Office 
and Department of Finance, limited CCC’s ability to make substantial process 
improvements.  CCC could not make any changes in some processes without the other 
organizations making changes too.  It could only make significant changes in those 
processes over which it had complete control. 
 
The CCC has eliminated one level of management.  The Regional Field Division level 
has been eliminated and the district directors now report directly to the chief deputy 
director. 
 
 
DEPARTMENT OF TRANSPORTATION 
 
The California Department of Transportation (CalTrans) has developed an extensive 
measurement system over the last several years.  Construction and highway maintenance 
are very measurable and can be benchmarked with ease with other states and even with 
the private sector.  Fortunately, the present leadership of CalTrans is dedicated to further 
development of the measurement system and to increasing accountability down through 
the organizational structure.  The district measurement items are more detailed and 
provide competition for excellence between districts.  We found a positive and supportive 
climate for performance measurement.  The field managers have experienced the value of 
data in running their operations.  We also found considerable pride in the organization. 
 
CalTrans has created an information system designed to produce the data output reports 
to support its operations.  Charts 7-15, developed by CalTrans, describe and display some 
examples of result measures used in CalTrans.   
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Results Measures Used in CalTrans 
 
 

Maintenance Management System 
 
• What is MMS? 
 −Records cost/production for inventoried items for  
  each district 
 

• Why MMS? 
 −Benchmarking 
 −Tool for trends analysis 
 −Measures costs related to Level of Service (LOS) 
 

 
Chart 7 

 
 
 
 
 

LOS Supports Management Decisions 
 
• Provides actionable information 
 

• Determines needs 
 

• Helps focus resources on greatest needs 
 

• Encourages planning and work consolidation 
 

 
Chart 8 
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The Cost Control Commission urges CalTrans to make this information available to the 
public.  This would improve public awareness and improve the image and reputation of 
the department and the State. 
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V.  WHAT OTHER STATES ARE DOING 

 
 
The following is an example of what three other states are doing.  The states all received 
better overall grades than the C- received by California in Governing magazine’s 
“Grading the States” issue.9  Missouri is one of four states that received the highest grade 
of A-.  Oregon received a B- and Florida received a C+.  Even Florida is much further 
ahead of California in its strategic planning and implementation process as well as 
recognizing that a new accounting system needs to be established. 
 
 
STATE OF MISSOURI 
 
The Late Governor Championed the Strategic Plan 
 
Missouri has measured results for 20 years.  Under the leadership of the late governor, 
the program has been reenergized and greatly enhanced.  Missouri is one of the four 
states that received an A- from the Governing publication.  Its strategic plan is called the 
“Show Me Results.” 
 
The late governor established five subcabinet teams to develop and implement plans and 
initiatives.  The teams were formed because of the recognition that the agencies needed to 
work together to drive significant improvement in the results.  These groups review the 
efforts and performance from an interagency perspective.  They also make sure that state 
government performance is becoming more efficient and more responsive to the needs of 
the people in the state. 
 
 
Overview of Strategic Plan 
 
The five areas of the Missouri Strategic Plan are: 
 
1. Prosperous Missourians:  Thriving firms, farms, families, and communities. 
2. Educated Missourians:  Children ready to learn, successful students, and workers 

with high skills. 
3. Healthy Missourians:  Healthy babies, decreased impact of disease, and clean air 

and drinking water. 
4. Safe Missourians:  Protection against crime, family violence, and alcohol and drug 

related injuries. 
5. Responsible Government:  Sound management and stewardship of the state’s 

resources. 
 
Each of the above areas is further defined.  The results, and what will be measured and 
tracked, is also included.  For example, the following section shows how the goal 
                                                           
9 “Grading the States,” Governing, February 1999, Special Issue. 
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“Prosperous Missourians:  Thriving firms, farms, families, and communities” is 
specifically defined and measured: 
 
1. Prosperous Missourians:  Thriving firms, farms, families, and communities. 
 
• Result:  Increased number of jobs paying greater than $10/hour. 

Tracking information:  Total Jobs 
 

• Result:  Increased number of dollars of new investment in Missouri firms and farms. 
Tracking information:  New Capital Expenditures per Manufacturing Firm 
Change in Farm Asset Value 
 

• Result:  Increased productivity of Missouri firms and farms. 
Tracking information:   Productivity of Firms (Dollar Value of Shipments Per 
Payroll Hour) Productivity of Farms 
 

• Result:  Decreased percentage of Missourians obtaining public income support. 
Tracking information:  Public Income support (AFDC/TANF) 
 

• Result:  Increased percentage of Missourians with health insurance. 
Tracking information:  Missourians With Health Insurance 
 

• Result:  Increased access to high quality child care for working families. 
Tracking information:  Child care (This is still being developed.) 
 

