GOVERNOR’S

LOANED EXECUTIVES Action PROGRAM

DOUGLAS J. DAYTON, Chairman

L

Wendsll R Qludecson—

Governor

...to assist the organization in
becoming more viable on its own . ..

§,

'FINAL'
REPORT"

SAINT PAUL, MINNESOTA, DECEMBER 23, 1972

This document is made available electronically by the Minnesota Legislative Reference Library
as part of an ongoing digital archiving project. http://www.leg.state.mn.us/Irl/Irl.asp




807 Capitol Square Building
St. Paul, Minnesota 55101
(612) 296-6212

Governor’s
LOANED EXECUTIVES Action PROGRAM

’ DOUGLAS J. DAYTON
Chairman

ROBERT H. ENGELS
Ngrthern States Power Company
Vice Chairman

STEERING COMMITTEE

GOVERNOR

RICHARD L. BRUBACHER

The Honorable Wendell R. Anderson State of Minnesota
Governor of the State of Minnesota TED DEIKEL
State Capi tol Fingerhut Corporation
St. Paul, Minnesota 55155 LYLE H., FISHER

3M Company

RICHARD H. KING
International Multifoods, Inc.

, , , , GERRY E. MORSE
All of us in LEAP appreciate your asking for a study of Minnesota Honeywell, Inc.

State Government to recommend areas for improved service and/or BARNEY U. UHLIG
greater efficiency. Your giving us complete freedom to investigateFxecutive Secretary
any area in the executive branch, and your expressed support of our efforts
facilitated our work immensely. It has been a richly rewarding experience.

Dear Governor Anderson:

Those employed in state service, at all levels, have been cooperative, patient,
and extremely helpful in pointing out to us productive areas for study. We
leave this assignment impressed by their dedication and ability to serve
Minnesota, and their desire to do so even better if given the opportunity.

3 you are certainly aware, Minnesota State Government is a gigantic enterprise.
_mploying over thirty thousand people it spends two and a third billion dollars
annually. It administers countless programs and projects, and does most of them
well. However, it could do many of them better and, with some changes, create
smoother and more efficient operation in most of them.

The pages that follow are concrete suggestions for effecting such changes. We
feel your organization will respond enthusiastically to them, and urge that you
and your management team support them aggressively.

This question of management js the heart of our concern. It is the means of
utilizing the tremendous reservoir of human talent you have at your disposal.

Only through competent management can the human resources in state government

be focused, trained, and rewarded for maximum results. Capable, efficient management
is the key to the accomplishment of our primary goal "to assist the organization

in becoming more viable on its own,"

The opportunity is great. The time 1s now.
Respectfully yours,

D aueglos Py~

Douglas J. Dayton
Chairman
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December 12, 1972

Mr. Douglas Dayton
Chairman, Governor's Loaned
Executives Action Program
807 Capitol Square Building
St. Paul, Minnesota 55155

Dear Doug:

The work of the Governor's Loaned Executives Action
Program over the past six months deserves the thanks of all
of the people of Minnesota.

On their behalf, and specifically on behalf of the
executive branch of Minnesota state government and my office,
I just want to tell you how grateful we all are for your
splendid help and that of your team of executives.

My department heads, my staff, and I have found the

) loaned executives to be dedicated, sensitive, sincere, and
remarkably able to penetrate to the core problems of management
of our state government enterprise. I know your excellent
personal leadership of the L.E.A.P. team has contributed in a
major way to their approach. At the same time, I am tremendously
impressed with the quality of the people you recruited and with
the cooperative investment their companies have made toward the
quality of our state government.

The loaned executives leave us with a great responsi-
bility and a great opportunity. I know I speak for all of us
in the administration of state government in saying that we will
do our best to meet the responsibility and seize the opportunity.

We brought the loaned executives into state government
to tell us what to do and how to accomplish it. Your recommenda-
tions will have our highest priority for attention. T look
forward to the effort and your continuing interest and assistance
in the months ahead.

Sincerely,
Wendell R. Anderson

WRA/sm







807 Capitol Square Building
St. Paul, Minnesota 55101
(612) 296-6212

Governor’s
LOANED EXECUTIVES Action PROGRAM

DOUGLAS J. DAYTON
Chairman

ROBERT H. ENGELS
Northern States Power Company
Vice Chairman

STEERING COMMITTEE

" GOVERNOR

RICHARD L. BRUBACHER
State of Minnesota

TED DEIKEL
Pingerhut Corporation

LYLE H. FISHER
3M Company

RICHARD H. KING
Tnternational Multifoods, Inc.

GERRY E. MORSE
Honeywell, Inc.

To All State Employees: BARNEY U. UHLIG
Executive Secretary

Since June you have had a host of LEAP volunteers underfoot. Your

patience and cooperation were a key factor in making our recommenda-

tions meaningful. Without your direction we would not have known

which areas were of primary import. Your participation has been

invaluable in helping us reach decisions in almost complete accord.

We know this entire LEAP program has been an added burden for many
of you, and we appreciate the time you gave so generously. HMay we
now urge you to cooperate with whatever changes may be brought about
through LEAP's efforts, because we are certain such changes will pay

off both for the citizens of our state and all of its employees.

We volunteers in LEAP would like to express our great respect for
the talent and ability we've encountered on every hand. Ve are
certain that the system can be streamlined so that each of you can
more easily achieve the maximum output of which you are capable.

That is our wish. e feel the time is ripe for such an effort.

Again, with many thanks,

Douglas ; Dayton 2

Chairman
EEE )
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OVERALL FINDINGS

This report summarizes 138 recommendations
which will produce $75,249,107 of savings. Not
all recommendations indicate dollar savings, but
they are equally essential to make this gigantic
enterprise, Minnesota State Government, func-
tion more effectively.

The LEAP effort is the result of twenty-six
man years of service donated by one hundred
full and part-time volunteers from the business
community. Task Force Chairmen served for six
months, working full time. Most of the other men
and women served three-month periods. The
part-timers worked on shorter projects and fre-
quently were recruited from their parent com-
panies by a LEAP volunteer.

To ensure better understanding, each major
Task Force had as one of its members a repre-
sentative from the department being studied. In
addition, a budget analyst from the Department
of Administration served in a liaison capacity.
By this means, the department, particularly the
commissioner, was kept informed constantly on
all aspects of our work.

At the outset, each department conducted
orientation sessions for the volunteers that
covered: department organization, purpose, ob-
jectives, problems, and assessment of its effec-
tiveness. The next step was to analyze the
department through a series of interviews and
observations. This allowed the volunteers to reach
their own conclusions concerning the depart-
ment’s appraisal of itself. Next came a ranking of
problems to ensure that the most urgent needs
were considered first.

In every case, LEAP tried to document that
a problem did exist. This was necessary because
methods that may seem commonplace to those
familiar with State service may not always be
appropriate.

Once the problem was clearly indentified, al-
ternative solutions were evaluated and priori-
tized. In nearly all cases, the Task Force Reports
identified the recommended solutions as well as
the rejected alternatives. It is important to note
that every recommendation has an implementa-
tion schedule attached. This schedule has due
dates, and designates who is responsible. This
should ensure maximum follow-through.

Review Process

Once a recommendation reached final form, the
department head was asked to sign off, if he
agreed with it. It is noteworthy that 95% of these
recommendations carry that endorsement. In
some instances, department heads have con-
curred, but have noted some exceptions. Each
such qualified statement is pointed out in the
appropriate project report.

Once a recommendation cleared the depart-
ment, it was routed to Douglas J. Dayton, LEAP
Chairman, and Richard L. Brubacher, Commis-
sioner of Administration. If they approved, it
then went to the Governmental Advisory Com-
mittee (GAC) for endorsement.

The LEAP Steering Committee, acting for
the Management Advisory Committee, then re-
viewed the entire report and sent it to the
Governor, recommending its acceptance. (Any
exceptions to the procedures in the above para-
graphs are noted in the addendum.)

Objectives

LEAP’s primary objective was and is “to assist
the organization in becoming more viable on its
own.” The underlying theme here is that, while
outsiders can occasionally contribute ideas to an
organization, real vitality must come from within.
Thus, LEAP’s aim has been to provide systems,
techniques, disciplines, and organizational struc-
ture by which the people in State service can up-
grade their own performances. LEAP found a
burning desire in the organization for just this.

The secondary, but still important, objective
was to look for greater efficiency in the Executive
Branch and improved responsiveness to the peo-
ple the State serves. Each recommendation speaks
to one of these objectives; frequently both. The
$75,249,107 savings are self-evident. They repre-
sent about 3% of the funds going through the
State. With time, far greater savings can be
achieved and, hopefully, the organization will ag-
gressively seek them out.

Improved responsiveness is necessary in sev-
eral instances, as noted in specific recommenda-
tions. It is interesting that frequently, if not
usually, improved responsiveness costs less money
than the old system. The State needs to set up



controls to measure its service level and monitor
it on an ongoing basis.

Five Areas of Major Concern

As LEAP volunteers became acquainted with
State government, they identified five areas of
concern which contribute to lack of efficiency and
adequate vitality. Some of these concerns are
noted directly in the report, others can only be
overcome indirectly and with time,

ORGANIZATIONAL STRUCTURE

The over 300 entities reporting directly to
the Governor, and with which the Legisla-
ture must deal, by their numbers alone forbid
close scrutiny by anyone, Their multiplicity
results in overlapping of functions between
agencies. Also, individual departments fre-
quently are not effectively organized to ac-
complish their objectives in the best fashion.

LEAP did not have the time nor manpower
to adequately study a total reorganization, It fur-
ther believes that the first order of priority is to
organize the major individual components effec-
tively before undertaking a total reorganization.

LEAP was instrumental in helping four de-
partments develop new organizations. These are
Health, Highways, Natural Resources, and Pub-
lic Welfare.

Vitally needed changes in Administration,
Finance, and Personnel, covered later, are the
single most important recommendations in this
report.

MANAGEMENT THRUST

An organization as diffuse as this one is
extremely difficult to control. Unless it is well
managed, and has maximum coordination, it
will dissipate its effectiveness in multiple,
useless directions.

This key element of management holds the
greatest potential for improved efficiency and
responsiveness. A standard of professionalism
must become more uniform in State service. The
organization must devote more time and resour-
ces to the training and development of all of its
work force; managers and employees. The orga-
nization is hungry for such programs.

FINANCIAL CONTROL SYSTEMS

There is a terrible vacuum of readily avail-
able, updated information on which to make
management decisions and formulate plans.

All of the elements required for a good in-
formation system exist, but they exist in differ-
ent departments and are not adequately
coordinated. The recommendations from the Fi-
nancial Control Task Force are far reaching, but
vital, in order to give each manager, up to the
Governor, enough information so that the man-
ager can perform well.

In the ’72-’73 biennium, $4.7 billion dollars will
pass through the State Treasury. The financial
systems presently used seem designed to make
sure that money is spent as directed and that it
is not stolen. It does a very good job at insuring
just this, It falls far short of giving all levels of
management the tools they need to operate the
plan effectively.

PERSONNEL ADMINISTRATION

For 30,000 employees there is no one person
charged with maximizing the productivity
of each employee, both for the State’s and
the individual’s mutual benefit.

The Personnel Task Force recommendations
are far-reaching here, too. They propose that all
personnel-related functions be placed under a
Commissioner of Personnel. Specific recommen-
dations, such as the ones relating to training,
management development, and appraisal, will help
each individual upgrade his own performance
for the benefit of all.

INCENTIVE

There is no incentive in the system. If a
department saves $100 million, it is shorted
that much in the next session. If an em-
ployee does an outstanding job, he still gets
the same salary increase most others get.
The system does not foster risk takers.

One Personnel Task Force recommendation
relates to this concern. Incentive should not be
artificially generated. It should result from an at-
titude and atmosphere in which good performance
is recognized and rewarded. As this takes place,
individuals will take greater pride in their jobs



and earn a higher level of respect from the citi-
zens they serve.

Conclusion

Tt is the system of State government, not the peo-
ple in it, that needs so badly to be upgraded. The
system is what makes things move so slowly and
sometimes awkwardly.

The recommendations which follow will do
much to improve that system. The people on
board now are fully capable of revitalizing the
performance of State government. As manage-
ment of the enterprise improves, it will operate
more efficiently and serve better the citizens of
Minnesota.

Barney Uhlig and Douglas Dayton confer on LEAP program.
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Central Management Task Force
Personnel

The Personnel Task Force had the assignment to
study the personnel system in the State organiza-
tion which affects over 30,000 employees. Initial
findings indicated the majority of the personnel
system was contained in the Civil Service De-
partment, but other parts also were contained
in the Department of Administration, the various
operating agencies, various groups affecting re-
tirement, and various groups affecting pay plan
designs.

Civil Service Department: The Department
of Civil Service has the responsibility for recruit-
ing and selection, classification and compensa-
tion, payroll pre-audit and personnel records,
certain aspects of training, manpower planning,
operating department liaison and labor relations
(Director of Civil Service in conjunction with the
Commissioner of Administration). These respon-
sibilities are primarily for the classified service,
but do involve unclassified positions in certain
instances.

Department of Administration: This De-
partment has responsibility for administering the
health and life insurance benefits, the employee
suggestion system, the Social Security system,
labor relations (in conjunction with the Director
of Civil Service).

Operating Departments: The operating de-
partments have operational personnel function
responsibilities guided by appropriate Minnesota
Statutes and Civil Service rules, but in some
cases by their own authority.

Retirement Boards: The five retirement sys-
tems have the responsibility for recommendations
to the Legislature on retirement plan design and
administration for their members.

Pay System: The four pay systems beyond
Civil Service have the responsibility for pay de-
sign and recommendations to the Legislature for
those employees within their jurisdiction.

State Employees Insurance Board: This
board has the responsibility for health and life
insurance recommendations to the Legislature.

Reporting Structure: The present reporting
structure is confusing. Parts of the personnel sys-
tem report to the Governor; other parts report to
the Civil Service Board. Some parts report to
five different retirement groups, while others re-
port through four additional pay recommenda-
tion systems beyond Civil Service. An additional
part of the personnel system is a separate State
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Employees Insurance Board. It also should be
noted the Labor Negotiator and Contract Ad-
ministrator actually reports to the Civil Service
Director and the Commissioner of Administra-
tion simultaneously.

The systems and procedures for the various
portions of the personnel system vary by element
of the system and department in which the pro-
cedures are being used. Many systems and pro-
cedures are specified by law, or rule, and are
followed quite closely, as in the case of the
veteran’s preference law. Others are not followed
closely or at all, as in the case of performance
evaluation. In many cases, staffing in the per-
sonnel areas in various departments has signifi-
cant impact on the degree of the adequacy of the
systems and procedures.

Areas of Strength and Weakness

Strength: It is obvious that the patronage sys-
tem of past years has been effectively checked
through the Civil Service system. The employee
health and life insurance benefits are not frag-
mented and are competitive and well adminis-
tered, even though they are not in the Personnel
Department.

The Civil Service compensation area does a
good job of data gathering and its analysis is
quite thorough. Its members do know their
market.

In spite of inconsistencies in the law, we
found the Labor Negotiator and Contracts Ad-
ministrator does a good job, although he has been
on the job only a limited time.

The data gathering and analyzing for the
Compensation Review Board is well done.

In spite of enlarged State employment over
the years, the Civil Service Department was able
to operate without increasing staff.

Weakness: Fragmentation of the personnel struc-
ture results in many separate reporting structures,
and lack of coordination in major personnel ele-
ments, such as compensation, which results in
inequitable treatment of similar groups of
employees.

Lack of results-oriented management philos-
ophy. Lack of definition as to which people are
managers in the state service.

Lack of emphasis on management develop-
ment and supervisory skills.

Certain hindrances to promotions, especial-



ly where cross-departmental promotions are
concerned.

Lack of a “standard of performance” pro-
gram and a uniform appraisal system.

Certain hindrances to effective labor
relations.

Certain processes which delay the hiring of
employees.

As a rule, those involved in the personnel sys-
tem in the State are highly dedicated and hard
working. The inefficiencies that occur in the sys-
tems are there generally as a result of either
legislation, rule, or the lack of personnel direc-
tion resulting from the fragmentation of the sys-
tem. An example of legislation is the case where
the State Labor Negotiator attempts to bargain
in good faith on an economic package which then
may or may not be accepted by the Legislature,
and could be in harmony or direct conflict with
the Civil Service Pay Plan. An example of frag-
mentation and staff overlap is in the retirement
plans. Five groups with separate staffs work on
the plans which involve approximately 150
people and a payroll of approximately $1,100,000
annually. The consolidation of the retirement
functions could eliminate the duplication of
efforts.

HIRING PROJECT — Report No. 27, Depart-
ment of Civil Service

Problem: The hiring of employees through the
Civil Service process suffers delays due to some
techniques and practices presently used. The
hiring process includes: processing applications,
scheduling of written and sometimes oral ex-
ams, scoring of exams, and preparing eligible
and certification lists by Civil Service. The hiring
process is completed when the agency has inter-
viewed the applicants, and the final selection and
commitment is made. The excessive time required
by the State to hire an eligible individual, as com-
pared to private industry, will result in industry
making job offers significantly earlier than the
State.

Solution: To reduce the time required to com-
plete the State’s hiring process, it is recommend-
ed: 1) verifying applicants’ availability prior to
preparation of the certification list; 2) conduct-
ing a feasibility study concerned with putting
together jobs with similar classifications, develop-
ing common examinations for them and adminis-
tering these exams on a regularly scheduled basis;
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3) reducing the time an applicant’s name can
remain on the open competitive eligible list to six
months; 4) adopting electronic data processing of
exams; 5) expanding the size of the certification
list to include the top ten applicants; 6) modify-
ing the use of veteran’s preference; 7) continuing
to explore new ways of speeding up the hiring
process; and 8) eliminating all exams for entry
level hiring.

Estimated Annual Savings: Resulting sav-
ings from elimination of clerical help will
be absorbed by electronic data processing
expenses and the possible addition of one
Civil Service professional employee.

Anticipated Implementation Date: June,
1973

Status: Being implemented, necessary leg-
islation for consideration by the 1973
Legislature is being prepared.

EMPLOYEE PERFORMANCE APPRAISAL
SYSTEM PROJECT — Report No. 44, De-
partment of Civil Service

Problem: A Standards of Performance Program,
and a uniform Employee Performance Appraisal
System for classified employees in the State serv-
ice do not exist.

Solution: Establish, implement and maintain a
common format, with written position descrip-
tions for all full time positions in the classified
State service. Also, establish standards of per-
formance for Schedule “A” positions, and design
and implement a uniform “Employee Perform-
ance Appraisal”’ system.

Estimated Annual Savings: Indeterminate

Anticipated Implementation Date: Decem-
ber 1, 1974

Status: Being implemented.

RESULTS ORIENTED MANAGEMENT SYS-
TEM PROJECT — Report No. 74, Execu-
tive Branch, State of Minnesota

Problem: A results oriented management philoso-
phy or system does not exist in the State employ-
ment. By not requiring or fostering this type of
management system, the State does not maximize
managerial productivity nor does it provide a
sound basis for measuring managerial perform-
ance.

Solution: It is recommended that: 1) a manage-
ment group in the State be identified, 2) a man-



agement-by-objectives system be implemented
for this group, 3) flexible merit wage increases
based on varying levels of evaluated performance
be established (covered in Compensation Pro-
ject), and 4) a highly qualified management-
level person be appointed to direct the implemen-
tation of this system.

Estimated Annual Savings: None

Estimated Expense: Management consulting
costs would be approximately $15,000.
The cost would be based on 30 days of
training sessions at $400 per day plus
$3,000 for program development. There
are about 1,100 employees in the classi-
fied and unclassified service meeting the
salary criteria for manager or top level
professional as set forth in this proposal.
The 30 days of training sessions would
allow the consultant the flexibility to pat-
tern his course content, course length,
and size of class to his style of presenta-
tion. Cost for this systems manager would
be approximately $42,000 based on one-
and-one-half years at $28,000 per year
($25,000 salary plus 12% for fringe bene-
fits on a contract basis).

Anticipated Implementation Date: July 1,
1974

Status: Legislation to obtain necessary
funds is being prepared for consideration
by the 1973 Legislature.

STATE EMPLOYEE RELATIONS PROJECT
— Report No. 75, Departments of Civil Serv-
ice and Administration

Problem : The State’s ability to carry out its labor
relations function is impaired by the following
four problems: 1) an organized employee can
pursue dual grievance procedures resulting in
duplication of effort; 2) a lack of control and co-
ordination over the various fringe benefits hinders
the State in bargaining on those fringes; 3) the
State Negotiating Team lacks communication
with, and direction from, a decision making body;
and 4) potential conflict exists because all State
employees are not covered by the same labor
laws.

Solution: Prohibit an employee from pursuing
more than one grievance procedure. Coordinate
fringe benefits under one person. Establish a joint
legislative committee to bridge the communica-
tion void between the State Negotiator and the
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true decision makers. Remove State employees
from the jurisdiction of the Charitable Hospital
Act.

Estimated Annual Savings: None

Anticipated Implementation Date: June 30,
1973

Status: Legislation for consideration by the
1973 Legislature is being prepared.

OVERALL PERSONNEL ORGANIZATION
PROJECT — Report No. 101, State of
Minnesota

Problem: There is widespread fragmentation of
personnel functions in the State which makes co-
ordination and a unified management difficult at
best. The present personnel organization does not
permit maximum utilization of available man-
power in the State, causes inequity in treatment
of otherwise similar employee groups, and does
not allow for efficient use of man hours as com-
pared to costs.

Solution: It is recommended: 1) to establish an
organizational means to unify the personnel sys-
tem of the State; 2) to appoint a Personnel Com-
missioner to report to the Governor; 3) to sepa-
rate the Personnel Board from the Personnel
Department and redefine Board’s role; 4) to
eliminate the Insurance Board and place the re-
sponsibility under the Personnel Department;
5) to combine the retirement boards and the re-
tirement associations into one group, with the
Personnel Commissioner a voting member, and
administration done through the Personnel De-
partment; 6) to determine through the Commis-
sioner of Personnel all classified and unclassified
compensation matters from the five existing sys-
tems. These matters will cover the areas of sal-
aries, retirement, holidays, health and life
insurance, sick leave and vacations; and 7) to
strengthen the role and responsibilities of the
personnel officers in the operating departments.
Estimated Annual Savings: Indeterminate
at this time. It is estimated that a 10%
reduction in administrative staff can be
achieved by combining the administration
of five retirement systems into one, with
a resulting annual savings of approximate-
ly $120,000. These funds, however, can
only be returned to the retirement pro-
grams from which they were originally
taken. A small amount of additional ap-
propriated funds will be necessary to
attract top level personnel administrators.



Anticipated Implementation Date: January
1, 1975

Status: Legislation for consideration by the
1973 Legislature is being prepared.

STATE COMPENSATION PROGRAM PROJ-
ECT — Report No. 120, Departments of
Civil Service and Compensation Review
Board

Problem: Presently, there is no means for the co-
ordination or integration of the various elements
of the State’s compensation program. This re-
sults in a variety of compensation practices which
are not always internally equitable. This also re-
duces effectiveness in dealing with employee or-
ganizations, causes inefficiency in the handling
of compensation matters, and results in some var-
iances from the State’s pay policy.

Solution: Establish an organizational means to
coordinate all the elements of the State’s total
compensation program for both classified and
unclassified personnel. Clarify the State’s pay
policy, changing some specific pay practices which
do not conform to the State’s pay policy, and en-
suring pay equity between classes of employees
by adopting common procedures. Also, adopt a
results-rewarding pay system for managers.
Estimated Annual Savings: There will be no
immediate dollar savings: It is estimated
a $5,000,000 reduction in the annual sal-
ary spending level will result over several
years.
Anticipated Implementation Date: July 1,
1975
Status: Legislation for consideration by the
1973 Legislature is being prepared.

TRAINING AND MANAGEMENT DEVEL-
OPMENT PROGRAM PROJECT — Re-
port No. 121, Department of Civil Service
and Operating Departments

Problem: Training is conducted primarily by the
various operating departments of the State.
Training activities in the State are not well co-
ordinated; effectiveness of training is not well
evaluated; and management development and
supervisory training have been neglected.

Solution ; It is recommended that: 1) the depart-
ment head of each State operating department
continue to be charged with the responsibility for
planning, budgeting and conducting training pro-
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grams in his department within the scope of an
overall State training plan, 2) the State training
manager develop an overall training plan which
sets priorities and makes coordinative recom-
mendations, utilizing operating departments’ in-
put from a revitalized training committee, 3) the
function of evaluating training, both quantita-
tively and qualitatively, be reserved to the cen-
tral training function, 4) the major training effort
be refocused into the management development
and supervisory training area, and 5) job knowl-
edge/skills training be left primarily to the vari-
ous operating departments where it now is con-
ducted, providing only for a review by the State
training manager as to the scope and content of
the training before it is implemented.

Estimated Annual Savings: None

Estimated Expense: It is estimated that ap-
proximately $1,000,000 now is expended
annually for training. We recommend an
expenditure equivalent to .6 of 1% of pay-
roll for training annually, which would be
a $600,000 annual increase in expendi-
tures for training.

Anticipated Implementation Date: June 30,
1974

Status: Being implemented with modifica-
tions; legislation for consideration by the
1973 Legislature is being prepared.

PROMOTIONS AND TRANSFERS PROJECT
— Report No. 122, Departments of Civil
Service and Administration

Problem: At present, classified employees in the
State service are very dissatisfied with their ad-
vancement opportunities. This dissatisfaction is
a result of several State policies and practices
which hinder upward mobility, nine of which
were identified by the Civil Service Department
personnel and various line department personnel
officers.

Solution : It is recommended that present policies
and practices which contribute to this dissatis-
faction be amended or eliminated. This would
include retirement at age 70; promotions limited
to departmental personnel only; no uniform per-
formance evaluation methods; “rule of three” for
certification; present veteran’s preference and
seniority promotional ratings; non-transferability



of vacation leave and seniority when transferring employee in available positions and by

between departments; no recognizable career increasing performance by employees as
paths and requirements; and non-payment of advancement becomes more closely tied to
moving expenses when being relocated. performance.
Estimated Annual Savings: None. Some im- Anticipated Implementation Date: January
mediate expenses may be expected as a re- 1,1975

sult of lowering the retirement age to 65
and paying relocation costs to transfer-
ring employees. However, it is expected

substantial overall savings will result in by the 1973 Legislature.

future years by placing the best qualified

Summary of Annual Savings or Costs

Hiring Project — Report No. 27 . ... .. .. .. i i
Employee Performance Appraisal System Project — Report No. 44 ...
Results Oriented Management System Project — Report No. 74 ... ...
State Employee Relations Project — Report No. 75 ................
Overall Personnel Organization Project — Report No. 101 ...........
State Compensation Program Project — Report No. 120 .............
Training and Management Development Project — Report No, 121 ..

