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STATE OF IOWA

Office for Planning and Programming

STATE CAPITOL DES MOINES, IOWA 50319 TELEPHONE 515 281-5974

LEROY H. PETERSEN
Director
December 30, 1969

The Honorable Robert D. Ray
Governor, State of Iowa
State Capitol

Des Moines, Iowa 50319

Dear Governor Ray:

Prompted by your strong interest in improving state budget concepts and procedures,
my staff has edited and reprinted this Manual for the Biemnial Development Plan
for the State of Iowa, which was originally prepared for us by Public Administra-
tion Service.

My staff believes that the conceptual essays contained in the Manual are the most

appropriate starting point for budget and planning revisions in Iowa. The current
State Education Budget Revision Project should be strengthened considerably by the
increased availability of the Manuwal. The PAS staff responsible for preparing the
Manual deserve particular praise for their highly practical and direct approach to
Iowa needs, and.I call your attention to their names in the attached PAS letter of

transmittal.

J. Robert Krebill of my staff has shortened the Manual somewhat by including only
one set of sample forms and by eliminating appendices which are of internal inter-
est only. We hope the concepts and procedures contained herein will be critically
reviewed so that we can further improve future editions.

Sincerely yours,

- \d »p e S

L 39¥;;. PETERSEN

LHP:knh



DIAL 324-3400 AREA CODE 312 + CTABLE ADDRESS: PASHQ

PUBLIC ADMINISTRATION SERVICE

1313 EAST SIXTIETH STREET « CHICAGO, ILLINOIS « 60837

March 14, 1969

Mr. Leroy H. Petersen, Director
Office for Planning and Programming
State of Iowa

State Capitol

Des Moines, Iowa 50319

Dear Mr., Petersen:
We are pleased to transmit this Manual for the Biennial Development

Plan for the State of Iowa. The manual was completed as one of the products
called for by our agreement with your office, dated March 14, 19¢3,

This document is closely related to the two-volume draft Biennial
Development Plan (BDP) for the Department of Social Services published in
November, 1968, as another of the products of the agreement mentioned above.
The manual describes the processes and procedures (including sample forms
and instructions for completion) necessary and sufficient to the prepara-
tion of departmental biennial development plans.

Unlike most manuals, this one also discusses the nature of the
biennial development planning process and the progress Iowa has made to
date in installing the process. Based on the review of progress to date,
the manual proposes possible next steps and suggests means of accomplishing
them. As steps are completed, the parts of the manual treating them should
be omitted and other parts of the manual revised to reflect the changes.

In addition, the manual discusses broader developments in adminis-
trative practices which have special relevance for biennial development
planning, It is in this context that biennial development planning comes in-
to sharp focus as a modification and extension of program budgeting. The
manual and BDP for the Department of Social Services provide a solid base
for improving the planning, budgeting, and accounting processes of Iowa
State Government.

G. Stephen Lloyd and Michael Meriwether of the regular staff of
Public Administration Service, working under my general direction, partici-
pated in the development and preparation of the manual. Dr. Burton D,
Friedman edited parts of the manual,

ATLANTA SAN FRANCISCO WASHINGTON



The production of the manual and the Department of Social Services'
BDP would have been impossible without the unusual degree of cooperation
and assistance provided by members of your staff and officers and employees
of the Department of Social Services. We want to take this opportunity to
express our appreciation for this help. J. Tobert Kr-ebill of your staff
deserves a special note of thanks for his outstanding performance in
maintaining liaison between OPP and PAS and drafting sections of the
Department of Social Services' BDP.

Sincerely yours,
- v » . 4
/i;l_‘/// /Z',// //// & :’ ‘el

G, M. Morris
Associate Director
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Section I
INTRODUCTION

This manual describes the Biennial Development Planning Process
(BDPP) and sets forth the procedures and forms for departments to complete
Biennial Development Plans (BDP). The manual is based on a pilot project

which produced a draft BDP for the Iowa Department of Social Services.ll

The draft BDP--especiaLly introductory and explanatory materials in

Volume I-=~should be reviewed, when possible, in conjunction with the
use of this manual.

The BDPP is fundamentally a budgeting and accounting process. The
terms BDPP and BDP have been adopted to emphasize the differences between

'this process and other approaches to budgeting and accounting. A magjor

difference is that the BpPE_concentrates on the * outputs '==goods and serv-
ices~--produced by the expenditure of resources instead of "inputs'--objects
of expenditure. This shifge attencion'fiom things money buys to things
accomplished by expending resources. Tae BDFP does not igaore input data;
it simply puts it CO.greacer use in making decisions concerning public
regources., _ .

' The output orientation results in a second major difference.
Input orienced budgeting and accounting processes are of little use for
anything more than keeping track of the things or services purchaseo. They
provide no insight iato questions such as: (1) why are particular things
and services to be purchased (2) what will the expenditures accomplish
in relation to the goals and objectives of government, (3) is this the

‘most effective possible use of resources in pursuing the ends of govern-

ment, and (4) what altercative ugses could be made of resources.. The BDPP
also keeps track but it does 8o in a way that helps to raise and answer

questions such as the above.

llngaft Biennial Development Plan, Depg;tmegc of Social Services,

two volumes, prepared by the Office for Planning and Programming, dated
November &4, 1968.




Thus, the BDPP, while centrally focused on budgeting and accounting,
is an important element in the processes of planning, programming, and
evaluating. In other words, it is a device asimed at identifying the goals
and objectives of state government, determining appropriate means (programs)
for realizing them, identifying resources (fiscal, personnel, and others)
required to implement programs, keeping track of the use made of resources
to insure that they are used efficiently and economically in accord with agreed-
upon objectives and policies, and analyzing the effectiveness of programs
and patterns of resource allocation in relation to accomplishing goals and
objectives. The BDFP provides the means for integrating the major manage-
ment functions of planning, programming, budgeting, accounting, and
evaluating.

Departmental Biennial Development Plans are, in effect, departmental
budgets for a biennium., They constitute the basic source material for the
preparation of the Governor's budget document--thé Executive Budget=--for
submission to the General.Aésedbli. This manual is concerned with départ-
mental BDPs and only pe?ipﬁ%féily touches on the Executive Bﬁdgec. if
the manual is followed in preparing departmental BDPs, the Executive Budget
will change since it is basically a summary document. It concentrates on
those parts of departmental budgets requiring legislative decisions and
excludes detailed routime information insofar as possible. The manual
provides the guidelines necessary for revising the format and contents of
the Executive Budget.

The msnual consists of seven sectioms. Following this introductory
section is a brief discussion of some administrative techniques and methods
related to the BDP2, A third section reviews the current setting for BDPP
in Iowa State Government. The subsequent section explains a method for
establishing programs and program structures. Sectioms V, VI, and VII
outline the BDPP cycle and assignments of responsibilities, describe the
steps involved in the process, and present BDP forms and the imstructions

for their completion.



The manual deals with a flexible and changing process. The BDPP
as presented here is not the ultimate in budgeting and accounting systems?i
It represents a significant advance over present practices in Iowa State
Government, However, further advances are possible based on this initial
step and should be made to provide adequate systems for management's use.
When the BDPP is modified, appropriate changes should be made in the manual.



Section II
 ADMINISTRATIVE TECHNIQUES AND METHODS RELATED TO THE BDPP

7 The BDPP is both a general approach to managing the resources of
the state government and a group of techniques and methods drawn from many -
fields that are used in solving particular problems and making particular
decisions. The bulk of this manual is concerned with the gemeral approach--
this section treats briefly the techniques and methods used in more specific
situations. Many aspects of the approach and techniques are new, having
been developed during or after World War II; a few have a longer history.

Syste Ana i

All aspects share in common a systems orientation. They are used
to analyze problems and situations existing within a defined system. A
system is & set of objects or entities among which a set of relations is
identified. These relations are studied in order to understand the way
the system operates or behaves. This kind of study is labelled systems
analysis. o

Under this definition of system, any two or more objects could be
identified as a system since it is possible to specify some relatioms
among any two or more objects-~even if the relations are as general as
the existence of the objects in some sensory,.intéllectual, or dimensional
terms. A state'gbvernment is an object in (part of) many larger systems
such as the international or national economic, social, or political systems.
A sgtate government also may be Ctreated aé a total syséem. Finally, withia
a state governmert, it is possible to identify countless smaller systems=-
for example, it is logicélly possible to specify any two or more employees
of the state as a systew, Obviously, the?e must be a limit to the number

of systems identified for analysis.



The selection of systems to be analyzed is an initial and important
problem in systems analysis. Selecting systems for analysis is a matter
of sorting out the most interesting systems. What makes one system more
interesting than another is the nature and intensity of relations among
the objects constituting the system, Thus, a system consisting of three
clerical‘employees from as many different agencies related omly through
their common employment by the state governmment is of little interest to
anyone including.thé three employees. Systems composed of organizational
units such as departments or their subdivisions are much more interesting,
for they are based on relations of authority and responsibility among
employees for performing specified work.

Systems based on organizational relations were the first public
entities subjected to systems analysis and remain the-most commonly used.
In recent years, there has been a strong move to defime public systems
based on the relations between work pérformed and the ends (goals and
objectives) for which it is performed. This has been labeled the program
approach and differs from the organizational approach. Programs often cut
across organizatiomal structures. Much of current systems analysis, in-
cluding the BDPP, adopts a program approach.

The concept of Planning-Programming-Budgeting Systems (PPBS) is
the combination of the techniques and methods of systems analysis with a
program approach. The BDPP differs from PPBS only im relatively minor
respects. It places more emphasis on planning and is designed to permit

the use of a wider range of analytic techaniques and methods.

Related épgroacgeg and Techniques

There are a confusing number of approaches and techniques for
studying organized activity. The International City Managers' Association's
(ICMA) receat publication, Intrpduction to Systems An is, Report No. 298, \
points out that management science (operations research) and systems engi-

neering are the two disciplines which have contributed most to systems

analysis. Under those two subheadings, they provide a partial list of

approaches related to systems analysis:



Industrial Engineering Decision Theory

Work Simplification Micro-Economics
Statistics | Planning Theory
Econometrics - Applied Mathematics
Communicatiens Theory Computer Science
Quality Engineering "~ Information Systems
Systems and Procedures | . - Ecology

Cybernetics . Data Processing

Human Factors Engineering ,:i . Management Analysis
Demography ‘ Control Systems Engineering
Social Psychology General Systems Theory

Regional Science

Each of these approaches uses a number of analytical tools. Tools
vary widely in their complexity from common-sense checklists of questions
for consideration to intricate mathematical analysgé,shch as gaming or
game theory. Four of the techniques most often used.in systems analysis
are cost-benefit analysis, simulation, linear programming, aad network
analysis. The ICMA report mentioned above describes these techniques in
the following terms: -

Cost-Benefit Anglysis. . « . Cost-benefit analysis

endeavors to assign dollar values to all costs and all
benefits of a group of alternative courses of action
to determine which alternative yields the greatest
benefits for any given cost. . . . cost-benefit
analysis is one of the most difficult [tools] teo

apply in social areas. The primary difficulty in
-practice is determinming all the costs and all the
benefits of each course of action and then. assigning
accurate dollar values to each. « « « Cost-benefit
analysis is generally used im ill-structured resource
allocation problems where there is ingufficient know~
ledge to allow a more precise determination of the
best solution to the problem. Many practitioners

of operations research . . ., view it only as a very
general approach which must rely on particular methods
and techniques to predict and evaluate comsequences

of alternative course of action.



Simulation, « + o is simply the use of dynami¢
models~~whether physical, mathematical, or proce-
dural-~determining results which might be obtained
from the real system by varying elements in the
model. Simulation is designed to answer questions
of "what would happen 1f . . . ."

Linegr Progremming. . « « This technique is used

to determine the best allocation of an organization's
limited resources where there is a single criterion
of succegs and where the alternatives are clearly
structured, . o . Although linear programming prob-
lems frequently involve thousands of variables, the
use of tested mathematical techniques and the avail-
ability of large-scale computers make it possible to
find a single allocation of resources that will pro-
vide the greatest dollar profit, A single best solu~
tion can also be found by using linear programming
where there is a different criterion than dollar
pI'Ofito

Network Analysis. « « o seeks to find the one best
schedule of steps for carrying out operations where
certain steps must follow others. . « o The critical
path method (CPM) and the program evaluation and
review technique (PERT) are specific examples of
network analysis techniques. « « « Network anmalysis
can be used to find the single best schedule of
operations where the criterion is either cost or
time. Network analysis is also applicable when it
is desired to use personnel or facilities at an even
rate and to arrange the schedule of activities for
that purpose. i

The BDPP creates an environment facilitating thé dée of these and
other techniques. At the same time, the effectivemess of thie BDPP is
dependent on the use made of these techniques. If they are well used,
the BDPP will be immensely useful to management; if poorly used, the

BDPP will be ineffective and an extravagant, use of resources.

Value Engineerin '

Value engineering or value analysis is yét another approach to
providing management the tools it needs to solve problems and make sound

decisions. It is considered separately here because it has sometimes



been proposed as a preferable alternative to PPBS or BDPP. Actually,
value engineering is similar to PPBS and BDPP, although a more limited
approach._{Tﬁe BDPP as'described in this manual is broad enough to cover
value engineering. Therefore, there is no need to create a separate value
engineering program. This will be clearer from a short discussion of
value engineering. ' l

Value engineering has been defined as "an organized approach that
clearly and siﬁply defines_the need for, and the reqdiiements of, equip-
ment, §c§ugtufe§; and services; establishes minimum cost targets for these
needs and teguirements; and provides a systematic and rational procedure
for the gppllcétion éf the:creacivity and initiative.mnecessary to reach
these cost and ﬁknformande'targets. e o o it is focused on answering six

questions:
(a) What is currently being done or specified?
(b) What does, or will, it cost?
(c) What is the basic need or requirement to be met?
(d) What is the minimum possible cost?

(e) What are the potential alternative approaches?

2/

(f) What will each alternative cost?"=

One highly formalized version of value engineering and analysis
is summarized in Figure I. This summary suggests the usefulness of the
process as an orderly approach to analyzing problems. It also points up
some of the major characteristics and limitations of the process. To
begin with, value engineering is a relatively simple approach relying on
ordered common-sense questions to be raised as analysis of a situation or
problem progresses. It is not a useful approach in cases which require
the rigorous, scientific logic employed in, for example, certain kinds
of mathematical or statistical techniques.

QIU. S. Congress, Senate, Committee on Public Works, Hearings,
Value Engineering, 90th Congress, lst Sessiom, 1967, p. 6.



Figure I
THE VALUE ENGINEERING PROCESS

01

Bagic Steps of the Process

Phases of the Job Plan

Techniques Used

1, Identify the Function.

2,

useful product or service
has a prime function and
may have secondary func-
tions. It is necessary to
fdentify functions before
yroceeding to exzmine the
cogt of each with the aim
of detexmining its appro-
priz - - 38 or of finding
some other, lower-cost way
of accomplishing that par-
ticular function.

Evalu ..e the Function by
Comparison. - The basic
question "Is the function
ac’ "plished reliably at
ti.c best cost?" can be

answered only by compari-

son with other approsaches
which omit the particular
function or accomplish it
in different ways.

Any

1. Orientation. Establish what is to be
raccomplished, the real need or want,
and characteristics of a desirable
‘way of meeting the need or want.

2, Information. Secure all information
pertinent to the problem under study.

2. Information.

1.

3.
6.

1.
2.

6.
8.

9.
11,

Avoid generalities.

Get answers from best sources.

Overcome roadblocks. Identify what pre-
vented improvement earlier and eliminate
these obstacles.

Avoid generalities.

Know costs,

Get answers from best sources.

Overcome roadblockse.

Put value on key tolerances, This means
putting a dollar sign on tolerances speci-
fied for certain products.

Use available products wherever possible.
Use specialty processes. This technique is
intended to reduce the gap between the de-

- velopment of speclalized processes and gen-

12.

eral ‘awareness of their availability.
Use applicable standards. Do not use stan~
dards that do not apply.