• Result:  Increased percentage of Missourians with incomes above 100% of the 
poverty level. 

Tracking information:  Incomes Above 100% of the Poverty Level 
 

• Result:  Decreased number of communities with a high concentration of poverty. 
Tracking information:  Communities (This is still being developed.) 

 
For each of these goals there is a chart and a data table showing the results for 10 years.  
Chart 21 is an example of one result related to the goal of “Responsible Government.”  It 
shows the state’s operating expenditures as a ratio to personal income.  The conclusion is 
a decreased ratio of state government operating expenditures to Missouri personal 
income. 
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Governor Institutionalizes the Strategic Plan Process 
 
In 1995, Missouri’s governor adopted and established an integrated strategic planning 
process for all agencies to follow and implement.  The Cost Control Commission has 
included a portion of the “Missouri Integrated Strategic Model and Guidelines,” 
December 1999.  The document is an excellent model of how planning could be done in 
the State of California (Appendix 2).10 Page 72 lists all of the items that need to be 
considered when developing a plan for a large organization.  Pages 73-88 are critical and 
foundational concepts that the leadership have to establish to provide guidance to all state 
employees.  Those interested in obtaining a complete copy can contact the Cost Control 
Commission at (916) 322-0270. 
 
The statements made in the beginning of Executive Order COMAP 94-04 demonstrate 
the governor’s values underlying the planning document.  These value statements are 
important because they provide a clear and simple picture of what he expected from the 
people in his administration. 

 
 

Commission on Management and Productivity 
Implementation Order 

COMAP 94-04 
 

“WHEREAS, Missourians are entitled to a government that focuses its actions on the 
vital interests of the citizens, reduces bureaucracy, and ensures that the public receives full 
measure from every dollar invested in their government; and 

WHEREAS, the citizens of Missouri are entitled to a government that is fully 
accountable and responsive to the people through clearly defined goals, objectives, strategies, and 
the measurement of performance, and whose employees serve the public by striving for 
continuous improvement in customer service and by thinking and acting strategically; and 

WHEREAS, the citizens of Missouri are entitled to a government that maintains a frame 
of reference for agency programming and the allocations of resources; and provides standards and 
benchmarks for measuring tangible outcomes and processes; and 

WHEREAS, the citizens of Missouri are entitled to a government whose agencies are 
working collaboratively to effectively address challenges facing our society by closely 
coordinating their responses to policy concerns…” 

 
 
This executive order also made it very clear that the allocation of state resources will be 
linked in order to increase accountability.  It states that greater emphasis in the budget 
process would be on benefits and results rather than activities and workloads. 
 
From our point of view, an additional statement should address improving the quality of 
work processes.  Although the words “reduces bureaucracy” and “striving for continuous 
improvement” are used, the importance of core process improvements cannot be 
overstated if service and cost performances are to be improved.  And, because of all of 

                                                           
10 “Missouri Integrated Strategic Planning Model and Guidelines,” December 1999, p. 1. 
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the interagency linkages, many of the processes need to be addressed at the state 
executive level.  A single agency may not be able to improve a process by itself. 
 
In the late governor’s strategic planning document,11 he recognized the importance and 
power of establishing a shared vision as a means of the leadership providing clarity of 
direction to the agencies.  One of the functions of Missouri’s leadership is to identify and 
promote a vision for Missouri’s future, as well as broad results for government’s service 
to the citizens.  When all state agencies are moving in the same direction, they increase 
their productivity. 
 
Missouri’s adopted the following: 

 
 

Missouri’s Shared Vision 
 

“Missouri will be a statewide community, in which state government encourages 
and supports the pursuit of dreams, security, justice, and opportunity, while 
working to protect individual rights and freedoms. 
 
“Missouri State Government shall work with its proud citizens to offer the best 
quality of life, including: 
 
• Health, safety, and needed support. 
• World-class schools that lead to good jobs. 
• Good homes in vibrant towns and neighborhoods. 
• A vigorous economy. 
• A productive and respected natural environment. 
• The opportunity to succeed. 
 
“Missouri State Government will be more accountable to Missouri citizens, 
putting people before bureaucracy.  We will rely on integrity, effectiveness, and 
common sense to exceed the public’s expectations of responsiveness and 
excellence, and provide value and dividends for every dollar invested.  The 
measure of success will be results for our customers. 
 