Promotions and Transfers Project — Report No. 122 ................

Status: Being implemented with modifica-
tions. Where necessary, appropriate legis-
lation is being prepared for consideration

Saving Costs
— $ 57,000
$5,000,000* —
- 600,000
. £
$5,000,000 $657,000

*This will be an annual salary savings realized if recommendations are accepted. This annual figure will not be

reached for a period of years.

** [t was not possible to put an actual figure on reducing age 70 retirement or relocation expenses as part of this project

due to unavailability of base data.
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FINANCIAL CONTROL

The Financial Control Task Force discusses the State’s accounting system. Chairman Donald Christiansen, second
from right, checks a recommendation.
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Central Management Task Force

Financial Control

The Financial Control Task Force was estab-
lished to examine the existing accounting system,
methods of budgeting, performance reporting
techniques, and forecasting methods that make
up the State financial control system as well as
the post audit activities. A review also was made
of the operations of the Tax Department. Since
these functions are divided among the Depart-
ment of Administration, Public Examiner, De-
partment of Taxation, the Office of the State
Auditor, and the Office of the State Treasurer,
these projects involved a number of different
organizational units of State government.

The financial control responsibility of these
various departments and agencies is to establish
the accounting and budgeting system, including
the control of encumbrances by appropriation,
and to publish the required financial report. Their
general direction and authority is established by
statute, and little has been done to implement
broadly defined statutes with formalized proce-
dures. Responsibility has been delegated to line
agencies where permissible; thus these programs
have significant impact upon all State depart-
ments.

Present Organizational Pattern

The organization pattern of the financial control
function is, by any standard, split up to the point
that any advancement in financial control tech-
nology is thwarted. The present organization was
established in 1939, long before present day finan-
cial control became widely recognized and used.
The basic function of accounting (the State Audi-
tor) and the related function of control of the
cash (the State Treasurer) are headed by elected
officers reporting to the voters or, in eflect, re-
sponsible to no one. The budgeting function and
the control of appropriated allotments is in the
Department of Administration, whose commis-
sioner is appointed by, and reports to, the Gov-
ernor, The Public Examiner, who represents the
post audit function or the check and balance on
the State’s accounting practice, also is appointed
by, and reports to, the Governor. The Informa-
tion Systems Division has an increasingly impor-
tant role in the processing of financial data, and
is the only source of systems analysis. ISD reports
to the Commissioner of Administration.
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Areas of Strength and Weakness

Strength: The State has a large number of loyal,
hard working, and intelligent employees who are
proud of the job they are doing. Many of these
employees are anxious to improve the operation
of the government and are willing to accept the
challenge of greater performance when it is
presented.

Weakness: There is an appalling lack of readily
available, timely, financial information for all
levels of management. As a result, management
decisions are based on inadequate facts. The
various functions that make up the total financial
control system have been divided between so
many areas of responsibility that there is little
organized effort to ensure that the tools of man-
agement are kept up to date on a continuing
basis. Even when there has been self-initiated use
of new techniques, there has been no degree of
urgency. Resulting time-tables have extended
over much greater periods of time than essential
for implementation. Further, the operating ac-
tivities are totally dependent on the Legislature
for funding of new or expanded programs. The
interest of the Legislature is much higher for
spending on visible programs than investing on
financial controls that will provide long range
savings.

In general, the State activities lack an orga-
nized cost reduction program and, as a result, very
little systems analysis of manual operations is
performed.

Under the conditions outlined above, State
employees are working at their jobs efficiently;
however, what they are doing is part of an ineffi-
cient system. Without formalized procedures,
there is no standard to determine which opera-
tions deviate from the original method. As a re-
sult, with the changing of personnel, and changes
to accommodate temporary situations, the meth-
ods go further and further from the original plan
and become less and less efficient. Greater empha-
sis and systems analysis on a continuing basis is
needed throughout the State. This emphasis can
be obtained with the combined systems activities
in the Information Systems Division as proposed
in our financial reorganization.

INCOME TAX EXAMINATION, OFFICE AU-
DIT PROJECT — Report No. 31, Depart-
ment of Taxation

Problem: A backlog of 11,275 nnaudited Minne-



sota tax returns, with known discrepancies, exists
in the Department of Taxation. Based on present
staff and techniques, the annual backlog is grow-
ing dramatically. Elimination of this backlog
could generate in excess of $4,000,000 for the
State.

Solution: To reduce the backlog in the office audit
area, establish a “project” team of experienced
taxation personnel to bring the existing inven-
tory to an acceptable level (one month’s work)
by May 1, 1973. Personnel necessary to accom-
plish this task has been identified, a production
schedule has been laid out, and implementation
has already begun under the guidance of senior
management within the Department.

Estimated One-Time Savings: $4,000,000

Anticipated Implementation Date: May 1,
1973

Status: Being implemented.

INHERITANCE AND GIFT TAX DIVISION
PROJECT — Report No. 73, Department of
Taxation

Problem: The present system of preparing inheri-
tance tax files requires tax examiners to perform
clerical duties. Presently, there is no check of
files to expedite closing them, or checking them
in regard to the Statute of Limitations. There is
need for additional productivity data to be used
by the Director in managing the Division.

Solution: Revise the present system to complete
tax files in the clerical and initial examination
areas. The general file should be reviewed every
three months to initiate action on dormant files,
and check on files approaching the deadline of
the Statute of Limitations. Generate weekly
reports, from examiners within the division, to
provide current productivity data for the division.
Estimated Annual Savings: Indeterminate
at this time.
Anticipated Implementation Date: March
20, 1973
Status: Being implemented.

FINANCIAL ORGANIZATION PROJECT —
Report No. 102, State of Minnesota

Problem: The Legislature is without a represent-
ative body to provide an independent review of
appropriations spent, nor is there a true “arms-
length” examination of financial records in the
Executive branch. The elements of financial con-
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trol (budgeting, accounting, reporting and analy-
sis) are divided between the Departments of
Administration and Public Examiner as well as
the State Auditor. There appears to be a lack
of urgency and concern about the financial affairs
of the State.

Solution: Realign the functions of accounting,
budgeting, and reporting, data processing, com-
munications, and treasury under a new Commis-
sioner of Finance. Reporting to this position
would be a Controller responsible for accounting,
budgeting and performance reporting; a Treas-
urer responsibile for cash management, investing
and borrowing; and a Director of Information
Services responsible for systems analysis, data
processing and communications. Concurrent with
this action, the Public Examiner’s reporting
responsibility should be shifted to the Legislature.

Estimated Annual Savings: There will be
no direct savings.

Anticipated Implementation Date: April 1,
1973

Status: Legislation for consideration by the
1973 Legislature is being prepared.

FINANCIAL REPORTING PROJECT — Re-
port No. 108, Department of Administration
and State Auditor

Problem: An overall absence of useful financial
reports exists within the State government. As a
result, all levels of management are hindered in
their ability to respond, on a timely basis, to
changing conditions and needs. This financial
reporting void has, to a great degree, been caused
by limitations of existing accounting systems and
a failure to make adequate use of existing bud-
getary data.

Solution: Establish a monthly budget which is to
be compared against actual reporting systems
using standard format. This will be accomplished
by 1) developing computer programs to retrieve
information contained in the new central account-
ing system and 2) making better use of budgetary
data as a basis for performance evaluation.

Estimated Annual Savings: There will be no
direct savings. However, better decisions
through better information should pro-
duce indirect savings. There also will be an
additional cost to produce timely reports.



Anticipated Implementation Date: July 1,
1973

Status: Being implemented.

CENTRAL ACCOUNTING SYSTEM PROJ-
ECT — Report No. 109, Department of Ad-
ministration and Office of the Auditor

Problem: Present accounting systems are unable
to meet the management-reporting and cost-
analysis needs of the State. The State Auditor’s
present system has insufficient capacity. The line
agency systems are too highly dependent on man-
ual methods. In addition, processing delays are
inherent in present systems.

Solution: The presently proposed and partially
implemented new central accounting system will
provide the State with a system of sufficient size,
flexibility, and responsiveness. However, previ-
ously established implementation schedules
should be changed to provide accelerated realiza-
tion of one central financial data base for use in
financial reporting. Meeting the financial infor-
mational needs of the State’s upper management
should be given top priority. After this need has
been met, resources should then be directed at
the remaining tasks, i.e., modifying accounting
controls, modifying systems responsibilities, and
replacing existing agency systems where econom-
ically justifiable.

Estimated Annual Savings: Savings are
anticipated, but cannot be specifically
identified at this time. Changeover costs
will occur, but will be reduced by elimi-
nating the State Auditor’s present EDP
system (estimated annual savings
$50,000) and present line agency warrant
writing systems (estimated annual sav-
ings of $700,000) two years earlier than
previously planned.

Anticipated Implementation Date: July 1,
1973

Status: Being implemented.

BUDGET METHOD STUDY PROJECT — Re-
port No. 110, Department of Administration

Problem: Line-item budgets do not allow for a
meaningful review or analysis of budgets. They
do not require the establishment of objectives,
nor present information in a manner that permits
alternative programs to be evaluated and given
priorities when appropriating funds.
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Solution : Proceed -with-the advanced implemen-
tation schedule for the program budgeting sys-
tem. Program budgets present budget data in a
programmatic format, facilitating analysis and
identification of alternatives during the evalua-
tion and appropriation periods by responsible
officials in both the Legislative and Executive
branches of government. This system of budget
preparation requires the establishment of objec-
tives, measurement of the objectives, and how to
achieve them. It also provides for a more mean-
ingful review of proposed expenditures.
Estimated Annual Savings: Indeterminate
at this time.

Anticipated Implementation Date; January,
1975

Status: Being implemented.

SELECTION OF STATE INCOME TAX RE-
TURNS FOR AUDITING PROJECT —
Report No. 112, Department of Taxation

Problem: The code system developed for selecting
State income tax returns to be audited is not
productive. Records are not regularly maintained
to determine the number of income tax returns
examined. A sampling of 10,036 returns selected
per audit code and examined by the Department
of Taxation resulted in only 93 additional assess-
ments and $18,913 additional revenue. The addi-
tional revenue for the 10,036 returns selected
averaged only $1.88 per return.

Solution: The State Tax Department should rely
on the United States Internal Revenue Service
system for selecting income tax returns to be
audited. To prove the effectiveness of the federal
code selection process, the State Tax Department
should maintain records to account for the num-
ber of returns examined, number of returns ad-
justed, and additional tax revenue.

Estimated Annual Savings: $240,000 addi-

tional revenue.

Anticipated Implementation Date: Decem-
ber 15, 1972

Status: Implementation complete.

PROCESSING OF AUDITED INDIVIDUAL
TAX RETURNS PROJECT — Report No.
113, Department of T'axation

Problem: The processing of adjusted, audited
State individual income tax returns for additional
assessment has been done on a slow and costly



manual basis resulting in a monetary loss to the
State.

Solution: Computer processing of the returns will
result in accelerating the procedure and achiev-
ing significant savings. To further improve the
processing of audited individual tax returns,
the auditor should use a copy of the State’s in-
come tax return for reporting the adjustments
to be made on the return. The information would
be computer-processed for calculating the tax
obligation and interest; printing the tax order,
or proposal, and compiling various statistical
reports.
Estimated Annual Savings: $91,000

Anticipated Implementation Date: March
1,1973

Status: Being implemented.

REVENUE FORECASTING PROJECT — Re-
port No. 114, Department of Taxation

Problem: The officials of the Department of Tax-
ation need tax revenue-estimating techniques to
improve forecasting accuracy and provide reliable
answers to “what if” types of questions. The tech-
niques, in addition to providing intermediate
forecasting and analytical capability (up to two
years forward), should still have a short enough
time horizon projection to enable monitoring of
“actual” versus “estimate’” at an early stage; this
would assure that corrective budgetary action
could be taken if necessary, while there still was
time.

Solution: Advanced forecasting methodology
should be used to develop estimating equations
with the desired forecasting and analytical capa-
bility. Since the technical skills required for the
task were not available from within the Depart-
ment, LEAP personnel were used to achieve this
effect. In all, ten quarterly forecasting equations
were developed that can be utilized to forecast
up to 77% of total tax revenues collected by the
Department, and can be counted upon to provide
reliable answers to ‘“what if” questions. It is
further suggested that the Department acquire
the capabilities to keep the present developed
models updated, and expand upon the scope of
the present study.

Estimated Annual Savings: No direct sav-
ings.

Anticipated Implementation Date: Decem-
ber 15,1972
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Status: Project complete; continued updat-
ing is in process.

AUDIT REPORTS PROJECT — Report No.
115, Department of Public Examiner

Problem: The Public Examiner’s audit reports
are not prepared on a regular and timely basis
and, at times, are ignored by State agencies. They
are not used as a tool to check on accounting pro-
cedures and uses of public funds. There are exces-
sive delays in issuing audit reports after the
completion of field work. The Public Examiner
is not using certain current, generally accepted
auditing procedures.

Solution: 1) The Public Examiner should issue
reports on Department operations without de-
tailed financial data. 2) Audits should be made
of those departments receiving 80 to 85% of the
total revenue and appropriations. 3) An internal
control questionnaire and audit program should
be developed to provide for comprehensive, effi-
cient and economical audits and 4) clarification
should be made of the definite duties for the
audit supervisor, senior audit supervisor, assist-
ant Public Examiner and Public Examiner in
reviewing audit field work.

Estimated Annual Savings: There will be no
immediate savings.

Anticipated Implementation Date: March
1, 1975

Status: Being implemented.

TAX RETURN FIELD AUDIT PROJECT —
Report No. 116, Department of Taxation

Problem: The tax return field auditors specialize
in one tax division and are not trained or trans-
ferred to meet demands in other divisions. There
are no inter-divisional communications to avoid
overlapping of work done by the field-audit staffs.
Methods of selecting the tax returns to be field-
audited vary with the divisions. There are no
complete measures of audit productivity based
on manpower utilization, number of audits, addi-
tional revenue or refunds generated by the audits.
The field-audit staff does not have a standard
audit program as used by public accounting firms
and in industry.

Solution: Prepare and use a standard audit pro-
gram for each tax area to promote equal and com-
plete coverage of audit procedures. Make audit



productivity reports to determine which tax selected on a basis of probable productivity.
return audits prove the most productive, and to
aid in the selection of the returns to be field-
audited. Consolidate the field-audit staffs into
one division and train the auditors in various
tax areas to maximize personnel utilization and

Estimated Annual Savings: Additionally
generated revenue cannot be estimated at
this time.

Anticipated Implementation Date: July 1,

audit communications. All returns will be pre- 1974
audited and those chosen for field-audits will be Status: Being implemented.
Summary of Annual Savings: Savings
Annual One-Time
Income Tax Examination, Office Audit Project — Report No. 31 .. ... — $4,000,000

Inheritance and Gift Tax Division Project — Report No. 73 ......... — -
Financial Organization Pfoject —Report No. 102 .................. — —
Financial Reporting Project — Report No. 108 . ................... — —
Central Accounting System Project — Report No. 109 . ............ $ 750,000 —
Budget Method Study Project — Report No. 110 .................. — —

Selection of State Income Tax Returns for Auditing Project —

Report No. 112 ... 240,000 -
Processing of Audited Individual Tax Returns Project —
Report No. 118 ..o 91,000 —

Revenue Forecasting Project — Report No. 114 ................... - -

Audit Reports Project — Report No. 115, .. ......... ..., - —

Tax Return Field Audit Project — Report No. 116 ................ — -
Total............ $1,081,000  $4,000,000
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CENTRAL SERVICES

Minnesota’s Central Services are being explored in this meeting between LEAP Task Force members and
Al Vessey, extreme right, Director of Procurement, and Vern Bruce, extreme left, Assistant Director of
Procurement. Both are in the Department of Administration.
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Central Management Task Force
Central Services

The Central Services Task Force reviewed the
operation of the Bureau of Procurement and
Supply, which is one of the four divisions in the
Department of Administration. There are four
sections in this group: Procurement, Publications,
Central Services and Motor Pool. The Bureau
consists of roughly 150 people with a personnel
budget of approximately $1,100,000 and a total
annual budget of $4,800,000. The Procurement
Section is responsible for expenditures of
$64,000,000 annually.

Areas of Strength and Weakness

Strength: The Procurement Section has the rep-
utation of fairness in dealing with its vendors. It
also has developed many material contracts
through which cost is reduced and the buying job
simplified. Further, it has in the past had a
strong standards function.

Weakness: Procurement is not as sensitive to the
needs of the using departments as it should be.
This is evident by the excessive time required to
process a requisition and some of the problems in-
volving the user agencies. Organizationally, the
Division lacks depth in personnel ready to assume
managerial roles.

STATEWIDE PRINTING PROJECT — Report
No. 29, Publications and Ceniral Services
Division, Department of Administration

Problem: State agencies decide by themselves
whether their printing jobs are to be performed
internally through Central Duplicating or exter-
nally through the State Printer. Written proce-
dures do not exist to enable State agencies to
determine which method is preferable for their
printing requirements. Unnecessary expense and
poor service oceurs when printing jobs, that could
be printed by Central Duplicating, are sent to
outside vendors through the State Printer. The
purpose of the State Printer and Central Dupli-
cating is similar, yet the working relationships
between the two are uncoordinated and frag-
mented.

Solution: Combine the State Printer and Central
Duplicating into a Printing Section managed by
the State Printer; transfer the buying function of
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the State Printer to the Procurement Section,
and initiate a standard printing requisition form.

Estimated Annual Savings: $120,000

Anticipated Implementation Date: January
1, 1973

Status: Being implemented.

ORGANIZATION PROJECT — Report No. 45,
Procurement and Supply Division, Depart-
ment of Administration

Problem: Even though the Procurement and Sup-
ply Division has the elements of a good purchas-
ing department, the use of the techniques to
perform these functions needs improvement to
make the Division more responsive to the needs
of its clients, and to further reduce cost of pur-
chases. There are five key vacancies in the Divi-
sion and, as a result, many functions are not
performed, or are not performed well. Managers
are consequently busy with day to day problems,
instead of overall management and the solving of
problems with agencies that require their services.
There are many varied complaints from user
agencies, most of which result from a lack of
understanding procedures, or a lack of desire to
get to the heart of a problem. The materials man-
agement function is also weak.

Solution: Establish, within the Procurement Di-
vision, an organization consisting of two major
areas under the Procurement Director; buying
and procurement engineering. The buying area
would continue its major function of acquiring
materials. It is recommended that buyers make a
greater effort to reach mutual understanding with
the user agencies. The procurement engineering
group would contain standards, value engineer-
ing, classifications, inspection and testing, This
group would have the basic duty of improving
purchasing quality and would complement the
buying group. Establish a Materials Management
division directly under the Assistant Commis-
sioner. Stores would be transferred into this Di-
vision from the Central Services, and federal and
state surpluses would be transferred from pro-
curement. Inventory coordination throughout the
State will be a major function of this Division.

Estimated Annual Savings: None

Anticipated Implementation Date: June
1973

Status: Being implemented.



INVOICE PAYMENT PROCESS PROJECT —
Report No. 71, Department of Administra-
tion and State Auditor

Problem: The steps to process an invoice from
receipt to payment are time consuming. Inter-
views with user agencies revealed: 1) employees
are dissastisfied with the length of time required
for reimbursement of expense accounts, 2) agen-
cies were unable to take advantages of all cash
discounts, and 3) vendors were dissatisfied with
the length of time involved in payment of in-
voices. Analysis of agencies shows an average of
36 working days required to process an invoice
from receipt through payment. Further analysis
shows cash discount opportunities are lost be-
cause of slow payment.

Solution: All vendor invoices be mailed direct to
local business, regional or district offices. This is
currently the practice in most agencies. Invoices
should be forwarded directly from the local au-
thorizor to central accounting, bypassing agency
headquarters. It also is recommended to use the
statewide accounting system for accounts pay-
able, accounting and fund encumbrance liquida-
tion. These changes will allow the invoice
processing time to be reduced to less than ten
days.

Estimated Annual Savings: $500,000

Anticipated Implementation Date: Septem-
ber, 1973

Status: Being implemented.

REQUISITION PROCESSING PROJECT —
Report No. 72, Department of Administra-
tion and State Auditor

Problem: The steps required to process a requisi-
tion into a purchasing order are cumbersome and
time consuming. Complaints from user agencies
indicate the time required to process a requisition
is unnecessarily long. A sampling of requisitions
reveals an average of 42 working days required to
process a requisition into a purchasing order. This
time, when compared to industry’s 14 average
working days, shows the State is unnecessarily
slow. Excessive requisitions-to-purchase order
processing time results in an inventory overstock,
interest loss, and delays in programs.
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Solution : Within the user agency we recommend:
1) Using the standard State requisition Form No.
503; 2) strengthening the local authorization
powers to allow purchase requisitions to be for-
warded directly to central accounting; 3) elimi-
nating the requirement at the local level of com-
petitive quotes on purchases below $25, and 4)
using the statewide accounting system for en-
cumbrance control.

Within the Budget Division we recommend:
Revision of clerical and workflow procedures to
allow quicker handling of those requisitions re-
quiring budget approval. Within the Procurement
Division we recommend: Improving clerical and
work-flow procedures; instituting a ‘“no bid” and
“telephone bid” buyer procedure on small dollar-
value requisitions; giving the buyer more author-
ity, and using the statewide accounting system to
encumber the purchase order. These changes will
allow the requisition processing time to be re-
duced to less than 15 working days on “no bid”
or “telephone bid” items and to less than 25
working days on written bid items.

Estimated Annual Savings: $62,500

Anticipated Implementation Date: July,
1973

Status: Being implemented.

CENTRAL STORES PROJECT — Report No.
103, Publications and Central Services Divi-
sion, Department of Administration

Problem: In the Capitol Complex, five agencies
duplicate the central store office supply storage
and disbursement function. Forms and papers are
stored and disbursed from nine major areas with-
in the Capitol Complex.

Solution: Combine these individual areas into
one completely centralized store operation. This
will permit better overall supervision with fewer
personnel, improved record maintenance, and
faster turnover of stock items with less dollar
inventory investment.

Estimated Annual Savings: $72,000

Anticipated Implementation Date: Septem-
ber, 1973

Status: Being implemented.



Summary of Annual Savings:

Savings

Statewide Printing Project — Report No. 29.. ... ... ... o i $120,000
Organization Project — Report No. 45 ... .... R R -

Invoice Payment Process Project — Report No. 71 ... ... ... ..o i, 500,000

Requisition Processing Project — Report No, 72 .......... ... .. it 62,500

Central Stores Project — Report No. 103 ... ... . i 72,000

Total............ $754,500
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ELECTRONIC DATA PROCESSING

LEAP Task Force members are shown here conferring with George L. Kieffer, Director of the Information
Systems Division of the Department of Administration. Kieffer is pointing out elements of the state’s EDP
equipment.
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Central Management Task Force
Electronic Data Processing

The Task Force was primarily responsible for a
study of the operations of the Information Sys-
tems Division (ISD) which is one division in the
Department of Administration. ISD is responsi-
ble for the approval for the lease or purchase of
all computers and related hardware involving
State government. It also has the responsibility
for approving contracts to use systems-oriented,
outside consulting services. ISD operates a com-
puter service bureau for all State agencies and
departments (excepting manpower services). To-
gether with its customers, ISD is responsible for
the design, programming and implementation of
all computing systems with the exception of
Manpower Services,

The Task Force also reviewed the operations
of the Telecommunications Division in the De-
partment of Administration. This Division is re-
sponsible for arranging contracts with vendors of
communication services. The services consist of
telephone, telex, facsimile and data transmission
lines.

Additionally, the Task Force examined all
procedures related to the processing of applica-
tions for insurance licenses and the collection of
money in the Department of Commerce. The li-
censing functions include testing procedures, fee
collection, and granting of a license. In the pro-
cess of granting a license, the department inter-
faces with an ISD licensing system. The Depart-
ment’s main customers are insurance companies
and real estate agents.

Statistics relative to size: The Information
Systems Division employs approximately 215
people and has an annual budget of approximate-
ly $6,000,000. Its hardware consists of two major
scale IBM computers and a major UNIVAC con-
figuration which compares in size to equipment
in use by the 3M Company.

The expenses at State level for telecom-
munications are not known, but will approximate
$6,000,000 annually. The expense related to
inter-city communications, which the Division
specifically controls, amounts to approximately
$500,000.

Systems and Procedures: The Information
Systems Division operates on a “revolving fund”
basis, with users of ISD services paying for the
service, The Telecommunications Division has a
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direct appropriation from the Legislature.

Areas of Strength and Weakness

Strength: The employees in ISD are highly ded-
icated. Individuals work hundreds of hours of
overtime without pay. Particularly, systems and
programming employees go far beyond the call of
duty in their effort to develop, implement and
maintain systems on a timely basis.

Weakness: The operation is not well organized
and individuals do not have clear cut assign-
ments. The Division does not operate as a single
entity with a single purpose. Rather, it operates
as separate, non-cohesive sections. Some of its
personnel are short on technical and managerial
skills. There are no project-oriented controls cur-
rently in force. At present, over half of the exist-
ing systems are poorly documented. There are no
standards. Too many people give orders, and the
number of programs per programmer is sub-
standard.

CONTROL PROJECT —Report No. 23, ISD,
Department of Administration

Problem: The data input and output control
function in the State’s ISD operations is incon-
sistent and, in most cases, inadequate. The basic
responsibilities — that is, establishing a qualita-
tive control over data input to, and output from,
ISD, maintaining daily/monthly schedules, and
meeting periodically with users to solve problems
— are not being satisfied. In the present organiza-
tional structure, the data control supervisor is
not in a position to manage the control function
objectively.

Solution: To resolve the problem of inconsistent,
and, in most cases, inadequate control function,
our recommendations are to reorganize the ISD
Operations Section and establish a new Customer
Service Section reporting to an Assistant Director.
The reorganized section would have the file con-
trol librarian unit, the computer operations unit,
and the staging unit under central computer op-
erations. Central computer operations, data en-
try, and outside installations would be under the
Assistant Director of Operations. This reorgani-
zation would transfer the production control unit
and the supplies and services unit to the new cus-
tomer service section. This Section will be respon-
sible for the performance of the functions of fiscal
control, quality control, service analysis and re-



port distribution. The new Section will be headed
by an Assistant Director. The change will remove
control from operations and make it independent
in working relationships with user agencies and
ISD.