Figure I (continued)

Basic Steps of the Process

Phases of the Job Plan

Techniques Used

3. Cause Value Alternatives to

be developed. Realistic
situations must be faced;
objections overcome; and
effective engineering, man-
ufacturing, and other al-
ternatives developed.

3. Speculation or Creation. Generate
every possible solution to the over-
all problems involved; to the parts
of problems,and to the individual
problems.

4. Anslytical., Estimate dollar value of
alternatives, explore advantages and
disadvantdges of alternatives and
ways of overcoming disadvantages, and
select the nmost promising ideas and
approaches. .

3. Creative.

4. Analytical.

13.

1.
3.
8.
9.

1.

12.

Blast, create, refine. Generate alterna-
tive products, materials, processes, or
ideas for accomplishing the function; use
creativity to generate alternative means to
modify concepts revealed by blasting to
accomplish a large part of the function with
pertinent increases in cost; and refine the
alternatives until a process is identified
that fully accomplishes the total function.
Use real creativity. Avoid intemperate re-
jection of alternatives.

Spend money as own. Use the criterion,
"Would I spend my money this way?"

Avoid generalities.

Get answers from best sources.
Put value on key tolerances.

Use vendors' functional products.
Use specialty processes.

Use applicable standards.

Blast, create, refine.

Use real creativity.

Use industry specialists.

Use vendors' functional products.
Use vendors' skills.

Use speclalty processes.

Use applicable standards.

Avoid generalities.
Get answers from best sources.
Overcome roadblocks.
Spend money as own.

11



Figure I (continued)

r4\

Bagic Steps of the Process

Phases of the Job Plan

Techniques Used

5. Program Planning.

6.

7

Source:
Co., Inc. 1961).

Establish a pro-~
gram of investigation which will pro-
vide the latest information on, and
the latest capabilities of, each of
the approaches to the problem that
show promise. Supply all needed in-
formation to specialists and vendors
to stimulate new, applicable, and
effective solutions.

Program Execution. Pursue con-

-stantly, regularly, thoroughly, and

intensively each of the avenues set
up in theé program-planning phase
until gll the suggestions have been’
appraised and evgluated.

Statug Summary and Conclugion. Is-

sue 8 concise summary of the analy-
eis with eppropriate conclusions
and recommendations,and direct the
sunmary and supporting data to
individuals responsible for making
decisions on the subject of the
analysis.

6.
7.
9.
10.
11.
12.

3.
6.
Y
9.
10,
11.
12 G~

Get answers from best sources.
Overcome roadblocks. '

Use industry .specialists,

Use vendors' functional products.
Use vendors' skills.

Use specialty processes.

Use applicable standards.

Get answers from best sources.
Overcome roadblocks.

Use industry specialists.

Use vendors' functional ‘products.
Use vendors' skills.

Use specialty processes.

Use applicable standards.

Adopted from Lawrence ‘D. Miles, Techniques of Value Anglysis and Engineering (New York: McGraw-Hill

Book
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Second, value engineering, as the title implies, is concerned with
costs expressed in fiscal terms in relation to production (functions accom-
plished). For the most part, it is not concerned with values other than
dollars and productivity. Situations which involve other values are not
amenable to the value engineering approach.

A related further limitation is that value engineering is heavily
oriented to cases in which it is possible to identify most, if not all,
significant variables and even assign them weights relative to their effect
on costs or productivity. Examples include cases where a specific product
is manufactured (electric power, license plates) or an uncomplicated service
provided (park operation and maintenance, garbage collection and disposal),
engineering problems such as location of a highway route, and public works
projects.

Value engineering is a useful but limited approach. Both PPBS
and the BDPP are breoader approaches capable of subsuming value engineering.
That is, there is no need for a separate value engineering program where
PPBS or the BDPP are in operation. Under either approach, value engineering

becomes another analytical tool to be used omn appropriate occasions.



o Section III |
THE CURRENT SETTING FOR THE BDPP IN IOWA STATE GOVERNMENT

Iowa State Government has undergone many progressive changes in
recent years. The acceptance of the need to take positive action to improve
the management of public affairs is an encouraging sign for initisting the
BDPP., There remain certain areas where further improvements could be made
which would facilitate establishing the BDPP. This séqtion lists some of
the accomplishments and discusses matters needing more attention. More
specifically, it touches on (1) orgamizational arraggeménté, processes and
procedures, and legal and policy bases for state planning, programming, and
budgeting and (2) activities and relationships of QéQious organizational
levels of state government in the area of planning, programming, and bud-

geting.

Recent Developments Related to the BDPP

Several efforts have been made to strengthen the planning, pro-
gramming budgéting, and accounting processes in Iowa State Government.
The Office for Planning and Programming (OPP) was created in 1967, giving
separate organizational recognition to planning as an important activity
of government. Since its‘inception; OPP has initiated a number of activities
(including this manual and the Draft Biennial Development Plan for the v,
Department of Social Services) to strengthen the over-all state planﬂing
and budgeting capabilities. In addition, OPP has completed several plan-
ning projects directed at specific subjects and problems. Legislation
has been drafted to institutionaglize the planning proceéé.

The Office of the State Comptroller is legally responsiBle for con-
trolling the budgét&hg and accounting processes. It is continuélly insti-
tuting improveméfts to those processes. A representative example is the

attempts to introduce the concepts and teéhniques of prograﬁ budgeting and

15
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PPBS into a line-item, organizational unit type of budget. The Comptroller
in his instructions to departments on budget requests for the 1969-1971
biennium asked for the followingladditional material:

l. What are your objectives?
2. What will it cost to achieve each of your objectives?
3. What are your long-range goals (5~10 years)?

4. Are any of yéut program objectives related to those
of other departments or governmental agencies?

5. What is the level of your present work load,and are
you able to fulfill all the requirements? Has this
. increased, decreased, or remained the same? What
do you anticipate this to be in the future?

6. An organization chart as of June 30, 1968, desig-

nating any proposed changes for 1968-1969 and the
effects on staffing. :

As is to be expected, this request produced mixed respons:s. Some
agencies were able to produce good material in the short time available.
Other agencies were less successful. Adequate responses to such questions
require long and careful thought for which cime is not available during
the budget cycle. It is reasonable to éssume tﬁat most_agencies making the best
responses had developed answers earlier. Section IV of this manual pro-
poses an approach td answering such questions which recognizes che_needl
for sufficient time to do a goed job. , ‘

The Comptroller is also modifying the accounting system to increase
its flexibility as a source of information useful fdr many management pur-
poses. A category of coét centers is being establishe& in the accounting
system. This will permit the use of cost accounting techniques and may
be suitable for ceftain program-oriented procedures. "

One consequence of these and other related activities of OPP and the
Comptroller’s Office is to-inprease the amount of wo;k involved in plan-
ning, budgeting, and accounting. This is a necéssarj cost justified by
the additional benefits resulting from improving the processes. The work
load exceeds the capacities of central staff agencies and, therefore, it
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must be divided among all the various agencies of state government to
avoid placing an omerous burden on an individual department or group of
departments. PPBS and the BDPP lead to decentralization of planning,
programming, budgeting, and accounting respomsibilities and activities.
Individual agencies must have staff and resources to do the work necessary
to discharge these responsibilities. Iowa State Government is fragmented
among some 120 agencies--~most of the agencies are too small to command

the necessary staff and resources. The creation of the Departments of
Social Services and Revenue was a start on reorganizing state government
in accordance with the recommendations of several studies. These reorgan-
ized departments are large enough to justify units concerned with planning,
programming, and budgeting.

. The 62nd General Assembly established a merit system of personnel
administration for state employees; and since that time, a classification
and pay study has beea completed. Thic contributes to an environment
facilitating recruitment and tetention of the highly skilled personnel
needed to operate the BDPP. Eventually, the statewide persomnel system
should make it possible to develop and offer training programs to inmstruct

personnel in the use of BDP techniques.

Areas for Further Tmprovement

Despite the impressive progress made to date in Iowa, there are

many unmet challenges. The most serious challenge was touched on above--
,'the need to complete the reorganization of state government. The subject

was explored thoroughly in the most recent study of the executive branch,
~completed by Public Adminlstration Service in 1966. _

' ) There is a need to clarify organizational arrangements for accom-
plishing the work involved in the BDPP. To date, there has been impressive
cooperation among the agencies involved in the in1tia1 phases of establishing
the BDPP. As the effort progresses and icvolyes more agencies, ;t is impera-

tive to clarify who does what when. This requires:



18

l. Spelling out the Biennial Development Planning
Process and procedures step by step. (The manual
largely accomplishes this phase.)

2. Formally assigning responsibility for the comple=~
tion of each step to the appropriate agency or
agencies, This establishes a sound policy base
for the BDPP, (The manual provides guidelines
for assigning responsibilities.)

3. Identifying relations among the steps and among
the various organizational levels of state govern-~
~ment involved in the BDPP. (The manual partially
covers this.)

4. Institutionalizing the BDPP through the enactment
of necessary legislation and the establishment of
related rules, regulations, and policies.

The existing legislative base for budgeting and accounting (Appen-
dix B contains the relevant statutes) needs to be analyzed and modified
to suit the requirements of the BDPP. Present statutes reflect the line-
item, object of expenditure, organizational unit approach to budgeting
and accounting. They are too detailed and explicit which reduces the
flexibility essential to the BDPP. An example of excessive detail is
the specification of the contents of the Executive Budget. Consideration
should be given to drafting legislation which 1s general rather than
specific. An adequate legal base for the BDPPlis‘one which establishes
the general requirements for budgeting and accounting, assigns responsi-
bility and authority for meeting thoge requlrements to appropriate agen-
cles, and leaves those agencies the discretion to determine the best means
of fulfilling the requirements.

OPP was created by, executive order rather than statute. As patt
of institutionalizing planning in state government, OPP ghould be given a
statutory base. It would be best to accomplish this in conjunction with
revising existing laws goverq;ng‘bgdgeting and accounting to insure a
legal base conducive to an 1nteérated system of planning, programming,

budgeting, accounting, and_evaluating.
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The roles of OPP and the Comptroller's Office in the BDPP need to
be specified and working relationships established. This will help avoid
some of the difficuliies which arise when two organizational units have
overlapping responsibilities. Both agencies are deeply involved in activ-
ities directed at initiating the BDPP. As the process becomes more estab-
lished, the areas of overlap and potential conflict will become apparent.

A certain amount of overlap can be healthy, provided it is understood and
accepted.

The decentralization associated with the BDPP means that more
individuals will be involved in planning, programming, and budgeting at
all organizational levels of government from program managers and their
staffs to the Governor and members of the legislature. Many of these
individuals will need some kind of training to participate effectively.
Suitable training programs should be provided ranging from short work-
shops to longer, intensive sessions. In addition to training employees,
it will be necessary to hire some additional personnel with skills and
experience related to the BDPP. Effective utilization of the BDPP depends
on having éufficient competent persomnel for the legislative as well as
for the executive branch.

The installation of a working biennial development planning process
throughout state government will take at least two to three bienniums. It
takes that long to introduce basic changes in a budgeting and accounting
system. Of course, even in the early stages, the BDPP will produce real
benefits through improved analysis of situations requiring decisions about
the use of public resources.

The extended period required to develop fully the BDPP makes it
important to have legislators and top officials in the executive branch
committed to completing the task. Jurisdictionms in which such commitment
was lacking have tended to complete only part of the job. A partial effort
produces benefits, but realization of the full utility of the BDPP depends
on installing the complete process. The commitment must extend beyond a
general approval of the BDPP to specific agreements on procedures, schedules,
and resources. The Comptroller's Office and OPP should jointly develop and
keep current a work plan for installing the BDPE showing for each step of
the project the period im which it will be accomplished, the resources it

will consume, and the agency or agencies responsible for completing it.



Section IV

ESTABLISHING PROGRAMS AND PROGRAM STRUCTURES FOR
BIENNIAL DEVELOPMENT PLANNING

Approach

It is worth stressing that the Biennial Development Planning
Process (BDPP) outlined in this manual is only a beginning step toward
realizing the potential benefits of using existing analytic methods and
techniques and technological products. The completion of this step will
make it possible to take some of the next steps to improve further the
planning, budgeting, and accounting activities of Iowa State Government.

The most immediate results of installing the BDPP will be the
greater integration, utility, and effectiveness of the management processes
of planning, programming, budgeting, accounting, and evaluating. Resources=~-
most often expressed in fiscal terms==-of an‘enterprise are managed primarily
through these processes. The five processes share a predominant fiscal
orientation. Their strength is dependent to an important extent on the
kinds of budgeting and accounting systems in operation., The more limited
and rigid these systems are the more they constrain the range of actions
and results possible in each process.

The major objective of biennial development planning is to increase
the flexibility énd'capacitiés of the budget and accounting systems as a
direct means of improving the planning, programming, budgeting, accounting,
and evaluating processes. The installation of the BDPP accompiishes this
objective by'modifying and exténding prééent budget and accouhting systems
through the introduction of céncepts and procedures common to program
budgeting and planning, programming,"and budgeting systems (PPBS).

The first phase in creating an operational BDPP consists of estab-
lishing and describing programs and program structures and designing cer-

tain program-oriented procedures. This section of the manual explains
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the work required to complete phase one. It begins, in the following
subsection, by defining and discussing several concepts and terms relevant
to the BDPP.

The next subsection covers means of identifying and describing
programs and program structures. Some aspects of designing program-
oriented management information systems are explained in a fourth sub-
section. The subject of the final subsection is the quantitative measure-

ment and qualitative evaluation of programs. .

Terms and Concepts in Biennial Development Planning

The concept of program has been in vogue for nearly two decades.
In this period, it has proven to be useful in that it focuses attention
on governmental goals and the work performed to realize those goals.
Accordingly, the tendency has grown to give administrative processes
and techniques a program orientation; witness such increasingly common
terms as ''program budgeting,' 'program planning," “program evaluation,”
and, most recently, 'planning-programming-budgeting systems (PPBS)."
Many other terms and concepts have been defined, in some sense, in rela-
tion to the concept of program. |

This subsection defines the criteria of good definitions of such
terms, offers definitions of several.of them, and discusses them as
elements of biennial development planning. (Shorter versions of the
definitions of these as well as other terms are in the Glossary which
forms Appendix A of this manual.)

The definitions_derive from a "systems aéproach” to biennial
development planning. In systems terms, government is a structurexof \
differentiated roleé developed to contribute to successful functioning
of the éolitical system. The political system consists of those inter-
aétions through which values are authoritatively allocated for a society.
It is necessary because the tangible or intangible things that are
desired (i.e., considered valuable by inéividuals or groups) are in
limited supply. Allocations are authoritative in the sense that they

are accepted by the concerned parties, Without a means of authoritatively



allocating values, conflict over valued things would make society
impossible. One of the primary functions of government, as part of the
political system, is to help determine who is to receive what share of
valued things. The executive branch of government shares in these
determinations, but its primary responsibilities center on administering
' ‘the operations that effectuate the decisions allocating values.

' ~ Many of the terms included here and in the Glossary have been
defined in countless ways to suit a wide variety of specific situations.
The definitions in this manual are tailored to suit the particular
subject of biennial development planning for Iowa State Government at
this point in time. No claim is made for their wider validity.

Biennial Development Planning (See Section II for a related discussion.)
Biennial development planning is the process of determining the
course of action to be pursued by state agencies for a particular biennium.
It is an effort to discover and set forth the mix of objectives, policies,
priorities, activities, and resources that will maximize progress toward

the attainment of long~range goals. Steps in the BDPP include:

1. Review long~range goals and the current position of
-government in relation to those goals.

2. Define and analyze alternative strategles (i.e.,
" . mixes of objectives, policies, priorities, and
activities) for progressing toward attainment of
goals.