“Missouri State Government, in partnership with private citizens, will move 
forward with confidence and hope, staking out a successful and secure future.” 

 
The governor’s order established the Missouri Interagency Planning Council which 
provides leadership in implementing the integrated strategic planning process and 
coordinates with the legislature to ensure the strategic plan will be the basis for 
appropriation requests by state agencies. 
 
This Missouri Interagency Planning Council has the following responsibilities: 

                                                           
11 Ibid, p. 5. 
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• Assist the departments by promoting the use and refinement of the strategic planning 

model and the strategic planning manual. 
• Facilitate effective coordination and integration of departmental responses to issues 

that cross organization boundaries. 
• Serve as a clearinghouse for the departments by providing technical assistance, 

advice, and training in the area of strategic planning. 
• Resolve planning process questions. 
• Recommend to the governor methods for improving planning effectiveness and 

efficiency. 
 
Not only does Missouri display its results on its web site for public access, the state also 
published the “Show Me Results” in its Fiscal Year 2001 Budget 
(http://www.state.mo.us/bp/execsum.htm).  The “Show Me Results” are in a separate 
section in the front of the Budget. 
 
Two years ago, Missouri installed a commercial off-the-shelf system created by 
American Management Systems for its budgeting process.  This system now provides  
managers with the capability to establish activity-based cost accounting for operations.  
The system is called Statewide Advantage for Missouri (SAM).  The comptroller’s 
department has the capability of downloading this information when it prepares the 
Comprehensive Annual Financial Report for the State of Missouri.  It is now in the 
process of installing the human resource model for the state. 
 
It is very important to point out that in Missouri’s 1994 fiscal year, the governor, by 
Executive Order, established the Commission on Management and Productivity 
(COMAP) to make a major review of state government and to evaluate its strengths and 
weaknesses and to prescribe reform.  The commission’s responsibility was to develop 
recommendations that would significantly improve the effectiveness, efficiency, and 
quality of Missouri’s state government.  As a result, strategic planning for the state as a 
whole was intensified, along with performance measures. 
 
Six task forces of the commission were established.  One was the Council on Efficient 
Operations (COE).  It developed these goals: 
 
 
Right Size State Government 
 
• Develop and institutionalize a continuous improvement process in Missouri state 

government. 
• Identify, select, and create opportunities to improve the functions, processes, and 

operations of state government. 
• Develop methodologies, case tools, and a handbook for examining and reviewing 

improvement opportunities. 
• Identify and prioritize improvement initiatives that have major statewide impact on 

one or more departments. 
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Provide Value for Taxpayers 
 
• Introduce and encourage competition, consolidation, and privatization as a means to 

reduce costs and improve effectiveness. 
• Provide recognition by communication improvement activities and results to the 

legislature, governor, and public. 
• Formulate philosophy, values, and principles that guide improvement efforts. 
 
 
Cut Red Tape 
 
• Assist state agencies by sponsoring statewide efficiency projects. 
• Reduce and eliminate unnecessary rules and regulations. 
• Streamline government operations and processes. 
• Report efficiency opportunities, improvement recommendations, and barriers to the 

governor, speaker of the house, president pro tempore of the Senate, and departments 
(http://www.comap.state.mo.us/index.htm). 

 
Another commission task force established was the Automation Task Force.  The 
Automation Task Force has the responsibility to develop strategies to improve existing 
information technology and to create a plan to establish an infrastructure that supports 
innovative management solutions.  The need for statewide strategic technology planning 
and implementation to improve the state’s operation was only too evident.  The Office of 
Information Technology (OIT) was established as recommended by this task force.  
OIT’s responsibilities are briefly described on its web site (http://www.oit.state.mo.us/):  
“The Office of Information Technology’s priorities will be implementing an ongoing 
strategic Information Technology (IT) planning process which addresses statewide 
acquisition, implementation, and application of information technology; integrating state 
government mainframe computing resources; and consolidating the state 
telecommunication networks to improve management planning, operation, and expansion 
of available functions.” 
 
The director of Performance Management in Missouri’s Center for Performance and 
Innovation described how the governor was personally involved in leading his people.  
The director often met with the governor and his cabinet to discuss specific performance 
results.  Strategic planning, operational improvements, performance measures, and 
information technology were all subjects of discussion in such meetings.  The governor 
was personally engaged in the process of improving government operations and was the 
champion for change. 
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STATE OF OREGON 
 
 
Governor Initiated the Program in 1989 and Chaired the Monitoring Board 
 
Oregon started its uniform, integrated, and cohesive strategic plan and performance 
measurement system in 1989.  This program was initiated and led by the governor.  More 
than 150 business, government, legislative, and community leaders were involved in 
developing a vision for the future of Oregon.  This group developed goals and 
benchmarks (or objectives) as indicators for success.  The final strategic plan was called 
“Oregon Shines.”  A monitoring board, called “Oregon Progress Board,” was created to 
track the progress that the government was making towards achieving these goals and 
objectives.  The governor chaired this board which was made up of nine leading Oregon 
citizens. 
 