Estimated Annual Savings: None

Anticipated Implementation Date: Febru-
ary 1, 1973

Status: Being implemented.

PROJECT MANAGEMENT PROJECT — Re-
port No. 30, ISD, Department of Adminis-
tration

Problem: A project management system, provid-

ing the necessary procedures, standards, docu-

mentation and management control, to effectively
manage projects and keep them within an agreed

quality, cost and time framework, is not present-
ly available in ISD.

Solution: Establish initially a manual project
management system. This system requires that
ISD: 1) upgrade and complete standard docu-
mentation on all existing programs; 2) initiate
the rapid establishment of standards, and con-
tinue to emphasize the speedy rewriting of
procedures; 3) establish control and sign-off re-
quirements; 4) review and modify the initial
project management system in six months to
accurately reflect needs, and 5) modify, where
possible, additional control programs such as
PACE, to fit into a developing, overall, compre-
hensive project management system,

Estimated Annual Savings: $300,000

Anticipated Implementation Date: Decem-
ber 1, 1973

Status: Being implemented.

ORGANIZATION PROJECT — Report No. 76,
ISD, Department of Administration

Problem: A methods and procedures function
that would provide overall evaluation and desig-
nation of total clerical and/or other systems is
not presently available as part of ISD organiza-
tion. A technical support function that would
provide quality computer systems review, hard-
ware and software evaluation, and technical edu-
cation also is not presently available at a level
commensurate with the responsibilities involved.
The systems and programming section is current-
ly not organized in a manner that contributes to
efficient management.
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Solution : Reorganize the planning and coordinat-
ing section now not functioning to establish a
new Methods and Procedures Section reporting
to an Assistant Commissioner. Establish a new
Technical Support Section reporting to an Assist-
ant Commissioner. Reorganize the Systems and
Programming Section to provide for a systems de-
velopment group and three maintenance groups.

Estimated Annual Savings: None

Anticipated Implementation Date: July 1,
1973

Status: Being implemented.

SYSTEMS AND PROCEDURES IN AGEN-
CIES PROJECT — Report No. 77, ISD,
Department of Administration

Problem: There are no “methods analysts” in the
Motor Vehicle Services Division of the Depart-
ment of Public Safety. The studies of this Divi-
sion by the Public Safety Task Force showed a
need for a methods analyst. Presently, there is
none available in most State agencies. The ab-
sence of such analysts results in poor communica-
tion between State agencies and the ISD Systems
design function.

Solution: Establish a “methods analyst” position
in State agencies and create a continuous work
simplification program. Agencies which are too
small to sustain a full-time person will receive
this service from ISD. The methods analyst
would be responsible for the design of work sys-
tems between State agencies to reduce adminis-
trative costs; coordination and implementation of
State administrative policies; training and instal-
lation of machine systems in the State agencies;
and the design of management systems tech-
niques such as work simplification, work meas-
urement, organizational planning, data control
and records management.

Estimated Annual Savings: None

Anticipated Implementation Date: August
1,1973

Status: Being implemented.

COMMERCE LICENSING PROJECT — Re-
port No. 78, Insurance Division, Department
of Commerce

Problem: Problems exist in the Department of
Commerce, Insurance Licensing Division, con-



cerning: 1) time required to issue new insurance
agents’ licenses, 2) reconciliation of fees collected
with total licensing transactions and the absence
of an acceptable audit trail; 3) erroneously can-
celled insurance agents’ licenses and awkward
procedures to reissue cancelled licenses and 4)
the insurance agents’ license renewal form.

Solution: Reduce the time required to process
licenses, 2) improve accounting for license trans-
actions, 3) establish a means of control in
processing licenses; and 4) install the use of al-
phabetical listing of agents’ names, by company,
for renewal lists in 1973,

Estimated Annual Savings: None

Anticipated Implementation Date: Decem-
ber 31, 1973

Status: Being implemented.

COMMUNICATION PROJECT — Report No.
79, Telecommunications Division, Depart-
ment of Administration

Problem: The Department of Administration has
the power to supervise and control the expendi-
tures for the rental and purchasing of all com-
munications services and equipment for State
agencies. An effort was made to implement this
authorization, but it needs further amplification.
In addition, the Commissioner needs further cost
documentation, better inventory of services, con-
trol of State employees working in telecommuni-
cations activities, and more expertise in the Tele-
communications Division. Adequate funding is
not available to provide a satisfactory level of
inter-city common-user services, resulting in very
poor service, plus unnecessary expense to the
State. The low level of service on the State inter-
city common-user network has precluded any
negotiations with the University of Minnesota
for a joint inter-city common-user network. Un-

Summary of Annual Savings:

Control Project — Report No. 23 ...........
Project Management Project — Report No. 30
Organization Project — Report No, 76 ......

der the present conditions and operating prac-
tices, the Commissioner of Administration does
not have the same opportunities to exercise man-
agement decisions on the State communication
network as his counterparts do in the Federal
government, or in private industry, Communica-
tions requirements will increase substantially in
the foreseeable future.

Solution: The Commissioner of Administration
should take immediate action to fully implement
his letter of February 11, 1971 (included in the
report) and establish positive follow-up action.
He should initiate action to change the State ac-
counting system to better identify communica-
tion costs; request the communications industry
to provide an inventory of leased services on a
yearly basis; assume full control and supervision
of the Electronic Communications Section now in
the Highway Department; obtain wireless and
data transmission expertise for his Telecommuni-
cations Division; establish a “bill-back” arrange-
ment to all State agencies, on a user basis, for all
costs of the State inter-city common-user net-
work; and start negotiations with the University
of Minnesota for a joint-use inter-city common-
user network. All State communication planning
should be toward the ultimate goal of the State
and University of Minnesota having a common
control switching arrangement by January 1,
1975. The Telecommunications Division must
have knowledge and be part of all State planning
that involves communications.

Estimated Annual Savings: None
Estimated Expenses: None

Anticipated Implementation Date: Decem-
ber 31, 1974

Status: Being implemented with modifica-
tion.

Savings

.................................. $300,000

Systems and Procedures in Agencies Project — Report No, 77 ..................... —

Commerce Licensing Project — Report No. 78

Communication Project — Report No. 79 . ...

..................................

Total. ........... $300,000
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Central Management Task Force
Planning

The Planning Task Force reviewed the activities
of the State Planning Agency, which interfaces
with virtually all levels of government. The ac-
tivities of the Planning Agency are concentrated
in these areas.

Providing assistance to the Governor.
Administering several grant programs.

Providing planning and technical assistance
to local and regional governmental units.

Reviewing and coordinating applications for
federal grants-in-aid programs by State
agencies and local units of government.

Providing an overall review and coordination
of State programs and policies by maintain-
ing contact with State departments and
agencies,

Performing studies and developing plans in
certain functional areas such as health plan-
ning and environmental planning.

The State Planning Agency presently em-
ploys 67 persons, of whom 46 are planning per-
sonnel and 21 are financial and clerical. The pres-
ent annual budget is approximately $2,800,000.

Avreas of Strength and Weakness

Strength: The strengths of the Planning Agency
lie in the superior quality of its people. The ac-
tivities of the agency require people with broad
knowledge of technical subjects and intergovern-
mental relations. Their expertise is evidenced by
the innovative work they perform. Because of
their expertise, they are also asked to participate
in budget hearings and testify at legislative
hearings.

Weakness: There are several activities where the
Planning Agency acknowledges improvements are
needed, including: more assistance to the Gover-
nor’s staff in program evaluation and issue analy-
sis, participation in the budget process, and plan-
ning assistance to State agencies. The time needed
for these activities is currently assigned to func-
tional planning tasks that should be performed
by the departments. The development of plan-
ning capabilities in the Department is critical to
the success of both the Planning Agency and the
Statewide planring effort. It is difficult to achieve
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due to several factors: there is no common under-
standing of the planning responsibilities of the
Planning Agency, and of the departments. The
fragmented State organization significantly in-
creases the difficulty of developing planning ca-
pabilities, and coordinating the programs and
plans of the departments, Finally, there has not
been an adequate commitment to planning by
most departments.

PROGRAM EVALUATION AND ISSUE
ANALYSIS PROJECT — Report No. 46,
State Planning Agency

Problem: The Governor and his staff need greater
assistance from the State Planning Agency, par-
ticularly in program evaluation and issue analysis.
The principal factors causing this problem are
1) most of the agency staff’s time is spent on
other planning activities, 2) the present methods
of communication between the agency and the
Governor’s office are not as effective as they
could be,

Solution: Implement a standardized method of
written communication and a better approach for
establishing priorities for program evaluation and
issue analysis.

Estimated Annual Savings: None

Anticipated Implementation Date: March,
1973

Status: Being implemented.

FUNCTIONAL PLANNING PROJECT — Re-
port No. 47, State Planning Agency and
State Agencies

Problem: The Planning Agency performs a large
number of functional planning tasks that should
be performed by State departments. The assign-
ments have been primarily due to the inability
of the departments to adequately handle these
planning tasks. This has reduced the extent to
which the State Planning Agency can support its
proper functions without achieving adequate lev-
els of planning for the departments.

Solution: Implement a program to provide plan-
ning assistance to a few State departments and
then add other departments as time and funds
permit. This will provide the support needed by
the planning organizations initiated as a result of
other LEAP Task Force recommendations.

Estimated Annual Savings: None



Anticipated Implementation Date: Ongoing
program.

Status: Being implemented.

ROLE OF THE STATE PLANNING AGENCY
PROJECT — Report No. 63, State Planning
Agency

Problem: There is no common understanding of
the role of the State Planning Agency. This is
due in part to the vague legislation which created
the agency and the conflicts between its perceived

Summary of Annual Savings:

role and the role it actually performs.

Solution: The State Planning Agency should pre-
pare a policy statement defining the scope of its
responsibility, obtain approval from the Governor,
and communicate the defined responsibilities to
the Legislature and the State departments.

Estimated Annual Savings: None

Anticipated Implementation Date: March
15,1973

Status: Being implemented.

There are no direct savings resulting from this Task Force’s work.
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Flying Squad Task Force

The Flying Squad did not operate within any
specific office, department or agency of govern-
ment, but was charged with the general, unde-
fined mission of investigating areas of government
not assigned to other Task Forces in which, in
the judgment of LEAP, significant opportunities
for improvement were present. The major de-
partments in which the Flying Squad worked
were the Pollution Control Agency, Department
of Agriculture, Department of Economic Devel-
opment, Department of Public Service, and the
Treasurer’s Office.

1. Pollution Control Agency

The P.C.A. has basic responsibilities for the pre-
vention, control and abatement of pollution of
water, air, and land of the State as is feasible
and practical in the furtherance of conservation
of these resources.

At the present time, the P.C.A. is a rapidly
growing agency with a great number of Federal
programs influencing this growth., The staff will
consist of 145 individuals by the end of 1972,
The annual budget is approximately $2,500,000.

The agency is a sound organization, but like
many new and rapidly growing agencies, it is ex-
periencing many growing pains. It is directed by
a very capable Executive Director who has proven
abilities in administration and, with proper as-
sistance, will be able to overcome these growing
difficulties.

2. Department of Agriculture

This Department is primarily a regulatory agency
responsible for the enforcement of the State Stat-
utes and other rules and regulations passed by
the Department. The Department also encour-
ages and promotes Minnesota agri-business.

The Department has 271 employees with an
annual budget of approximately $3,700,000. The
staff of the Department is extremely dedicated.
Most of its members have been doing the same
jobs for a number of years, and have gained a
great deal of experience with on-the-job training.
However, the Department needs a strong and
positive administration willing to devote full time
effort to “running the show.” There seems to be
a tendency in the Department to shun unpleas-
ant issues. Another apparent tendency is to view
wide areas not normally considered agriculture
with the aim of bringing them under jurisdiction
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of the Department, which does not encourage
cooperation with other State agencies.

3. Department of Economic Development

The Department was established to develop, pro-
mote and stimulate optimum economic growth in
Minnesota, either directly or through liaison with
the private sector and all levels of government.
Emphasis is on the development and expansion
of business, and economic research.

The Department’s complement is 39 employ-
ees, and the annual budget is $1,400,000.

The main area of strength lies in the talented
and dedicated personnel to be found in all di-
visions. Given accountabilities, objectives and
supervision, these individuals could have a sig-
nificant impact on growth in Minnesota.

These strengths are opposed by an apparent
overall weakness, which is the absence of a via-
ble Minnesota growth policy. The Department
has failed to assume a full and meaningful role
in the development, promotion, and stimulation
of economic growth in Minnesota, This weakness
is characterized by a lack of workable account-
abilities and planned objectives, by the lack of
training and supervision of field staff, and the
lack of dialogue and cooperation with other State
agencies in a planned and organized manner,
There is also an apparent weakness in the coor-
dination of industrial development activities with
area development offices in Chambers of Com-
merce, utilities, railroads, and other business and
commerce organizations. The Department does
not have a plan to develop and retain existing
industry; there is also no economic development
strategy based on identifiable needs of the State.

4. Department of Public Service

The Department has responsibility for regulating
surface transportation and utility companies in
Minnesota. However, it has also been charged
with additional responsibilities of regulating live-
stock buyers, and public storage and local grain
warehouses. The Department also weighs cattle,
inspects grain, and is in charge of checking ac-
curacy of scales within the State,

The Department consists of two basically
autonomous sections: 1, an administrative area
headed by an Executive Director appointed by
the Governor who supervises the directors of the
various divisions, and 2. a three-member quasi-
legislative/judicial Commission also appointed
by the Governor.



The Department employs approximately
340 employees and has an annual budget of
$4,015,000.

The primary organizational weakness in the
Department is a lack of a clear outline of author-
ity and responsibility between the Commission
and the Executive Director. From an organiza-
tional standpoint, each can be considered the
Department head.

5. Treasurer’s Office

The State Treasurer, a constitutional officer
elected for a four-year term, is the State’s cus-
todian of cash. As such, he keeps records of cash
collections and disbursements and acts as the
State paymaster. Cash collections flow into one
of 239 collection accounts maintained by the
Treasurer throughout the State. Disbursements
are handled in two steps: the issuance of a war-
rant (on which the State Auditor is the co-signer)
and the subsequent honoring of the warrant by
check drawn on one of the State’s 57 disburse-
ment accounts.

The Treasurer, on a daily basis, determines
the State’s net cash position (cash available for
disbursements, less warrants presented) and if
the number is negative, some State investment
must be liquidated, which means lost investment
revenue to the State.

An analysis of the State’s bank accounts
(post-collection and disbursement) made it clear
that the Treasurer has, on the average, bank bal-
ances in excess of the amounts needed to cover
bank costs and disbursements. Also, the warrant
system, which was designed, at least in part, to
give the State the advantage of the float which
it creates within the banking system, is not be-
ing used as intended.

General Task Force Comments
and Recommendations

The following suggestions are not made in the
form of firm recommendations because the Fly-
ing Squad did not have sufficient time or man-
power to thoroughly research the subject area
and arrive at fact-based recommendations. At
the same time, it is the feeling of the Task Force
that the below-mentioned subject areas merit
further study, which, if substantiated, could re-
sult in significant improvements in the State
service, or in savings, or in both.

1. Tt is suggested that all building inspec-
tion functions from area building trades be satis-
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fied within one Department, and with only one
permit issued to signify compliance. A study is
suggested of this area.

2. The consumer affairs area was given in-
sufficient study to make any firm recommenda-
tions, but should, because of the volatile nature
of the subject, be given careful consideration.

3. A definite opportunity for improvement
exists for a coordinated and cooperative program
between the Department of Agriculture and other
governmental agencies. The mechanics already
exist for use of county, city and village weed in-
spectors. These persons are appointed by the local
boards, with the approval of the Commissioner of
Agriculture. Further use of these positions should
be investigated.

4. The extension service with the county
agents is another great resource for the Depart-
ment of Agriculture which seems not to be used to
the fullest extent at the present time.

5. Tt is suggested that a study be conducted
to determine whether the Department of Public
Service should consist of only those divisions that
directly relate to regulatory utilities and surface
transportation companies. These divisions are:
Bus and Truck, Statistical, Rights and Tele-
phone. The remaining divisions may be placed
with the Agriculture or Commerce functions
within the State.

EVALUATION OF ENGINEERING DIVI-
SION PROJECT — Report No. 2, Depart-
ment of Public Service

Problem: Historically, all matters relating to
railroads were regulated in a separate division
in the Department of Public Service. This in-
cluded the regulation of railroad crossings, as
well as the determination of school aids for dis-
tricts having major railroad facilities. This func-
tional arrangement in the Department of Public
Service caused overlap with similar functions in
the Departments of Highways and Taxation.

Solution: Transfer the grade crossing protection
function to the Department of Highways. Abol-
ish the need for state-conducted railroad valua-
tions by having the Commissioner of Taxation
direct the railroads to report their property val-
ues as presently done by utilities. The railroad
submitted valuation will be used in determining
the amount of school aids for locations having
major railroad facilities.



Estimated Annual Savings: $63,120

Anticipated Implementation Date: January
1, 1973

Status: Being implemented.

EVALUATION OF GRAIN INSPECTION
PROJECT — Report No. 4, Department of
Public Service

Problem: The present state-operated grain in-
spection division has difficulty in allocating man-
power, which results in higher costs for grain
sampling than in comparable operations in other
states. At the same time, the State acts merely
as an agent of the federal Department of Agri-
culture and not as a sovereign. The Task Force
was looking for ways to achieve greater econo-
mies and efficiencies in the sampling and inspec-
tion of grain, so that this activity may continue
at a lower fee to the users.

Solution: Abolish the grain inspection division
by turning its function over to private industry.
Estimated Annual Savings: Minor savings
will occur to State government. Approxi-
mately $1,000,000 per year would accrue
to the users of the grain sampling service.

Could be implemented by: June 1, 1973
Status: Disagreed by Department head; un-
der consideration by the Governor’s Office.

EVALUATION OF MANPOWER NEEDS
PROJECT — Report No. 39, Department of
Labor and Industry

Problem: The Department is short of manpower
in some divisions. It lacks proper EDP capability
to provide the Department’s management with
adequate data to direct its activities. The Task
Force attempted to determine how the Depart-
ment of Labor and Industry can best meet the
statutory obligations of serving employees in
Minnesota.

Solution: Funding should be provided for addi-
tional manpower, and the Department of Admin-
istration should provide systems support to
design and implement an information system,
A slight increase in manpower will permit the
Department to better respond to citizens’ needs.
EDP capability will permit better management
and reduce the need for additional clerical per-
sonnel in the future.

Estimated Annual Savings: None

Anticipated Cost: $250,000
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Anticipated Implementation Date:
1974

Status: Being implemented. Legislation per-
mitting additional funding is being pre-
pared for consideration by the 1973
Legislature.

EFFECTIVENESS OF POLLUTION CON-

TROL BOARD PROJECT — Report No.

66, Pollution Control Agency
Problem: The ever-increasing work load present-
ed to the Board by the staff, and many highly
controversial matters which often carry large
public input, are the chief causes of the increas-
ing time the Board must spend in session, There
is concern over the amount of time spent by the
Board on pollution matters and the direct rela-
tionship it may have on appointing competent
individuals to serve on the Board.
Solution: It is recommended that the meeting
time be reduced as much as possible through the
implementation of various procedural changes:
1. abandon present agenda in favor of a new
priority-type agenda; 2. have all material as-
sembled in order of importance in the hands of
Board members no later than seven days prior to
agency meetings, including a fixed agenda which
cannot be changed materially without approval
by the Chairman; 3. summarize, as much as pos-
sible, all material being presented to the Board;
4, develop a format for those individuals who will
be testifying before the Board.

Estimated Annual Savings: Indeterminate

Anticipated Implementation Date: March

30, 1973
Status: Being implemented.

RELATIONSHIP OF POLLUTION CONTROL
AGENCY WITH OTHER AGENCIES
PROJECT — Report No. 68, Pollution Con-
trol Agency

Problem: The areas of concern of the Pollution

Control Agency result in many overlaps into areas

of jurisdiction with other State departments.

Some of these overlaps result in open conflicts.

Exploitation by the news media of such conflicts

is aggravating the situation.

Solution: The Pollution Control Agency should

appoint a liaison officer who will meet with vari-

ous State agencies for the purpose of improved
communication. Legislation should be passed
which would give the Pollution Control Agency
clear-cut jurisdiction over all materials emitted

June,



into the environment, including radioactive
wastes,
Estimated Annual Savings: None
Anticipated Implementation Date: Decem-
ber 30, 1972
Status: Under consideration by the Govern-
mental Advisory Committee.

REALIGNMENT OF RESPONSIBILITIES
PROJECT — Report No. 69, Pollution Con-
trol Agency

Problem: The present organization of the Pollu-

tion Control Agency does not define clear-cut

lines of responsibilities. This is due to the appoint-
ment of a Deputy Director whose duties are to
administer the day-to-day activities of the agency,
which, in essence, replaced the Assistant Director.

Solution: Additional re-definition of the lines of
responsibility and future reorganization along
functional lines to provide the best operational
efficiency. Systems analysis should be used to:
a) create a new administrative services division
headed by the Assistant Director; b) transfer 10
analytical positions to the Health Department
while giving the Pollution Control Agency the
authority to contract its laboratory services, and
c) re-define all positions within the Agency for
future reorganization along functional lines.
Estimated Annual Savings: Indeterminate
at this time,
Anticipated Implementation Date: January
1, 1974
Status: Being implemented with modifica-
tion.

DELEGATION OF AUTHORITY PROJECT
— Report No. 70, Pollution Control Agency

Problem: There is a lack of delegation of au-
thority in the Agency, which is resulting in em-
ployee frustrations and delays of work. The cause
of this problem seems to be the reluctance of
those in authority to delegate their responsibility
to the lowest justifiable level.

Solution: Beginning at the top, develop a pro-
gram of delegating as much authority as possible
while still maintaining the proper controls on
those items of absolute necessity.

Estimated Annual Savings: Indeterminate

Anticipated Implementation Date: Ongoing

activity
Status: Being implemented.
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ORGANIZATION OF THE DEPARTMENT
OF ECONOMIC DEVELOPMENT PROJ-
ECT — Report No. 111

Problem: It is most difficult to quantify or sub-
stantiate the value of the Department of Eco-
nomic Development from a cost/value point of
view. It appears that Minnesota’s economic de-
velopment activity is not viable on a single-
purpose agency basis. One undesirable byproduct
of this structure is the failure of State agencies
to interpret the State’s objectives and antici-
pated results in the total State context. This re-
sults in considerable inter-agency friction and
intra-agency frustration, which leads to a sub-
stantial degree of organizational inefficiency.

Solution: The need exists, and the time has
come, to coordinate the plans and actions of the
relevant policy-oriented State departments into a
team effort in order to best accomplish the State’s
objectives. It is recommended that the State en-
sure compatibility of objectives relating to phys-
ical assets utilization in the Department of Nat-
ural Resources, the Pollution Control Agency,
the Department of Economic Development, the
Department of Agriculture, and the State Plan-
ning Agency.

Estimated Annual Savings: Indeterminate
at this time.

Anticipated Implementation Date: Short-
range implementation June 30,1973. Long-
range implementation to be decided by the
Governor.

Status: Under consideration by the Gover-
nor’s Office,

MAXIMIZATION OF STATE CASH PROJ-
ECT — Report No. 119, State Treasury

Problem: There are multiple time delays in the
State’s cash-flow system. Idle cash means lost
interest opportunities in the:

1. Inflow and deposit to collection accounts.
An average delay of five working days occurs in
the cashier’s function in the Department of Taxa-
tion, Deputy registrars’ receipts are delayed from
five to ninety days before being made available
for State purposes.

2. Drawdown of collection accounts to the
Treasurer’s cash. The average daily cash balance
in collection accounts for 1972 was approximately
$29,000,000. This is $25,000,000 in excess of the
compensating balance LEAP estimates as being



necessary for the deposit and collection service
the banking system provides to the State of
Minnesota.

3. Payment or outflow mechanism. An av-
erage daily cash balance of about $29,700,000
resides in 57 non-interest-bearing checking ac-
counts. In addition, the State is not realizing the
inherent economic benefits of the warrant system.

The problem is caused by:

1. Pre-audit paperwork procedures create
delay.

2. The inertia of past practice, combined
with the lack of proper information, transfer, and
monitoring systems, result in excessive bank ac-
count balances.

3. State warrants are being covered mone-
tarily for payment before the need exists; i.e.,
before they are presented for payment. This pro-
cedure circumvents the purpose of the warrant
system.

Solution:

1. Eliminate pre-audit procedure and im-
prove processing time of cash receipts to elimi-
nate deposit delay by pulling large dollar receipts
at the point of entry and processing immedi-
ately. Increase speed and accuracy of processing
personnel. Change bank deposit from day after
input, to evening of input, and design a “direct
pay”’ method for large taxpayers.

2. Implement an automatic transfer mech-
anism to concentrate State funds from collec-
tion accounts to a centralized control account as
frequently as it is economically feasible, generally
one or two days. Compensate banking systems
only for services rendered on agreed upon service
charge or cost-justified compensating balances.

3. Condense the present 57 disbursement
accounts to one account with a zero daily bal-
ance. Thus, one bank should collect all warrants,
and prepare a numerically ordered magnetic tape
for reconciliation by the Information Systems
Division in the Department of Administration.
The State Treasurer should be notified each day
of dollar amounts of warrants to be presented
for payment the next day.

Estimated Annual Savings: Added interest

income (at a rate of 4%) $4,400,000.

Could Be Implemented: July 1, 1973,

Status: Report has not been agreed upon by
the State Treasurer.
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INVESTMENT OPERATIONS PROJECT —
Report No. 128, State Board of Investment

Problem: The investment section of the State
Board of Investment, when compared with pri-
vate investment industry, appears to be deficient
in terms of diverse investment experience of per-
sonnel. Such experience is needed to manage
over $1,800,000,000 (increasing annually by
$120,000,000), in a professional manner over the
next decade with a reasonable expectation of
prudently maximizing returns. Such able man-
agement is extremely difficult to find on a total
budget of $300,000 per year. The current limita-
tions of staff and facilities imposed by this budget
have necessarily resulted in procedures and oper-
ating practices which limit desirable decision-
making capabilities needed during coming years.