3. Develop estimates of all resources required to
implement each strategy. Estimates should provide
. . fairly accurate data for the next biennium plus
. more general projections of costs for subsequent
bienniums. '

4, Select one pattern of strategies and resources as
a plan for the biennium and express it in a formal
document as .a detailed proposal for the legal and
fiscal authority to carry it out. This document
‘is the Biennial Development Plan (BDP).
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5. After the General Assembly provides the necessary
authority, prepare a plan for executing the authorized
version of the BDP.

6. Evaluate the execution of the BDP relating resources
used to work accomplished, objectives realized, and
progress made toward attainment of long-range goals.
Considered one at a time,there is nothing new about any of these
steps. All are performed in some fashion by every public jurisdiction,
The BDPP is ome specific approach to completing the steps. It differs
from most other approaches in several respects:
1. It is more formal=-~procedures are clearly defined and
detailed, reports and other products are called for

on a regular schedule, and responsibilities are ex~-
plained and assigned to all participants.

2, It employs the analytic techniques and methods of
systems analysis and operations research.

3. 1t searches for relatibnships among the various steps

of the process and ways of tightening such relation=-
ships.

Installing the BDPP starts with modifications to the budgeting and
accounting systems for several reasons. In the first place, these are
the systems which contain the rudimentary forms of the steps in the BDPP.
At the least, these systems produce estimates of revenues available and
resources required during future periods and records of past and current
expenditﬁres. These data are ihcérporated into published documents ranging
from budgets to accounting and auditing reports.

Second, thé primary purpose of the BDPP is to facilitate the
making of better decisions in the management of public-affairs--decisions
that inevitably may be reduééd to stétements of intent to increase, de-
crease, or maintain constant the work performed by government. Decisions
on the kiﬁ&s and.amounts of work to'be,perfbrmed involve determinations
of the resources required. In this way,data on fiscal and other resources
are central éb the BDPP just as they are.to more traditional budget and

accounting processes.
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Third, personnel involved in budget and accounting work are more
likely to have training and experience which will enable them to readily
master changes introduced by the BDPP.

Goals
The BDPP is focused on the work performed by government from the
perspective of how work contributes to realization of goals and their
subordinate objectives. Goals are the ends for which work is performed.
Governmental goals may be divided into two major categories. The
majority of the goals of government are shaped as individuals, and groups
‘-make their demands on the political system for a share of valued things.
Among other things, for example, individuals and groups value physical
and mental health. They make demands on the political system to help
realize this value to the fullest possible extent. To make a positive
response to those demands, the political system might decide formally to
recognize that providing for the physical and mental health of the citizenry
is a goal of government.
The fulfillment of this goal (or value) is limited in two major
ways. In the first place, health can be defined in such a way (e.g.,
total absence of illness and disability) that its attainment exceeds the
capacities of man's knowledge and skills. Realistically, therefore, the
goal of "health" must be defined in relation to what is possible within
the present or foreseeable limits of man's knoﬁledge and skills. Men's
knowledge is limited in all fields, of course; therefore, goal fulfillument
in each field is subject-to this basic limitation. Secondly, health and
all other valued things compete for the available supply of scarce resources
(money, personnel, materials) that are needed to engage in the activities
essential to goal achievement. Acknowledging these limitations on both
knowledge and resources, a governmental goal concerned with health might
be formulated as follows: 'to provide, within the limits of man's
knowledge and skills and to the extent resources are available, for the
physical and mental health of the citizenry." Once it is understood
that these dual limitations apply to virtually all goals, it is unneces-

sary to repeat them in every formal statement of goals.
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From this point of view, goals describe how values have been
authoritatively allocated, and they should refer to who 1is to receive
what share of which valued things. In the case of the health goal just
stated, for example, the citizenry (presumably excluding noncitizen
residents) is to receive valued physical and mental health; the share to
be received is defined by the limits of man's knowledge and skills and
available resources. This way of stating the share of valued things to
be received is not very precise. To state the share of valued things
allocated, in fact, probably presents the greatest difficulty in formulating
informative goals. Some improvement might be made by restating the
comprehensive health goal: '"to provide for the physical and mental health
of the citizenry by reducing morbidity and mortality rates"; or ''to provide
for the physical and mental health of citizens by making available to all
the foundation program of services set forth in Document X." Obviously,
these statements remain inadequate in many respects. Precision necessarily
decreases as goals become broader and more complex., Clarification and
precision can be introduced through the careful statement of goals and
their subordinate objectives (as defined below).

This use of 'goal" differs significantly from some common defini-
tions. Goals often have been defined in ways that link them necessarily
to the fundamental needs of the clientele to be served by an organization,
Under a definition of this kind, governmental activities would be legitimate
only if they were directed at some fundamental need of the members of the
'society. To identify fundamental needs requires judgments which, by the
very nature of the subject, cannot be objective. -These difficulties are
avoided in the definition adopted here. 'Valued" things may or may not
.. include, among other things, "fundamental' needs. It is possible to
. conceive of objective means of identifying valued things and, indeed, of
ob jectively measuring (at least roughly) the magnitude of desire for valued
things.

In the social sciences, ''goal" frequently denotes any change in a
situation which a person or a group intends to bring about through his or

its action, This definition does not conflict with the characterization
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of a goal as the manner (way) in which values have been authoritatively
allocated, for allocations and activities effectuating allocations also
imply change. It should be noted that the social science definition of
goal is closely linked to the definition of objectives given below,

There is a second major category of governmental goals; these
goals are concerned with activities directed at maintaining or strengthening
governmental processes and the political system. An example of such a goal
might be "to recruit and retain the best available persomnnel.' Statements
of goals in this category should specify, insofar as possible, the nature
and magnitude of the desired efforts for sustaining or strengthening the
system. The activities related to these goals are generally labeled
administration and support. Such goals do not normally involve an alloca-=
tion of valued things, although they may have important indirect consequences
for the effectuation of value allocations.

Of course, there are other ways of categorizing governmental goals
in addition to the foregoing systems approach. One such approach begins
from the assumption that all work performed by government is directed at
the resolution of problems. By definition, problems represent the needs
of individuals or groups for some kind of help. The identificatiom of
goals is a matter of defining the problems--i.e,, the needs of individuals
or. groups for help--governmental activities are directed at resolving.

This scheme also includes a separate category for activities which exist
to provide services to other agencies~--administrative and support activities.

A modification of the problem=-need approach omits the concern
with problems and makes a distinction between activities aimed at meeting
(1) the needs of individuals and groups for public services where need is
interpreted in the sense of necessity--a condition of things compelling
action-~-and (2) the desires of individuals and groups for public services
where no condition of need exists. Again, administrative and support activi-
ties constitute a separate category.

Wisconsin uséd a ''services provided" approach when first defining
programs. Programs’ were defined in terms of what services were provided

for a group which has a number of similar disabilities, needs, or attributes.
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The basic question asked was 'what is done for whom?" Subcategories were
developed by subdividing the "whom' into more specific groups.

The purpose of mentioning these various approaches is to stress
;he point that there are many ways of identifying goals, objectives, and
ﬁrograms. Each approach raises questions which deserve to be asked in

the course of analyzing governmental operations.

Objectives or Program Objectives

There is a tendency in current planning terminology to distinguish
goals from objectives. Goals are characterized as long in range, general
in content, broad in scope, and closely related to ultimate ends. Objectives
are short-range, specific, narrow, and directed at intermediate ends. These
are imprecise criteria at best; it is often difficult to determine whether
an end should be labeled '"goal" or "objective." However, the distinction
can be useful, and it is accepted here.

Ob jectives often are .defined as intermediate goals. Also, objec-
tives are defined as the aggregate of the anticipated benefits (quantified
wherever possiblé) of a specific activity or set of activities aimed at
the resolution of a coﬁmon problem or the achievement of a common goal.

In this view, objectives are the desired outcomes of work activities, or
what should be produced if activities are successfully performed. Imsofar
as possible, statements of objectives should describe desired outputs iIn
terms which permit measurement of progress toward attainment of the objec-
tives. Therefore, statements of objectives often will indicate the nature
and magnitude of anticipated or desired outputs. They also may specify
how much service is to be provided, what quantity and quality of end
products are anticipated, or what degree of change is desired in the

status of a problem.

Policies ;
Governmental goals have been defined as (1) determinations of how
values are to be allocated or (2) as ends desired to maintain or strengthen

the system, Pursuant to this interpretation, ‘policy" may be defined thus:
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a course of action (or intended course of action) directed at the realiza-
tion of one or more goals and adopted after a review of possible alterna-
tives. The adopted course of action provides a set.of general principles
to guide the management of govermment. Stated somewhat differently,
policies refer to the rules adopted as guides to the behavior of those
who have the day-to-day responsibility for governing.

The term "policy" is frequently used elsewhere in a broader sense,
i.e.,'to include both goals and the planned courses of action for achieving
goaié. This is the meaning of the term in such bhrases as ''the hoﬁsing
policy of the goﬁernment" or "the government's social welfare policies."

The broader usage is avoided in this manual.

Activities _

Work ranges from simplevactions (sharpening pencils) to more complex
actions (making decisions). Regardless of ‘their complexity, actions or
tasks are of little intrinsic interest in the BDPP. It is the relationships
among tasks that are of interest. In this case, relationships are estab-
lished by identifying those which serve the same objective or set of
objectives. A task or, more often, a related group of tasks constitutes
an activity. Activity is the performance of any work. It, therefore, is
essentially a-éynonym for effort or work as input. It does not imply any
constant scope, amount, method, or area of work. Activities may include
work groupings qf different scope. An activity may consist of a singlg
task related to one or more objeqtives or of two or more tasks related
to one or more common objecﬁives; The.dqcision as to what scope, amount,
or area of work is to qualify.gé "en activity' must be somewhat arbitrary.

Activities'whipﬁ include two or more task% are sometimes sub-
div;déd for special purposes. These subdivisions frequently are labeled
as éubactivities, units, operations, or other similar terms.

| Tasks and activities are basic building blocks. They are the
matefials used tb construct cost or data centers and programs. Obviously,
tﬁé'analysis of tasks and acfivities is critical to establishing programs

and program structures.
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Program
All definitions of "program" are attempts to describe work in

terms of the specific ends for which work is performed. An ideal defini-
tion‘WOuld clarify the range and characteristics of work to be included
in i program so thoroughly that all persons familiar with the work of an
organization could arrive indeﬁendently at an identical division of that
work into programs. The realization of the ideal rums into two major
difficulties. In the first place, what is classified as insignificant

or as important will depend on who is doing the classifying. Secondly,
no adequate criteria have been'developed which can be uniformly applied to
determine how much of what kinds of work constitute a program. There

are no standards for deciding when too much or too little work has been
grouped to make a valid program.

As long as these difficulties exist, there is and must be an
element of arbitrariness in definitions of the term ''program,” hence in
all identification of programs in an organization. The exercise of judg-
ment based on more or less expliéitly recogniéed values.is therefore
required. A flexibility in administrative processes is also needed to
reflect the changing scope and nature of organizational operations.
Finally, the readiness and ability to consider a multiplicity of program
definitions or program identifications also is one of the major virtues
of a program approach. It encourages a continuing examination of work
(i.es, activities) in relation to a priority of desired objectives and
goals. The following definitions presuppose as desirable an element of
arbitrariness encouraging the exercise of administrative judgment.

A program of state goverﬁﬁent may be defined usefully as: a
major governmental operation which is directed toward the achievement of
an important goal or the accomplishment of an important mission of state
government and which, in most instances, could be carried on independently
of other programs. Stated more specifically and in somewhat different words:
a program consists of one or more work activities, directed at the realiza- '

tion of one or more related objectives and designed to further progress
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toward attainment of major:state goals., The decision to identify a
certain scope, amount, ogAgréa of activities as a program necessarily
involves some arbitrariness; as has been noted. In this sense, the value
of the above definition of program lies in its ability to serve as a
guideline for the process of identifying programs.

There are, of course, other guidelines, One such guideline is
related to the purpéses fofvﬁhich the concept of program is to be used.
Generally, the concept is used in processes like planning, budgeting,
managing, and evaluating. The effective performance of each of these
processes requires certain decisions and judgments to be made about the.
work of government. How detailed must knowledge about work be in order
to make sound decisions an& judgments? At what point do the costs (time,
energy, expense) involved in acquiring additional data exceed the likely
benefitsg? Ansﬁgring these_questions will suggest possible patterns for
grouping activities into programs.

The initial work of'identifying and describing programs is
inevitably a trial and errbr process which will yield still other guide-
lines. Several steps in this process can be expected to yield guidelinmes
for identifying programs; among these are: (1) definition of governmental
goals and objectives; (2) devglopment of the theoretical comstructs which
provide rationales for program structures; and (3) the preparation of
written statements,‘describing the work activities of government and
relating them to specific objectives and goals. Each of these steps will
be discussed in detail in sub;équent parts of the manual.

The identifications of goals, objectives, policies, activities,
programs, and program structures are essential steps which create conditions
necessary for subsequent phases of the‘planning process and of management.
For example, once these steps have been accomplished, it is possible to -
choose~--from among the varieéy of organizational, administrative, and opera-
tional relétionships~-those which seem most likely to attain the desired
ends. In turn, this prepares the way for determining the resources re~

quired for progression toward the realization of goals. All of these steps
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provide a general frame of reference for management of the work performed
by government, and they also make it possible to measure and evaluate that

work.

Program Working Papers
A program working paper is a concise description of a program

centering on objectives and activities. At a minimum, a program working
paper should include: (1) statement of objectives and their relationship
to broad goals of state govermment, (2) description of work performed in
each activity, (3) identification of quantitative measures of work per=-
formed, and (4) identification of means of qualitatively evaluating program
effectiveness in accomplishing objectives.

A program working paper reduces to writing fundamental information
on the major characteristics of a program. It provides a common base for
consideration of the program by program personnel and others who have a
concern with the program. It eliminates the necessity for repeatedly
having to record part or all of such information in budget documents and
other reports.

Program working papers are essential in a program=-oriented budget
system with an incremental approach. They capture those aspects of programs
which remain stable for periods of time extending over several bienmnial
budget cycles. This facilitates concentration during the budget cycle on

items reflecting changes in present operations.

Program Directory

The program directory contains a description of each program
summarizing the information included in the program working papers. Program
descriptions should be limited to one or two pages. The directory, in
contrast to the working papers, should recéive fairly wide distribution as
a basic source document on governmental operations. The availability of
working papers should be limited to persons or agencies engaged in analyses

requiring detailed knowledge about operatioms,
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Program Strictures and Multiple Program Structures

A program structure reflects the relationships among all programs.

The sum of the work performed in all programs of the program structure
should equal the total of work performed in the organization or juris-
diction. A program structure is based on and reflects the relationships
among programs in terms of (1) the broad organizational goals they serve
and (2) the relationships. of each program's objectives and activities to
those of other programs. A program structure is one of the categories
used for classifying and codifying cost or data centers in information
systems.

Any given cbjective may be served by one, two, or more activities.
Conversely, any given activity may contribute to one, two, or more objectives.
The use of a single program structure necessarily results in the arbitrary
assignment of each activity to a single program even when the work performed
in an activity contributes to the attaimment of the objectives of two or
more programs. In effect, there are many useful patterns for ordering
objectives and work activities into programs. Each pattern is a program
structure. Multiple program structures is a convenient term for describing

this phenomenon.

Information System
An integrated, logically related set of policies, procedures, and

processes for collecting, ordering, storing, retrieving, analyzing, and

reporting information.

Management Information System
‘A management information gystem 1s a system designed to produce

data necessary to the effective discharge of management responsibilities.
One way to identify possible management information systems is to analyze
each major management process to determine data requirements and other
factors (content, format, periodicity, and relationships with other data)
affecting the design of an information system. Examples of major

management processes are planning, programming, budgeting, administering,
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controlling, and evaluating. An accounting system may be viewed as a
management information system which ideally should produce data useful

in each of the foregoing processes.