 
Strategic Plan Updated by the Current Governor in 1996 
 
In April of 1996, the governor put together a 46-member citizen task force to work with 
the Oregon Progress Board and evaluate the state’s movement towards achieving the 
original goals of “Oregon Shines” and to update the strategic plan.  This task force 
obtained input from various experts in the related subject areas, researchers, and opinion 
polls.  It examined the Oregon benchmarks that are used as key indicators for how the 
state is doing.  Meetings were held with business and community leaders to listen to their 
concerns.  The citizens’ task force also held meetings to listen to state agencies, interest 
groups, and other interested citizens regarding the effectiveness of the Oregon 
benchmarks.  This resulted in an updated strategic plan called “Oregon Shines II.” 
 
Currently there are 92 measures of successes or objectives, referred to as benchmarks, for 
the “Oregon Shines” strategic plan (Appendix 3).  The benchmarks are available to view 
on its web site (http://www.econ.state.or.us/opb/).  Oregon also has a Blue Book linkage 
report that shows all of the agencies working on a specific benchmark.  This enables the 
legislature to see all of the agencies that impact a specific benchmark. 
 
The current governor again chairs the Oregon Progress Board.  Reporting to him is the 
executive director of the Oregon Progress Board who has the responsibility to head up 
this effort for the governor. 
 
One of the modifications that the governor is now working on is to create legislation that 
will permit legislators to sit on the board with the volunteer citizens.  This will further 
enhance the participation of the legislature in the strategic planning. 
 
Benchmarks are utilized in the budget process.  The dollars needed are categorized as 
primary or secondary and are linked to the benchmarks.  Funds designated as “Primary 
dollars” are those which are used to improve the outcome of the benchmarks.  
“Secondary dollars” are those that are needed for the agency to function on an existing 
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baseline.  This has enabled Oregon to establish a new process for reviewing how an 
agency has utilized its appropriations. 
 
Before a new budget is established, each agency is now required to come before the 
Ways and Means Committee to report what has been accomplished with the budget 
allocation as related to its established benchmarks. 
 
 
Overview of Oregon’s Strategic Plan 
 
Chart 22 shows the vision for Oregon in terms of goals and benchmark areas. 
 

 
Benchmarks and Oregon Shines Goals 

 
 
 
 
 
 
 
 
 
 
 
 
 
 

 
 
 

Chart 22 
 
 
 
 
 
Chart 23 further illustrates the hierarchy of Oregon’s strategic plan from its overarching 
vision statement down to an individual benchmark (taxes) and the related measurements 
tracked from 1989 to 1998 with objectives established for the year 2000 and 2010.  The 
grade for current performance is also indicated. 
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STATE OF FLORIDA 
 
 
Performance-Based Budgeting a Ballot Initiative 
 
Florida’s performance budgeting process started as an outcome of a commission’s 
recommendation.  Periodically, a commission is established to review Florida’s 
constitution.  The purpose is to make recommendations as to what changes are needed.  
As a result of the commission’s review, a good budgeting practice bill was put on the 
ballot and was approved by the electorate.  It had wide support from all the editorial 
boards in the state. 
 
 
Office of Program Policy Analysis and Government Accountability 
 
In 1994, the Florida Legislature passed a bill to enact good budgeting practices, and this 
required performance-based budgeting to be established.  The agencies were scheduled 
sequentially over a 7-year period to make the change to the new format.  At the same 
time the Office of Program Policy Analysis and Government Accountability (OPPAGA) 
was established under the oversight of the Joint Legislative Auditing Committee.  The 
committee was created to help improve the performance and accountability of state 
government and act as a consultant to the legislature.  One of its responsibilities is to 
make comprehensive performance evaluation and justification review of agencies 
operating under performance-based budgets.  Another responsibility is to do performance 
audits and policy reviews of state government programs.  An example of one of their 
reviews, Report No. 98-20, is included (Appendix 4).  OPPAGA also produces “The 
Florida Government Accountability Report” (FGAR), an internet web site containing 
descriptive and evaluative information on major state programs 
(http://www.oppaga.state.fl.us).  Visits made to this web site are recorded. 
 