Solution: It is recommended that part of certain
funds be placed with private investment counsel-
ing firms on a fee basis. The remainder of the
funds should be invested by the Investment
Board, which should be increased in professional
personnel capabilities. The results from the two
different investment procedures should be com-
pared periodically to decide which procedure
yields the most profit for the State. Such com-
parison period should not exceed three years.
After results have been determined, a decision
should be made as to whether all funds should
be invested through ‘‘bought’ services, or
whether the Investment Board itself should con-
tinue the investing, with an increased staff.

Estimated Annual Savings: Indeterminate
at this time, but expected to be significant.

Could be implemented by: January, 1974
Status: Not agreed to by Department head.

ORGANIZATION PROJECT — Report No.
131, Department of Agriculture

Problem: There is a lack of coordinated and
cooperative effort for the maximum use of re-
sources, both human and physical, in carrying
out the programs as established by Statute and
by the Commissioner. The present organizational
structure of autonomous divisions has caused
decentralization and fragmentation. The need for
a full-time departmental administrator to admin-
ister the many programs is evident.

Solution : Name a full-time administrator to carry
out the reorganization of the Department along
functional lines and to work with other agencies



to provide for the best use of State resources and
to avoid duplications of effort.

Estimated Annual Savings: Indeterminate
at this time.

Anticipated Implementation Date:
1974

Status: Being implemented.

June,

EVALUATION OF REAL ESTATE ASSETS
PROJECT — Report No. 135, Departments
of Highways and Natural Resources

Problem: There is a large degree of provincialism,
and some confusion, evident in the use of the
State’s land. Thus, land may be under-utilized,
or even be surplus to the legitimate usage needs
of the State. A rational, unified management and

Summary of Annual Savings or Costs:

Evaluation of Engineering Division Project — Report No. 2. . .
Evaluation of Grain Inspection Project — Report No. 4. .. ...

Evaluation of Manpower Needs Project — Report No. 39. .. ..

Effectiveness of Pollution Control Board
Project — Report No. 66

Relationship of Pollution Control Agency
With Other Agencies Project — Report No. 68

Realignment of Responsibilities Project — Report No. 69.. ... —

decision-making structure for state-owned land
does not exist. Several different land record sys-
tems are being maintained in various State agen-
cies.

Solution: Consolidate real property records and
activities, as well as real estate execution, into a
centralized real estate section within one State
department.

Estimated Annual Savings: Because data
are not available conclusively stating the
amount of real estate assets of the State,
savings estimate cannot be made at this
time.

Anticipated Implementation Date: July 1,
1973

Status: Being implemented.

Delegation of Authority Project — Report No. 70 .......... — —

Maximization of State Cash Project — Report No. 119
Investment Operations Project — Report No. 128 .......... —

Organization Project — Report No. 131
Evaluation of Real Estate Assets Project —

Report No. 135 ........... ... .. ... ... ...,

TOTAL

Total Annual Savings . .................

.........................

Savings Costs
$ 63,000 -
1,000,000% -
Indeterminate $250,000
Indeterminate
...... $4,400,000 —
Indeterminate
............ — Indeterminate
............ — Indeterminate
............ $5,463,000 $250,000
............ $5,230,000

*Savings would accrue to the user of the service, but not to the State Government.
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‘rections.

The Corrections Task Force met frequently with Dr. David Fogel, second from right,
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Corrections Task Force

The goal of the Department of Corrections is to
assist offenders in changing their behavior and
to help them function as law abiding and free
citizens. As part of the criminal justice system,
the Department operates a wide range of institu-
tional and community services. The Department
provides correctional services to juvenile and
youthful offenders committed by courts. In addi-
tion, services are provided to adults who are com-
mitted by district courts to the Commissioner of
Corrections.

Primarily, the Department consists of three
segments: the Adult Division, the Youth Divi-
sion, and the Community Services Division. In
addition, administrative support is provided by
an Administrative Division. The Adult and Youth
Divisions are primarily responsible for the opera-
tion of correctional institutions in the State.

An overlap of services exists between the
State and counties in the form of juvenile insti-
tutions in the metropolitan area. Similar institu-
tions are operated with similar programs and,
frequently, many offenders are served in both
systems,

A rapid shift is reflected in the figures con-
cerning offenders actually housed in State
institutions., As the system shifts from institu-
tionalization to community services, so is there
a shift developing from offenders being treated
directly by the State as compared to those han-
dled by local agencies receiving partial support
from the Department. Also, non-profit organiza-
tions are operating correctional programs with
subsidy funding from the State. This concept
will accelerate rapidly during the next five to
ten years.

Areas of Strength and Weakness

Strengths: The Department has an outstanding
system of goals, objectives and action plans devel-
oped by top management. A top management
team with wide experience in other correctional
systems has been assembled by the Commissioner,
This team is willing to take the issues to the
public, and is doing so whenever possible. The
Minnesota public is generally receptive and will-
ing to experiment and accept new methods of
corrections within the State.

Weaknesses: Major weaknesses which exist
within the Department are not unrelated to the
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strengths noted above. Where change has been
fostered by top management, it has occasionally
been resisted at lower levels in the organization.
The rising expectations of offenders, even when
supported by institution heads, are often not
acted upon due to lower-level staff resistance to
change. Better communications up and down de-
partmental lines are needed. The institution
heads remain somewhat autonomous despite the
fact that they are responsible to the deputy com-
missioners. Deputy commissioners are division
managers, and should not be bypassed in com-
munications in either direction.

PRISON FARM OPERATIONS PROJECT —
Report No. 13, Department of Corrections

Problem: The Prison farm is presently operating
at a net loss of $15,000 annually. Because of the
continuing decline in inmate population, obtain-
ing adequate inmate help has been increasingly
difficult, contributing in part to farm losses. If the
farm is to be continued, it will be necessary to
hire additional civilian workers at an increased
expense,

Most of the buildings and machines on the
farm are inadequate and in poor repair. An esti-
mated $380,000 would be necessary for new
buildings and equipment if existing production
programs were to be continued.

The farm is situated on land that has resi-
dential value estimated to average $1,500 per
acre. Continuing the farm for a long term will
be increasingly difficult as the area becomes
urbanized.

Only about two per cent of the inmates come
from farms, even fewer return to farming. Thus,
the farm is of questionable rehabilitative value.

Solutiorn: The Prison farm should be discon-
tinued, resulting in over $1,600,000 in one-time
net income from the sale of land and livestock,
and a $15,000 annual savings.

Estimated Annual Savings: $15,000

One-time Savings: $1,630,000

Anticipated Implementation Date: January
1, 1974

Status: Being implemented.

CENTRAL OFFICE AND INSTITUTIONS
ORGANIZATIONS PROJECT — Report
No. 14, Department of Corrections

Problem: The Department has a Central Office

LEGISLATIVE REFERENCE LIBRARY
STATE OF MINNESOTA



organization in St. Paul and various institutions
and field service organizations throughout the
State. Personnel functions and financial control
functions throughout the entire Department are
organized in such a manner that the most bene-
ficial result for the organization is not being
achieved.

Solution: In the area of personnel, a merger of
the institutional personnel sections with the Cen-
tral Office personnel section would provide for
more effective manpower planning and control
along with increased operational efficiencies. In
the area of financial operating control, reorga-
nization of a portion of the Central Office staff is
recommended to assure the fulfilling of specific
key functions which presently are not provided.
A new planning and control group is proposed to
consolidate the financial and operating control
functions.

Estimated Annual Savings: $36,800

Anticipated Implementation Date: Person-
nel functions July 30, 1973. Financial and
operating control April 1, 1973

Status: Being implemented.

PRISON POWER PLANT PROJECT — Report
No. 22, Department of Corrections

Problem: The coal-burning power plant at the
Minnesota State Prison is old, in poor repair, and
has been cited for violation of Federal pollution
laws. Major expenditures are necessary to im-
prove the facility. A consultant study recom-
mended converting two existing boilers from coal
to gas-oil, and replacing two other boilers with a
new package-type gas-oil boiler. For security
reasons, the Prison would prefer to build a new
plant outside the walls.

Solution: Adopt the consultant recommendation
because of the $1.3 million savings in construc-
tion cost. While the security aspects of an out-
side facility are beneficial, they do not justify
the additional cost.

Estimated Annual Cost: $5,500
One-time savings: $1,300,000

Anticipated Implementation Date:
1974 :

July,

Status: Being implemented.

52

EARLY RETIREMENT FOR SELECTED
EMPLOYEES PROJECT — Report No. 24,
Department of Corrections

Problem: Correctional employees who, as a re-
quirement of the job, are in close contact with
inmates during their careers and who are required
to use physical force to restore order, presently
are under the MSRS retirement plan which pro-
vides for optional retirement at 65 years of age
and mandatory retirement at 70 years of age.
Retirement before the age of 70 is financially
less beneficial to the employee.

Most other public law enforcement em-
ployees in Minnesota have substantially better
retirement plans, providing for retirement at ages
of 65 or 60. It is the opinion of correctional pro-
fessionals that correctional officers of advanced
age are no longer able to fulfill all requirements
of the job.

Solution: It is recommended that early retire-
ment be provided for correctional officers under
the present MSRS plan. In addition, those qual-
ified employees who wish to continue working
should be encouraged to accept jobs in other oc-
cupational classifications with the State.

Total Cost: $1,463,000
Anticipated Completion Date: July, 1973

Status: Under consideration by the Gover-
nor’s Office.

PRISON INDUSTRIES OPERATIONS PROJ-
ECT — Report No. 25, Department of Cor-
rections

Problem: Prison industries are presently operat-
ing on a deficit. Inmates have little work experi-
ence. The organizational lines of prison industries
are insufficient. Engineering personnel and train-
ing functions do not exist. Industries have no
resource of expertise from outside industry. There
is a lack of control of the inmate work force. Job
descriptions do not exist. Inmate compensation
provides almost no incentive to the inmates, and
performance evaluation does not tie in with the
compensation plan.

The projected loss for products of prison in-
dustries for 1972 is $125,000. Prices are in the
lowest quartile of competition. Manufacturing
efficiency is estimated at 25% to 30% by indus-
trial standards. Engineering experts estimate
that 60% efficiency can be obtained.



Solution: Establish engineering, personnel and
training functions. Consolidate production under
one manager. Establish a controller for indus-
tries. Create an industry advisory board of out-
side experts. Eliminate State support purchases
and legislative dividends from the revolving fund.
Prison industry profits should be used to fund
vocational and recreational programs. General
fund money should no longer be used to finance
prison industry building needs. Unused cash
from the revolving fund should be invested at
profit. Establish a small, 25-man private industry
operation to compete with existing industries at
the prison. The benefits of this program should
be evaluated as compared to existing prison in-
dustries and expanded if the concept proves to
be successful,

Estimated Annual Savings: $580,200
One-time savings: $229,000

Anticipated Completion Date: 1980 (in vari-
ous steps)

Status: Being implemented. Legislation is
being prepared for consideration by the
1973 Legislature.

MERGER OF MAXIMUM SECURITY INSTI-
TUTIONS PROJECT — Report No. 49,
Department of Corrections

Problem: Institution populations have declined
over 30% during the past two years because of
community-based correction services by Federal,
State and local agencies, and will continue to de-
cline 5% annually. While deinstitutionalization
is deemed beneficial, over 65% of the Depart-
ment’s 1974 to 1975 budget is still devoted to
institutions. Adult institution costs are estimated
to increase by 16% in 1974 over 1973. In 1974,
direct annual costs of nearly $7,900 for each in-
stitutionalized adult male are anticipated.

Solution: Closing the State Reformatory for Men
at St. Cloud in 1976 could save a minimum of
$1,900,000 annually. It is recommended that
the Minnesota State Prison be the surviving fa-
cility because of its capacity and programming
capabilities. Key elements of the Reformatory
education and vocational training programs, as
well as nearly one-half of the Reformatory cus-
tody force, could be transferred to the Prison in
this plan.

Estimated Annual Savings: $1,900,000
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One-time cost: $917,000

Status: Under review by the Governor’s
Office.

YOUTH INSTITUTIONS OPERATIONS
PROJECT — Report No. §0, Department of
Corrections

Problem: At present, the juvenile institutions are
not being utilized to their capacity. Overall, the
facilities are at 65% capacity. Projecting current
population trends, it is clear that two institu-
tions could serve juvenile needs by July, 1974.

Solution: The closing of Thistledew Camp is
recommended. No program loss would result and
the State could save $300,000 a year. Close Lino
Lakes Correction Center in July, 1974, with the
metropolitan area relying on Glen Lake and
Totem Town. This action would yield $2,400,000
a year in savings. A portion of the savings,
$900,000 per year, would be transferred to the
counties. The State is spending nearly $500,000
annually for capital improvements for its juvenile
institutions. This amount seems unrealistic in
view of declining populations and increased
community service activity. Based on the previous
statement, it is recommended that: 1) the Min-
nesota Home School not build its proposed
$290,000 security building until the eflects of
regionalization have been evaluated, and 2) the
Minnesota Reception and Diagnostic Center in
Lino Lakes not build its proposed $800,000 edu-
cation facility.

Large differences exist among the staffing
patterns in the institutions. The recommenda-
tions are: 1) abolish the Minnesota Reception
and Diagnostic Center’s custody force which no
other institution has, 2) reduce Minnesota Re-
habilitation and Diagnostic Center’s food service
staff, 3) reduce the State Training School’s edu-
cation department, which is twice the size of other
institutions, and 4) reduce the Minnesota Home
School’s overall staff, which, in proportion to pop-
ulation, is high. These reductions will yield the
State savings of $350,000 annually. Establish a
staff-to-population guideline.

Estimated Annual Savings: $2,249,600
One-time savings: $1,042,000

Could be implemented by: January 1, 1974
Status: Disagreed by department head.



COMMUNITY SERVICES SUBSIDY PLAN
PROJECT — Report No. 51, Department
of Corrections

Problem: The Community Services Division is
growing rapidly. Projected funds for 1974 are
estimated to be 36% over those allocated in 1973.
Of concern is how community-based corrections
continue to develop in Minnesota, under what
funding, under which priorities and under whose
direction. Also of interest are the possible savings
which can result from community-based correc-
tions. The present probation and parole system
is confusing. Corrections needs an incentive to
operate institutions as efficiently as possible with-
out sacrificing beneficial programs.

Solution: Develop a subsidy plan to enhance the
growth of corrections. The plan calls for conver-

Summary of Annual Savings or Costs:

Prison Farm Operations Project — Report No. 13 ... §

Central Office and Institutions

Organizations Project — Report No. 14 ... ..
Prison Power Plant Project — Report No. 22

Early Retirement for Selected

Employees Project — Report No. 24 ........
Prison Industries Operations Project — Report No. 25

Merger of Maximum Security

Institutions Project — Report No. 49 .......

Youth Institutions Operations

Project — Report No. 50 ..................

Community Services Subsidy Plan

Project — Report No. 61 ..................

sion of previously allocated funds, where possible,
to a community corrections county subsidy based
on need, ability to pay, and population. Also
being developed is a management structure in
the counties to operate such a plan, and the defi-
nition of standards and enforcement to ensure
proper administration. If adopted, the proposed
plan will accelerate Minnesota’s development of
community-based correctional services, and help
stem the rising cost of institutionalization.

Estimated Annual Savings: No direct sav-
ings are attributable to this proposal.

Anticipated Implementation Date: June,
1975

Status: Legislation for consideration by the
1973 Legislature is being prepared.

TOTALS . i
Total Net Savings ........ccovvvii i
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Savings Costs
Annual One-time

15,000 $1,630,000 —

....... 37,000 — —
—_ 1,300,000 $ 6,000
....... — — 1,463,000

580,000 229,000 —
....... 1,900,000 - 917,000

....... 2,250,000 1,042,000 —
$4,782,000 $4,201,000 $2,386,000

$6,597,000
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Education Task Force

The Department of Education has as its primary
responsibility the general supervision over the
curriculum, staffing, financing and administration
of publicly operated elementary, secondary, and
area post-secondary vocational-technical schools.
Tt also includes regulatory functions relative to
private trade schools and educational institutions
offering services under the Federal Veteran’s
Benefit Law; developmental and consultative
functions relative to community libraries; provi-
sion of services leading to gainful employment of
physically or mentally handicapped persons; and
disability evaluations of persons applying for Fed-
eral Social Security benefits.

However, the “general supervision” of public
schools actually results in a “staff” activity since
the schools are organized within school districts
with local autonomy. Consequently, the LEAP
project has been limited to operations of the De-
partment itself, and has not included in-depth
studies of operations of school districts. With the
annual expenditures by school districts at about
100 times the operating expense of the entire De-
partment, it is strongly recommended that thor-
ough and continuing fiscal analysis be made of
the districts, both by the districts themselves
and by the Department. It is further recommend-
ed that serious thought be given to requiring
that annual district audits be conducted by one
public auditing agency, rather than the current
practice of each district selecting its own auditor.

The Department employs approximately 800
persons, about 300 of whom are included in the
State’s complement, with the remainder being
funded from various Federal acts. Roughly half
of the total number is included in the Division
of Vocational Rehabilitation.

The operating budget of the Department con-
sists of approximately 51% Federal funds and 49%
State funds. The total Departmental budget for
fiscal >72 amounts to approximately $557,000,000,
of which only 2% is expended for the operation of
the Department, the remainder is dispensed by
school districts.

Areas of Strength and Weakness

Strength : The major strength of the Department
is the competence and dedication of its employees
to the education of the citizens of Minnesota.
There is an increasing awareness in the Depart-
ment, especially in the higher managerial posi-
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tions, for the need of effective management. Work
has been initiated by the Department to coordi-
nate and minimize the amount of data required
from school districts and to use those which are
obtained in the most informative manner.

Weaknesses: Although the employees, as pointed
out, are most dedicated, they are at the same
time untrained in management skills and unfa-
miliar with the significance of supervisory re-
sponsibilities. This, coupled with a cumbersome
personnel system, has resulted in a less than op-
timum use of resources.

Although it is clear that the Department
has attempted to be responsive to the public in
general, and to the world of education in particu-
lar, built-in pressures necessary for continued
economic effectiveness are not present. Further-
more, an effective management information sys-
tem necessary to facilitate economic decision
making does not exist.

TEXTBOOKS STORED IN THE DEPART-
MENT LIBRARY PROJECT — Report No.
5, Department of Education

Problem: A large number of textbooks are re-
ceived each year and stored in the Department
library. Although no apparent use is made of
these texts, they occupy about two-thirds of the
available shelf space and require some three
months a year of clerical time for their processing
and care. The activity is carried out in direct
response to the Minnesota Textbook Law (MS
1969, Section 126.16) which requires that any
textbook offered for school textbook purposes
shall be filed with the Commissioner, Although
the intent of this law was apparently to ensure
that the textbooks sold to Minnesota schools
were not inferior in physical quality nor higher in
price than the same textbook sold to other states,
the physical receipt and storage of these books
does not appear necessary.

Solution: Eliminate the textbook “sample” pro-

vision of the law and substitute a specification

sheet for textbooks. Retain the bonding
requirements.

Estimated Annual Savings: $3,267. These

savings can only be realized in combina-

tion with other changes in the Department.

Anticipated Implementation Date: June 30,
1973

Status: Being implemented. Legislation for



congideration by the 1973 Legislature is
being prepared.

SUBJECT AREA CONSULTANTS PROJECT

— Report No. 97, Department of Education
Problem: The State is spending more than
$1,000,000 a year in the Division of Instruction
for subject area consultants and program coor-
dinators under these conditions:

1. There is only one consultant per discipline
while there are over 440 school districts and
nearly 2,000 schools.

2. School districts are not required to follow
the consultant’s advice.

3. Evaluation of the impact made by the
consultant is subjective rather than objective.
This assumes a level of critical importance be-
cause of the dollar level involved. There is no ra-
tional means available to determine whether the
service provided approximates the cost involved.

The consulting function within the Depart-
ment was established because of an apparent need
to upgrade the instruction of children. Upgrad-
ing instruction still is the primary mission of the
consultants as stated by them and by the Com-
missioner, It is doubtful the consulting service
was established because of statistically obvious
failure of instruction, Most likely it was felt that
making expertise available to practicing profes-
sionals would tend to bring about improvement
in the education of children. The subject disci-
pline experts at the State level were thought to
be capable of improving effectiveness of various
instructional programs. A standard measure for
evaluating the effectiveness of the consultants
has not been established, nor have specific objec-
tives been isolated other than the general intent
to upgrade the level of instruction.

Solution: 1. Eliminate the positions of subject
area consultants and program coordinators except
in those few cases where there is a statutory re-
quirement. 2. Develop objectives for these func-
tions in the light of assessed needs and determine
the means of evaluating the application of various
types of resources to reach those objectives. 3.
After completing the above two objectives, pro-
ceed to obtain and utilize the appropriate
resources.
Estimated Annual Savings: $500,000
Anticipated Implementation Date: June 30,
1973
Status: Being implemented with modifica-
tion.
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DIVISION OF VOCATIONAL REHABILITA-
TION PROJECT — Report No. 99, Depart-
ment of Education

Problem: The Division of Vocational Rehabili-
tation cooperative program to provide vocational
rehabilitation services to handicapped students
in secondary schools is producing less than opti-
mum results by its own standards. This hinders
maximum utilization of the Division’s resources
towards achievement of its prime objective —
the vocational rehabilitation of more than
100,000 eligible handicapped citizens in Minne-
sota. The problem is caused by a contractual
agreement which splits supervisory and admin-
istrative control of key personnel, making them
responsible to two supervisors.

Solution: Rewrite and negotiate new agreements
with participating school districts to get effec-
tive control of this program to the Division of
Vocational Rehabilitation.

Estimated Annual Savings: $100,000

Anticipated Implementation Date: June 30,
1973

Status: Being implemented.

CLEARANCE OF UNLIQUIDATED ENCUM-
BRANCES PROJECT — Report No. 104,
Department of Education

Problem: Unliquidated encumbrances for the
fiscal year ending June 30, 1971, remained on the
accounting records until November, 1972. Clear-
ance was completed on December 6, 1972, in the
18th month following the close of the fiscal year.
The primary cause for the delay in clearance of
unliquidated encumbrances is that early clear-
ance has been regarded as not imperative.

Solution: Encumbrances should be cleared as
soon as possible after the end of the year. At the
end of January of each year, a report should be
written by the financial management of the
Department to the appropriate assistant commis-
sioners indicating the previous year’s encum-
brances have been completely cleared, or detailing
the reasons for any exceptions.

Estimated Annual Savings: Indeterminate

Anticipated Implementation Date: January
1, 1973, and annually thereafter.

Status: Being implemented.



ESTABLISHMENT OF A GRANT PROGRAM
TO PROVIDE ASSISTANCE TO REHA-
BILITATION FACILITIES PROJECT —
Report No. 105, Department of Education

Problem: The Division of Vocational Rehabilita-
tion, Rehabilitation Facilities and Sheltered
Workshop Section, is responsible for administer-
ing the Establishment Grant Program — author-
ity for support of rehabilitation facilities in the
State. The program is intended to provide assist-
ance in purchasing equipment, carrying out major
remodeling or building expansion, and for pro-
viding initial staff assistance. The lack of sup-
porting proof of the need for expenditures has
resulted from misunderstandings of the Federal
program procedures and requirements by DVR
employees, incomplete written procedures at the
State level, and a poor filing system for the
program,

Solution: Written procedures for the program
will ensure proper evaluation of the need for
grant requests; priority rating of grant requests,
and adequate monitoring and filing systems for
the program.

Estimated Annual Savings: $150,000

Anticipated Implementation Date: January
1,1973

Status: Being implemented.

VARIOUS LIBRARY TYPE FACILITIES IN
THE DEPARTMENT OF EDUCATION
PROJECT — Report No. 106, Department
of Education

Problem: Within the Department, four separate
library type facilities are maintained:

1. Staft library and Higher Education Coor-
dinating Commission library, combined.

2. Division of Vocational Rehabilitation staff
library.

3. “School libraries” facility

4, “Public libraries” facility

In addition, library-type facilities are main-
tained in the Capitol Square Building by both
the State College System and the State Junior
College System.

Although there are some geographic loca-
tion justifications for development of separate
" facilities, the facilities are presently separate
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units primarily because diverse interests of the
various organizations have engendered a pro-
prietary interest in resource materials. There is
no State policy that controls library proliferation.

Solution: Combine the various libraries into one
physical unit, under one head using a standard
cataloguing system.

Estimated Cost Savings: $10,000

Anticipated Implementation Date: April 1,
1973

Status: Being implemented.

EDUCATION SUPPORTIVE PERSONNEL
PROJECT — Report No. 107, Department
of Education

Problem: Although most of the Department’s
supportive staff seem to be competent and willing
employees, their overall productivity is question-
able. For the most part, supervision of supportive
personnel appears lacking. Work rules are not
understood or enforced, nor are work rule viola-
tions documented. Production procedures and
standards are not formalized. Productivity is not
measured except by subjective means. No merit-
demerit personnel evaluation is employed. Con-
sequently, the only incentive for supportive
productivity is personal pride of the employee
and/or empathy of the supervisor.

Solution: Institute a work measurement pro-
gram wherever possible, coupled with an apprai-
sal system, uniformly applied work rules, and a
merit-demerit type program. This assumes the
organization modification recommended sepa-
rately, which includes training in basic mana-
gerial skills, which is a supervisory responsibility.

Estimated Annual Savings: Up to $100,000
per year on full implementation.

Anticipated Implementation Date: June 30,
1973

Status: Being implemented.

SPECIAL PROJECTS — DIVISION OF VO-
CATIONAL REHABILITATION PROJ-
ECT — Report No. 129, Department of
Education

Problem: Most DVR special projects make in-
significant contributions to DVR objectives and
are inefficient users of DVR resources. These
projects include Evaluative and Minor Correc-



tive Services for Manpower Development and
Training Act (MDTA), Applicants and Trainees
(Minor Medical); New Careers; St. Paul Model
Cities Service Unit; Vocational Rehabilitation
Services for Drug-Addicted Persons in Minne-
apolis Model City; Labor Liaison-Minnesota
DVR and Minnesota AFL-CIO Staff Training;
Minneapolis DPW and Minnesota DVR Coop-
erative Vocational Rehabilitation Program; Du-
Iuth Coordinated Delivery System; St. Cloud
Reformatory Vocational Education; Narcotics
Addiction Rehabilitation Agency; and Public
Welfare Rehabilitation. Most of these programs
are ineffective users of DVR resources because
DVR personnel has not uniformly and effectively
evaluated the proposals before approving them
as projects to see that they have objectives which
contribute to DVR objectives. Also, DVR person-
nel has not adequately monitored the projects
during their operation and eliminated inefficient
ones after a period of one year.