Cost Centers or Data Centers

A cost center is the smallest unit separately recognized in an
organization's (or jurisdiction's) records, accounts, and reports. In
many accounting systems, the smallest unit recognized is equivalent to
the smalieét unit separately identified on organization charts or in tables
of organization. Such organization-oriented accounting systems keep track
of object of expenditure data by cost centers which represent organiza-
tional units. At all times, the complete set of cost centers recognized
in an organization's budget, accounts, and other information systems must
reflect the total fiscal resources of the organization.

Cost centers are units for which object of expenditure data shall
be separately recorded, accumulated, and processed. Cost centers, there-
fore, are the basic blocks used to build a budget and produce other fiscal
reports. New cost centers may be established virtually at any time and,
similarly, old cost centers may be discontinued. This reflects the fact
that an organization's responsibilities and work activities change from
time to time.,

The term cost centers carrvies the implication of utility limited
to financial matters, Management-information systems may deal solely or
primarily with fiscal data (e.g., accounting systems), nonfiscal data
(e.g., motor vehicle records systems), or both (e.g., personnel records
systems which include payroll data). All management information systems
employ the equivalent of cost centers=-i.e., the smallest units for which
data for the information system are separately recorded, accumulated, and
processed. It is convenient to label these units data centers in manage-
ment information systems partly or wholly concerned with nonfiscal data.

This manual uses the term data centers in a broad sense to refer

to cost as well as noncost centers.
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Categories and Subcategories

A category is‘étbasis for classifying and codifying data centers
in an information system. There are as many categories as there are ways
of considering data centeég.i An information system may include as many
categories as management decides are useful and necessary. Categories
contain subdivisions which are referred to here as subcategories. Sub-
categories may be further subdivided.

With respect to any given category, each data center is assigned
to one subcategory among the possible subcategories provided for within
the classification system. ‘Every data center must be assigned to a sub-
category in each category to insure th#t when subdivisions in & category
are totaled they reflect a correct organizational total. The same logic

.holds when subcategories are further subdivided.

Quantitative Measurements and Qualitative Evaluatioms

Although they differ in important respects, quantitative measure-
ment and qualitative evaluation are interrelateg, and both operations are
basic to adequate management. Quantitative measurements indicate the
amount of work performed or, in other words, the quantity of activity and
program outputs. Taken over time, these measurements identify changes in
work load. Qualitative evaluations yield ianformation about how effectively
programs are accomplishing their objectives. Quantitative measurements
usually occur at tﬁe_activity level; qualitative evaluation most frequently
is accomplished at tﬁe_program level. .Different measures and approaches
are needed to measure work quaﬁtity and to evaluate program effectiveness,
although some measures and approaches will serve both purposes.

_ It is important to do both operations. To measure the work performed
without evaluating its effectiveness is to be blipd to the reasons for
engaging in the activities. To evaluate effectiveness without measuring

the quantity of work is tﬁ_ignore the means through which goals are expected
to be attained.

The following criterigiare 9seful guides in developing measures of

work or effectiveness. Measures should:
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1. Be valid; that is, they should directly measure the
work performed or the progress gainmed toward attain-
ment of objectives and goals.

2. Be reliable; that is, they should provide the same
result even when used by different people, in dif-
ferent places, at different times.

3. Cost little to use.

4, Take little time to apply.

The Identification and Description of Programs

and Program Structures

This unit contains a discussion of some difficulties in identifying
programs and program structures; outlines methods and procedures for iden-
tifying and describing programs; and suggests some possible uses of the
products that result from program identification and description.

Problems in Identification of Programs and Program Structures

Program structure is one of the key concepts employed in the BDPP.
Literature on this subject repeatedly_émphasizes that the primafy purpose
of a program structure is to provide the framework which will direct manage-
ment's attention to the héjor problems of resource allocation. It thus is
said to facilitate rational choices among alternative means of achieving
stated objectives and'goals. Further, it is held that a program structure
need not correspond to organizational patterns or budget and accounting
classifications.

This line of reasoning, even if theoretically sound, leads to
major practical difficultieé. How realistic or meaningful are decisions
about resource allocations which are not based on reasonably accurate
fiscal and related data? How can decisions made on a program structure
be implemented through an unrelated organizational structure? Different
solutions to these problems have been proposed. One such solution pro-

poses the creation of ''crosswalks" to assure compatibility (1) between
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the program structure ﬁsed for resource allocation planning and the
formal organizational structure and (2) between the program structure and
budget categories. Data for the program structure would be general and
approximate, whereas data for organizational units and budget cate-
gories would be sfecific and exact.

Another approach is to develop initially "imperfect' programs
within the existing organizational-~budget structures. This would enable
the development of accurate fiscal and related data for "programs.' From
this base, adjustments could be made to further rationalize ("perfect')
the program structure.

Proposed adjustments leading to the divergence of the program
from the organizational or budgeting and accounting structures should
raise this question: whether to change the letter structures to correspond
to the modified program structure. Common sense quickly suggests that
the answer most often will be affirmative, for--it may be held--if it makes
sense to plan and allocate resources on a program basis, it makes as much
or more sense to perform other administrative functions (including managing,
accounting, and evaluating) on the same basis. However, this common sense
view is too simple for reasons suggested in thenfollowing paragraphs and
in the unit on "Program Data and Management Information Systems.”

State government may be regarded as an enterprise that is oriented
to the achievement of specified broad and basic goals; under each such
goal, there may be a complete hierarchy of subordinate objectives. Pre-
sumably, each activity of government is undertaken because the activity

is predicted to be helpful in achieving an identified ijective related to

.a particular goal. If all activities that are oriented to the same objective

are regarded as constituting one program, then clearly a new activity ad~
dressed to the specified objective must become a part of that program.
Apparently, it should follow, therefore, that each activity can be labeled
as a part of a particular program. '

One obvious difficulty arises almost immediately, however, to
weaken this apparently clear one~to-one relationship between "activity"

and "program." It turns out that a given activity may serve two or more
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objectives simultaneously; hence it may be considered to be a part of at
least two programs. With equal logic, it may be labeled as part of either
this program or that ome. If the program structure and related procedures
force each activity to be labeled in only one way, the records of govern-
ment will identify it consistently as part of only one program. Clearly,
the result of such rigidity is that the records would delete part of the
truth about the activity; that must be avoided.

A program supposedly shall consist of all activities oriented toward
achievement of a single objective. However, an activity may serve either
one objective or several objectives, hence may have to be recognized as a
part of several programs. Regardless of the number of objectives it
serves, an activity may be performed by either one organizational unit
or a combination of units. In every case, therefore, an activity must be
so labeled as to relate it clearly (1) to each organizational unit engaged
in its conduct and (2) to each program of which it is a part. At the
activity level, therefore, data about the work of government must be cap=-
tured and recorded in ways that will make it available for use in various
"program'" descriptions or analyses and in various organizational reviews;
such data must fit into a number of different patterns for use in connec-
tion with different goals, objectives, and programs.

Other difficulties arise from the fact that the state government
performs certain activities or groups of activities:that do not fit into
programs as defined above; i.e., activities that are not immediately directed
at achieving an important goal or accomplishing an important mission. Examples
of such "awkward" activities include: (1) administrative activities at
the agency, department, or divisional level; these may need to be labeled
as self-contained programs because the effort necessary to prorate their
costs among appropriate programs would far exceed the potential benefits;
and (2) activities which provide services to several programs as, for example,
a materials testing laboratory or a research and statistics unit; for the

same reason, it may be better to designate these also as ''programs."”
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Working Papers and Multiple Program Structures

Some programs may comsist of a single activity and data center.
In those instances, program, activity, and data center are identical,
Other programs may consist of many activities and data centers. In such
programs, some of the activities and data centers may be identical=--other
activities may consist of many data centers. Programs are defined in rela-
tion to the objectives they serve and the work (aggregated by data centers
and activities) performed in pursuance of those objectives. A program is
a static pattern of objectives, activities, and data centers. Altering
the pattern changes the definition of the program.

However, data centers and activities are not statically related
to 'a single program. When they include work that serves the objectives
of more than one program, they become a part of each program to which they
contribute. The same work may be reported in more than one program and,
therefore, the total of all programs would equal more than the total work
performed by the enterprise. This particular difficulty is avoided by
the device of multiple program structures. '

There remain other difficulties related to the preparation of
program working papers and the identification of programs and program
structures. Should a program working paper be prepared for every program?
One result would be a great deal of duplication of effort and material
since the same actxvity or data center might be covered in more than one
paper. A better answer” 13 to prepare working papers and a program directory
for the programs of only-bne program structure.

‘This resolution raises still further questions. Which of the many
program structures should be chosen for compiling working papers and the
program directory? 1f working papers are'pfepared for the programs of only
one program structure, will this lessen the usefulness of proéram struc=
tures with programs for whiéh'working papers have not been preparéd? will
activities and data centers described to suit one set of programs be appro-
priate when applied to programs in other structures? In other words, since

activities and data centers describe work performed in relation to objectives,
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will descriptions of work in relation to the objectives of one program be
applicable when applied to another program with different objectives?

The choice of a program structure for initially compiling working
papers and the program directory should begin with an appraisal of cur-
rently existing ways of categorizing the work performed by the enterprise.
It is preferable to begin with a categorization thét is in use and accounts
for the total work of the enterprise rather than attempt to develop a
program structure from scratch. In the first place, it is a way of making
sure of including all work performed. Second, a program structure or any
category involves many more elements than a simple classification scheme
if it is to be something more than a useless abstraction. For example,
categories are ways of keeping score on an enterprise's operations=--this
means that there must be information systems which yield data to fit the
subdivisions of the category. The development from scratch of all the
elements necessary for a program structure to contribute effectively to
the BDPP requires tremendous resources and considerable time--probably more
of either than most enterprises can readily command.

Third, it is possible that a categorization exists that can be
easily adapted to suit the BDPP. Fourth, starting from the familiar and
moving to the unknown is likely to minimize negative reactions from per~
sonnel affected by the changes.

All enterprises categorize their work in at least one way--an organi-
zation structure based on authority and responsibility relationships. There
is a large overlap between organization and program structures. Program
structures order work in relatiom to the objectives it serves. Organiza-
tion structures order work in relation to (1) the individual or group
responsible for performing specific tasks and (2) the individual or group
with authority for enforcing responsibility for performing assigned tasks
Authority and responsibility directed at getting work done will frequently
be the same as authority and responsibility directed at accomplishing objec=
tives. To this extent, an organization structure vesembles a program struc=-
ture although the arrangement of work and objectives may not be particularly

suited to program=~oriented techniques and methods.
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It will be unusual to find an enterprise with a way of categorizing
work more closely related to a program structure than is its organizational
structure. Except for such enterprises, the organizational structure should
be used in the initial preparation of working papers and a program directory.
The effect of this is to identify-~individually and in combinations--
organizational units which are separately recognized in records, accounts,
budgets, and reports as programs.

This is an acceﬁtable beginning provided certain precautions are
observed, All personnel involved in instituting the BDPP should be con=-
sciously aware that the initial program structure is nothing more than a
relabeled organization structure. It is useful in the transition to a
program approach, permitting the preparation of working papers which will
facilitate taking next steps such as refining programs, preparing alternate
program structures, developing or modifying information systems to meet
the needs of the BDPP, introducing program-based management tools, and
training personnel.

There must be a commitment, on the part of those with the appropriate
authority, to completing the subsequent steps essential to installing the
BDPP. Experience indicates many jurisdictions stop with the first step.

The consequence is a failure to realize enough of the potential benefits
of . the BDPP to warrant the resources expended.

: Two things can be done to insure the usefulness of program struc-
tures consisting of programs for which no working papers have been prepared.
First, the working papers which are completed should contain:

1. A description of every objective served by the work
performed in the program.

2. A description of work performed in sufficiently
- accurate detail to permit the grouping of tasks into
data centers which can be classified in appropriate
subdivisions of all categories of information systems
contributing to the BDPP, ’

3. The classification of each data center into the appro-
priate subdivision in each category.
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Second, provided working papers contain the above items, it will be pos-
sible to prepare a master document containing the following items for each
information system serving the BDPP:

1. A descriptive definition of each category and sub~-
divisions of categories.

2. A list of data centers assigned to each categorical
subdivision with a reference to the working paper
defining and describing the data center.

3. A list of objectives served by each of the subdivisions
of program structure categories.
This makes it possible for one set of working papers to satisfy
the requirements of an unlimited number of programs and program structures.
It also provides the answers to the other questions raised earlier in

relation to a single set of working papers.

Procedures for the Identification and Description of Programs

In this unit, methods and procedures are outlined for identifying
and describing programs. These are aimed at the production of a program
directory and of working papers for each program of one program structure.
These products are potentially useful to a number of people for a variety
of purposes. To maximize their subsequent use, it is recommended that the
products' preparation involve the full participation of those people who
ultimately must use them.. Much of this participation can be gained by
having them engage in a careful review of drafts and then recommending
changes.

Responsibility for preparing each draft should be assigned jointly
to a central administrative office (e.g., planning, budgeting, or organiza-
tion and methods) and to the individual responsible for program direction.
Reviewers of the drafts should include, wherever feasible, an individual
subordinate to the program director, the immediate supervisor of the pro-
gram director, the agency head, representatives of other central adminis-
trative offices, and permanent legislative staff concerned with fiscal or

general administrative functions. In some cases, it may be helpful to create
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task forces consisting of personnel temporarily freed from other respon-
sibilities or to employ consultints as supplementary resources.

Such broad involvement is essential to ensure general agreement
and acceptance of the identification of programs and the content of working
papers. A general consensus is necessary to utilize effectively the pro-
gram approach in making decisions affecting the level of quality of public
services,
‘ The preparation of working papers involving, as it does, the in-
depth analysis of governmental operations is a major undertaking. It is
a matter of prudence to try to derive maximum results from a project so
intensive that it is unlikely to be frequently repeated. This spirit of
prudence guides the procedure set forth here for completing working papers.

Working papers should be developed through the following steps:

1. Training sessions should be held with agency heads
and their primary subordinates to introduce to them
the concepts and procedures required in a program
approach to administration.

These initial sessions also should outline the steps
involved in establishing the BDPP and the assignment

of responsibilities for completing steps. It should be
be made clear what is expected from agency personnel
. and how they will benefit from the BDPP.

2. Agency heads with the assistance and cooperation of
staff in the responsible central administrative office
should identify the program structure to be used for

' preparing working papers and a program directory.

3. The same personnel should develop tentative categories
and their subdivisions. These will serve as guide-
lines for identifying data centers. '

4. Staff of the central administrative office should be
assigned responsibility for drafting working papers.
The work required in draftimg working papers makes it
mandatory to assign personnel who are at least tempo-
rarily free from other duties. If central administra-
tive office staff cannot be relieved of other duties
to assume this responsibility, it may be necessary to
create task forces of staff drawn from many agencies
or use consultants. :
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5. Central office staff should interview the individual
responsible for directing a program and other pro-
gram personnel, as necessary, and also should review
available records and other material in order to develop
the information for a working paper.

6. Central office staff should draft the working paper.

7. The draft should be circulated to reviewers with an
appropriate cover letter urging careful reading and
encouraging them to make recommendations.

8. Central office staff should analyze the responses of
reviewers and, if necessary, meet with them to resolve
differences.

9. Central office staff should go over the draft care-
fully with the person responsible for directing the
program.

10. A final draft of the working paper should be prepared
and distributed.
The procedure outlined above may be modified to meet the circumstances of
a particular situation.

The working papers should be reviewed periodically and then modified
to reflect changes in activities and programs. This should be a joint
responsibility of the central office staff and program directors.

The term "working papers'' is used to emphasize the fact that they
are tools to be used in the management of public affairs. They must be
designed to suit the purposes for which they are to be used, and they must
be used by those sharing in the processes of administration. Wherever
possible, they should become an integral part of these processes.

Organization of Working Papers. There probably are many valid ways
to organize the content of a working paper, but it is suggested that a
relatively uniforwm outline be followed. The outline should provide flexi-
bility adequate to accommodate unique program characteristics, but provide
a desirable degree of;ﬁniformity in presentation to assure that essential
points have been covered. Some uniformity is necessary for purposes of

comparison and for understanding relationships among governmental activities.
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Each working paper should contain the following information in

narrative form and should be accompanied by tables or charts as necessary:

1.