 
Governor Establishes New Budget Structure 
 
In the past, the agencies were required to prepare business plans and establish 
measurements, with standards of performance for each measurement.  Unit costs were not 
initially required but last year this information was required.  In 1999, the governor 
established a new budget structure so that budget information is categorized by kinds of 
services that an agency provides.  In conjunction, an amended budget law was also 
passed requiring all agencies to map core business processes in order to improve them.  
Once the core business processes are identified, Florida plans to redo its accounting 
structure so performance measures of service, program outcomes, and unit costs can be 
provided at the activity level under each category of service.  This is the standard practice 
in the private sector.  Identifying the result outputs – metrics – then determine the system 
data inputs required to produce the desired outputs. 
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VI.  WHAT THE FEDERAL GOVERNMENT IS DOING 

 
 
The Federal government is directed by the Government Performance and Results Act of 
1993 (GPRA).  The purposes of this act are to: 
 
• Improve the confidence of the American people. 
• Develop pilot projects in setting goals, measuring program performance against those 

goals, and reporting publicly on their progress. 
• Promote a new focus on results, service quality, and customer satisfaction. 
• Help Federal managers by providing them with information about program results 

and service quality. 
• Improve congressional decision making by providing more objective information on 

achieving statutory objectives, and on the relative effectiveness and efficiency of 
Federal programs and spending. 

• Improve internal management of the Federal government. 
 
The act requires strategic planning with each agency to submit a strategic plan for 
program activities.  Such a plan shall contain “a comprehensive mission statement, 
including outcome related goals and objectives for their major functions and operations 
for the agency.” 
 
The act requires annual performance plans and reports.  Beginning with fiscal year 1999, 
the director of the Office of Management and Budget (OMB) requires each agency to 
prepare an annual performance plan concerning each program activity set forth in the 
agency budget.  The plan has to establish performance goals expressed in an objective 
quantifiable and measurable form unless an alternative form is authorized.  Annually, 
starting March 31, 2000, the head of each agency has to propose and submit to the 
President and the Congress a report on program performance for the previous fiscal year. 
 
The General Accounting Office (GAO) oversees the progress agencies are making in 
implementing GPRA.  Details in GPRA can be reviewed on its web site: 
http://www.whitehouse.gov/omb/mgmt-gpra/gplan2m.html). 
 
The U.S. Chief Financial Council has a performance measurement committee and has a 
home page with important public financial management, budget, and accounting 
information (http://www.financil.gov/financenet/fed/cfo/gpra/gpra.ht). 
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VII.  WHAT THE PRIVATE SECTOR IS DOING 

 
 
SBC COMMUNICATIONS - PACIFIC BELL 
 
Private sector companies have found they could not survive without a business plan with 
objectives, targets, and measures of success.  Managers need this management tool.  
Financial officers, analysts, and security could not manage without this clear direction 
and information.  Shareholders and investors require and even demand this information. 
 
Every “mom and pop” store needs data systems to provide sales volumes for inventory 
management, cost of goods, cost of sales, profit margins, and payroll, etc.  At the end of 
the year, tax returns must be filed along with other financial documents.  Hopefully, at 
year-end a net profit remains after all the bills are paid. 
 
We selected SBC to study for this report.  The telephone service industry is probably the 
most measured of any.  From the creation of the Bell System and ever since the 
divestiture, it is one of the most regulated companies in the world.  These include the 
Federal Communications Commission, Security Exchange Commission, the Public 
Utilities Commission in every state, as well as the other Federal and state agencies 
overseeing all aspects of the company’s operations; e.g., Equal Opportunity, Safety, 
Environmental Protection, and on and on. 
 
The managers of the Bell Systems’ operating companies grew up with measurements as a 
way of life.  The amazing result was the whole complex organization moved toward a 
common goal.  Measures drove appraisal, compensation, advancement, and continuing 
performance improvement.  Competition between the various operating teams provided 
motivation and recognition for achievement.  But most of all it resulted in quality, ever-
improving service, and productivity improvement.  One of the important targets was 
safety performance with zero lost-time accidents.  Bell companies won many awards 
from the National Safety Council.  The “Green Dragon” (a detailed management report) 
was published every month, providing results measures comparing all the Bell operating 
companies on the critical measured for each function.  No one wanted to be at the bottom 
of the rankings. 
 
Fortunately, the Uniform System of Accounts required by the Federal government has 
been used with substantial enhancements to provide extensive detail on costs.  In 
addition, management information systems have been designed to track productivity and 
service data to allow creation of a myriad of reports to executives and line managers on 
performance results. 
 