Solution: Change procedures used for special
projects to include thorough evaluation before
approval and adequate monitoring during opera-
tions to ensure that State and Federal funds are
expended only for necessary, worthwhile, efficient,
and effective programs which contribute signifi-
cantly to the DVR objectives.

Estimated Annual Savings: $50,000

Anticipated Implementation Date: January
31,1973

Status: Being implemented.

ORGANIZATION PROJECT — Report No. 130,
Department of Education

Problem: Not all organizational elements and
employees of the Department are working in con-
cert with each other to reach departmental goals.
The current organization consists of 36 sections,
most of which are grouped into divisions which
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report to the Commissioner. This structure was,
for the most part, determined prior to the ap-
pointment of the present Commissioner and
seems based on the assumption that sections are
principally units unto themselves, but must be
grouped in some manner for administrative pur-
poses. In any event, there is not a clear definition
of the responsibilities of all Assistant Commis-
sioners who head up the divisions and how they
relate to one another, to cover the total respon-
sibilities of the Commissioner. This results in
certain overlapping and duplicated activities,
“power jockeying” at the section levels, garbled
communications, delays in decision-making and
less than optimum overall planning.

Solution: In order to carry out his responsibili-
ties to the State Board, the Commissioner of
Education must decide how to divide those
responsibilities among his immediate subordi-
nates and then conceptually define the mission
of each, in as mutually exclusive fashion as pos-
sible. With this clearly-stated delegation of re-
sponsibility, each immediate subordinate must
then, in turn, define the mission and responsibil-
ity of each of his subordinates. Specifically, the
following recommendations are made:

1. Modify the organization of the Depart-
ment to fit conceptually defined missions of each
sub-element in order to facilitate delegation of
responsibility and authority, and to combine
overlapping functions,

2. Enlarge the scope of the personnel section
to ensure definition of supervisory responsibili-
ties, and to ensure considerably intensified train-
ing in the basic management skills.

Estimated Annual Savings: Indeterminate
at this time.

Anticipated Implementation Date: March
30,1973

Status: Being implemented.



Summary of Annual Savings:

Savings
Textbooks Stored in the Department Library Project — Report No. 5 ... ... $ 3,000
Subject Area Consultants Project — Report No. 97 ..................... 500,000 until new
approach is
formulated.
Division of Vocational Rehabilitation Project — Report No. 99 ............ 100,000
Clearance of Unliquidated Encumbrances Project — Report No. 104 ... . ... None
Establishment of a Grant Program to Provide
Assistance to Rehabilitation Facilities Project — Report No. 105 .......... 50,000
Various Library Type Facilities in the
Department of Education Project — Report No. 106 . .................... 10,000
Education Supportive Personnel Project — Report No. 107 ............... 25,000
Special Projects — Division of Vocational
Rehabilitation Project — Report No. 129 ... ... .. .. oo 50,000
Organization Project — Report No. 130 ....... .. .. i, None

Total. . . .$688,000
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HEALTH TASK FORCE

Dr. Warren R. Lawson, third from left, Executive Officer of the Department of Health, joins with LEAP
Task Force members and departmenial officials. Richard G. Krueger, Budgel Analyst of the Department of
Administration is second from left. In the center is Robert W. Hiller of the Department of Health.
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HEALTH TASK FORCE

ROGER W. BERG
Chairman
First National Bank of
St. Paul

HAROLD E. JAMES R. KLUM

ENGELHAUPT National Car Rental
Burlington Northern, Inc. System, Inc.
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Health Task Force

This Task Force worked in the State Department
of Health, which exercises general supervision
over health matters pertaining to the well-being

- of all Minnesota residents. Its responsibilities are
those of analysis of studies, provision of services,
regulations, training, education, coordination,
evaluation, and reporting of health matters. The
Department is headed by an executive officer who
reports to a gubernatorially appointed Board of
Health, The Department employs approximately
475 people, of whom 235 are in the managerial,
professional or technical fields. The total annual
budget for fiscal 1973 is approximately $7,000,000.
The main offices of the Department are located
at the University Campus in Minneapolis. Dis-
trict offices are located in seven cities throughout
the State.

Areas of Strength and Weakness

Strengths: The most evident strength of the De-
partment is the technical, scientific, and medical-
related professional competence of its staff.
Closely related to this strength is the apparent
regard of professional persons throughout the
State for these individuals, and the Department.

Weakness: Many of the areas of weakness are not
unique to this Department of State government,
They include a lack of a well-defined system of
financial control, budgeting, and reporting; the
absence of a well-defined personnel training func-
tion; a lack of attention to traditional line/staft
relationships; and the emphasis placed on pro-
fessional technical skills at the expense of training
of administration and management personnel.

STATEMENT OF PURPOSE AND OUTLINE
OF MAJOR DUTIES PROJECT - Report
No. 33, Department of Health

Problem: The only published statement of pur-
pose for the Department of Health is a partial
list of duties found in Minnesota Statutes, Sec-
tion 144.05, written in 1925. In the absence of a
clear and concise statement of purpose and a
supporting list of general duties, numerous con-
flicting interpretations exist.

Solution: A rewriting of Section 144.05 will clar-
ify for the Governor, the Legislature, and the
Department of Health itself, the Department’s
role in State government.

Estimated Annual Savings: None
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Anticipated Implementation Date: July 1,
1973

Status: Legislation has been prepared for
consideration by the 1973 Legislature.

REORGANIZATION OF THE HEALTH DE-
PARTMENT PROJECT — Report No. 34,
Department of Health

Problem: More than 20 positions report directly
to the executive officer. These separate divisions
administer over 50 different programs. Each divi-
sion operates quite independently with little
evidence of coordination, cooperation, or integra-
tion of activities with each other. Lines of author-
ity, accountability, and responsibility are hazy.
Most division heads are nearing retirement age,
but there’s little evidence of preparation for
management succession. There is an evident lack
of attention given to the employment of effective
managers.

Solution: Complete the study of the present or-
ganization with a view toward creating definite
lines of accountability, responsibility, and au-
thority. The study should also recommend meth-
ods to administer proper placement of personnel,
programs, and activities.

Estimated Annual Savings: Indeterminate

Anticipated Implementation Date: July 1,
1973

Status: Being implemented.

EVALUATION OF PRESENT PLACEMENT
OF PEOPLE AND ESTABLISHMENT OF
PROCEDURE FOR FUTURE PLACE-
MENT AND UTILIZATION OF STAFF
PROJECT — Report No. 35, Department of
Health

Problem: Interviews with 147 people indicated
that no present programs for people placement,
career path development, or utilization of people
in more than one division, exist in the Depart-
ment.

Solution : Establish a strong personnel function in
the Department which should give particular at-
tention to placement and interests of staff, in the
reorganization project.

Estimated Annual Savings: Indeterminate
Anticipated Implementation Date: January
1,1973

Status: Being implemented.



SYSTEM FOR PLANNING AND EVALUAT-
ING PROGRAMS PROJECT — Report No.
48, Department of Health

Problem: There is very limited program activity
reporting and no systematic effort to determine
program results. Fragmented organization and
statistical service has prevented the develop-
ment of a coordinated health information system.
Lack of central management and control of re-
search staff has precluded efficient utilization of
cost effectiveness and program evaluation tech-
niques. Staff has largely been devoted to supply-
ing data required by the Federal government,
Improved management of existing research, and
planning and evaluation functions, are essential.

Solution: Establish procedure for systematically
investigating potential of new programs and for
critical self-appraisal, with major emphasis on
utilization of quantitative methods, to determine
present and anticipated results of programs.

Estimated Annual Savings: Indeterminate

Anticipated Implementation Date: March
1,1973

Status: Being implemented.

STRATEGY FOR ORGANIZING THE
HEALTH FUNCTION FOR STATE GOV-
ERNMENT PROJECT — Report No. 52,
Department of Health

Problem: Health services provided by State and
local government in Minnesota are less effective
and more costly than necessary because of: 1)
Fragmentation of functional responsibility among
many agencies; 2) fragmentation of functional
responsibility among levels of government; 3)
duplication of planning and administrative sys-
tems, though not in actual delivery of services,
and serious lack of coordination and communica-
tion among the different agencies in providing
related health services. This fragmentation causes
confusion and frustration both among State
agencies and the citizens using these services, as
well as a growing resentment among citizens to
pay for such duplication. The problem seems to
be caused by a lack of consistent legislative and
executive policies in health matters, along with
categorical funding policies at the Federal level
which often influence decisions of organizations
at the State level.

Solution: Reorganize functionally the health ser-
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vices in the State. This project will develop a
general strategy for the defragmentation of health
services.

Estimated Annual Savings: Indeterminate

Anticipated Implementation Date: July 1,
1974
Status: Legislation is being prepared for
consideration by the 1973 Legislature,

ESTABLISHMENTOFACONTROLLER
PROJECT - Report No. 53, Department of
Health

Problem: The current position of Accounting
Director in the Department lacks the authority
to properly administer the many financial require-
ments of the Department.

Solution : Define, establish, and fill the position of
Departmental Controller.

Estimated Annual Savings: Indeterminate

Anticipated Implementation Date: January
5,1973

Status: Being implemented.

IMPROVEMENT IN THE BUDGET PROC-
ESS PROJECT — Report No. 64, Depart-
ment of Health

Problem: There is an apparent lack ¢f a well-de-
fined systematic budget process. Responsibility
is in the hands of various members of the execu-
tive staff with the executive officer having the
major responsibility for the preparation, coordi-
nation and implementation.

Solution: Establish a systematic process for the
preparation, review and approval of budgets.

Estimated Annual Savings: Indeterminate

Anticipated Implementation Date: March
15, 1973

Status: Being implemented.

CENTRALIZATION OF FEES AND LICENS-
ING PROJECT — Report No. 556, Depart-
ment of Health

Problem: Within the Department, there are six
major licensing areas administering over 20 sepa-
rate activities. Systems and procedures vary from
program to program. In some instances, total
collections are absorbed by administrative costs,
In addition, poor procedures create cash buildups
and delays in depositing money. There is no



systematic fee structure throughout the Depart-
ment. There seems to be a definite need to central-
ize fee and licensing activity to provide more
efficient operation and control.

Solution: Obtain legislation to authorize the
Health Department to establish fees to ensure
they are economically equitable. Consolidate all
fee and license activities into one area under the
office of the Director of Administration. Obtain
Legislative approval to change license renewal
dates to eliminate “peak overloads.” Study each
fee/license activity to determine if a fee is suffi-
cient. Develop one standard license form for use
by all areas. Deposit all monies on the date of
receipt.

Estimated Annual Savings: Indeterminate,
but significant.

Anticipated Implementation Date: July,
1973

Status: Being implemented — Legislation for
consideration by the 1973 Legislature is
being prepared.

ESTABLISH DEPARTMENTAL PERSON-
NEL AND TRAINING FUNCTIONS
PROJECT — Report No. 56, Department of
Health

Problem: The Department does not have a well-
established personnel office or function. Personnel
matters are handled by a number of persons with
no apparent plan or design. The Department
tends to react to personnel problems as they
arise. Necessary ongoing programs in personnel
administration and training are nonexistent. Also
missing are systematic programs for handling
transfers, placement, training, cross-training, sal-
ary administration, grievance procedures and
employee counseling. This problem, however, is
not unique to the Health Department, and merely
reflects a similar picture throughout the State.

Solution: Establish a personnel and training func-
tion within the newly-established Division of
Administration. The new Director should be
responsible for the function with delegation to
subordinates only as they demonstrate ability in
personnel matters. Training of Division heads
and good supervisory-subordinate relations will
be a prerequisite.
Estimated Annual Savings: Indeterminate

Anticipated Implementation Date: July
1973
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Status: Being implemented.

DEVELOP A MODEL FOR COMMUNICA-
TIONS IN THE DEPARTMENT PROJ-
ECT — Report No. 67, Department of
Health

Problem: The administration of sections, divi-
sions and the entire Department can be generally
improved by an organized exchange of informa-
tion. This is presently lacking. In many operating
areas, information that should be shared does
not pass below certain levels. In some instances,
staff members rely upon the “rumor mill” for gen-
eral information items. Individuals involved in
similar activities need to relate to each other to
reduce redundant effort.

Solution: Organize a program to introduce effec-
tive methods of communications to individuals
at all levels throughout the Department. A defi-
nite guide of recommended methods of communi-
cations also will be provided.

Estimated Annual Savings: Indeterminate

Anticipated Implementation Date: June 1,
1973

Status: Being implemented.

REDESIGN THE RECORDS MANAGEMENT
AND PRINTING SERVICES PROJECT
— Report No. 58, Department of Health

Problem: Overall reporting procedures have dra-
matically increased in recent years with little use
being made of new techniques in the reporting,
storing, and accessibility of information. The
reporting and records keeping system requires a
detailed analysis, especially in the areas of high-
volume report generation and retention. Record
keeping practices within the Department need
to be evaluated with respect to their ability to
satisfy the current information needs. There is
also a definite need to establish a centralized
records management program.

Solution: Conduct a feasibility study of proposed
computer applications and a continuing program
of evaluation of existing computerized reporting
systems. Reorganize the duplicating services op-
eration to more effectively and economically sat-
isfy the reproduction requirements throughout
the Department. Introduce microfilm procedures
to improve storage and retrieval of frequently
needed high-volume records. Establish a continu-



ing program of records evaluation and manage-
ment. Develop a centralized form design and
control function throughout the entire Depart-
ment.

Estimated Annual Savings: Indeterminate

Anticipated Implementation Date: January
1,1973

Status: Being implemented.

REVIEW OF SYSTEMS OF PUBLIC EDUCA-
TION,MARKETING OF SERVICES AND
PUBLIC INFORMATION PROJECT —
Report No. 59, Department of Health

Problem: Legislation and past practice have re-
stricted and suppressed the communication to
the public of departmental functions and services.
Thus, services often are not provided, or are
duplicated elsewhere, due to lack of information
being given to the citizens or concerned agencies.

Solution: Raise Health Department education
functions in the Department’s program section as
proposed in the reorganization project. Create a
section of “marketing” of services and public
information. Develop strong programs in each
area to serve the needs of the public and the
Department.

Estimated Annual Savings: Indeterminate
(a study of the mechanics of providing in-

Summary of Annual Savings:

formation and research will indicate po-
tential savings as program structures are
developed).

Anticipated Implementation Date: July 1,
1973

Status: Being implemented.

REORGANIZATION OF THE DIVISION OF
ENVIRONMENTAL HEALTH PROJECT
— Report No. 60, Department of Health

Problem: The Division is a fragmented unit.
Communication within the organization needs
improvement, since district personnel are severely
isolated from the main office in Minneapolis. Re-
porting lines are not distinct with over 40 people
reporting directly to one division director. A
gradual accumulation of many activities within
this unit, without sufficient organizational plan-
ning, has greatly contributed to this condition.

Solution: Complete review, recommendation and
implementation of an organization plan to in-
clude the specifics of personnel placements, lines
of accountability, of responsibility and authority,
and proper placement of programs and their
priority.

Estimated Annual Savings: Indeterminate

Anticipated Implementation Date: March
14,1973

Status: Being implemented.

Cost savings in the Department of Health are not determinable at this time.
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HIGHER EDUCATION TASK FORCE

Higher Education Task Force members and some of the people with whom they worked: (from left) Dr.
Philip C. Helland, Chancellor, State Junior College System; Dr. G. Theodore Mitau, Chancellor, State
College System; LEAP personnel, Maraleta Swenson; John T. Lynch, and Kenneth P. Zubay, and Dr.
Richard C. Hawk, Executive Director, Higher Education Coordinating Commission.
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JOHN T. LYNCH
Chairman

International
Multifoods

MARALETA SWENSON KENNETH P, ZUBAY
Peavey Company IBM Corporation
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Higher Education Task Force

The Higher Education Task Force began its work
on September 20 and was assigned to study the
administrative aspects of the Higher Education
Coordinating Commission (HECC) and the pub-
lic systems of post-high school education, which
the HECC coordinates. These are the State Col-
lege System, the State Junior College System,
the Area Vocational-Technical Institutes and, to
a limited extent, the University of Minnesota.
Because of the complexity of Minnesota higher
education and the limitations of time and assigned
staff, the Task Force decided to focus its atten-
tion on the activities of the HECC relating to all
systems, and to study the declining occupancy
rate of residence halls in the Minnesota State
College System. The latter study will be com-
pleted in February, 1973, and will not be part of
this report. This report will, therefore, deal prin-
cipally with the HECC.

The HECC’s prime function is to coordi-
nate public and private education in Minnesota,
including planning, review of programs of instruc-
tion, handling of Federal funds, and the admin-
istration of special programs.

The HECC is required by Statute to report
periodically to the Governor and the Legislature
on its findings. Since it has no enforcement pow-
ers, its only recourse is to report lack of compli-
ance with its recommendations,

At present, the HECC consists of a Commis-
sion of eleven members appointed by the Gover-
nor; it elects its own president. It also has a
Higher Education Advisory Council comprised
of the President of the University, the Chancel-
lors of the State and Junior College Systems, the
Commissioner of Education, and the Executive
Director of the Private College Council. The
HECC has an Executive Director and staff
appointed by the Commission. The staff is or-
ganized into four functional areas, which are:
administrative services and student aids; institu-
tional service program planning; academic plan-
ning and analysis, and information services.

At the present time, the staff consists of 32
employees, of which 19 are professionals. The
budget for fiscal 1973 is $7,600,000.

Areas of Strength and Weakness:
Strength:
1. Thereis growing recognition of the HECC
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as a researcher, and source of information in
Minnesota post-secondary education.

2. It has a flexible organization structure
and staff which permits movement across func-
tional lines to handle projects effectively and
quickly.

3. There is good stafl awareness of the ma-
jor problems of higher education, coupled with a
great persistence in researching, and proposing
alternative solutions.

4. HECC has the ability to view issues,
problems and needs objectively from a statewide
perspective, and is willing to back the best solu-
tion, even though it may not be a popular position.

5. A top staff of six is demonstrating grow-
ing esprit de corps and substantial productive
ability.

Weaknesses:

1. There is no statement of the Commis-
sion’s mission and goals, and no Commission-
approved objectives to guide the staff in the ac-
complishment of its functional responsibilities.

2. The Higher Education Advisory Council
is barely performing its review function and is
providing neither creative input to the staff, rela-
tive to the current problems of higher education,
nor suggestions for development of new studies or
programs. It needs a chairman with a 12-month
term to develop a plan and objectives.

3. It is most difficult at present salary sched-
ules to retain top level staff, or to hire replace-
ments of required caliber for handling functional
departments and key personnel of the other sys-
tems.

4. There is a tendency to overload the
agenda of Commission work-sessions and official
meetings, leaving insufficient time for delibera-
tion and decision-making on policy matters of
major importance to higher education.

CLARIFICATION OF MISSION AND GOALS
OF THE HIGHER EDUCATION COOR-
DINATING COMMISSION PROJECT —
Report No. 100

Problem: The members of the HECC do not share
a common perception of the research activities
and data input required to perform the duties
assigned to the Commission since 1965 by the
Legislature. The Commission has not developed a
written statement of mission and goals for self-
guidance or for the direction of the staff. The



staff has lacked specific objectives derived from
such goals approved by the Commission on which
to base its plans and strategies.

Solution: Develop a statement of mission and
goals based on a review of duties and responsi-
bilities assigned by the Legislature. Also, analyze
the activities necessary to accomplish the mission
and goals, considering the short and long range
problems presently facing higher education.
Estimated Annual Savings: Indeterminate
at this time.
Anticipated Implementation Date: April 15,
1973
Status: Being implemented.

POLICY GOVERNING CONFLICT OF IN-
TEREST/GIFTS AND GRATUITIES TO
MINNESOTA STATE EMPLOYEES
PROJECT — Report No. 124

Problem: State employees responsible for various
aspects of procurement decisions in agencies of
the State concerned with post-high school educa-
tion, are exposed to the possibility of being nega-
tively influenced, to the detriment of the State,
by conflict of interest and/or supplier gifts and
gratuities. This activity is not prohibited by Stat-
ute or State regulation. Inconsistency exists with
other State departments concerning the adminis-
tration of these areas. Existing Statutes apply
only to the Department of Administration
(Section 16.125, Felony), Department of Cor-
rections (Section 241.12, Misdemeanor), and
Department of Public Welfare (Section 246.20,
Misdemeanor).
Solution: Adopt a Statute establishing conflict
of interest and gifts and gratuities policy govern-
ing all Minnesota State employees. This would
be consistent with, and in support of, Governor
Anderson’s objective to “insure that administra-
tive, legislative, and judicial responsibilities at
all levels of government in Minnesota are carried
out according to highest ethical standards.”

Estimated Annual Savings: None

Anticipated Implementation Date: July 1,

1973
Status: Legislation for consideration by the
1973 Legislature is being prepared.

STATE SCHOLARSHIP/GRANT-IN-AID
CASH FLOW TO PRIVATE AND PUBLIC
POST-SECONDARY SCHOOLS PROJ-
ECT — Report No. 126

Problem: The total annual award of scholarships
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to recipients is now made in the fall of the year,
in one cash payment to each school. The move-
ment of cash from the State Treasurer to sup-
port the State scholarship/grant-in-aid programs
does not allow for maximum investment of State
monies, and involves a cumbersome and costly
warrant writing procedure. Minnesota Statutes,
Section 136A.121, subd. 11, states that funds
should be applied to student needs in the order
of tuition, fees, books, supplies.

Solution: Establish a journal transaction instead
of writing and redeeming of actual warrants,
to incrementally credit public post-secondary
schools for awards made to cover students’ tui-
tion and fees. Further, establish incremental pay-
ments to schools where cash payment is required.

Estimated Annual Savings: $82,5675

Anticipated Implementation Date:

1973
Status: Being implemented.

June,

REVIEW OF THE STATE AND JUNIOR
COLLEGE SYSTEM’S PURCHASING
FUNCTIONS PROJECT — Report No. 127

Problem: Administration and faculty members
on campuses of the State Colleges and State
Junior Colleges are inconvenienced by delays in
receiving items requisitioned. Requisitions over
$25 must now go through Central Purchasing in
the Department of Administration and those
over $15 must be multiply quoted. Historically,
restraint has been placed on satellite purchasing
functions to minimize substandard purchasing
practices.

Solution: Increase local authority from $25 to
$100, and remove multiple written bid require-
ments under $100.
Estimated Annual Savings: $46,125
Anticipated Implementation Date: January,
1973
Status: Being implemented in conjunction
with other changes in the Central Pur-
chasing function of the Department of
Administration.

IMPROVE THE HIGHER EDUCATION CO-
ORDINATING COMMISSION’S ADMIN-
ISTRATION AND DELIVERY OF
STATE GRANT-IN-AID AWARDS
PROJECT — Report No. 132

Problem: Second and third round notices to stu-
dents arrive later than registration dates in



colleges throughout the State. Students receive
funds later than the point in time when they are
needed, thereby imposing hardships. These de-
lays also cause added administrative costs. The
HECC’s administrative resources have not kept
abreast of the program’s growth. Legislative
funding of the program delays initiation of noti-
fication and all processing thereafter in odd-
numbered years.
Solution: 1. Within the HECC scholarship/
grant-in-aid administration, add one administra-
tive assistant, one clerk typist and part-time help
(equivalent of two man-years per year). 2. In-
stall a CRT to accommodate real time process-
ing. 3. Forward funds in odd-numbered years by
resolution to the level not less than the prior
year’s commitment.
Estimated Annual Savings: $28,638
Annual Costs: $37,500
Anticipated Implementation Date: June 1,
1973
Status: Being implemented. Legislation for
consideration by the 1973 Legislature is
being prepared.

BUDGET AND REPORTS GENERATED BY
PUBLIC POST-SECONDARY EDUCA-
TION SYSTEMS PROJECT — Report No.
134

Problem: Budget and reports prepared by public
post-secondary educational institutions vary in
format and content. This makes analysis and
inter-system comparison extremely difficult.

Each of the public systems of post-secondary

education is proceeding with the development of
budgetary procedures targeted to its own needs.
Variations likewise occur in information and op-
erating reports covering a number of subjects.
Currently, no effective coordinating force among,
or related to, these systems has addressed this
problem,
Solution: The HECC should recognize its respon-
sibility and develop: 1. A pilot budgeting process
which will be compatible among all four public
systems of higher education and relate dollars
expended to program output anticipated. 2. A
standardized reporting format for systems trans-
mittal of supportive data and other operating
operations.

Thus, HECC would provide administrators,
analysts and legislators with key decisions and
related information in a format standardized for
all systems.
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Estimated Annual Savings: Indeterminate

Estimated One-Time Cost: $100,000

Anticipated Implementation Date: Decem-
ber 1, 1974

Status: Being implemented.

ESTABLISHMENT OF OVERALL OBJEC-
TIVES AND OPERATING PROCE-
DURES FOR POST-HIGH SCHOOL
BOOK STORE OPERATIONS PROJECT
— Report No, 136

Problem: The lack of overall established objec-
tives and operating procedures for the book stores
causes management control and pricing inequity
problems. There are no overall established ob-
jectives or operating procedures for the book
stores among the post-high school systems.
Solution: Develop an operating manual to estab-
lish consistent objectives and procedures for the
operation of all post-high school book stores.
Estimated Annual Savings: $400,000; sav-
ings would accrue only to customers of the
book stores.
Anticipated Implementation Date: July 15,
1973
Status: Being implemented.

BUDGETS OF THE STATE’S SYSTEM OF
POST-SECONDARY EDUCATION AND
THE HIGHER EDUCATION COORDI-
NATING COMMISSION PROJECT —
Report No. 140

Problem: The Legislature, the Governor’s Office,
State departments and agencies are attempting
to evaluate the individual budget proposals of
the four systems of post-secondary education
without the benefit of a consolidated format. Pri-
ority needs are not identified, and the budgets
are not related to long-range plans for the devel-
opment of higher education in the State. The
problem is due to the fact that the HECC is
studying and analyzing many aspects of public
and private education without having access to
budget proposals of the various systems and
without being able to relate the available finan-
cial resources to long-range plans developed in
the HECC.