7.

‘9.

10.

Title of program.
Organizational unit primarily responsible for program.
Location of program headquarters and field offices.

Background information on the program including: the
legal bases for the program; sources of financing,
identified by fund and legal base; nature and dis-
position of program earnings; number and kinds of
personnel; and, if the program is temporary, the

date and conditions for termination. This section
would be a logical place to include historical data
such as legislative actions.

A concise statement of all objectives served by the
work performed in the program and a narrative explana-
tion of how objectives relate to broader governmental
goals.

A definition and description of program work activi-
ties stated, insofar as possible, in terms of their
contribution to achievement of program ob jectives.
This section should indicate, where applicable, the
clientele groups served by activities and the nature
of the services rendered. ‘

A definition and description of each data center in

the program. This section should classify each data
center into an appropriate subdivision in each category
used in BDPP information systems.

The identification of quantitative measures of program

- activities and an explanation of how to use the mea-
- sures. ' ; '

The identification of ﬁays of qualitatively evaluating
the effectiveness of the program.

Identification and description of major relationships
with other public or private agencies or programs.

In addition, it may be desirable to list materials available or

regularly produced which contain useful information about the program.
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The information outlined above is not subject to frequent or regular
change (with the possible exception of data on personnel). While the
working papers should be periodically reviewed and updated as necessary,
it is conceivable that a working paper could remain more or less the same
over a relatively long period. Of course, whenever a working paper is
revised, the program directory statement should be reviewed and modified
if necessary.

With the working paper as a basic source document, additional re-
lated short~lived data could be developed for a variety of management pur-
poses; e.g., budgeting, planning, and evaluating. In the case of budgeting,
past, current, and projected fiscal requirements could be presented on a
program basis and, if desired, relatéd to data drawn from quantitative
measurements and qualitative evaluations. Planning which draws on this
and related data could define program problems and opportunities and
could determine means of and resources for resolving problems and realizing
opportunities. The working paper provides the framework for accumulating
specific data for measuring program work load, work load changes, and
effectiveness in accomplishing objectives. There are obvious relationships
among these processes which suggest that data coilected for one purpose
will usually serve other purposes as well.

Identifying Program Work Activities. Activities were defined above
as one or more related tasks directed at accomplishing one or more related
program objeétives. Identification of activities is easy in some cases
and difficult in others. 'There exists no mathematical formula or universal
set of principles which can be mechanically applied to identify activities.
The staff assigned responsibility for preparing working papers must carefully
review each program with agency personnel to identify the noteworthy means
used to pursue program objectives. There are some possibly helpful guides
for the review process. _

In the first place, the activities which are identified should,
when listed, provide any reader a good idea of the means employed to reach
defiﬁed ends. Secondly, activities should be specified in the light of the

purposes for which such specifications are to be used. For example, a more
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detailed and elaborate classification will be required if employees are
to account for all their working time by activities. Thirdly, activities
should be, insofar as possible, mutually exclusive so there are no diffi-
culties about where to plaée work on specific tasks. Next, since quanti-
tative measurements normally occur at the activity level, activities
should be designated with this process in mind. They should not include
insignificant tasks or too few tasks to make measurement useful; equally,
netther should they include a complex of tasks that makes measurement
difficult or impossible. Finally, when programs consist of groups of
separate projects (as is often the casé with research programs), it ﬁay be
expedient to identify individual projects as activities.

Program Directory. The program working paper should serve as the
source of the sumﬁary description of the program to be included in the
program directory. Program directory statements should answer the follow-

ing kinds of questions:

1. What are the reasons for the state to participate
in this program? (The answer to this question will,
in effect, state the program's objectives, hence
constitute a justification of the program's objec-
tives.) '

2. 'By what legislative or executive mandate was this
program authorized?

3. From what sources (funds) is this program financed?

4. Does this program produce revenue, and if so, what
is the nature of these earnings and to what funds
are they credited?

5. What organizational unit has primary responsibility for
this program?

6. What activities are included in the program and which
organizational units engage in them?

7. What relationships does this program have with other
public or private agencies or programs?

8. Where are the headquarters and primary field offices
located? '
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Uses of Program Working Papers and Program Directory Statements

In addition to the advantages and uses already mentioned, working
papers and a program directory have the potential of serving as the basic
documents for all program-oriented administrative processes. They can
serve as basic source materials for development plans, operating budgets,
and similar documents. They make it unnecessary to include extensive
narrative descriptions of operations in those documents. In thus defining
the ends and means of current govermmental work, a frame of refereace is
provided for analyzing and evaluating present efforts and possible changes,
deletions, or additions. The working papers and directory offer a con~-
venient and compact source of information on state governmental programs
for use by legislators, administrators, and others who require a good
understanding of the nature of a program in a short period of time.

As the product of a joint effort on the part of state central
office staff and agency and program personnel, the working papers should
represent their best thinking and general agreement on program objectives,
activities, quantitative méasurement, and qualitative evaluation. The
process: (1) makes it easier for an agency to present its case for sup-
port of its programs; (2) permits state planning, budgeting, or other
staff personnel to review programs from a perspective which makes sense
to the agenéy; and (3) concentrates attention on the ends of government

and the effectiveness of program progress toward those ends.

*+ Program Data and Management Information Systems -

Most program-oriented approaches employed in ome or another of the
various management proceéses call for the division of all work performed by
an organization among programs, Each identifiable work activity is placed
in one program. The total of the work activities of all programs equals
the total of all work performed in the organization. Next, a program struc-
ture is charted based on the relationships among: (i) goals served by
programs, or (2) program objectives and work activities, or (3) some combi=-

nation of 1 and 2. The result is a single program structure establishing
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boundaries for the use of program=-oriented processes and procedures.
This approach has been typical of most efforts in program budgeting and
planning, programning, and budgeting systems.

Commitment to the concept of a single program structure has many
disadvantages. It is only one way of looking at an organization, whereas
it is clear that managers and others concerned with the operations of an
organizatibn need to view its activities from many perspectives. The
necessity of assigning each work activity to a single program ignores the
reality that an activity may contribute to two or more objectives scattered
among several programs. This heightens the arbitrariness of program defi-
nition and lessens the utility of the approach. It complicates the prob-
lems of program definition and subsequent modification. The element of
arbitrariness offers opportunities for questioning the validity of program=-
based analyses.A

The effectiveness of program=-oriented approaches is heavily depen-
dent on having data of sufficient quantity and quality available by programs.
There must be information systems which yield data by programs. In the
case of program budgeting, PPBS, or the BDPP, this means, for one example,
that the budgetary accounting system must yield fiscal data by programs.
Accounting systems designed to process fiscal data only by categories

such as organizational unit, fund, year, and object of expenditure must

“be modified to include programs if program budgeting, PPBS, or the BDEP is

to be implemented. The same kind of logic that supports the single program
structure is frequently used to argue that accounting systems should pro-
duce data in a limited number of ways. In effect, the program structure
is seen as competing with organiiational units and other potential cate-
gories for a place among the limited number of categories that will be
available. o

These and other difficulties can be avoided through the use of
several concepts and techniques. To begin with, the notion of single
program structures should be replaced by the concept of multiple program
structures. (The discussion here is with multiple program structures in

keeping with the subject of this manuzl. However, it should be obvious
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that program structures may be viewed as simply additional categories for
processing data in accounting or other information systems, and this
discussion is equally relevant if the term information system categories
is used instead of multiple program structures.) Instead of a single
program structure based on organizational objectives, the Department of
Social Services, for example, may find that it is useful and important to
keep score on matters such as clientele groups served, kinds of services
provided, types of clientele problems, and levels of assistance provided
clients, Each of these might be labeled a program structure and treated
as a separate category in accounting and other information systems.

Computer-based information systems may be designed with a technical
capacity for coping with as many categories as are ever likely to be re-
quired for effective management of an enterprise. For all practical purposes,
the number of potentially available categories can be considered open=-ended.

The categories in information systems serving the BDPP can include
as many different program structures as it is determined contribute to an
effective process. Of course, there will usually be other categories,
in addition to program structures, covering things such as organizational
units, funds, or other desired breakdowns.

Modification of existing information systems or creation of new
ones is generally necessary to produce data required for effective biennial
development planning. Several important steps in attaining adequate pro-
gram-oriented information systems are part of or closely related to estab-
lishing the program base. One such step is to define the categories to
be included in each system. A next' step is to define the subcategories
for each category. Where subcategories are to be further subdivided, these
breakdowns should be identified. Another step is to define and describe
data centers. Data centers must be coded to indicate their assignment
to subdivisions in each category. After completing these steps, it is
necessary to design and implement the policies and procedures necessary
to make the systems operationdl. This includes detailed systems design

and programming for computer-based systems.
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The task of identifying categories and their subdivisions should
involve persons requiring program=-oriented data for the effective dis-
charge of their responsibilities. This would mean the involvement in
varying degrees of, among others, departmental management personnel from
the program level to the department head, personnel from central state
government staff agencies, and legislative staff. What needs to be
accomplished is the conceptualization of the various perspectives for
viewing the enterprise which are helpful (or essential) to its adequate
management. It is desirable to develop at least a tentative set of cate-
gories and their subdivisions by the time working papers begin to be pre-
pared, for they serve as c¢riteria for defining data centers.

Defining and describing data centers is more of a technical matter
than it is conceptual. It may be accomplished during the completion of
working papers. In the course of analyzing programs and activities,
staff responsible for producing working papers are in a good position to
identify suitable data centers. The definition of data centers must be
at least partially based on the tentative list of categories and their
subdivisions.

Appendix E of this manual contains a discussion of coding data
centers and categories and their subdivisions and provides some examples

in chart form. That material elaborates on this section and may help

clarify the points made here.

Quantitative Measurement and
Qualitative Evaluation of Programs

The program approach requires the ca:eful analysis of individual
programs. Ways of quantitatively measuring and qualitatively evaluating
programs should be tailored to fit the unique characteristics of each
program. This section is devoted to a discussion of some of the comncepts

and techniques of program analysis.
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Measuring & Program Quantitatively
Programs may be subjected to quantitative measurement for two

distinctly separate purposes. First and foremost, there is the need
to measure the magnitude of demand or need for service. Second, it is
necessary to measure the amount of work performed within a program,

.The following example may help clarify the distinction between
these two kinds of measurements. Almost all of the work of parole and
probation agents employed by the Iowa Board of Parole is divided between
(1) supervising and assisting parolees and probationers and (2) conducting
pre-sentence investigations of convicted public offenders. If there is an
increase in the total number of parolees, probationers, or convicted
offenders, it is safe to conclude that there is a quantitative increase
in the need for parole and probation services (assuming that the current
level of service is to be maintained). Conversely, if the number of
parolees, probationers, or convicted offenders decreases, less work will
be required to provide the current level of services. Thus, the number
of parolees, probationers, or convicted offenders is a good measure of
the magnitude of need for services. However, that measure provides no
information about the émount of work that parole board personnel perform
in rendering services. Indications of the amounts of work performed
must be gained from data on: (1) the nature and number of direct
contacts with parolees and probationers with their families, potential
employers or employer groups, and with other agencies or individuals to
whom parolees or probationers are referred; (2) the nature and number of
pre-sentence investigations; (3) the nature and number of meetings
with institutional clagsification committees, the Board of Parole, court
officials, and other individuals or groups; (4) the nature of preparation
for and number of public speaking or public information contacts; and
(5) the content, average time required for preparation, and number of
reports prepared.

It is possible to develop a standard work measure such as case
load. Case load might refer to the number of parolees and probationers

that a parole and probation agent can supervise and assist at any one time
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at an agreed~upon level of service; case load could refer to the -
number of pre-sentence investigations which can be conducted in a

given time span at an agreed-upon level of service; or case load could
reflect some combination of these two factors. A standard (the number
of parolees and probationers per agent, per year) could be applied to a
measure (the number of parolees and probationers to be. supervised and
assisted) to determine the required number of agents.

Although often helpful, such standards and measures have certain
limitations. Sometimes they are used incorrectly, for instance, when
they are cited as justification for a government program. The fact that
there are parolees and probationers does not, in itself, necessarily -
constitute sufficient justification for having a parole and probation
program manned by a group of parole and probation officers. Rather,
justification depends on the potential benefits likely to accrue to
society gemerally, to the individuals receiving services, or to both, if
such officers are engaged to conduct such a program.

Even if it was theoretically possible to do so, it should not be
concluded that it is desirable to develop measures and related standards
for every program or for most programs. Whether to develop and use measures
and standards is a decision that should be made, program by program, by
considering the costs (time, effort, and other resources required) as
compared to the possible benefits (better understanding of the program,
higher quality of decision making, improved manageability). Costs will
tend to equal -or exceed benefits: (1) the smaller the size of a program,
as measured by number of employees, funds expended, nature and importance
of responsibilities, or similar criteria; (2) the greater the number of
activities within a program; and (3) the larger the number of separately
identifiable work tasks carried on in program activities. Thus, a program
with 30 employees, 9 different activities, and several types of major
tasks' performed within most activities might require 30 or 40 different
measures and standards. The use of so many measures and standards would
usually require costs well in excess of benefits and might be:.more con-

fusing than helpful.
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For making decisions about plans and budgets, the quantitative
wmeasure of change in the demand or need for service ‘is normally more
useful than is the measure of work performed. In the parole and probation
program, a decision to have“agents contact parolees and probationers
more frequently will, all other things remaining equal, increase the
amount of work performed. ﬁowever, the number of contacts will not serve
as a meaningful index of the need for work. This factor is better measured
by the number of parolees and probationers who are to receive an accepted
level of service.

.'There are programs and activities which do not lend themselves
to quantitative measurement of either the demand; the need for work, or
work production. This is often the case¢ with programs or parts of programs
concerned with applied research, The amount of money the State chooses
to spend on studying means of developing the economy or causes of social
disorganizatiou must be based on subjective judgments about the nature and
magnitude of theiproblems, availability of resources, past successes or
failures, and the likelihood of progress toward defined objectives and
goals. , i

Merging Quantitative Data. A program usually includes several
constituent activities. Frequently, program perscnnel will be responsible
for performing wotk in several of these activities. Some of the activities
will be measurable in terms of the need for service, some in terms of pro-
duction or work performed, and some will not be usefully measurable at all.
1f analysis requires examination of the work record of each employee or
the presentatidn of a large amount of detailed work load information on
each activity, it will be difficult and perhaps impossible to focus atten=
tion on work- load changes. It, thereﬁere, is most helpful if agreement
can be reached easily and rapidly on the direction and magnitude of work-
load changes in a particular program area; effort then can be concentrated
on such worthwhile questions as how to meet work=-load changes=-e.g.; to
add staﬁf,:revise procedures, eliminate or decrease services, mechanize

operaticns~—and of how effective the program is in accomplishing its
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purposes. It is difficult to present work-load data on programs that are
composed of several activities, each one measured in a different way; how-
ever, the following simple method for merging quantitative data can be -
employed to facilitate the matter utilizing percentages.

To begin with, each activity in a program may be assigned a
weight approximately eéuivalent to the per cent of staff time required
to discharge that activity. Secondly, the change in the work load for
each activity (from one time period to another) may be expressed as a
percentage. Next, the weight for each activity is multiplied by the per=~i
centage change in work load; the resulting products are added together.
Finally, the resulting figure is divided by the total number of weights,
in order to determine the average work-load increase for all activities -
taken together. As mentioned above, some activities are not easily or
usefully measurable. It will, therefore, be more reasonable, in most
instances, not to attempt measurement, but simply to assume that the work-
load increase in nonmeasured activities approximates the average work-load
increase for measured activities. The following tabulatiom illustrates

the application of this method:?