Pacific Bell is evolving its present system to an Enterprise Data Warehouse with 
results/reports generation capability.  The data warehouse contains a huge repository of 
detailed information that is fed into the warehouse by a large number of legacy systems 
designed for the specific functions of the departmental organizations.  If the data is 
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contained in the warehouse, the departments can pull it out and display it in any special 
reports they need to manage operations.  This integrated system is known as the Decision 
Support System (DSS) and will be the source of all “internal” and “external” 
performance metrics. 
 
Pacific Bell has measured almost everything.  Some examples are listed below: 
 
• New Telephone Service 

a) Percentage installed in 5 days 
b) Percentage on time 
c) Percentage right the first time 
d) Customer Satisfaction Index 

 
• Repair Service 

a) Receipt to clear trouble (hours) 
b) Percentage on time 
c) Percentage right the first time 
d) Trouble reports per 100 lines 
e) Customer Satisfaction Index 

 
• Backlog of Orders 

 
• Regulatory Appeals 

a) By category; i.e., installation, billing repair, total 
 

• Employees per 100 lines 
 

• Absenteeism 
 

• Lost Time Accidents per 100 employees 
 

• Time in Training 
 

• Employee Turnover 
 

• Employee Satisfaction Index 
 

• Inventory Turnover 
 

• Unit Costs by Activity 
 
There are about 2800 items measured with summary reports for top management and 
specific results reports appropriate to each organization. 
 
If the State of California had such an information system, the Governor, the director of 
Finance, the Legislature, or any qualified user could pull out and array the data to provide 
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results information to keep the “ship of state” on course through sound budgeting and 
decision making.  This would allow for performance commitments along with 
accountability for results.  A scorecard could also be shared with the citizens on the 
Internet.  This could be a tool to regain public confidence in state government. 
 
 
The Foundation for Performance Measurements 
 
The Foundation for Performance Measurements, in addition to the private sector, is 
another valuable source of research on performance measurement.12  Established by the 
consulting, skills development, and technology group METAPRAXIS, the Foundation is 
a membership organization dedicated to extending the scope of enterprise information 
beyond the conventional focus on internal, historic, financial, numeric, and short-term 
data. 
 
It serves as a source of information, as a forum for research and debate, and as a link to 
tools and resources for organizations interested in developing practical new ways of 
measuring enterprise performance.  
 
The Foundation links businesses that have successfully implemented new performance 
measures with those that are endeavoring to do so, or have yet to begin the process, and it 
links them with experts in the field.  It brings together the following types of 
organizations: 
 
• Leading corporations 
• Public sector enterprises 
• Institutional investors 
• Business schools 
• Professional bodies 
• Consultants and auditors 
• Information providers 
• Software developers 
 
Foundation members have job functions such as: 
 
• General Management 
• Strategic Planning, Financial Control 
• Market Research, Human Resources 
• Change Management, IT and Reengineering  
 
The Foundation has prepared a management briefing on performance measurement 
information system options.  The briefing, entitled “The Eight Commandments of 
Performance Measurement Information System,” includes the following topics:  choosing 
among small, mid-range, and large systems; implementation costs; enterprise-wide 

                                                           
12 The Foundation for Performance Measurements. 
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systems integration considerations; necessary steps; overcoming challenges; and 
information on specific software packages. 
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VIII.  RECOMMENDATIONS 

 
 
The future success of California rests directly on the clarity of the shared vision of the 
leaders of our State government to meet all the needs of all its citizens in the years ahead.  
This vision should be defined in a strategic plan for California and developed and 
executed under aggressive leadership of the Governor and the Legislature.  This 
Commission recognizes that the current state of government operations has been 
inherited from previous administrations.  However, the highest priority is to move 
California from the bottom to the top in management of its operations.  The key is 
LEADERSHIP, LEADERSHIP, LEADERSHIP. 
 
The current leadership has a GOLDEN OPPORTUNITY to begin to redirect the efforts 
of the entire State organization toward a clear vision of the future.  These efforts must be 
enabled by a technology infrastructure and culture change aimed at success.  The Cost 
Control Commission has included in Appendix 2 of this report portions of the “Missouri 
Integrated Strategic Planning Model and Guidelines,” dated December 1999.  This 
document provides a model framework for the integrated planning process that California 
needs to embrace.  
 