Solution: The Legislature should instruct the
Higher Education Coordinating Commission to
perform budget reviews for the purpose of relat-
ing present resources and higher educational pro-
grams with the State’s present, as well as long-
range, needs and with available funds, so that



the total picture may be evaluated by decision-
makers. Any post-secondary educational system
that receives public funds should be instructed
by the Legislature to provide the HECC with
their budget as well as with budget proposals. In
this manner the HECC could provide all con-
cerned with a coordinated and consolidated pic-
ture of proposed requests versus education

Summary of Annual Savings or Costs:

resources already available and the long range
educational needs of the State.
Estimated Annual Savings: Indeterminate
at this time
Anticipated Implementation Date: Novem-
ber 1, 1974
Status: Legislation for consideration by the
1973 Legislature is being prepared.

Clarification of Mission and Goals of the Higher Education

Coordinating Commission Project — Report No, 100

Policy Governing Conflict of Interest/Gifts and Gratuities to

Minnesota State Employees Project — Report No. 124

State Scholarship/Grant-In-Aid Cash Flow to Private and

Public Post-Secondary Schools Project — Report No. 126

Review of the State and Junior College System’s
Purchasing Functions Project — Report No. 127

Improve the Higher Education Co-ordinating Commission’s
Administration and Delivery of State Grant-In-Aid

Awards Project — Report No. 132 ............

Budget and Reports Generated by Public Post-
Secondary Education Systems Project — Report

Establishment of Overall Objectives and Operating
Procedures for Post-High School Book Store Operations

Project — Report No. 136 ...................
Budgets of the State’s System of Post-Secondary

Education and the Higher Education Co-ordinating

Commission Project — Report No. 140

Residence Hall Occupancy Project — Report No.

TOTAL

*Savings would accrue only to customers of the book stores.
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Savings Costs

..... $ 82,575 -
............. 46,125 -
............. 28,638 $ 37,500
No. 134 ..... - 100,000
............. 400,000* _
141 ......... To be completed in

February, 1973

............. $157,338 $137,500
............. $ 19,838
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Natural Resources Task Force

The Department of Natural Resources is de-
sceribed in the 1971-72 Legislative Manual as
having “the important task of conserving and
promoting the wide use in management of the
State’s natural resources — its forests, game and
fish, lands, minerals, State parks and water.” The
Department has activities in every county in the
State. It employs slightly over 1,200 people on a
full time basis and slightly over 1,000 on a part
time or seasonal basis. It spends approximately
$25,000,000 annually and receives as income ap-
proximately $21,000,000. Headquarters are in the
Centennial Building in St. Paul, Minnesota, but
the bulk of the people are located in many in-
stallations throughout the State.

Areas of Strength and Weakness

Strength: There are many dedicated and com-
petent people within the various divisions, who
have provided Minnesota with a fine history and
tradition of natural resource management. They
have done so in spite of the system under which
they have to operate.

Weaknesses: Currently the Department is a
loose organization of five divisions. Major prob-
lems which have existed for years exist today and
will continue to worsen unless something is done
to correct the fact that the Department has never
been organized, but rather, exists as a loose coali-
tion of the five independent divisions. There is a
lack of a cohesive, coordinated overall State pol-
icy and plan for the balanced best management of
Minnesota’s natural resources. The Department
is subject to supreme amounts of outside pres-
sure. Literally hundreds of private and public
interest groups are making demands on the De-
partment. Over 25% of the legislation introduced
in the last session was DNR oriented.

REGISTRATION OF NON-HIGHWAY USER
VEHICLES PROJECT — Report No. 9,
Department of Natural Resources

Problem: The Department of Natural Resources
is currently charged with the responsibility of
registering and licensing all boats and snowmo-
biles. It is quite possible that in the near future,
bicycles, trail bikes, other all-terrain vehicles,
and even guns could be added to this list. Today’s
records are being kept on approximately 600,000
to 650,000 boats and snowmobiles and it can be
expected that approximately 150,000 new regis-
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trations per year will occur. As of August, 1972,
there were 18 DNR employees assigned to the
permanent complement of the licensing opera-
tion, with 14 additional temporary persons added
to the staff during peak periods. At this time,
3,600 square feet of building space are being used
for the administration of record keeping. The
total cost is estimated to be $275,000.

Since the Department of Natural Resources
registration has not been computerized, and since
radio communication is not available between
law enforcement officers and the Department of
Natural Resources registration center, this in-
formation is not available on the same instan-
taneous basis as is motor vehicle registration.
There is also duplication of functions in that a
computerized license center is run by the Motor
Vehicle Services Division while a similar function
is performed in DNR on a manual basis.

Solution: We recommend the function of regis-
tering all snowmobiles, boats, other all-terrain
vehicles, etc. be transferred from Natural Re-
sources to Public Safety, Motor Vehicle Division,
We recommend this information be computerized
for easy retrieval and availability by law enforce-
ment officials. Furthermore, we recommend the
public be made aware of the fact that registering
of any vehicle can be done through one State
agency. The public and the law enforcement
agencies of the State should benefit by having all
registration information available in one location
and through one system.

Estimated Annual Savings: Indeterminate
at this time

Anticipated Implementation Date: July 1,
1974

Status: Being implemented.

PAYROLL AND ACTIVITY REPORTING
PROJECT — Report No. 15, Department of
Natural Resources

Problem: Manual preparation of payroll and ac-
tivity data requires approximately 112,000 field
man-hours and 8,000 clerical office man-hours.
Data are accumulated, copies maintained, and
data transcribed at each level of supervision to
provide input to both the payroll system and
separate activity reports. Activity reports are not
consistent between divisions, and activity data
are not compatible with the State’s payroll sys-
tem. Existing reports do not provide useful in-



formation for preparation of program budgets
nor do they provide for control of day-to-day
operations. It is impossible to tell if public funds
are being expended efficiently to meet the needs
of the public.

Solution: We recommend the use of a system
which takes data directly from the field level
to computer processing, eliminating all interim
steps.

Estimated Annual Savings: $49,400

Anticipated Implementation Date: July 1,
1973

Status: Being implemented.

DEVELOPING A FEE SYSTEM TO COVER
COST OF PROCESSING AND ISSUING
PERMITS INVOLVING WATER RE-
SOURCES PROJECT — Report No. 26,
Department of Natural Resources

Problem: It is estimated that the cost for admin-
istering the State’s program of processing, review-
ing, analyzing and issuing permits involving water
resources will cost $220,000 per year during the
next biennium. Currently, this is being paid by
all taxpayers through general taxation.

Solution: It is recommended that the expenses
of the few special persons or institutions who
request this service be covered by them rather
than by the general public. It is recommended
to amend present laws and establish a fee sys-
tem to cover the cost of: 1) application for per-
mit; 2) field inspection cost; 3) permit processing;
4) charge for public hearings, and 5) charge for
any special consultants.
Estimated Annual Savings: $180,000

Anticipated Implementation Date: July 1,
1973

Status: Being implemented, legislation for
consideration by the 1973 Legislature is
being prepared.

DISBURSEMENT AND LIQUIDATIONS
PROJECT — Report No. 32, Department of
Natural Resources

Problem: The processing of 150,000 documents
for payment by the Department requires approx-
imately 27 man-years of work. The work is spread
throughout the field as well as through the cen-
tral office. Liquidation records are duplicated at
each level of management.

The existing system provides extremely lim-
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ited data for decision-making purposes. Data are
not available on a timely basis. Payments to
vendors are delayed up to eight weeks resulting
in loss of cash discounts and discourage vendors
from doing business with the State.

Solution: We recommend the liquidation and
disbursement function be consolidated into an
accounts-payable function integrated with the
Statewide accounting system.

Estimated Annual Savings: $120,000

Anticipated Implementation Date: July 1,

1973
Status: Being implemented.

PROCESSING OF RECEIPTS PROJECT —
Report No. 41, Department of Natural Re-
sources

Problem: Five persons are currently required to
process daily receipts. Less than 200 daily re-
ceipts, representing an average daily deposit of
approximately $60,000, are processed. Sources of
receipts are: 1) game and fish licenses; 2) timber
and nursery tree sales; 3) mineral and land
leases; 4) park receipts; 5) firearms and snowmo-
bile safety programs; 6) sale of confiscated
property, and 7) Federal aid checks. The same
personnel are concerned with incorporating re-
ceipts from both snowmobile and boat registra-
tions into their daily deposit.

Processing requires a minimum of five key-
ing operations to assign transaction numbers and
dollar amounts to documents and checks. Checks
are then listed on a deposit form, both of which
are held until the next day for transfer to the
State Auditor’s office. At month’s end, transfer
from the depository category to divisional spend-
ing plans are manually prepared. No comparison
of actual receipts is made to forecast amounts.
The system is slow, expensive, and lacks respon-
siveness to meet current departmental needs.

Solution: We recommend the system for process-
ing receipts be simplified by reducing the number
of steps to process receipts and improving the
methods for preparing monthly reports. Receipts
should also be deposited more promptly. Further,
it is recommended to use the Statewide account-
ing system, as soon as it is available, to provide a
comparison of actual receipts to forecast receipts.

Estimated Annual Savings: $17,300

Anticipated Implementation Date: July 1,

1973
Status: Being implemented.



EQUIPMENT UTILIZATION PROJECT —
Report No. 133, Department of Natural Re-
sources

Problem: The Department has too many pieces
of equipment that are not being used effectively.
Most pieces are sitting idle the better part of
operating hours. A high percentage of equipment
is in very poor condition because of non-use,
chronological age, and non-existent programs for
maintenance repair and disposal.

Departmental divisions, five in all, previous
to the consolidation under the new Department
of Natural Resources, were separate indepen-
dently operating functions. Each division had,
and still has, its own complement of equipment
which currently amounts to much duplication of
equipment as well as general proprietary use al-
location. There is a lack of consistent, coordinated
sharing of equipment between the divisions.

Solution: It is recommended that all equipment
custody, or ownership, be transferred to the De-
partment of Natural Resources. Simultaneously,
and in conjunction with title transfer, all divi-
sional sections of current equipment management
and administration must be transferred and re-
organized into a departmental central control.
This should be designed to handle all of the needs
of all the divisions by the method of overall
scheduling, but always subject to the variety of
emergency priorities and normal expected re-
visions.

Estimated Annual Savings: $30,000 (Accu-
rate estimates cannot be made due to lack
of data as to the amount of equipment
available and maintenance figures on such
equipment, )

Anticipated Implementation Date: Decem-
ber 1, 1973

Status: Being implemented.

BUILDING UTILIZATION PROJECT — Re-
port No. 137, Department of Natural Re-
sources

Problem: Due to the independent and separate
functioning of the five divisions of the Depart-
ment, the situation concerning buildings is sim-
ilar to the situation prescribed in Project Report
No. 133 concerning vehicles. Each division builds
and maintains buildings without coordination to
meet similar needs of other divisions operating in
the same geographical area. It would seem rea-
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sonable to expect amalgamation of the divisions
into unification of efforts as well as assets. This
has not been the case. Rather, it seems, stronger
professional ties have resulted within each divi-
sion and the separation is increasing.

As a result, there are 1,958 buildings in the
Department with custody spread out among vari-
ous divisions. There are many buildings in some
locations, some for each division, but very seldom
is there any semblance of multi-occupancy.

Solution: Centralization of departmental opera-
tions will form the nucleus for an appraisal of
the needs of the Department as opposed to the
singular proprietary accumulations by the divi-
sions. Evaluation of the Department’s buildings
and a process of decision-making in regard to
buildings required to best perform the responsi-
bilities of the Department will be necessary.
Central responsibility is recommended for main-
tenance, repair and construction. A simple, uni-
fied and productive method for handling building
assets in the Department would result.

Estimated Annual Savings: $1,530,000

Anticipated Implementation Date: January
1,1978

Status: Being implemented.

STATE PARK OPERATIONS PROJECT —
Report No. 138, Department of Natural
Resources

Problem: In 1971, park revenues amounted to
$1,543,000 against an operating budget of
$2,083,000. It is the conclusion of the Task Force
that too much money is being spent to operate
parks and to provide services where the demand
does not exist or does not yet exist.

Solution: The deficit of $540,000 can be reversed
by: 1) increasing the cost of annual park permits
from $3 to $5; 2) increasing camping fees from
$2 to $3; 3) lowering operating expenses, and 4)
closing unprofitable refectories. We recommend
the Commissioner of Natural Resources adopt
the objective that expenditures for park opera-
tions will not exceed revenues from services of-
fered. (This should not include budgets for land
acquisition or park development.)
Estimated Annual Savings: $650,000

Anticipated Implementation Date: January
1,1978

Status: Being implemented.



_ORGANIZATION OF DEPARTMENT ALONG
FUNCTIONAL LINES — Report No. 139,
Department of Natural Resources

Problem: The Department of Natural Resources,
today, operates as a loose coalition of five in-
dependent agencies. There is no cohesive, co-
ordinated, overall State policy for a balanced
management of Minnesota natural resources, The
lack of overall planning and the duplication of
administrative efforts in the five divisions is pri-
marily due to the fact that, historically, each divi-
sion has been assigned a responsibility to only
one natural resource and has been funded with

Summary of Annual Savings:

Registration of Non-Highway User Vehicles Project — Report No. 9
Payroll and Activity Reporting Project — Report No. 15

that one resource in mind.

Solution: 1) Organize the Department function-
ally to provide for better planning and more effi-
cient administration; 2) decentralize and delegate
decision-making authority into six operating re-
gions to ensure better public response and more
efficient and effective field operations, and 3)
initiate a system of management by objectives.

Estimated Annual Savings: Indeterminate

Anticipated Implementation Date: July 1,
1973

Status: Being implemented.

Savings
Indeterminate
$ 49,400

...........

.......................

Developing A Fee System to Cover Cost of Processing and Issuing Permits

Involving Water Resources Project — Report No. 26
Disbursement and Liquidations Project — Report No. 32
Processing of Receipts Project — Report No. 41

Equipment Utilization Project — Report No. 133

Building Utilization Project — Report No. 187

State Park Operations Project — Report No. 138
Organization of the Department Along Functional Lines — Report No. 139
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..........................

180,000
120,000
17,300
30,000
1,590,000
650,000
Indeterminate
$2,636,700

.......................

..............................

.............................

...............................

..............................

......



PUBLIC SAFETY TASK FORCE

Public Safety programs are being developed by LEAP Task Force members in concert with Phillip A. Iver-
son, extreme left, Deputy Commissioner of Public Sufety; Wallace Hoaglund, seated, Commissioner of
Public Safety, and James C. Crawford, third from right, Director of Motor Vehicle Services Division.
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Public Safety Task Force

The Department of Public Safety was established
in 1969 and encompasses the Divisions of Motor
Vehicle Services (drivers’ licenses and motor ve-
hicle licenses), Highway Patrol, Fire Marshal,
Civil Defense, Bureau of Criminal Apprehension,
and an Administrative Services Division.

The Department has an approximate annual
budget of $25,132,000 and employs approxi-
mately 1,740 persons.

Areas of Strength and Weakness

Strengths: Many of the problem areas which
LEAP found in the Department were already
recognized by departmental staff and were under
review before the Task Force joined the De-
partment. The Department has a number of
outstanding top managers who are recognizing
deficiencies, and are willing and eager to improve
services.

Weaknesses: It is difficult to make a judgment
on the Department as a whole, since it is a col-
lection of many, basically unrelated divisions. In
view of this, there is a need for providing means
to solve managerial problems in some of the divi-
sions, such as Highway Patrol and the State Fire
Marshal. In the administrative area, there ap-
pears to be a need to re-define functions and
responsibilities. Reporting relationships were not
clear.

LONG-RANGE AUTOMATED MOTOR VE-
HICLE REGISTRATION SYSTEM
PROJECT — Report No. 80, Department of
Public Safety

Problem: The LEAP Task Force assigned to the
Department of Public Safety, in cooperation with
the Division management, redesigned and in-
stalled during 1972 a new system for processing
motor vehicle registrations. However, it is still
basically a hand processing system, which, in
part, could be computerized for additional cost
savings.

Solution: A long-range computerized work flow
system is recommended, showing work flow
charts, effect on work processing sections, the re-
quirements for form redesign, computer pro-
gramming and implementation schedule.

Estimated Annual Savings: $224,000
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Anticipated Implementation Date: Novem-
ber 4, 1974

Status: Being implemented.

MOTOR VEHICLE STUDY PROJECT — Re-
port No. 81, Department of Public Safety

Problem: The current manual collection of motor
vehicle registration taxes causes many problems
in administration staffing, personnel utilization
and customer service. The renewal period begin-
ning November 15 of each year causes 2,700,000
notices to be sent to currently registered vehicle
owners. These notices must be returned for proc-
essing by January 10 to avoid penalty, causing a
very sharp peak in processing.

Solution: It is recommended that registration
procedures be spaced over 12 equal monthly bill-
ing periods to effect essential level workload
throughout the year.

Estimated Annual Savings: $129,202

Anticipated Completion Date: Legislation
for consideration by the 1973 Legislature
is being prepared.

Status: Being implemented.

MOTOR VEHICLE SERVICES DIVISION
PROJECT — Report No. 82, Department of
Public Safety

Problem : Minnesota Statutes, 1971, Chapter 168,
authorized the issuance of 39 basic license plates
and 30 different duplicate plates or a total of 69
different kinds of license plates. Because of the
large number of plates, many problems are creat-
ed in the administration and handling of plates.
Law enforcement to ensure actual weights do not
exceed registered weights is difficult since gross
weights declarations by statute are required to
be displayed on truck sides rather than front or
rear. The records of the Department indicate
that 600 to 700 truck owners are charged with
over-weight out of 292,000 registered trucks. This
raises the question whether the State is actually
losing significant amounts of money per year for
non-discovered violations,

Solution: The solution to this problem is in
amending present legislation to simplify the
weight declarations for law enforcement purposes.



Estimated Annual Savings: Indeterminate
at this time.

Anticipated Implementation Date: July 1,
1973

Status: Legislation for the consideration by
the 1973 Legislature is being prepared.

RECOMMENDATION TO CHARGE FEE
FOR MAIL AND PUBLIC COUNTER
WORK PROCESSING PRQOJECT — Re-
port No. 83, Department of Public Safety

Problem: Approximately 75% of all work in regis-
tering and transferring vehicles is handled by
130 deputy registrars throughout the State. For
their service, these registrars charge the appli-
cant $1 per transaction. All applications received
through the mail and at the public counter in the
Department of Public Safety are processed on a
“no charge” basis by the Motor Vehicle Services
Division. The deputy registrars perform a val-
uable service by processing much work that re-
quires form completion, answers to questions,
determination and collection of fees. As much as
possible, it is desirable to allow the motor vehicle
registrars to handle the majority of the necessary
transactions.

Solution: It is recommended to add a “cost”
charge of 50 cents for extra work necessary in the
processing of applications sent by mail to, or per-
sonally presented at, the Motor Vehicle Services
Division. All applicants would be paying their
share of the work processing and many would
divert to the deputy registrars.

Estimated Annual Savings: $450,000 (added
income)

Anticipated Implementation Date: Follow-
ing approval by the 1973 Legislature prior
to the 1973 re-registration.

MOTOR VEHICLE SYSTEMS AND REOR-
GANIZATION STUDY PROJECT — Re-
port No. 84, Department of Public Safety

Problem: Wet stamps have been used to indicate
payment of transfer fees ($2) and pollution con-
trol fees ($1) upon change of legal ownership.
This is a costly way of collecting these fees. Pur-
chase costs, mailing, inventory and control costs
in the use of stamps can be eliminated and fees
still can be collected.
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Solution: Replace the stamps with a line item ac-
counting on the necessary application forms,

Estimated Annual Savings: $56,000

Anticipated Implementation Date: July 1,
1973

Status: Legislation for the 1973 Legislature
is being prepared.

LICENSE PLATE MANUFACTURING BY
THE DEPARTMENT OF CORRECTIONS
FOR THE DEPARTMENT OF PUBLIC
SAFETY, MOTOR VEHICLE SERVICES
DIVISION PROJECT — Report No. 85,
Department of Public Safety

Problem: The uncertain status of the St. Cloud
Reformatory and the Stillwater Prison has caused
concern in the Department of Public Safety for
where and/or how license plate requirements will
be met in the future. A general decline in inmate
population, coupled with an increasing demand
for license plates needed to satisfy legal require-
ments, has strained the Reformatory’s ability to
continue to manufacture the plates.

Solution: It is recommended to extend the license
plate life cycle from two and three years to five
years, and to reduce the type of license plates
presently required. Both changes will relieve the
strain on the present production capacity. This
will allow the State to continue manufacturing
license plates at the St. Cloud Reformatory, which
is the most economical alternative.

Estimated Annual Savings: $465,000
Anticipated Implementation Date: Decem-
ber 31, 1973

Status: Legislation for consideration by the
1973 Legislature is being prepared.

ESTABLISHMENT OF A “MANAGEMENT
BY OBJECTIVES” PROGRAM IN THE
HIGHWAY PATROL DIVISION PRO-
JECT — Report No. 86, Department of Pub-
lic Safety

Problem: During the initial survey of the High-
way Patrol, problems in the following areas be-
came apparent: supervisory pay, equipment
decision making, systems and procedures, finan-
cial control, legislative program, and promotional
policy. The cause of the problems is basically due
to lack of exposure to, and not enough experience
in, advanced management techniques.



Solution: It is recommended that a management
by objectives program be established in the Min-
nesota Highway Patrol, Such a program will pro-
vide the basis for a long-range solution to many
of the management problems presently existing.

Estimated Annual Savings: None

Anticipated Implementation Date: Novem-
ber 1973

Status: Being implemented.

ORGANIZATION STUDY PROJECT — Re-
port No. 87, Department of Public Safety

Problem: The present Department of Public
Safety organization, functions, and responsibili-
ties need clarification and additional functions
may be necessary.

The functions of the general and adminis-
trative divisions, and the scope of the sections,
need clarification. In some cases, directors have
indicated that reporting relationships indicated
on organization charts are not being followed.
Job descriptions are not written for all positions
in the divisions.

Solution: It is recommended that the Depart-

ment of Public Safety be realigned into new

reporting relationships, and that continually up-

dated position descriptions be produced.
Estimated Annual Savings: None

Anticipated Implementation Date: March
1,1973

Status: Being implemented.

BUREAU OF CRIMINAL APPREHENSION
STUDY PROJECT — Report No. 88, De-
partment of Public Safety

Problem: In the past, when presenting proposed
biennial budgets to the Governor, the Bureau of
Criminal Apprehension has utilized as the base
for the new budget the prior biennial budget,
and increased dollar amounts to accommodate
planned increases. While this technique has been
workable, it does not actually satisfy the need
nor justification for new positions or equipment,

Solution : It is recommended to use a zero budget
approach which was utilized by the Division in
1972 to justify the need for every single person
on the payroll. Equipment has been reviewed to
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justify its need. Facilities have been reviewed to
determine whether they are adequate or not. By
using latest techniques of forecasting, each work
area has been reviewed to determine future
trends. Actual statistics have been analyzed to
determine trends and future needs. Such trends
have been included in the presentation of the
biennial budget.

Estimated Annual Savings: None

Anticipated Implementation Date: Imple-
mentation is completed.

CIVIL DEFENSE STUDY PROJECT — Report
No. 89, Department of Public Safety

Problem: Lack of clear understanding in the
working relationship between the Director of
Civil Defense, the Governor, and the Commis-
sioner of Public Safety, became apparent. Previ-
ous to establishing the Department of Public
Safety, the Civil Defense Director reported di-
rectly to the Governor. With the establishment
of the Department, Civil Defense was made a
Division of the new Department with the new
Commissioner assuming all the powers and du-
ties of the previous Director of Civil Defense.
The new Director and his personnel have a close
liaison with the Governor in times of emergency,
and express the desire that they should report
directly to the Governor.,

Solution: The Commissioner of Public Safety
should define the duties and responsibilities of
the Director of Civil Defense, differentiating be-
tween day-to-day and emergency situations in
which the Governor’s Office becomes involved.

Estimated Cost Savings: None

Anticipated Implementation Date: February
1,1973

Status: Being implemented.

FIRE MARSHAL STUDY PROJECT — Report
No. 90, Department of Public Safety

Problem: The Division of Fire Marshal presently
has no organization in accordance with line or
functional management concepts. All 25 employ-
ees in the Fire Marshal’s office report directly to
the Fire Marshal for assignments, day-to-day
communications and reports.

Solution: It is recommended that the office be
organized into an effective operating line/func-



tional organization. It is recommended that a
Deputy Fire Marshal be appointed. The State
should be organized into regions. It also is rec-
ommended that communication between the re-
gions be improved.

Estimated Annual Savings: None

Anticipated Implementation Date: Imple-
mentation has been completed.

RECOMMENDATIONS REGARDING POW-
ERS AND DUTIES OF MEMBERS OF
THE BUREAU OF CRIMINAL APPRE-
HENSION PROJECT — Report No. 91, De-
partment of Public Safety

Problem: Minnesota Statutes define the arrest
powers of agents of the Bureau of Criminal Ap-
prehension as being the same as that of a sherift.
However, the Attorney General cannot, because
of other statutory definitions, unequivocally state
that agents of the Bureau of Criminal Apprehen-
sion are peace officers, and thus have the right to
request search warrants. The question, therefore,
is whether or not investigators of the Bureau are
peace officers, thus having the right to request
such search warrants.

Solution: It is recommended that Minnesota
Statutes, Section 299C.03, be amended to clearly
define that members of the Bureau may have the
power of search and seizure similar to sheriffs.

Estimated Annual Savings: Indeterminate

Anticipated Implementation Date: July 1,
1973

Status: Legislation for consideration by the
1973 Legislature is being prepared.

ADMINISTRATIVE PROBLEMS IN THE
BUREAU OF CRIMINAL APPREHEN-
SION INVOLVING ARRESTS FOR
SMALL AMOUNTS OF MARIJUANA
PROJECT — Report No. 92, Department of
Public Safety

Problem : In making an arrest of a person possess-
ing a small amount of marijuana, the police offi-
cer, because the offense is a gross misdemeanor,
must book the suspect, attend the arraignment
the next day, attend the preliminary hearing, at-
tend an evidence hearing and, finally, attend the
trial as witness for the State. Much time is lost
to the State because of these steps made man-
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datory by law for handling of gross misdemean-
ors, and the conviction rate of marijuana arrests
is disproportionately low.

Solution: It is recommended Minnesota Statutes
be amended defining the possession of a small
amount of marijuana (not to exceed 1.5 ounces)
as a misdemeanor.