Work Load Change in Work Load Relative

Activity Measure 1967 _1968 (Per Cent) A Weight
100 . 100 Q . 10
B b 1,000 1,150 +15 . 20
. C c 10 9 ~10 35
D Not ‘measured - - = 10
E e 500 600 +20 : 25

Note: Total change in work load = 10 times O, plus 20 times 15,
minus (35 times 10), plus 25 times 20 ¢ 90. (the total weight of activities
for which measures exist) = 5 per cent.

1f changes are made in a program, then the list of activities will
need to be revised. If work procedures are modified, the relative weights

assigned to particular activities may need to be chanmged. Finally, if
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greater certainty is desired about the validity of the relative weights
assigned various activities, a time analysis study can be conducted. This
merging process does not yield highly refined data, but it is satisfactory
for most planning or budgeting needs. e L E

Evaluating Program Effectiveness
One of the positive features of the BDPP is that it emphasizes

governmental goals and objectives and program effectiveness in realizing
those ends. In the past, evaluation of program effectiveness was the
neglected stepchild of planning and budgeting, which have traditionally
manifested a preoccupation with quantitative measurements such as unit
costs, work production data, and work standards. This preoccupation has
obscured the more interesting, challenging, and, in many respects, more
important aspects of planning and budgeting. If significant amounts of
resources are to be used more effectively on existing programs, reallocated
to more essential purposes, or saved, decisions must be made about theé
value of present programs and alternate possibilities. These decisions
can be made more wisely if they are based on valid data concerning program
effectiveness.

The point needs to be stressed that quantitative measurement and
qualitative evaluation both are useful tools for analyzing programs. They
often are closely interrelated, and to ignore ome is to weaken the usefulness
of the other., In this sense, it is just as important to decide in advance
how to determine the effectiveness of a program--i.e., its success in attain-
ing its objectives~--as it is to develop means of measuring the direction
and magnitude of work-load changes.

Evaluating program effectiveness requires identification of the
criteria that'iﬁdicate successful endeavor. In private enterprise, the
profitability of an operation provides the measure of its effectiveness;
while optimum profitability is not always easy to compute, its existence
as the ultimate measure of success is unquestioned. Profit is not often
a criterion for government's programs, Criteria that are available seldom

are susceptible of precise measurement. Vague standards, such as an
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ill-defined or undefined "public welfare" or "social benefit" are not very
helpful. Therefore, it is necessary to develop special criteria of
effectiveness, specifically designed to reflect the objectives and unique
characteristics of individual programs.

During the preparation of working papers, accordingly, agreement
should be reached both on the purposes of and reasons for a program and
on the best means of evaluating its effectiveness in accomplishing objectives.
Frequently, the simplest and best way to describe how to determine program
effectiveness is to list questions, the answers to ﬁhich would be helpful
- in making qualitative evaluations.

Useful guides in determining how to examine program effectiveness
include: (1) most qualitative evaluations should be made at the program
level, rather than the activity level, since concern is with the effective-
ness of the program; (2) qualitative evaluations always are closely related
to the objectives of (or reasons for) a program; (3) no single qualitative
measure should be relied on to the exclusion of other measures; (4) suffi-
cient time should be allowed after program actions are taken to obtain
results before attempting to determine effectiveness;.(S) the answer to a
particular evaluative question does not by itself indicate the course of
action (increasing the appropriation, mechanizatioﬁ, etc,) which should be
taken with respect to a program; (6) it may be necessary to experiment
with or devise new methods of making qualitative meaﬁures in order to
obtain satisfactory data on program effectiveness; and (7) it will be
necessary in certain cases to devote special effort to collecting data

to be utilized in evalhating the effectiveness of a program.

Program Analvsis and the Goals of State Government

Program analysis may be broad or limited in scope and intensive or
restricted in depth,'depending on the purposes of the evaluation and the
time and resources available. As discussed in this report, program analysis
is geared to program objectivesz; at best, it will provide only rough clues
to the need for, and to the valve or effectiveness of, governmental effort

directed at broad goals. Even with adequate program analysis, it will be
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necessary periodically to reassess the adequacy of governmental goals and
to delete, add, or shift emphasis among goals.

The following kinds of questions will need to be asked about each
broad state government goal and the entire set of programs organized
around it:

1. 1Is the goal still appropriate in light of present
cbnditipns, i.e., is it still necessary?

2. 1s thé emphasis or amount of effort and resources
directed at this goal appropriate in relation to
the emphasis on other goals?

3. What are federal, state, and local governments
doing to realize this goal and why? What agencies
of each government are involved in this area?

What are private groups or individuals doing in
the area?

4. What should be the responsibilities of the public
and private sectors in regards to this goal?

.- 5..-What progress is being made toward achievement of
the goal?

6.  Has governmental participation in relation to this
goal resulted in limiting the freedom of action of
individuals and groups?

7., How do present processes and procedures in this
" ' area compare to what is being done in other states?

8. What are the available alternatives for improving
efficiency or economy of efforts directed at this
goal? ' ; '

9. Are existing organizational arrangements and
procedures as effective as possible for progress
.toward the goal?

-10. Are tne various public and private efforts properly
coovdinatgd? .
The review of each broad goal and the programs organized around it
is required to evaluate the work and responsibility of several programs,

agencies, or govermments directed at common ends. Whereas program analysis



59

probably should be a continuing process with specific annual or biennial
products, the analysis of broad goals may be required only at longer time

intervals of five years or even longer in some cases.

Application of the Products of Program Analysis

The test of the usefulness of the program approach occurs when
the products of program analysis are applied during the BDPP. Program
analysis is justifiable only if those products are useable and are actually
used. The combination of goal and program analysis will provide=--to decision
makers, administrators, and analysts--a general frame of reference which
gives meaning to speq;fic concerns with minutia such as objects of expendi-
ture. Without a frame of reference, attention is drawn to the "pieces' of
state work and, by concentrating attention on small items, this results in
a failure to consider the broader and more fundamental matters that deserve
attention.

Quantitative Measurements. Quantitative changes in the need for

work (or in productivity) should be analyzed annually for each program for

which quantitative measures or standards have been developed. For compara-
tive purposes, it is helpful to have data on work-load changes.over a three-
to five-year period for the detection of long-range trands. Trend data will
strengthen the planning and budgeting systems by making possible, among
other things: (1) a better understanding of the extent of resources com-
mitted to ongoing programs; (2) analyses of shifts in emphasis among goals,
policies, and programs; (3) informed judgments on the necessity for and
feasibility of reallocating resources among goals and programs; (4) the
identification of clues to unmet needs or demands which require attention;
and (5) the development of possible alternative courses of action to choose
among in developiug resources and putting them to the most effective and
efficient cse.

Quantitative measurement is an integral part of the process of
qualitative evaluation. The relationship between the two is simply that
between (1) measuring progress toward objectives and goals and (2) measuring
the nature and magnitude of work produced as a result of existing patterns

of resource sllocation.
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Information on work load provides a basis for certain decisions in
planning and budgeting.

In the first place, it is presumed that if there is no change in
work load, a program would require approximately the same amount of resources
in thz future to provide a stable level of services. In effect, to main~
tain an existing level of services, the amount of resources is committed;
‘the commitment is essentially altered only by a decision to change govern=
mental goals, prcgram objectives, or the level of services or by the discovery
of more efficient ways of providing the same services (although, of course,
improved productivity might permit some reduction of resources, and in-
creased costs might necessitate some additional resources).

Second, in the case where the work load has increased, it probably
will be necessary to take some positive steps to maintain the same level
of  services. Such steps might include addition of persomnel, revision of
processes or procedures, mechanization, modification of services offered,
etc. These steps might require increased resources, although the magnitude
of additional resources reduired will normally be less than the percentage
increase in work.locad. .A 15 per cent increase in work load, for example,
might result in the'need for only a 5 per cent increase.'in.financial support;
this is attributable to ‘the stability of the constant or fixed costs of
being ready to offer services, rather like the basic "cost of doing business'
in a‘-commercial enterprise. In a probation and parole program, there will
be a relatively stable need for a program chief and.for some clerical and
stenographic help, whether the work load rises or falls 10 per cent.

Third, if work load decreases, it may be possible to reduce resources
supporting the program without affecting the level of services. Again,
however, the constant or fixed costs make it unlikely that the level of
resources can be reduced as much as the work load has decreased.

Finally, it often is possible to estimate the effect that proposed
changes in goals, objectives, or policies will have on work load. These
estimates should be factors in the decisions to make such changes.

Qualitative Evaluation. The effectiveness of each program (in

achieving objectives and contributing to realization of major state
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government goals) should be evaluated annually, using the criteria specified
in the program working paper. A short written report should be prepared

for each program to summarize the findings of the evaluation, identify
problems and opportunities, and recommend ways of increasing program ef=-
fectiveness. The program effectiveness report should be a responsibility

of appropriate program or agency personnel. These written reports could
provide the basis for annual review by state planning and budgeting personnel
in developing executive branch positions on future support levels of programs.
In turn, this process should improve the quantity and quality of information
available to the General Assembly in its deliberations.

The material in written reports will be useful in analyzing: (1)
whether increased program support might be expected to produce significant
changes in program effectiveness; (2) whether program emphasis should be
changed in order to strengthen certain phases of one program at the
expense of others; (3) whether the State is presently achieving its purposes
in a particular program, hence whether added support would yield only
unessential fringes; and (4) whether the State could reduce support but
still maintain an adequate level of program effectiveness.

Evaluation of Goals and Programs Organized Around Them. The goals
of state government are broad and general im nature. Each goal is pertinent
to more than one program or one agency. Program analysis tends to focus
attention primarily on the objectives of individual programs or, at most,
on the combined program efforts of a single agency. Program analysis,
therefore, is of limited use in evaluating the net effectiveness of all
those efforts of state government that are directed toward a common goal.
Broader evaluations should help to £ill this gap. They should be performed
at longer time intervals than program analyses, and should be as intensive
as possible,

The scope and intensity of these surveys may lead to recommendations
which have far-reaching implications. In large measure, the utility of
broader evaluations depends on how adequately the recommendations are reviewed
by officials who are responsible for making the decisions that contain

potentially large consequences for programs. To the extent feasible,
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accordingly, the review process should be designed to produce clear deter-
minations as to which recommendations are -to be accepted, which will be

rejected, and what schedule will be followed in implementing changes.



Section V
THE BIENNIAL DEVELOPMENT PLANNING CYCLE

The steps, participants, and time sequences of the biennial develop-
ment planning cycle are shown in Figure II accompanying this section.
They are self-explanatory for the most part. .

Implementation of the cycle would result in several modifications
of the present budgeting system, First of all, the cycle assumes the
existence of long-range plans which many departments now lack. Obviously,
such plans must be formulated as soon as possible to make the planning
element of the BDP effective,

A fundamental assumption of the BDPP is that more work on the
processes of planning, programming, budgeting, accounting, and evaluating
will improve the performance of management at all levels, Indeed, effective
management--whether at program level or in the office of the Governor--is
largely dependent on the nature and quality of these processes. The in-
creased work load involves real costs, some of which are suggested by the
figure in this section,

The list of participants indicates one cost element will be decen-
tralization, 1In contrast to present budgeting practices, the BDPP depends on
the participation of program managers (and sometimes managers of units
within programs) in addition to central department staff units and depart-’
ment heads, Effective participation may require, in some instances, addi-
tional staff at program or department levels.

. More participants generate more and better information for analyses

-in making decisions. Agencies responsible for analyzing the information,

including the Office of Planning and Programming (OPP), Office of State
Comptroller. (OSC), and legislative fiscal units, may need additional staff.
The BDPP 1is one way of sorting out and ordering some of the tasks

of management, Eventually, it will have to be reflected in organizational



64

arrangements. As the BDPP develops, present organizational arrangements for
planning and budgeting will need to be reviewed and modified as necessary.
The review should cover all participant agencies.

Placing development planning on an annual rather than biennial
cycle would not change the steps or participants in the process. The
time seqﬁence for steps 1-14 would be the same except that they would be
performéd annually instead of each even-numbered year. Steps 15-16
would cover 12 months instead of 24. Clearly, going to an annual basis
would‘effectively double the work load for all participants.

The cycle, as outlined, emphasizes two of the major characteristics
of the BDPP. It is output-oriented. The predominant concern is with the
goals and objectives to be realized through the activities performed by
government. Second, analysis during the preparation of BDPs is limited
to changes. Little, if any, attention is given to programs expending a
stable level of resources.

These two characteristics are ways of sorting out important matters
requiring decisions by elective officials, It is assumed that existing
activities of government have been subjected to previous analyses and’
decisions made on the need for the activities and how they should be
operated. At most, they need to be thoroughly reviewed at intervals of
several years or when they change. The periodic reviews might occur every
three or four years for some activities and at longer intervals for other
activities. Step 17 covers these reviews.

A schedule of in-depth reviews should be worked out covering all
activities. Reviews are a continuing process. However, during months 1-10
of the cycle, the work of preparing BDPs will leave little time for reviews.
The bulk of review work must be accomplished during months 11-24 when OPP,
0SC, and agency personnel with BDPP responsibilities have time available.

The division of labor between producing BDPs and in-depth program
analyses presents one of the major difficulties when development plamning
is attempted on an annual cycle. Staff responsible for producing BDPs

simply have no time left for intensive surveys. If the job is to be done,



Figure 11

THE BIENNIAL DEVELOPMENT PLANNING CVYCLE

STEPS, PARTICIPARYS., AND TIME SEQUENCE

STEP 1 STARTS MARCH 1 OF EACH EVEN—HUMBEREBD VYEARS

(T 3 | & 5 § ik 8 SV DaeElin PR Lay
reh®fapril] May | Jume {July | Aug |sept.oct. {Nov. |Dec. | Jan. |Feb. [March

Steps Parricdpants

14 15 |16 17 |18 - 40
il ¥ay |June |July [Aug. - Juned Date: A

Develop and iesue instructions for the geferal Office of Planning and Programming (OPP) In coopera-

10.

review of long-range plans and current programs. tion with Office of State Comptroller (0SC). March 1-24
Review long-range plans and current programs. OPP; 0SC; Agency personnel--program managers, their

Identify proposed changes in goals, policies, supervisors, administrative support staff, agency

and prograns. heads. - April 1-30
Prepare Budget Form D-30 and parrative justifi- Agency personnel--program menagers and their staffs

cation for each change proposed in Step 2. with review by superiors, administrative suppert

(See Section VIL.) staff, and sgency head. - May 1-31

Review Budget Forms D-30 and narrative jJustifi-
cations and develop recommendations for guber-

natorial consideratican.

Governor and Executive Office staff review of
Budget Porwe D-30 and narrative justificatioms
with OPP and 0SC recommendations. Hearings

with each sgemcy submitting Budget Forms D-30.

Develop and issue instructlons for preparation
of agency BDP's. Instructions include general
policies governing the BDP set by the Governor
and hia decisions on the requests in Budget

FPorms D-30.

Completion of agency BOP's.

Review of ageacy BDP's and development of

recomsendations for gubernatorial consideration.

Reviev of agency BOP's and OPP and OSC recom-

mendations.
Prepare BDP for total executive brasch and
accowpanying legtslation for submission to

Ceneral Assesbly.

Tegtelarfve snalyels of Executive BOP, hearings,

and enactment of appropriation (and, 1f neces-

sary) revenue measures.

Develop aud issue instructiona for preparation
of agency plans for executing BDP's as approved
by the General Assembly.

Completion of agency plans for executing BDP's.
Review of agency BDP execution plans,

Execution of BDP's.

Evaluatfon of BDP.

To-depth analysisz of selected long-range plans
and programs. Program analysis includes study

of current services expenditures.

March 1, each even-nusbered year.

OPP; 0SC.

agency personnel.

Revlew and discuss recommendations with

Covernor; Executive Office stsff; OPP and 0OSC
staff serve as resource persons during review
process and hearings; agency personnel attend
bearings.

Governor and Executive Office staff set policies
and decide on D-30 requests with assistance of
OPP and 0SC, OPP and OSC develop and issue
instructions and forms.

Same as Step 3.

Same a5 Step 4.