 
RECOMMENDATION 1 
 

Leadership, Leadership, Leadership 
 
The Cost Control Commission urgently recommends that the Governor, the 
President pro Tempore of the Senate, and the Speaker of the Assembly initiate 
action to establish a Leadership Council which includes the Constitutional Officers 
of the State.  This Council would be supported by the principal planning staff to create a 
Shared Vision for California State Government in partnership with private citizens.  
A shared vision will provide the foundation for building a strategic plan to guide the State 
toward the vision. 
 
The Little Hoover Commission, in its recently released report, also stresses that 
“extraordinary and persistent leadership is needed.”  Furthermore, it is very explicit in 
what most be done first…leadership must work together!  “But before any of these 
steps can be taken – in order for any of those efforts to be successful – the Governor and 
legislative leaders must come together to define and commit themselves to a new 
operating paradigm for State government.  They must be willing to challenge the 
barriers to cooperation and to think beyond department lines.” 13 
 

                                                           
13 Little Hoover Commission, “Better Government, Engineering Technology – Enhanced Government,” 
November 2000, p. iii. 
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RECOMMENDATION 2 
 

Develop a Strategic Plan for California 
 

The states that are making progress have an organization either reporting to the governor 
or/and the legislature, whose only purpose is to provide support for the leadership in 
establishing, integrating, and monitoring the State’s strategic plan.  Developing an 
overarching and integrated strategic plan for California will require a great deal of work, 
time, and effort.  However, it is essential that the Governor and the Legislature be 
dedicated and actively lead in the development of California’s strategic plan.  This 
will provide a vision of what the citizens want California to look like in the future.  It will 
provide direction to the agencies and enable them to align each agency strategic plan with 
the State’s comprehensive strategic plan.  It provides a context for the enactment of 
legislation.  Without this overarching strategic plan, agencies will be like the 
tentacles of an octopus without a head:  each one going on its own way and 
inadvertently colliding with one another, as is now the case. 
 
 
RECOMMENDATION 3 
 

Change the Thinking in State Government 
 
Making a major change successfully in any organization requires involvement and 
buy-in by the employees.  This is no easy task.  How well it is accomplished will 
determine the success of the change.  Leadership from the top, effective communications 
and feedback, participation in design, training, problem resolution, and effective 
integration of the change into the total organization to simplify and improve the work 
itself are all important to obtaining buy-in.  Performance measurement can appear to be a 
threat to all employees, particularly if compensation and advancement are adversely 
affected.  However, program accountability for performance is essential for good 
government.  Measurements provide motivation and recognition for good performance.  
A complete strategy with professional support must be developed and carried out 
continuously during the design and implementation phases of such a sweeping 
change.  Planners must take into consideration the concerns of the employees.  
Evaluation of progress and programs corrections is vital to ensure success.  Leadership 
should recognize that a change of this magnitude might take five or six years. 
 
 
RECOMMENDATION 4 
 

Utilize Private Sector and Other States’ Experience 
 

California State Government should research the best practices of other states and 
large businesses utilizing strategic planning, performance measures, and 
information technology.  Learning from experiences of others will enable California to 
avoid mistakes made by others and be more effective in developing and implementing a 
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strategic plan.  It is also important to listen to and learn from the experiences of the 
California agencies involved in the performance-based budgeting trial and activity-
based budgeting.  These are the people who are motivated to improve government 
performance.  They have been “turned on” by their experiences and are proud of their 
accomplishments.   
 
 
RECOMMENDATION 5 
 

Develop a Strategic Plan for Information Technology 
 
The Department of Information Technology (DOIT) was created under SB 1 (Alquist) 
Chapter 508, Statutes of 1995, to develop a California Strategic Plan for Information 
Technology (IT).  There is no Strategic Plan for IT.  DOIT continues to assist the 
agencies in development of new systems for their exclusive use.  Instead, DOIT should 
develop statewide systems under a Strategic Plan for IT.  The Cost Control 
Commission continues to be concerned that the creation of statewide standards to ensure 
integration of systems is not being achieved. 
 
The foundation for managing complex operations in the world of the future is clearly the 
easy availability of real-time data and management information.  It is in this area that our 
State is far behind with no statewide activity-based cost accounting system nor 
management information system to provide managers at all levels the information they 
need to direct their operations, make sound decisions, or measure progress in meeting 
their objectives.  As pointed out in many previous studies, State organizations run on 
disparate systems with different data files and no capability to interconnect.  These 
systems accumulate data as directed by each organization with no standards of 
design, and therefore, data cannot be summarized for the entire State.  Operation of 
these systems is very costly and inefficient and many new ones are under design. 
 