Estimated Annual Savings: $19,200 (in the
Department of Public Safety alone). Ad-
ditional cost savings will occur throughout
Minnesota law enforcing agencies.

Anticipated Implementation Date: July 1,
1973

Status: Legislation for consideration by the
1973 Legislature has been prepared.

SHORT-RANGE REDESIGN OF THE MO-
TOR VEHICLE REGISTRATION SYS-
TEM PROJECT — Report No. 93, Depart-
ment of Public Safety

Problem: The motor vehicle registration system
existing in May of 1972 is an antiquated hand
processing system. It is increasingly incapable of
handling typical backlogs, the new requirement
for collecting sales tax on motor vehicle transfers
between individuals, the change to an ad valorem
method of calculating motor vehicle registration
tax, and the change in title registration. The cause
of this problem is that little or no systems work
was done to keep the motor. vehicle registration
system up to date prior to its transfer to the
Department of Public Safety in 1969.

Solution: Redesign and implement a new system
for motor vehicle registration.

Estimated Annual Savings: $716,000

Anticipated Implementation Date: Has been
implemented.

DELAY AND TRANSFER OF MONIES COL-
LECTED BY DEPUTY REGISTRARS
PROJECT — Report No. 94, Department of
Public Safety

Problem: Money collected by deputy registrars
for the Motor Vehicle Services Division of the
Department of Public Safety is deposited in local
banks throughout the State, but is not trans-
ferred to the State Treasurer to optimize the
cash flow interest. The delay has been as long
as 60 days. This delay in transferring funds was



caused by a backlog in the agency audit section
of the Motor Vehicle Services Registration Sec-
tion due to the increased workload brought about
by the collecting of Pollution Control Agency
and excise taxes. An “audit” procedure to verify
the accuracy of the Deputy Registrar deposits
and reports was performed prior to the State
Auditor authorizing the transfer of funds to the
State Treasurer.

Solution: Match the Deputy Registrar daily re-
port deposit total with a deposit slip prepared
for the bank to determine that the amounts
agree, and prepare and send to the State Auditor
the Auditor’s deposit slips listing to notify the
State Auditor that he may authorize the trans-
fer of funds to the State Treasurer before the
“audit” procedure has been performed. This will
eliminate deposit delays brought about by back-
logs during pay periods. A recommendation to
instruct depositories to automatically transfer
funds daily in the future is related to this project
report, but is part of the overall cash-flow project
of the LEAP Flying Squad. (Project Report No.
119.)*

Estimated Annual Savings: $600,000

Anticipated Implementation Date: June 30,
1973

Status: Being implemented.

SYSTEMS STUDY OF THE DRIVERS LI-
CENSE FUNCTION PROJECT — Report
No. 95, Department of Public Safety

Problem: A study of the Drivers License Section
of the Motor Vehicle Services Division showed:
1) there was no documented overall plan for
drivers license systems development or review;
2} drivers license on-line data input was extreme-
ly slow; 3) inadequate documentation of the cur-
rent work procedures existed; 4) some duplica-
tion of work functions existed and some work
flow was unduly complex; 5) communication
problems between the Information Systems Di-
vision and the Department of Administration
and the Driver’s License personnel were observed.

Solution: It is recommended that: 1) a methods
analyst be provided for this section and an over-
all systems plan be developed; 2) off-line data
entry be provided; 3) documentation on work

*Project No. 119 has not been agreed to by the State
Treasurer.
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procedures provided with this report be main-
tained; 4) the Section’s program for improvement
in work flow and procedures be continued; 5)
further changes be made in the Section’s organi-
zation and procedure.

Estimated Annual Savings: $247,800

Anticipated Implementation Date: April 1,
1974

Status: Being implemented.

FINANCIAL ACCOUNTING AND REPORT-
ING BY THE FINANCE SECTION
OF THE DEPARTMENT OF PUBLIC
SAFETY PROJECT — Report No. 96, De-
partment of Public Safety

Problem: The Commissioner of Public Safety
and the division heads do not receive regularly
issued financial reports that indicate the expen-
ditures in their areas of responsibility compared
to the appropriations. The information that is
available monthly after expenditures and ap-
propriations is not in the form that would be
meaningful to a manager and is not timely
enough to be acted upon. A manually-prepared
summary of all available information, which
would identify to each manager how he is operat-
ing, compared to the originally submitted bud-
get, is presently considered a luxury and not a
necessity, and hence is not prepared because of
its low priority.

Solution: The statewide accounting system will
provide a data base of receipts and disbursements
by major departments and will allow the user
department to summarize the accounts within
the department in a manner that will best align
with the financial responsibility identified by the
organizational reporting structure. Suflicient in-
formation will be available to recapitulate man-
ually, if necessary, but the computer output
should conform in format to the user’s needs.
The Commissioner should assign high priority to
financial reporting to ensure its implementation.

Estimated Annual Savings: $12,000

Anticipated Implementation Date: June 30,
1973

Status: Being implemented pending imple-
mentation of the Statewide accounting
system in the Department.



Summary of Annual Savings:

Savings
Long-range Automated Motor Vehicle Registration System Project — Report No. 80.. $224,000
Motor Vehicle Study Project — Report No. 81 ... 129,202
Motor Vehicle Services Division Project — Report No. 82 ...................... Indeterminate
Recommendation to Charge Fee for Mail and Public Counter Work ‘
Processing Project — Report No. 83 ... ..o i 450,000
Motor Vehicle Systems and Reorganization Study Project — Report No. 84 ........ 56,000

License Plate Manufacturing by the Department of Corrections for the
Department of Public Safety, Motor Vehicle Services Division Project — Report No, 85 465,000

Establishment of a “Management By Objectives” Program In the Highway
Patrol Division Project — Report No. 86. .. .. ... . . i -

Organization Study Project — Report No. 87 ... ... ..o, —
Bureau of Criminal Apprehension Study Project — Report No. 88 ................. —
Civil Defense Study Project — Report No. 89 ...y —
Fire Marshall Study Project — Report No. 90 ......... ..o —

Recommendations Regarding Powers and Duties of Members of the Bureau

of Criminal Apprehension Project — Report No 91 ........ ..o, Indeterminate

Administrative Problems In the Bureau of Criminal Apprehension Involving

Arrests for Small Amount of Marijuana Project — Report No. 92 .................. 19,200

Short-Range Redesign of the Motor Vehicle Registration System Project

Report NO. 93 oo oottt 716,200

Delay and Transfer of Monies Collected By Deputy Registrars Project

—Report NO. 94 .o 600,000

Systems Study of the Drivers License Function Project — Report No. 95 ........... 247,800

Financial Accounting and Reporting By the Finance Section of the Department

of Public Safety Project — Report No. 96. ... ... 12,000
Total............ $2,919,202
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Public Welfare Task Force

The Department of Public Welfare is account-
able for the welfare system in Minnesota, but by
Statute is actually a coordinator of 87 county
welfare agencies. It serves as a fiscal and service
program intermediary between the county agen-
cies and the Federal Department of Health, Edu-
cation and Welfare. The Department also is
responsible for the care of all the State’s mentally
ill or retarded persons; and for hospital residence
and connected treatment programs. Additionally,
the Department is responsible for the licensing of
welfare facilities in the State and for the delivery
of grant-in-aid to contract suppliers of service.
The LEAP Task Force studied the Department
with three major objectives in mind:

o Maximize revenues

e Minimize expenses and costs of programs

e Introduce business techniques and organi-

zation

The departmental organization encountered
in June of 1972 was one that had evolved over ap-
proximately 20 years. The organization was pri-
marily along program lines with little or no
understanding of line/staff relationships. The
Department employs approximately 6,400 people
and has an annual budget of approximately
$400,000,000. There are 14 State Hospitals oper-
ated by the Department with an average daily
patient population of 6,800.

Areas of strength and weakness

Strengths: The most significant strength of the
Department is a well educated, talented and
dedicated staff. Although the Department is in
a state of change with the usual anxieties and
apprehensions that occur in any reorganization,
the excitement of the anticipated changes has,
in many cases, kindled motivation, creativity,
enthusiasm and energy in many staff members.

Weaknesses: The major weaknesses are admin-
istrative deficiencies, fiscal ineptness, indecisive-
ness, and lack of modern management tech-
niques and management tools.

MAXIMIZATION OF FEDERAL AND COUN-
TY FINANCING OF STATE HOSPITALS
PROJECT — Report No. 8, Department of
Public Welfare

Problem : Billings to the Federal government and
to counties for hospital service during fiscal 1971/
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72 under Medical Assistance and Aid to the Dis-
abled programs are made by using the prior
year’s statewide per diem. No provisions have
been made for adjusting the billings to use
current year cost figures, depreciation and per
diem per hospital, versus statewide hospital per
diem. Other hospital expenses, bad debts, and
central service allocations have also been omit-
ted from the per diem calculation.

Solution: Manually extract from the accounting
system the Federal and county billings by pro-
gram and by hospital, and calculate and adjust
billings, including individual hospital current year
cost data, depreciation rates, and central office
administrative costs. Also, merge the above cost
items into the per diem rate used on current
monthly billings to the Federal government and
the counties.

Estimated Annual Savings:

Additional Federal billings .. ... $4,047,915
Additional county billings . ... .. 234,424
Back Clam .............. $4,282,339

Future annual additional billings 1,908,237

Future annual interest income. .. 76,329
Total Annual Savings . .... 1,984,566
$6,266,905

Anticipated Implementation Date: July 1,

1973
Status: Being implemented.

MAXIMIZATION OF INSURANCE REVE-
NUE FOR STATE HOSPITAL COST-OF-
CARE PROJECT — Report No. 6, Depart-
ment of Public Welfare

Problem: 29% of mentally ill patients in private
or community hospitals pay for their cost-of-
care. No payment is received for similar services
at State Hospitals, based on a recent study of 58
insurance company claims. In view of the costs
incurred by maintaining and operating State Hos-
pitals, and direct patient care, these insurance
companies appear to be benefitting from public
funds for their clients. The reason is the lack of
controlling legislation.

Solution: Pass legislation requiring insurance
companies not to exclude State Hospitals from
mental illness coverage, if it is offered for private
or community hospitals.

Estimated Annual Savings: $645,705



Anticipated Implementation Date: July 1,
1973

Status: Legislation is being prepared for
consideration by the 1973 Legislature.

IMPROVEMENT OF MONEY FLOW PROB-
LEM THAT EXISTS BETWEEN THE
COUNTY OFFICES AND THE STATE
CENTRAL OFFICES PROJECT — Report
No. 7, Department of Public Welfare

Problem : The Department forwards monies to the
county welfare agencies to enable them to pay
for cost-of-care of county patients at State insti-
tutions. There is a cash float averaging 8.3 months
based on an average monthly billing rate. Al-
though the counties have a balance of $2,527,936
in funds forwarded to them for the sole purpose
of paying for cost-of-care, on June 30, 1972,
$9,822,696 were outstanding in accounts receiv-
able at the State for this specific purpose. Be-
cause of this excessive float, the State is using
State funds for the support of this program in-
stead of available Federal funds. This problem is
caused by an almost non-existent cash flow pro-
gram at both State and county levels.

Solution: Initiate appropriate contacts with the
counties to recommend requests for advances
from the State, and payments from the counties
to reduce this float. Establish a specific procedure
including job descriptions and reports at the De-
partment to insure control on a continuing basis.

Estimated Annual Savings: $264,034

Anticipated Implementation Date: January
1,1973

Status: Being implemented.

IMPROVEMENT OF MONEY FLOW PROB-
LEM BETWEEN COUNTY OFFICES
AND THE STATE CENTRAL OFFICE
IN THE MEDICAL ASSISTANCE PRO-
GRAM PROJECT — Report No, 8, De-
partment of Public Welfare

Problem: As of June 30, 1972, county welfare
agencies in Minnesota owed the State central
office $1,482,647 for cost-of-care patients in State
institutions eligible for reimbursement on the
Medical Assistance Public Assistance Program.
The same counties owe the State $147,795 for
hold orders. This problem, depriving the State of
the interest on significant amounts, is the result
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of a poorly administered program. Very little
administration exists other than the recording
of numbers.

Solution : Reduce the past-due billing level to one
month worth of billing by strict control and by
improving administration of existing rules and
regulations.

Estimated Annual Savings: $46,535

Anticipated Implementation Date: January
1, 1973

Status: Being implemented.

MAXIMIZATION OF STATE HOSPITAL
REVENUE FROM INDIVIDUALS IN-
SURANCE COMPANIES,ESTATES AND
WARRANT TRANSFERS PROJECT —
Report No. 10, Department of Public Welfare

Problem: Under current legislation and practice,
the Department calculates current-year cost-of-
care in State hospitals on a statewide per diem
basis for all mental illness cases, mental re-
tardation cases and inebriate-drug and alcohol
facilities, using last year’s actual cost excluding
depreciation, as well as attributable central de-
partmental costs. For the five-year period of
1967 to 1972, the State should have collected an
additional $5,932,177 from individuals, insurance
companies, estates and warrant transfers.

Solution: Legislation is required to allow indi-
vidual State Hospital charges to be made on the
basis of actual costs for hospital and time period
in which the services were provided, as well as
attributable central office administrative costs,

Estimated Annual Savings: $1,233,892

Anticipated Implementation Date:
1973

Status: Legislation for consideration by the
1973 Legislature is being prepared.

July,

INELIGIBILITY AND IMPROPER PAY-
MENT IN THE PUBLIC ASSISTANCE
PROGRAM PROJECT — Report No. 36,
Department of Public Welfare

Problem: Ineligibility and improper payments
have exceeded the tolerance limits prescribed by
the Department of Health, Education and Wel-
fare in the sampling period of the last six months
of 1971 and the first six months of 1972. The
Minnesota Simplified Method of determining the



eligibility of the 87 independent administration
systems in the county welfare agencies have, to
a degree, encouraged ineligibility. The majority
of improper payments seem to be the result of
limited training in grant determination at the
county level.

Solution: Abandon the Minnesota Simplified
Method in favor of more proof of eligibility. Es-
tablish a centralized payment system to achieve
a cross-check file between counties. Institute a
State central office training program to improve
administrative performance at the county level.
Estimated Annual Savings: $11,559,224

Anticipated Implementation Date: Decem-
ber, 1973

Status: Being implemented.

SIMPLIFICATION OF LICENSING PROJ-
ECT — Report No. 37, Department of
Public Welfare

Problem: The licensing function of the State is
being performed by many State departments. In
some cases departments assist one another on a
fee basis. The question arises whether licensing
and/or licensing administration should be cen-
tralized. The secondary question is how the li-
censing function should be performed in the
Department of Welfare, if it is not centralized
on a statewide basis. Licensing in Public Welfare
is primarily concerned with areas of residential
facilities (nursing homes and providers of social
services). The function has grown so rapidly that
the problem of how to perform it becomes acute.

Solution: Maintain licensing of fixed facilities
and programs under direct control of the Depart-
ment. Administrative procedures should be sim-
plified and centralized within the Department to
include computerization.

Estimated Annual Savings: None

Anticipated Implementation Date: Febru-
ary 1, 1973
Status: Being implemented.

EXEMPTION OF STATE HEALTH CARE
INSTITUTIONS FROM REVIEW OF
PER DIEM INCREASE BY STATE AD-
VISORY BOARD AND IRS PRICE COM-
MISSION PROJECT — Report No. 38, De-
partment of Public Welfare

Problem: Minnesota Statutes, Section 246.50,
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requires an annual adjustment of the per diem
rate for State Hospitals. The new rate is always
based on the previous year’s cost. The current-
year per diem rate was disapproved by the Price
Commission Review Board. The cost would result
in an increase following policies of the Federal
Price Commission. It is felt that all facts were
not brought to light in this review and irrelevant
subjects were made part of the consideration.

Solution: The per diem rate for State Hospitals
should be exempted from Federal Price Guide-
lines. Direct contact between the Commissioner
of Welfare and the Director of the local IRS will
be necessary. If the exemption is refused, a re-
hearing should be scheduled with the State
Advisory Board.

Estimated Annual Savings: $298,139

Anticipated Implementation Date: January
1,1973

Status: Being implemented.

LICENSING COUNTY NURSING HOMES
PROJECT — Report No. 40, Department of
Public Welfare

Problem: The State Department of Health li-
censes 460 private nursing homes, plus 456 other
facilities in the State. The Division of Public
Assistance in the Welfare Department licenses
20 county nursing homes. The duplication is due
to a 1951 State law transferring the licensing of
county nursing homes from the Health Depart-
ment to the Welfare Department, while the li-
censing of private nursing homes has remained
with the Health Department.

Solution: Transfer, by legislation, the licensing
of the county nursing homes back to the Health
Department.

Estimated Annual Savings: Minimal
Anticipated Implementation Date: July 1,
1973

Status: Legislation for consideration by the
1973 Legislature is being prepared.

MEDICAL FEE SCHEDULE PROJECT — Re-
port No. 61, Department of Public Welfare

Problem: A standard of medical fees is not now
available at the county welfare agencies to audit
statements for medical services provided under
Federal assistance programs. Medical statements



are being paid by county welfare agencies with-
out auditing to determine if the charges are
reasonable. Because of administrative error and
other causes, it is estimated that 8% of the value
of the vendor’s statement are overpayments.

Solution : An up-to-date medical fee schedule has
been offered to the Department by two leading
insurance companies for use in auditing medical
charges. This fee schedule should be distributed
to county welfare agencies and made mandatory,
to monitor medical charges under medical assis-
tance programs.

Estimated Annual Savings: $1,568,274

Anticipated Implementation Date: January
31,1973

Status: Being implemented

REORGANIZATION PROJECT — Report No.
62, Department of Public Welfare

Problem: The Task Force was asked by the Wel-
fare Planning Section to review an existing com-
prehensive reorganization plan. The Task Force
found that the existing organization is not only
incompatible with the proposed plan, but it is
also awkward for the operation of the existing
delivery system. The main problem was con-
ceived to be a misunderstanding of line/staff re-
lationship in the Department. The recommended
plan, advocating drastic changes in the delivery
system, did not spell out in sufficient detail how
to achieve that goal.

Solution : Reorganize the Department along func-
tional lines to provide more support for the ex-
isting delivery system. Develop a three-phase
approach to achieve the ultimate goal of the
“comprehensive plan.”

Estimated Annual Savings: Indeterminate
at this time.

Anticipated Implementation Date: The im-
plementation is anticipated to be complet-
ed in three stages: Phase I~ June 30,
1974; Phase II — June 30, 1975; Phase I1I
— June 30, 1977.

Status: Being implemented.

REIMBURSEMENT OFFICER ACTIVITY
AT THE STATE INSTITUTIONS PROJ-
ECT — Report No. 64, Department of Pub-
lic Welfare

Problem: Presently the reimbursement officer at
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each State institution reports to central office for
supervision, Consequently, State Hospital admin-
istrators have no control over this function.
Guidelines for the reimbursement officer for bill-
ing policy and procedures are not consistently
followed. Controls over the related accounts re-
ceivable should be tightened. The reimbursement
officer is operating as an almost free agent with
little direct supervision. The accounts receivable
are not in balance from month to month, billings
are late and are not submitted under a strict dol-
lar control.

Solution: Billing policy and procedures should
be developed on a consistent basis and made
mandatory as the standard authority for all re-
imbursement officers. Provide closer supervision
at the local level for each reimbursement officer.
Place tight control on accounts receivable, de-
velop procedures to provide strict dollar control
over billings as well as follow-up on collections
of accounts receivable.

Estimated Annual Savings: Indeterminate

Anticipated Implementation Date: June 30,
1973

Status: Being implemented.

IMPROVEMENT OF FUNCTIONS IN THE
ADMINISTRATIVE SERVICES DIVI-
SION PROJECT — Report No. 65, Depart-
ment of Public Welfare

Problem: Present accounting activities include
some auditing, general accounting, payroll and
cashier function. The accounting function does
not include preparation of financial statements
on a current basis for various levels of manage-
ment in the Department. Major departmental
functions are operating in a vacuum concerning
financial control. State institutions’ cost of opera-
tions are not reported on a current basis by the
individual responsible for the operation. Current
and past activity and related cost data as well
as fixed assets are not included in the cost ac-
counting procedure. It became evident that the
overwhelming concern of the Department is to
provide service, and very little attention is given
to the cost of the operation. This lack of emphasis
on cost control has resulted in a disregard of re-
porting functions involving accountability for
public funds.

Solution: Provide the ability to supply monthly
reporting from a general and cost accounting viev-



point to effect accountability for the expenditures
and the receipts. Provide separate, but integrated,
accounting systems for the State institutions.
Set up rigid accounting requirements for each
area of responsibility within the Department.

Estimated Annual Savings: Indeterminate

Anticipated Implementation Date: June 30,
1973

Status: Being implemented.

POTENTIAL SAVINGS AND UNIFORM AP-
PLICATION OF ASSISTANCE WITH
BLOCK GRANTS — Report No. 118, De-
partment of Public Welfare

Problem: Inconsistency exists among the 87
counties in Minnesota regarding the variable por-
tion of the assistance grants based on estimate-
of-need. It is difficult to maintain a uniform policy
and keep all county welfare workers informed.
It also tends to inflate the overpayment statistics
that result from Quality Control Checking done
by the Field Services Division of the Department.
The administration of the Public Assistance
Programs requiring an “estimate-of-need” is
costly and inconsistent.

Solution: Establish block grants to provide for
items generally considered in the “estimate-of-
need” category.

Estimated Annual Savings: $797,160 (in
AFDC only)
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Anticipated Implementation Date: July 1,
1973

Status: Being implemented.

AUDITING ACTIVITIES PROJECT - Report
No. 123, Department of Public Welfare

Problem: The internal audit activity in the De-
partment is minimal. In fact, no internal audit
has been performed during the last year. During
the later half of 1972, the internal auditor was
involved in compiling statistics for upcoming
budgetary legislation. Strong leadership, quali-
fied in financial and operational auditing appears
to be lacking. Audit activity in the State institu-
tions is almost non-existent, although such vola-
tile items as patient bank accounts and trust
inventories are involved.

Solution: Under the reorganization plans for the
Department, the audit activities should be con-
golidated under an audit-oriented professional
within the Support Services Division. Internal
controls, audit questionnaires, audit programs,
audit schedules and audit reports should be ex-
panded or inaugurated. Audit findings should
be discussed with the appropriate personnel in
charge; follow-up on corrective actions is
mandatory.

Estimated Annual Savings: Indeterminate

Anticipated Implementation Date: August
1, 1973

Status: Being implemented.



Summary of Annual Savings:
Savings
Maximization of Federal and County Financing of State Hospitals —
Report NO. 3 . $ 6,266,905

Maximization of Insurance Revenue for State Hospital Cost-of-Care
Project —Report No. 6 . ... ... . 645,705

Improvement of Money Flow Problem that Exists Between the County and
the State Central Offices Project — Report No. 7 ............oovrivon . —

Improvement of Money Flow Problem Between County Offices and the State
Central Office in the Medical Assistance Program Project — Report No. § . ... ... 46,534

Maximization of State Hospital Revenue from Individuals, Insurance Companies,
Estates and Warrant Transfers Project — Report No. 10 .. ................... 1,233,892

Ineligibility and Improper Payment in the Public Assistance Program
Project — Report No. 36 . ... ..o 11,559,224 *

Exemption of State Health Care Institutions from Review of Per Diem
Increase By State Advisory Board and IRS Price Commission Project —

Report No. 88 ... 298,139
Licensing County Nursing Homes Project — Report No. 40 .................. -
Medical Fee Schedule Project — Report No. 61 . ......... .00, 1,568,274
Reorganization Project — Report No. 62 ... ... Indeterminate
Reimbursement Officer Activity at the State Institutions Project —
Report No. 64 ... ... Indeterminate
Improvement of Functions in the Administrative Services Division Project
—Report No. 65 ... ... . Indeterminate
Potential Savings and Uniform Application of Assistance With Block Grants
—Report No. 118 ... . 797,160
Auditing Activities Project — Report No. 123 . ......... ... e Indeterminate
Total............ $22,679,867
*These savings are distributed as follows:

Federal funds ......... .. i $6,437,166

State funds . ... i e e 2,543,029

County funds . ...t e e e 2,543,029
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TRANSPORTATION TASK FORCE

LEAP proposals developed for the Department of Highways are the topic of this meeting between Trans-
portation Task Force members and Ray Lappegaard, center, Commissioner of Highways.
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Transportation Task Force

The Task Force was originally charged with re-
viewing operations in both the Department of
Highways and the Department of Aeronautics.
Due to lack of time, the Task Force devoted most
of its effort to the Department of Highways since
projects in this Department will result in appreci-
ably larger savings to the public.

A brief statement dealing with the Depart-
ment of Aeronautics is included in the Task Force
report.

The Department of Highway’s primary func-
tion is to plan, construct and maintain the State’s
trunk highway system. It operates on dedicated
funds coming in part from the Federal highway
trust fund (30-40%), with the balance of the
Department’s revenue coming primarily from
State highway user taxes.

The Department employs approximately
5,100 permanent employees and has an estimated
1973 budget of $247,000,000.

The central office of the Department is lo-
cated in the Capitol Complex in St. Paul. The
State is divided into nine districts each having a
district headquarters located within the district.
Thus, equipment, facilities and personnel are be-
ing employed throughout the State.

Areas of Strength and Weakness

Strengths: The greatest strength of the Depart-
ment is the caliber of its personnel, both in
competence in their technical field and in their
progressive approach to solving the problems pre-
sented by the rapidly-changing transportation
needs of the people of Minnesota. They are most
responsive to the concerns of the public they
serve.

Weakness: The primary weakness in the Depart-
ment is the degree of emphasis on cost control.
The nature of governmental systems does not
develop the urgency, or provide the incentives,
to improve cost controls that are common in com-
petitive enterprises. Often times political pressures
complicate and prevent such efforts. While this
is not peculiar to the Highway Department (it is
inherent in most governmental and non-profit
organizations), it can be combatted only by a
concerted management effort to reduce costs
which need the support of the public at large,
as well as of the Legislature and the Governor’s
office.
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This de-emphasis of cost control causes ineffi-
cient organizational relationships to be perpetu-
ated, resulting in duplications of function and
under-utilization of manpower.

INVENTORY CONTROL—SHOP AND FIELD
INVENTORY PROJECT — Report No. 12,
Department of Highways

Problem : Maintenance, shop and field supply in-
ventories of approximately $9,000,000 are high,
based on a turnover rate of less than once per
year. Labor cost to maintain these inventories,
approximately $730,000 annually (73 positions),
are high because of the great amount of clerical
effort required of the present system. There is
not adequate control procedure to assure a mini-
mum inventory level, disposal of obsolete items,
recording of surplus items, or accurate activity
costs.