Same as Step 5.

OPP &nd OSC.

General Assembly.

may be called on as resource people.

OPF, 0SC, and sgency personnel

OPF and OSC.

Same as Step 3.

Same as Step 4.

Agencies subject to review of OPF and OSC.

Same ag Step 2.

Teams composed of meubers from the staffs of OPP,

0SC, and the agency fovolved.

Continuou

sly

— o o o ) ) - - —p — oD i - - b — w— - — w—p

May 15-June 15

June 1-30

June 15-July 7

July 15-September 30

August 1-October 15

October 16-Novewber 15

October 16-Decesber 15

January 1-June 30

May 15-June 15

June 15-July 15

July 1-31

July 1-June 30 (24 months)

July 1-June 30 (24 eontha)
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other personnel have to be given the responsibility. Experience indicates
that in most instances the job 1s not done at all. A division of this labor
has the further disadvantage that each staff accumulates knowledge useful

to the other, and this creates communication problems which are never

satisfactorily resolved.



Section VI
ASPECTS OF BIENNIAL DEVELOPMENT PLANNING

This section discusses selected aspects of the BDPP as outlined in
other sections of the manual. Specifically, it covers the products or
formal reports aﬁd &ocuments which could be produced, the issuing of in-
struction#iand poliéies governing preparation of BDPs, the use of circulars
and memoranda for keeping the process curreﬁt, cbntents of basic BDP files,

and the necessity of effective revenue estimates.

Possible Products of the BDPP

At a minimum, the BDPP must produce BDPs for each agency of the
executive branch, the executive BDP summarizing all agency BDPs, and a
capital improvements program (CIP). The executive BDP should cover all
the expenses of operating governmental programs for a biennium; the capital
improvements program should include all requested capital investments for
a biennium. They can be integrated into a single document or presented
as parts I and II of the executive BDP. The two parts should be prepared
simultaneously in accordénce with the BDP cycle descgribed in Section V.

These products are the bare bones of the BDPP. O;her regular re-
ports are necessary to build the bones into a skeletpniand put some flesh
on it. Other éroducts include program working papers, program directory,
long-range plané extendiﬁg more than five to six years into the. future,
mid?range plans eitending five to six years into the future, execution
plans for the executive BDP and capital improvements program, program
evaluation reports,'énd special anélysia. Each of these is discussed
below except for program working pﬁpers and the program directory which

are dealt with at length in Section IV.
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Long-Range Plans

There are many possible futures depending on how events develop
as time passes. Long-range planning begins by depicting the most likely
possible futures. This is not just a matter of projecting current trends
nor predicting the future. It requires, first of all, awareness and under-
standing of the values society in general and government in particular are
concerned with attaining or maintaining. Té specify the values to be
attained or maintained through public programs is to define the goals of
government.

A second requirement is knowledge about the contributions of pres-
ent activities to attainment or maintenance of identified values. Third,
there must exist the capacity for anticipating future developments and
events and speculating on their consequences for realizing goals. Another
requirement is the ability to conceptualize alternate courses of action
and evaluate each in terms of (1) potential comtribution to achieving
goals and (2) costs. Costs should be measured not only in terms of
resouce'requirements, but also in terms such as oﬁtions foreclosed, nega-
tive effects on other activities or goals, and impact on private enter-
prises. ' '

Defining Goals. The heart of long-range planning is defining goals.

A few comments on this element shed light on other requirements as well.
The definition of goals presents many problems. In this society, no single
individual or agency has the authority to define the goals of public activ-
ities or to order goals by priorities. This is accomplished through the
competitive mechanisms of the political process. Several conclusions follow

from this fact:

1. Members of the society are unlikely to universally
agree on the desirability of goals except for glit-
tering generalities such as establishing justice,
insuring domestic tranquillity, promoting the general
welfare, and securing liberty. The range of agreement
narrows as goals become more specific. Whereas nearly
everyone agrees on the desirability of a just society,
fewer individuals agree on the desirability of equal
opportunity for all individuals to earn the rewards
available in the society, and fewer still agree on
the desirability of integrated schools and housing.
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2. Even at the level of glittering genmeralities, goals
overlap, conflict, or are even diametrically opposed.
For example, acts of civil disobedience often involve
a conflict between insuring domestic tranquillity and
establishing justice.

3. In theory, goals established through the political
process have the approvael of a majority of the members
of a community or, at least, a majority of their repre-
sentatives, In reality, many public goals are adopted
as much from a lack of organized opposition as from
the positive desires of a majority. Examples are some
occupational licensing laws which benefit only practi-
tioners through giving them legalized control over the
practice of the occupation. Misuse of this power in
ways such as limiting the number of practitioners as .a
means of driving up prices for services may have unde-
sirable consequences for the majority.

4. A related point is that the rhetoric of politics
dictates cloaking public activities with acceptable
goals. -Thus, the goal of occupational licensing laws
is expressed as protecting the public and not as
strengthening the economic situation of practitioners.
Public goals are large in number, conflict and overlap, are acceptable to
varying sized segments of the population, and sometimes misrepresent reality.
These factors help explain why long-range planning must consider many pos-
sible futures. There is no single most desirable future in the sense of
a utopia acceptable to all members of the community. Men have and will
continue to have different visions of the good life and the good society.
Long~range planners in public agencies are not free to create
goals. However, they must be able to identify and describe the goals of
current activities as well as propose new or modified goals for the con-
sideration of elective officials. On the one hand, present operations of
government must be analyzed to determine the goals to which they actually
contribute., On the other hand, different futures must be sketched, and this
is a process of developing alternate views of attainable good socileties
enhancing the individual's pursuit of the good life. Long-range planners

must be a mixture of practical realists and visionaries.
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Both the practical and visionary aspects are essential if long-
range planning is to be a useful exercise. It is necessary to know what
exists and how it is likely to develop in the future to avoid devising
unrealizable and meaningless alternate futures. It is equally essential
to have ideas agbout what is ultimately desirable in the future to both
direct and evaluate existing or proposed activities.

As a matter of good management, each agency of state government
should engage in a continuing effort to define long-range goals directing
its activities. The role of the agency responsible for over-all state
planning includes developing, maintaining, and modifying comprehensive
long~-range plans and evaluating agency plans to insure that they are
compatible with one another and with comprehensive plans.

Contents of Long-Range Plans. Long-range plans may extend as

much as 20 years into the future for some public activities. As the time
span lengthens, the future becomes less precise and clear. There are a
large ﬁumber of variables involved in anticipating possible futures for
state government. Each variable might change in many different ways with
differing impacts on other variables. It is possible to anticipate changes
in variables with reasonable accuracy for periods up to two years apd“
occasionally even longer. Some margin of error exists even in such short-
range plans. Obviocusly, long-range plans will have larger margins of
error. -

Plans that deal with detailed and specific data are subject to
greater margins of error than plans dealing with generalities and abstrac-
tions., Long-range plans must be largely qualitative in nature in contrast
to quantitative Shorf-range plans. A long-range state health plan can
cover matters such as the availability of health services in relation to
geographical and population patterns, the relatiom of public and private
sectors in the health field, and the construction of major health facili-
ties. At this level of generality, long-range futures can be discussed
with enough accuracy to be useful as guides to current activities and

short-range plans.
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The qualitative concerns of long-range plams will usually require
narrative discussions. Graphs, figures, tables, charts, and other modes
of presenting statistical and other hard data can be expected to occur

infrequently in long-range plans.

Mid-Range Plans

Mid-range plans extend five to six years into the future. They
accomplish two things. They are an initial effort to express long-range
qualitative plaﬁs,iq.quanti;acive terms., They attempt to identify the
specific activities -and resources that will be required to progress toward
the goals embodied in long-range plans. In addition, mid-range plans
should project current activities and relate them to long-range plans.
This provides the base for establishing the future biennial costs of
current and new activities included in BDPs.

Mid-range plans need updating as part of the BDP cycle to reflect
changes incorporated in the BDP adopted by the General Assembly. At the
same time mid-range plans are updated, long-range plans should be reviewed

and modified as necessary.

Biennial Development Plans

Biennial development plans must be highly quantitative in content,
for they present the detailed and specific resource requirements for a
biennium. Justifications for these requirements also should be expressed
in quantitative terms -insofar as possible, That is, justifications prefer-
ably should be based on items such as measures of work load and effective-
ness of performance., Quantitative data have the advantage over qualitative
data of greater empirical reliability and are easier to verify. Of course,
quantitative data may be misleading or imcorrectly interpreted.

The narrative parts of BDPs should be directed at intexpreting
and clarifying quantitative data and providing further explanations of
subjects which cennot be treated quantitatively. The bulk of the BDP
narrative will explain and justify changes in the level of services or new
services. Much of this can be taken directly from completed D-30 forms.
Some narrative will be required to explain adjustments to current services

and funding arrangements.
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Appendix C contains exsmples of tables of contents for agency BDPs

and for the executive BDP.

Capital Improvements Program

Both long- and mid-range plans should touch on the major capital
investments necessary for accomplishing the plans. The capital improve-
ments program covers capital iavestments for a biennium in the same way
the BDP covers the resources required to operate public programs. They
are so closely interrelated they should be completed together.

The capital improvements program should cover all proposed capital
impr ovements projects for the biennium. Information on each project should
cover any expenditures and work accomplished in prior bienniums, expendi-
tures and work planned for the forthcoming biennium, estimated expenditures
and work to be done in subsequent bienniums, estimated impact of the project
on BDP requirements, and narrative explanations and justifications of the

need for the project.

BDP _and Capital Improvements Program Execution Plans

The requests included in departmental BDPs and capital improve-
ments programs usually undergo some modification in the course of their
inclusion in the executive BDP and CIP. Similarly, the requests in the
executive BDP and CIP are modified by the General Assembly in the course
of enacting appropriation measures. Departmental execution plans show
how departments are going to adjhst their original BDPs and CIPs to account
for any changes incorporated in legislative acts. &S

In addition, execution plans outline how much of the authorized
resources will be used during each part (usually quarterly or semiannually)
of the biennium and how much of the biennial programmed activity will be
accomplished, Thus, execution plans provide a basis for making allotments
and supervising and evaluating the effectiveness of agencies im carrying
out their BDPs and CIPs.
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Execution plans should consist of brief memorandums explaining
adjustments made to original department BDPs and CIPs, schedules of pro-
posed expenditures and program accomplishments, and narrative explanations
of any items' in schedules which are not self-explanatory. Staff from OPP

and OSC should be responsible for reviewing and approving execution plams.

Program Evalustion Reports

Program managers and their staff should prepare evaluation reports
at the conclusion of each biennium. These reports should take the form
of concise memorandums stating: (1) what has been accomplished during the
biennium, (2) what was not accomplished, (3) what changes were made from
original BDP'and CIP execution plans and why, (4) problems and difficulties
arising during the biennium, and (5) recommendations for fhture program
activities.

The evaluation reports are essential means of identifying strengths
and weaknesses in BDPs and CIPs. They provide the major source of infor-
mation feedback into mid- and long-range plans. In addition, they may
provide indications of needed modifications of program working papers.
Problems and difficulties identified in evaluation reports might lead to
special analyses to discover possible solutions.

Evaluation should be a continuous process and not limited to the
preparation of biennial evaluation reports. The day-to-day management of
programs involves making judgments on the effectiveness of activities and
instituting such improvements as seem necessary. The evaluation reports
are, in part, a check to insurg"that.SOmg separate, conscious chOught is

given to program effectiveness,

Special Analyses
Inevitably, many matters arise in the operation of public enter-

prises which require more attention than can be given them in the normal
course of events. Such matters are proper subjects for special analyses.
Special analyses can take many forms and be accomplished through temporarily

freeing personnel from assigned duties to work on the problem, creating
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task forces or special analyses units, hiring additional temporary or
permanent employees, or using consultants.

The nature of the problem to be studied will dictate the personnel
to be used, methods to be employed, and the type of product the analysis
should yield. Products of special analyses might include recommendations
requiring action by many levels of government from program personnel to
department heads, central staff agencies, the Governor, or the General

Assembly.

Instructions and Policies for Preparing BDPs

The BDP manual should contain forms, instructions, and policies
for preparing BDPs. Once the BDPP is established, this material will be
relatively stable, much of it maintaining currency over several bienniums.
However, some factors affecting the BDPP will vary from biennium to bien-
nium. These factors should be treated separately from the manual in one
or more memorandums issued by the Office of the Governor, OPP, and OSC at
the beginning of the cycle of preparing BDPs and CIPs. Individual depart-
ments may want to supplement these memorandums with additional materials
for internal use.

Appropriate topics for these memorandums include:

1. A summary of revenue estimates for the forthcoming

‘biennium, the implications of these estimates for
the BDPs.

2. A statement of the general policies, priorities,
and major areas of emphasis established by the
Governor. This might include initial estimates
of resources available for changes in levels of
services and new services and ceilings set onm
departmental requests.

3. Reminder of major BDPP deadlines for agencies.
4. Explanation of any changes from manual procedures

and instructions or description of permissible
variations. ' : ‘ : :
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5. Explanation of changes in state laws or rules and
regulations governing the BDPP.

6. A statement of known cost factors affecting agercy
BDP requirements. such as variations in the cost-of-
living index, postal rate increases, and social
security dncreases.

7. A ﬁrice 1ist for items with known costs such as
office supplies and equipment, motor vehicles,
equipment, utilities, and insurance.

8. Known personnel cost factors including permissible
salary increments, merit increases, retirement system
contributions, and estimated turnover savings to be
reflected in departmental BDPs.

9. Known changes in fringe-benefits such as vacation,
sick leave, overtime, holidays, and employee per-
quisites.

10, List of OPP and OSC staff with BDPP respomsibilities
and the departments for which they are responsible.

11. General guidelines for computing resource require-
ments, reporting departmental revenues, and treating
funds.

12, Other information or imstructioms helpful to agencies

in preparing their BDPs and CIPs.

A supply of BDP forms should be supplied each agency with the
appropriate memorandums. Thus, if a separate memorandum is issued on
changes in levels of services and new services, it should be accompanied
by a éupply of D-30 forms. Other BDP forms would be sent out with later
memorandums dealing with other phases.of the BDP cycle.

The BDP cycle lends itself to the issuance of two memorandums
containing instrqcﬁ}qns and policies for Qreparing departmental BDPs and
CIPs. The first memorandum would cover changes in levels of services and
new services and might include early revenue estimates and tentative guber-
natorial policies, priorities, and areas of emphasis. The second memoran-
dum would appear after exacutive decisions have been made on changes in
levels of services and new services and would cover the remaining steps of
the BDP cycle. They might be labeled BDP Memorandums 1 and 2. Additional

materials could be issued as supplements to these basic memorandums.
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When a draft of each memorandum is completed, it should be circu-
lated for review and then discussed at meetings of OPP and OSC staff and
agency heads and selected agency personnel. This is advisable to insure
understanding, avoid impractical or unrealistic instructions, identify
possible difficulties, and permit departmental personnel the chance to
criticize the contents and recommend modifications. Once the meetings
are completed, the memorandums and accompanying supplies of forms can be
fihalized, printed, and distributed.

BDPP Circulars and Memorandums

As previously mentioned, the BDPP is a decentralized process in-
volving a large number of participants. This creates a need for adequate
means of communication among participants to avoid confusion, chaos, and
work at cross purposes. One responsibility of BDPP staff in OPP and 0SC
is to develop and maintain an effective communication system,

The BDP manual and the BDP memorandums discussed above are parts
of the communication network. Direct contact of OPP and 0OSC staff with
agency personnel is another part. The use of circulars or memorandums
by OPP and OSC will be necessary to round out the system.

Some of these circulars can be regularly scheduled. For example,
it will probably be necessary to issue a biennial circular to all depart-
ments on the completion of BDP and CIP execution plans. Other circulars
or memorandums can be issued to cover specific situations as they arise.