The State must develop a cost accounting activity-based system either as an adjunct 
or replacement for the current system or systems.  The development of such a system 
must be a high priority for California.  This system must provide the Administration, 
Legislature, and managers with information on how well the State is meeting the goals 
established by the State’s Strategic Plan. 
 
 
RECOMMENDATION 6 
 

Reengineer Work Processes 
 
Reengineering work processes is a vital prerequisite step prior to mechanization.  
Flow-charting a process takes expertise and detailed knowledge. 
 
A central organization must initiate a statewide quality program which to provide 
training, leadership, and support in assisting agencies to improve their work processes.  
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This organization would look at processes that impact all State agencies and 
determine how these processes could be improved utilizing modern technology.  A 
good example of what can be done is the State Controller’s Automated Travel 
Reimbursement Process Study.14  This study was done because the Department of 
Finance (DOF) and the State Controller’s Office (SCO) recognized serious deficiencies 
in the State’s travel reimbursement process.  A number of departments were either 
considering or were attempting to reengineer the travel expense claim process.  Agencies 
designing individual solutions would have been an inefficient and costly approach to 
solve a statewide problem.  
 
Reengineering is especially critical when considering establishing a web site for the 
public.  California State Government has introduced web sites.  Providing a web site is an 
excellent idea for improving services to citizens.  However, if a web site is only a front, it 
is merely another patch on the existing quilt work of processes further exacerbating the 
current employee frustration of costly paperwork and multiple transactions.  The 
objective of designing a web site must consider not only the customer but also the 
cost and quality effectiveness of supporting the web site.  Reengineering the 
accounting functions and the processes providing the delivery system behind the web site 
window is a critical first step to ensure an efficient, prompt, and quality service to the 
public. 
 
Focusing on quality has several important outcomes.  First, it improves employees’ 
morale.  It is frustrating for employees to work in an environment in which processes 
result in duplication of work, rework, and delays.  Employees know that processes could 
be greatly improved.  This has been a consistent theme identified in our interviews.  
Second, the duplication of work and rework is costly.  Quality improvement results in 
saving money in addition to improving service. 
 
 
RECOMMENDATION 7 
 

Develop Measures for Each Organization 
 

Management reports for each organization must be designed to provide managers 
with the information needed to run their jobs.  Also, reports must provide data on 
results in achieving goals, targets, outcomes, and budget commitments.  Such reports 
are needed at all levels with summaries to the Governor and the Legislature.  
Initially, for good government, these reports should be provided on a quarterly basis, then 
monthly, working toward the ultimate goal of real-time reporting.  Those leaders must 
provide feedback to the agencies in recognition for good performance and to 
pinpoint areas for improvement. 
 
Determining required outputs is necessary before system inputs can be specified.  Inputs 
and outputs drive the design of management information systems.  Flexibility in 

                                                           
14 Kathleen Connell, Controller of the State of California, Automated Travel Reimbursement Process 
Study, May 9, 1995. 
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provision of management reports can be provided by use of data warehouse concepts as 
described on page 34.  Warehouse concepts also allow summarization of information on a 
statewide basis by the Governor and the Legislature.  The people that do the work 
process must be deeply involved in redesign of work processed and in design of 
results reports. What do they need to know and when do they need to know it?  
Technology people must coordinate gathering of information and integration of inputs 
and outputs into the system designs. 
 
 
RECOMMENDATION 8 
 

Create a Public Information Program 
 
The Cost Control Commission recommends a comprehensive Public Relations 
Program.  This program would have official press releases and hold interviews with the 
media, highlighting performance achievements on efficiency and cost reduction, service 
satisfaction measurements, process streamlining, and new services. 
 
The State’s public information program must demonstrate performance results.  It 
should show the public that California is making efforts to reduce waste, improve service, 
and ensure that money is used for proven, successful programs.  California has 
introduced a web site and is providing limited information directly to the public 
(http://my.ca.gov).  However, the information should be significantly expanded.  As 
agencies’ performance measures are developed and tracked, and outcomes are available, 
they should be displayed on the web.  Missouri, Oregon, and Florida all have extensive 
program results available on web sites.  It is imperative that public use of the Internet 
to access State government is easy to use and is effective.   
 
A further public information effort would be to include a simple, annual “Performance 
Report Card” mailed out with State tax forms. 
 
Cynicism is so rampant toward bureaucratic and wasteful government that the Cost 
Control Commission believes that the leaders of the State must demonstrate, with 
facts, the following: 
 
1. They have a plan for making California a better place to live. 
 
2. They are implementing the plan. 
 
3. They are working towards providing improved and efficient government 

services. 
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