Solution: A simple automated system of inven-
tory control is recommended that will provide
information to obtain a controlled minimum in-
ventory level and substantially reduce labor costs
of clerical activities,

Estimated Annual Savings: $150,000
Estimated One-Time Savings: $5,000,000
Anticipated Completion Date: April, 1973

Status: Being implemented.

PROJECT REPORT No. 16 — Property Inven-
tory in the Department of Highways

Problem: Ever since the Department was formed
in 1922 it has been acquiring property for high-
ways and related uses. Some of it was transferred
by legislation from the counties and many of
these records are difficult to trace. Also, the rec-
ords maintained prior to the development of a
computer record in 1955 are unreliable. It ap-
pears there has never been an audit made resolv-
ing whether property records are in compliance in
all cases with laws and regulations dealing with
the retention and disposition of properties held
by the Department.

The Department has relied largely on the
market demand for property to police the system.,
A small sampling leads the Task Force to believe
the results of an audit would be worth the effort.

Solution: It is recommended that each District
Engineer be asked to have prepared a listing of all
parcels of property in his district that do not
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underlie highways. (The term “underlying the
highways” shall be construed to mean that land
between normal right-of-way limits,)

Information on each parcel should be re-
corded in the manner provided in this report.
The District Engineer should indicate his opinion
with respect to the need for retaining each parcel,
applying criteria to be established by the Com-
missioner. The Chief Engineer should make his
recommendation to the Commissioner and the
Commissioner should take appropriate action to
dispose of land if it is considered unnecessary to
be held by the State.

Estimated Annual Savings: Indeterminate
at this time due to lack of information.

Anticipated Implementation Date: Febru-
ary 1, 1973

Status: Being implemented.

WORK IN PROGRESS INVENTORIES — DE-

SIGN AND RIGHT-OF-WAY PROJECT

— Report No. 17, Department of Highways
Problem: It has been the practice of the Depart-
ment to substantially over-program highway de-
velopment. Overprogramming has resulted in
design and right-of-way activities being conducted
on some projects not expected to be built in the
foreseeable future.

Solution: Inventory all work in progress, and
compare with the Backbone Plan and interstate
programs. Then discontinue work on projects not
included, or scheduled for contracts, more than
ten years away,

Estimated Annual Savings: Cannot be fore-
cast at this time.

Anticipated Implementation Date: January
30,1973

Status: Being implemented.

OPERATIONAL COST CONTROL (Field Ac-
tivity) PROJECT — Report No. 18, Depart-
ment of Highways

Problem: Levels of work planning and accom-
plishment are not consistent throughout the
State. Maintenance supervision does not have in-
formation or a system to accomplish good work
planning and scheduling. There is no way to
measure its effectiveness.

Solution: Establish cost centers, unit costs and
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work planning, scheduling and measurement pro-
grams.

Estimated Annual Savings: $1,700,000

Anticipated Implementation Date: October,
1973

Status: Being implemented.

MANPOWER PLANNING PROJECT — Re-
port No. 19, Department of Highways

Problem: To more accurately determine staffing
requirements, the Department needs a method
of projecting its manpower needs by an orga-
nization unit based on projected work loads and
reliable measures of productivity. It has been the
practice of the various managers to set their staff-
ing requirements based on their individual judg-
ments, frequently resulting in inefficient staffing
and preventing department-wide coordination to
fill needs and deal with surpluses.

Solution: Develop a program that will project
manpower needs by organizational unit based on
anticipated work loads, losses through turnover,
and improved productivity. Develop measures of
productivity wherever feasible so improvement of
objectives can be met.

Estimated Cost Savings: Indeterminable at
this time,

Anticipated Implementation Date: April 30,
1973

Status: Being implemented.

FINANCIAL POLICIES AND PROCEDURES
PROJECT — Report No. 21, Department
of Highways

Problem: There are no department-wide policies
and procedures that define financial responsibility
and accountability, and prescribe the funda-
mental financial planning, reporting and control
functions to be performed. The Department does
not have a financial management and control
system that provides the management with the
necessary financial information required to effec-
tively manage the operation and to insure proper
utilization and control of major assets.

Solution: Develop a financial manual that out-
lines essential financial policies and procedures
and defines responsibility and accountability for
accomplishing major financial functions. Further,
begin applying those policies and procedures



where significant improvement can readily be
accomplished within the accounting system.

Estimated Annual Savings: Indeterminate
Anticipated Implementation Date: October
1,1973

Status: Being implemented.

CONTINUING COST IMPROVEMENT PRO-
GRAM PROJECT — Report No. 28, De-
partment of Highways

Problem: Costs for all departmental functions
are increasing yearly, but funds available for
construction, as a percentage of total revenues,
are steadily decreasing.

Solution: There is a need for a simple, effective,
continuing cost improvement program to provide
additional construction funds to accelerate es-
sential highway building programs. This can be
the major source of funds to postpone the need
for tax increases for highway purposes for many
years.
An attainable overall accomplishment target
of 5% of expenses per calendar year has been es-
tablished by Highway Department management.
Conservatively, a minimum of one-half of this
cost improvement will carry forward into future
years and provide additional funds for highway
building,
Estimated Annual Savings: On this basis,
and based upon projected Federal and
State funds through 1979, an additional
$182,000,000 can be made available for
major highway construction. Annual sav-
ings in 1973 are estimated to be
$11,000,000.
Anticipated Implementation Date: The pro-
gram was installed on November 15, 1972

Status: Highway cost improvement program
is being implemented. Application to all
major State departments in the executive
branch should be considered.

OPERATIONAL COST CONTROL (Shop Ac-
tivities) PROJECT — Report No. 42, De-
partment of Highways

Problem: Equipment maintenance costs per unit
of use vary considerably between shops in the
Highway Department. Maintenance work is not
scheduled based on preventative maintenance
programs. Equipment is not replaced or pur-
chased with consideration of maintenance cost.
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Solution: Initiate a preventative maintenance
program and cost unit control. Install a work
plan, scheduling and measurement program. De-
velop an economic replacement and total cost
purchase program.

Estimated Annual Savings: $1,500,000

Anticipated Implementation Date: Novem-
ber, 1973

Status: Being implemented.

MANAGEMENT PROGRAM FOR PRE-CON-
STRUCTION ACTIVITIES PROJECT —
Report No. 43, Department of Highways

Problem: There is a need for an overall pre-
construction project planning and control system
that targets dates and costs, defines responsibil-
ity, and monitors project accomplishment. The
absence of firm department-wide construction
programs for a period of years ahead has allowed
design work and right-of-way acquisitions for
potential highways to proceed, where the possi-
bility of actual highway construction is remote.
This is being corrected through project No. 17,
titled “Work in Progress Inventories.” However,
a system needs to be devised to prevent this re-
currence in the future. The absence of a work
progress status and scheduling system has pro-
moted inefficiency and, most importantly, does
not give top managers a means of knowing a
project status in comparison to other projects.

Solution : Implement a major management system
that requires for each big construction project:
1) definition of major activities to be accom-
plished, 2) targeting of activity completion date
and estimated cost of these activities, 3) specific
responsibility assignments, 4) monitoring of prog-
ress of the project in relation to the plans.

Estimated Annual Savings: Not determina-
ble at this time.

Anticipated Implementation Date: April 15,
1973

Status: Being implemented.

CENTRAL SHOP OPERATIONS PROJECT
— Report No. 98, Department of Highways

Problem: The Department operates a central re-
pair shop to provide the districts with services
that are believed to be more economically accom-
plished at one central point. However, these serv-
ices have not been defined on an economic basis.



Because there is not a program of cost evaluation
to determine what operations should be per-
formed by the central shop, there is inconsistency
in which work is performed.

Solution: Prepare cost evaluation to determine
which work should be performed at the central
shop. Develop unit costs for operations, and im-
plement a work planning schedule and measure-
ment program, Have new equipment transferred,
received, inspected and modified at the districts.

Estimated Annual Savings: $60,000

Anticipated Implementation Date: Decem-

ber, 1973
Status: Being implemented.

ORGANIZATIONAL ADJUSTMENTS PROJ-
ECT — Report No. 125, Department of
Highways

Problem: There is a recognized need for 1) re-
alignment and clarification of responsibilities in
the central office and the district offices, and the
relationships between them and 2) elimination of
duplication of functions in the central office and
district offices and 3) improved communications
between top department management and dis-
trict management. The Highway Department has

Summary of Annual Savings:

for many years operated under a complicated
organizational set-up resulting in confused or
poorly established communication between the
technical staff, the line or operating personnel,
and top management. This has often resulted in
serious duplication of efforts.

Solution: The organization recommendation in-
corporates the following major points:

A clear separation of line and staff respon-
sibility.

A management committee (cabinet) com-
posed of five operating heads and four staff heads.

Consolidation of three staff groups into an
Engineering Services Division.

Centralized highway system planning with
full operation input into the central planning
function.

Realignment of the nine districts into five
major districts with relatively equal 20-year pro-
jected construction workloads, each staffed to
perform essentially all major pre-letting and
post-letting construction functions.

Estimated Annual Savings: $4,840,000

Anticipated Implementation Date: Decem-

ber 1, 1973
Status: Being implemented.

Annual One Time
Savings Savings
Inventory Control — Shop and Field Inventory Project —
Report No. 12 . i e $ 150,000 $5,000,000
Real Property Inventory Project — Report No. 16 ............... Indeterminate —
at this time
Work in Progress Inventories Project — Report No. 17 ............ Indeterminate —
Operational Cost Control (Field Activity) Project — Report No. 18. 1,700,000 —
Manpower Planning Project — Report No. 19 .................. Indeterminate —
Financial Policies and Procedures Project — Report No. 21..... ... Indeterminate —
Continuing Cost Improvement Program Project — Report No. 28 . . 11,000,000 182,000,000
(thru ’79)
Operational Cost Control (Shop Activities) Project — Report No. 42 1,500,000 —
Management Program for Pre-Construction Activiteis Project
—Report No. 43 .. .. . Indeterminate —
Central Shop Operations Project — Report No. 98 . ............... 60,000 —
Organizational Adjustments Project — Report No. 125 ........... 4,840,000 —
Total............ $19,250,000 $5,000,000



GOVERNOR’S

LOANED EXECUTIVES ACTION PROGRAM

SUMMARY OF SAVINGS AND COSTS

Savings Costs
Task Force Annual One-Time
Central Management Task Force

—Planning ......... ... .. — - —

— Electronic Data Processing . ................... $ 300,000 — —_

—Personnel ......... . ... 5,000,000 —_ $ 657,000

— Central Services ............ciiiiii 754,500 — —

— Financial Control ............................ 1,081,000 $ 4,000,000 —
Education .............. ... . 688,000 — —
Health ........ ... ... ... ... - — -
Natural Resources ..............coovviivinnennn., 2,636,700 - —
Public Welfare . ............. ... i, 22,679,867 — —
Flying Squad ................. i 5,230,000 — 250,000
Public Safety ..........cooiiini i, 2,919,202 -~ —
Corrections ...........coiiiiinin 4,776,000 1,821,000 -
Transportation ............. ..ot inin., 19,250,000 5,000,000 —
Higher Education ..................ccovvivno.., 157,338 - 137,500

$65,472,607  $10,821,000 $1,044,500
TOTAL SAVINGS $75,249,107
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LEAP Organization

The Loaned Executives Action Program was com-
posed of 100 volunteers from 50 companies in
Minnesota.

The Loaned Executives were divided into
14 T'ask Forces as follows:

Corrections Task Force
Education Task Force

Health Task Force

Higher Education Task Force
Natural Resources Task Force
Public Safety Task Force
Public Welfare Task Force
Transportation Task Force
Flying Squad Task Force
Personnel Task Force
Financial Control Task Force
Central Services Task Force
Electronic Data Processing Task Force
Planning Task Force

The last five were grouped together into a
Central Management Task Force (CMTF'), head-
ed by a Captain for better coordination.

All Task Force Chairmen reported directly
to Douglas Dayton, who also chaired the Steering
Committee consisting of the following members:

Richard L. Brubacher, Commissioner of
Administration

Ted Deikel, Senior Vice President,
Fingerhut Corporation

Lyle H. Fisher, Vice President,
3M Company

Richard H. King, Vice President,
International Multifoods

Gerry E. Morse, Vice President,
Honeywell, Inc.

Robert H. Engels, who also was Vice-
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Chairman of LEAP, Chairman of the
Board, Northern States Power Company

Barney U. Uhlig, on loan from the
Governor’s Office, served as Executive
Secretary of LEAP

The Steering Committee was assisted by
two advisory committees, namely, the Manage-
ment Advisory Committee, consisting of the chief
executive officers of all companies which provided
LEAP with Loaned Executives, and the Gov-
ernmental Advisory Committee, consisting of:

Roger L. Baker, Commissioner of
Economic Development

Richard L. Brubacher, Commissioner of
Administration

Howard B. Casmey, Commissioner of
Education

Gerald W. Christenson, State Planning
Director

John W. Jackson, Director of Civil Service

Ray Lappegaard, Commissioner of
Highways

Dr. Vera Likins, Commissioner of Public
Welfare

Arthur C. Roemer, Commissioner of
Taxation

Thomas A. Kelm, Executive Secretary to
Governor Anderson, attended GAC
meetings regularly, although he was not
a member.

While the function of the Management Ad-
visory Committee was one of general guidance,
the work of the Governmental Advisory Com-
mittee (GAC) was to carefully examine, judge,
and vote on every Project Report from a Task
Force. In fact, this committee, by the end of
LEAP’s program, had developed into a general
advisory committee to Governor Anderson, and
will continue in that capacity in the future.
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LEAP Volunteers

Aas, Conrad J., Northern States Power Company

Abt, Ernst, Brown & Bigelow

Adams, Marvin A., 3M Company

Anderson, Donald S., Northwestern National Life
Insurance Company

Anderson, Lee dJ., The Pillsbury Company

Anderson, William H., Arthur Andersen & Company

Barbero, Jerome J., Twin City Federal Savings &
Loan Association

Baskfield, James I, Fingerhut Corporation

Berg, Roger W., First National Bank of St. Paul

Bethke, William J., Dayton Hudson Corporation

Black, John R., Northwestern National Bank of
Minneapolis

Bong, Jerald, Toro Corporation

Bowen, Charles G., West Publishing Company

Boyden, Arthur C., 3M Company

Boyle, Foss A., Honeywell Inc.

Bunker, Donald D., Control Data Corporation

Butler, Gary L., The Minneapolis Star & Tribune

Carlson, Lloyd G., Tennant Company

Chevalier, James F., Honeywell Inc.

Christiansen, Donald A., Dayton Hudson Properties

Colston, Irene, Northwestern Bell Telephone
Company

Crichton, Charles F., Control Data Corporation

Cummer, Fred, Northwestern Bell Telephone
Company

Dayton, Douglas J.

Dean, William, Honeywell Inc.

Demmer, Hugh L., Minneapolis Gas Company

DePriest, Z. Z. (Zel), Northern States Power
Company

Dobson, William A., Investors Diversified
Services, Inc.

Duma, William J., First National Bank of St. Paul

Engebretson, Mary E., Northwestern Bell
Telephone Company

Eisch, Richard H., Northwestern National Bank of
Minneapolis

Engelhaupt, Harold E., Burlington Northern Inc.

Engelstad, Robert C., Arihur Andersen & Company

English, Bradley C., Lutheran Brotherhood

Fifield, Fred, Medtronic, Inc.

Finke, Robert C., Peat, Marwick, Mitchell &
Company

Fitzgerald, Hugh A., First National Bank of St. Paul

Fox, Harold D., Target Stores, Incorporated

Harmelink, Cliff, 3M Company

Harrigan, Robert B., First National Bank of
Minneapolis

Harrison, Al, Investors Diversified Services, Inc.

Hastad, Virginia B., Northwestern Bell Telephone
Company

Hawley, Nick F., Northern States Power Company

Hedlund, Russell C., Ernst & Ernst

Henry, J. Aubrey, Hoerner Waldorf Corporation

Hitz, William R., 3M Company

Johnson, Paul, Honeywell Inc.

Johnstone, John A., Dayton Hudson Corporation

Klum, James R., National Car Rental System, Inc.

Koch, Francis X., Jr., Northern States Power
Company

Kocourek, Francis A., Univac-Division of Sperry
Rand Corporation

Koop, H. E. (Bud), American Hoist & Derrick
Company
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Kulas, Ludwik dJ., Ernst & Ernst

Lauppe, Robert C., The St, Paul Insurance
Companies, Incorporated

Lemire, Donald E., Dayton Hudson Corporation

Linn, Leonard J., Sears, Roebuck and Company

Lund, Wilfred E., Economics Laboratory,
Incorporated

Lynch, John T, International Multifoods

Maclntyre, James, Medironic, Inc.

Marion, Gene, The St. Paul Insurance Companies,
Incorporated

MecClintock, Elmer F. (Mac), Northwestern Bell
Telephone Company

McCormick, Richard D., Northwestern Bell'
Telephone Company

MecNeal, Jerry M., Dayton’s

Moftet, James F., Padilla and Speer, Inc.

Nord, Roger H., Arthur Andersen & Company

Norm, Vincent, Honeywell Inc.

Oksnovad, Haakon B., Montgomery Ward &
Company

Ostlund, Robert, Honeywell Inc.

Otto, E. Allan, Prudential Insurance Company

Pape, Tove (Mrs.), IBM Corporation

Power, T. Michael, Burlington Northern Inc.

Reynolds, Richard C., Bemis Company, Incorporated

Ripley, Wayne H., First National Bank of
Minneapolis

Roan, Thomas, Medtronic, Inc.

Rooney, Rollie, Honeywell Inc.

Saland, Edman J., Jr., Investors Syndicate Life
Insurance and Annuity Company

Santers, Gerald J., International Multifoods

Sasina, John V., General Mills, Incorporated

Schneider, Mahlon C., Green Giant Company

Schueler, John P., International Multifoods

Speer, David J., Padilla and Speer, Inc.

Speliotis, Nick E., The Pillsbury Company

Stone, Merle V., American National Bank and
Trust Company

Stoneking, Bradley dJ., Bemis Company,
Incorporated

Stratton, Myrle, Dayton Hudson Corporation

Stuessi, Keith A., Honeywell Inc.

Swanson, Donald, Northwestern Bell Telephone
Company

Swenson, Maraleta, Peavey Company

Syverson, Roger, Washington Scientific Industries

Tate, Judy K., Northwestern Bell Telephone
Company

Thomas, Robert R., Cargill, Incorporated

Walsh, William P., T'he St. Paul Insurance
Companies, Incorporated

Weihe, Raymond H., Northwest Airlines,
Incorporated

Williams, Hamner C., IBM Corporation

Williams, James F., IBM Corporation

Winkler, Edward, Honeywell Inc.

Wolf, Mike, Investors Diversified Services,
Incorporated

Woodruff, Lee E., Green Giant Company

Zapfi, William, 3M Company

Ziegler, Arthur J., The Valspar Corporation

Ziegler, Edward G., 8M Company

Zubay, Kenneth P., IBM Corporation



Governmental Advisory Commitiee

-

RICHARD L. BRUBACHER ROGER L. BAKER HOWARD B. CASMEY
Chairman Commissioner of Commissioner of
Commissioner of Economic Development Education
Administration

GERALD W. JOHN W. JACKSON
CHRISTENSON Director of Civil Service
State Planning Director

RAY LAPPEGAARD DR. VERA LIKINS ARTHUR C. ROEMER
Commissioner of Highways Commissioner of Commissioner of Taxation
Public Welfare
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Management Aduvisory Committee

Armstrong, John, Prudential Insurance Company

Brataas, M. G., Mayo Clinic

Bemis, Judson, Bemis Company, Incorporated

Carroll, John E., American Hoist & Derrick
Company

Chinn, Robert C., St. Paul Chamber of Commerce

Dewing, Merlin, Peat, Marwick, Mitchell &
Company

Dixon, George, First National Bank of Minneapolis

Dunne, Dennis, Minneapolis Chamber of Commerce

Gehring, R. L., Univac-Division of Sperry Rand
Corporation

Hanrris, Phil, Northwestern National Bank of
Minneapolis

Hubbs, Ronald, The St. Paul Insurance Companies,
Incorporated

Kraemer, Paul, Minneapolis Gas Company

Lanners, Fred, Economics Laboratory, Inc.

Laskin, Syl, Minnesota Power & Light Company

McGlynn, Edward, IBM Corporation

McHugh, John A., Northwestern National Bank of
St. Paul

McNeal, Dean, The Pillsbury Company

Menk, Lou, Burlington Northern, Incorporated

Montgomery, Eugene T., Sears, Roebuck and
Company

Morem, Neil R., Minnesota Association of
Commerce & Industry

Myers, John H., Hoerner Waldorf Corporation

Myers, Richard L., Mankato Citizens Telephone
Company

Nash, John F., American National Bank & Trust
Company

Nason, Phillip, First National Bank of St. Paul

Nyrop, Donald W., Northwest Airlines,
Incorporated

Opperman, Dwight D., West Publishing Company

Orem, Charles, Investors Diversified Services, Inc.

Pennock, George R., Tennant Company

Phillips, William G., International Multifoods

Pillsbury, John 8., Jr., Northwestern National Life
Insurance Company

Schwartz, Bruce, Northwestern Bell Telephone
Company

Seed, Fred, Cargill, Incorporated

Silha, Otto, The Minneapolis Star & Tribune
Company

Spaeth, Thomas D., Ernst & Ernst

Summer, James, General Mills, Incorporated

Swenson, Lowell T., Arctic Enterprises, Inc.

Thompson, Wayne T., Dayton Hudson Corporation

Thorfinnson, Ross L., National Car Rental System,
Inc.

Watson, Roy, The Kahler Corporation

Wurtele, C. Angus, The Valspar Company

Interim reports have been presented by Leap Task Force Chairmen to
members of the Management Advisory Committee, These breakfast
sessions have been attended by most of the M.A.C. members, represent-
ing firms which have contributed executive talent and financial support

to maintain the LEAP program.
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LEAP Sponsoring Corporations

American Hardware Mutual Insurance Company

American Hoist & Derrick Company

American National Bank and Trust Company

Andersen Corporation

Arctic Enterprises, Incorporated

Arthur Andersen & Company

Bemis Company, Incorporated

Blandin Paper Company

Brown & Bigelow

Buckbee-Mears Company

Burlington Northern, Incorporated

Campbell Soup Company

Cargill, Incorporated

Control Data Corporation

Dain, Kalman & Quail, Incorporated

Dayton Hudson Corporation

Dayton Hudson Properties

Dayton’s

DelLuxe Check Printers, Incorporated

DeZurik Corporation

Dispatch and Pioneer Press

Donaldson Company, Incorporated

Eberhardt Company

Economics Laboratory, Incorporated

Ernst & Ernst

Farmers and Mechanics Savings Bank of
Minneapolis

Fingerhut Corporation

First Bank System, Incorporated

First National Bank of Minneapolis

First National Bank of St. Paul

Gabberts

General Electric Company

General Mills Foundation

General Mills, Incorporated

Green Giant Company

Hoerner Waldorf Corporation

Honeywell Fund

Honeywell Inc.

Hormel, George A., & Company

IBM Corporation

International Multifoods

Investors Diversified Services, Incorporated

Investors Syndicate Life Insurance & Annuity
Company

Kahler Corporation Foundation (The)

Lake Superior Industrial Bureau
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Lutheran Brotherhood

Mankato Citizens Telephone Company
Mayo Foundation

Medtronic, Inc.

Midwest Radio-Television, Incorporated
Minneapolis Gas Company

Minneapolis Star & Tribune Company (The)
Minnesota Mutual Life (The)

Minnesota Natural Foundation

Minnesota Power & Light Company
Montgomery Ward & Company

National Car Rental System, Incorporated
Northern States Power Company

Northrup King & Co.

Northwest Airlines, Incorporated

Northwest Bancorporation

Northwest Paper Company (The)
Northwestern Bell Telephone Company
Northwestern National Bank of Minneapolis
Northwestern National Life Insurance Company
Northwestern Refining Company

Otter Tail Power Company

Padilla and Speer, Inc.

Peat, Marwick, Mitchell & Company
Peavey Company

Peerless Chain Company

Phillips Foundation (The)

Pillsbury Company (The)

Piper, Jaffray & Hopwood, Incorporated
Prudential Insurance Company (The)

St. Paul Insurance Companies, Incorporated (The)

St. Regis Paper Company

Sears, Roebuck & Company

Soo Line Railroad Company

Super Valu Stores, Inc.

Target Stores, Incorporated

Tennant Company

Theodore Hamm Company

3M Company

Toro Corporation

Twin City Federal Savings & Loan Association
Univac, Division of Sperry Rand Corporation
Valspar Corporation (The)

Washington Scientific Industries

Webb Publishing Company

West Publishing Company

Whirlpool Corporation
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807 Capitol Square Building
St. Paul, Minnesota 55101
(612) 2966212

Governor’s
LOANED EXECUTIVES Action PROGRAM

DOUGLAS J. DAYTON
Chairman

ROBERT H. ENGELS
N (_)rthern States Power Company
Vice Chairman

'To All Loaned Executives: + GOVERNOR STEERING COMMITTEE

RICHARD L. BRUBACHER
State of Minnesota

TED DEIKEL
Fingerhut Corporation

) . LYLE H. FISHER
varied backgrounds. We banded together for a short period of 3M Company
' RICHARD H. KING
International Multifoods, Ine.

GERRY E. MORSE
Honeywell, Inec.

BARNEY U. UHLIG
Executive Secretary

LEAP was a collection of 100 people from 50 companies and

time on a common assignment. We split up into groups in order
to cover as much ground as possible yet kept in close contact
with each other to make sure we were all pulling in the same

general direction.

Your enthusiasm, dedication, and perseverance made all the
difference. Your commitment to our primary goal "to assist the
organization in becoming more viable on its own'" kept us on

target.

You were received extremely well by the people in the departments
we were studying. You worked hard to demonstrate that their trust
was well placed. As a result we learned much from them and were

able to contribute much of significance to these operations.

All of you in LEAP should take real pride in your accomplishment.

It was fun working with you. Many thanks for a job so well done.

with best wishes,

9,

Douglas J. Dayton
Chairman
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