The communicaCioﬁ system should not be regarded solely as a device
available to central staff agencies to use in controlling the actions of
departments. The BDPP puts heavy responsibilities on departments as well
as on the central staff agencies. An effective BDPP requires the use of
the communications system to impart information to departments which will

improve their capabilities for adequately discharging their responsibilities.
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Basic BDPP Files

Figure III shows the basic BDPP files to be maintained by various
participants in the process. It is largely self-explanatory. Complete
sets of all BDPP files should be maintained by OPP, OSC, and legislative
fiscal'staffs.'xOfﬁ?énd 0sC sharefresponsibility for over-all direction
of the BDPP in the executive branch. Legislative fiscal staffs have the
responsibility of keeping track of the BDPP for the General Assembly.

The Office of the Governor requires complete sets of those files
covering all agencies of state government. Other files need be.furnished
only during a regqiér review phase of the BDPP or on an exception basis
for matters on whichithe office should be informed or must make a decision.

Departments require complete sets of files which provide summary
information on the over-allgactivities and concerns of state government.
This provides a broad perspective in which to make specific departmental
decisions. For files containing more detailed data on programs or dealing
with specific problems, departments need only maintain an internal set.
Similarly, programs require department sets of files which contain infor-
mation helpful in setting the context for program level BDPP activities.
Other files contain only material relevant to the program.

The organization of basic files underlines two characteristics
of the BDPP. Participants should have information available which gives
them a perspective sufficiently broad enough to enable them to view their
own roles with some degree of objectivity. Second, the roles of partici-
pants are interrelated and to some extent overlapping. The primary respon-
sibility of program managers obviously is managing their programs. However,
they also have a role to play in the management of the program groupings
or departments of which their programs are a part. Department heads are
primarily responsible for over-all departmental management; they also have
roles to play in the management of programs in their departments and in the

over-all management of state government.
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BASIC BDPP FILES MAINTAINED BY

STATE GOVERNMENT AGENCIES
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Revenue Estimating

The BDPP is the central instrument for managing state government
resources, Most resources can be expressed monetarily as public revenues.
There must be a steady flow of information on revenues--what was available,
what has been used, how much remains available, how much is likely to be
used, and what will be available in future periods. The information should
be as comprehensive as possible, covering revenues available to state govern-
ment from all sources regardless of funding arrangements.

Accurate, comprehensive estimates of revenues to be available during
future periods of time are critical to the BDPP. There is little meaning
to planning, programming, and budgeting if they are conducted without refer-
ence to realistic information on resource limitations. Estimates must be
timely and current. That is, they must be available when needed at various
stages of the BDPP, and they must be continuously updated to reflect the
most recent available data.

Inaccurate revenue estimates create problems whether the’ error is

overestimating or underestimating. Overestimations can lead to spending more

than is available. Deficit spending is generally frowned on at state government

levels. Therefore, when it becomes apparent a deficit may occur, the ten-
dency is to cut back wherever possible to avoid the sitiation. This leads
to arbitrary limitations on expenditures which may curtail public services
or even severely cripple some activities. It negates- the usefulness of
planning aﬁd programming to some extent.

Underestimates . are equally undesirable. They can result in sur-
pluses which .are an ineffective use of resources."'Thefe are always more
good things to do than there are resources to acéomplish. 'A surplus means
that something good was not done even though the resources were available.
Sometimes surpluses.are treated as.unexpeéted windfallé and are used less

effectively than if they had been subjected to the BDPP,
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Sources of Revenue Estimates

A wide range of individuals and agencies, public and private, can
make useful contributions to revenue estimating. These include the State
Department of Revenue, OPP and 0SC, federal and local government agencies
generating basic economic data, university personnel, economic research
staffs. of banks, and other agencies with competencies in economic analysis.

State agencies with their own sources of revenue or charged with
administering special funds should be responsible for developing at least
initial estimates of those items.

The key agency is the Department of Revenue. It maintains the
central storehouse of revenue data. It is commensurate with its other
functions to provide it the staff and other resources necessary to analyze

and interpret revenue and other economic data and develop estimates.

Data Acsembly and Maintenance

Individual revenue sources differ in characteristics and relative
importance. An estimate of receipts anticipated from another level of
government may require simply the use of a prescribed formula. An esti-
mate of major state tax yield, on the other hand, may emerge only from
analysis of pertinent economic trends directly affecting the state.. .
Revenue estimating benefits from methodical data collection including the
following for each revenue source:

1. Basic Documents File. Continuously updated to reflect
current conditions, this file would include:

8. A synopsis of the legal history covering origination
of the revenue, subsequent amendments, and current
provisions.

b. An actual copy of each current legal provision
bearing on the particular revenue source.

¢. A listing of applicable rates, bases, and valuation
methods.

d. A description of factors likely to influence the
revenue productivity of the source.

e. A bibliography of publications containing relevant
material on the revenue source.



2.

3.

Cumulative Collections Record on which space is provided
for recording:

a. Monthly collections for a five~year period.
b. Percentage relationships among monthly, quarterly,
and annual totals for the most recent five-year

period.

Economic Conditions or Numbers (ECON) File. Includes

local, regional, state, and sometimes national data
continuously updated (with any major revenue source
involved indicated in parentheses):

a. Number, type, value of building permits, and
other indices of construction activity.

b. Depariment store and other wholesale and retail
sales.

c. Payroll data for commercial and industrial activ-
ities.

d. Personal and business incomes, gross and category
totals, and averages.

e. Production of electric power.
f. Consumption of industrial gas.

g. Bank deposits and similar indications of money
supply and activity.

h. Investment in industial and commercial fixed
assets.

i, Particular trends in selected sectors of economic
activicy.

jo Real estate sales and rentals.

k. Student population by primary and secondary school
levels. !

Advisory Comment File. This would centain volunteered
and solicited comment from operating officials regarding
revenue sources having some relevance to their official
responsibilities. It would also contain suggestions
concerning possible new revenue sources.

81
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Preparation of Estimates

As the point of departure in developing estimates for the biennium,
a projection is made of current revenues at current rates, within the
context of any new applicable federal or state legislation which may affect
state fiscal responsibilities and options. Since this is done at a time
when preliminary estimates of expenditures are also formulated, indicationms
of probable surplus or deficit should be made available to state authorities.
If new revenue sources are being considered at this time, or have already
been created by higher governmental action, projections should incorporate
such elements. Obviously, no previous collections will be involved.

In general, the projection of current revenues, even for a major
revenue component, should receive careful rather than perfunctory attention.

Even relatively stable taxes can vary from year to year due to fluctuations

in the economy.

Final Estimates .

Once the choices are made émong revenue options and expenditure
commitments, estimates must be refined., Those for minor sources can be
assigned to the collecting agencies responsible. It is suggested that
a simple form be devised for standardizing such work. Basic informatiomn

shown for each revenue source should include:

1. Identification of the revenue source, by name and
accounting code number.

2. Collection figures for the two fiscal years preceding
to show some indication of trends.

3. Current appropriation.
4, Experience estimate for current biennium.
5. Estimate of collections for the biennium.

6. Any short narrative remarks necessary to explain an
estimate.
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For major sources, similar documentation is necessary, but for a
longer past period and in the detail required for realistic projection.
If an average experience factor can be identified over a 5~ to lO-year
period, a reasonable conclusion about a likely biennial experience should
be possible. Use of statistical procedures is recommended if the nature
of the source in question requires it. Such procedures include sampling,
correlation analysis, regression equations, and simple rate of change
techniques. The use of empirical data is essential in identifying re-
lationships among mathematical magnitudes for different time periods,
adjusting rigidities resulting from the use of formulas, and adapting

broad trends to the local situation.

Tax Research
This activity, as such, is not generally considered part of the

BDPP. It should be recognized, howevef, that tax decisions relating to
the BDP often require previous or concurrent research activity somewhere

within the state government. The prospect of a state initiated change,

or the need to adapt to an imposed change, or the decision to promote an
imposed change, all require a knowledge of tax effect, in terms of revenue,
equity, and administrative feasibility.

Will a proposed tax increase help or hurt the State? Can proce-
dures for ending tax delinquency be improved? Should the State seek to
end an unproductive or inequitable tax and enact an alternative levy?
What groups bear the heaviest burden under present tax measures?

Answers to such questions invariably have relevance for the BDP.
As the need for state revenues increases, the questions can be expected
to proliferate. It is therefore important that tax research, as an activity,

exist as a continuing responsibility of state government.



INTRODUCTORY NOTE TO SECTION VII

To shorten and simplify this edition of the Manual for
the Biennial Development Plan, examples of completed forms (which
were previously contained in Appendix D) have been substituted for
the blank forms originally included in Section VII. The examples
are based on a hypothetical budget for the Department of Social

Services.
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Section VII
BDPP FORMS AND. INSTRUCTIONS

This section contains examples of forms recommended for use in
preparing agency BDPs, explanations of the forms, and instructions for

their completion, Examples of completed forms are included in Appendix D.

General Comments on BDPP Forms

The forms discussed in this section reflect the fact that Iowa
is in the process of transition from a budget system concentrating on
line-item objects of expenditure and organizational units to a program-
oriented BDPP. The o0ld and new are married in the forms presented in
this section, Elements of the old are found particularly in forms D-5
through D-12, which correspond closely to the budget forms issued by the
Office of State Comptroller (0SC) for preparation of the 1969-1971
biennial budget. The major variations introduced into these nine forms
are (1) they are prepared for programs instead of organizational units
and (2)data are presented by type of request (current services, changes
in level of services, new services).

In addition to these variations, other major new elements are
found in forms D-1 through D=4, D-20 and D-30, Forms D-1 through D-4
present data by program categories and type of request, almost dropping
completely organizational units and objects of expenditure. Form D-20
represents a complete departure from current practice which provides no
worksheets covering the total budget cycle for the use of participants.,
Form D-30 also departs from current practice which has not developed
refined methods for sorting out requests for changes from current service

levels,
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The Ordexr of Appearance of Forms in Department BDPs
The forms included in this section present, for the most part,

fiscal or numerical data, Departmental BDPs should supplement these

forms with narrative analyses, explanations, and justifications of the
data they contain, The forms in departmental BDPs will be interspersed
with narratives where necessary. Given the nature of the BDPP, narratives
can be brief in the extreme in cases where no changes from currént service
levels are proposed,and data on the forms are self-explanatory. Narratives
need to be more extensive where changes must be explained and justified
or complicated form data interpreted. A possible table of contents for
departmental BDPs is included in Appendix C.

Forms D-20 and D-30 are presented separately from the departmental
BDPs., The order of appearance of the other forms in departmental BDPs is

as follows:



Departments With Program Groupings

and Program Elements

Departments Without Program Groupings,
but YJith Program Elements

D=1

D-4

D-5

Summary of Total Department
Request by Program Grouping,

Summary of Total Department
Request by Program Grouping
and Type of Request,

Summary of Total Request for
first departmental Program
Grouping by Programs and Type
of Request,

Summary of Total Program
Request for the first
program of the first depart-
mental Program Grouping by
Program Element and Type of
Request (omit for Programs
without Program Elements).

Summary of Total Request for
the first program element of
the first program of the
first departmental program
grouping by Type of Request
and Major Objects of Expendi-
ture,

Departments Without Program Groupings
or Program Elements

D-1 Summary of Total Department
Pequest by Program.

D-2 Summary of Total Department
Request by Program and Type
of Request.

D-4 Summary of Total Program Request
for first departmental program
by Program Element and Type of
Request (omit for Programs with-
out Program Elements).

D~5 Summary of Total Request for the

first program element of the
first departmental program by
Type of Request and Major Objects
of Expénditure,

Narrative for first program element
of the first departmental program
discussing (1) briefly the request
for current services and explaining
any changes in the current services
base, and (2) describing and justify-
ing each proposed change in level of
services or new service,

D-1 Summary of Total Départment
Request by Program,

D-2 Summary of Total Department
Request by Program asnd Type
of Request.

Summary of Total Request for the
first departmental program by
Type of Request and Major Objects
of Expenditure,

Narrative for first departmental pro-
gram discussing (1) briefly the request
for current services and explaining
any changes in the current services
base, and (2) describing and justifying
each proposed change in level of
services or new service.

The followlng forms are presented in
numerical order for the first depart-
mental program with narrative inserted
where necessary for purposes of
interpretation, explanation or
justification:

D-6 D-9

D-7 b-10
p-7A  D-11
D-8 D-12



Departments With Program Groupings

Departments Without Program Groupings,

(o
(o]

Departments Without Program Groupings

Order and Program Elements but With Program Elements or Program Elements
6. Narrative for the first program The following forms are presented in Repeat numbers 3-5 for each remaining
element of the first program of numerical order for the first program departmental program,
the first departmental program element of the first departmental '
grouping discussing (1) briefly program with narrative inserted where
the request for current services necessary for purposes of interpre-
and explaining any changes in the tation, explanation,or justification:
current services base, and (2) D-6 D-9
describing and justifying each _ "
D"7 D-IO ¢
proposed change in level of p-7A - D-11 ‘
services or new services, D-8 D-12
7. The following forms are presented Repeat numbers 4-6 for each program
in numerical order for the first element of the first departmental
program element of the first program,
program of the first departmental
program grouping with narrative
inserted where necessary for pur-
poses of interpretation,
explanation, or justification:
D-6 D-9
D-7 D-10
D-7A D-11
D-8 D-12
8. Repeat numbers 5-7 for each D-4 For second departmental program,
program element of the first
program of the first departmental
program grouping,
9. D-4 For second program of the Repeat numbers 4-6 for each program

first departmental program
grouping.

element of the second departmental
program.
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Departments With Program Groupings Departments Without Program Groupings, Departments Without Program Groupings

Order and Program Elements but With Program Elements or Program Elements
10. Repeat numbers 5-7 for each Repeat numbers 8-9 for each remaining
program element of the second departmental program,

program of the first departmental
program grouping. -

11. 'Repeat numbers 9-10 for each
remaining program of the first
departmental program grouping.

12, D-3 For second deparfmental
program grouping,

13, Repeat numbers 9-10 for each
program of the second departmental
program grouping,

14, Repeat numbers 12-13 for each
remaining departmental program
grouping. ' A
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Common Data Required by Forms

All BDP forms call for sorting out requests into the three
categories of current services, changes in level of services, and new
services. Unless a program or program element is belng terminated, it
will always have at least a current services request. The forms are
designed so that there is no need to mention changes in level of services
or new services 1f none are requested. ihenever requests are made in
more than one category, forms should be completed to show subtotals for
each category as well as a final grand total, Subtotals and totals
should always show: (1) total requirements from all sources of revenue,
(2) the netting out separately of each nongeneral fund resource, and
(3) the general fund appropriation required. This is essential to the
review and management of the total resources of state government in con-
trast to the haphazard consideration of arbitrarily selected bits and
pieces,

Forms D-5 through D-12 get into object and subobject of expendi-
ture data, Departments will complete these forms only if they have
requests for the particular object, That is, a department that is not
requesting motor vehicles need not complete forms D-7 or D-7A, Depart-
ments with no travel expenses will not include that object on any of
their BDP forms,

Forms D-1 through D-12 are the basic forms included in agency
BDPs., As is to be expected, they present data in a roughly common
format. Except for forms D-6, D-7, D-7A, D-9, and D-11, all forms have
identical column headings in columns 2-9, These columns present: (1)
actual expenditures for the most recently completed fiscal year, (2)
estimated expenditures for the current fiscal year, (3) a total of items 1
and 2, (4) requests for first fiscal year of next blennium, (5) requests
for second fiscal year of next biemnium, (6) a total of items 4 and 3,
(7) the Governor's recommendations for the next biennium, and (8) the
appropriation eventually made for the next biennium.

Forms D-6 (details of personal services) and D-7 (details of

travel expenses) drop the first three items since part or current levels
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of expenditure serve no useful purpose in analyzing future requests.
Forms D-7A (description of motor vehicles requested), D-9 (details of
printing and binding requests) and D-11 (details of equipment requests)
also omit past and current expenditure data as useless in analyzing
future requests. IZach of these three forms iﬁcludes selected data unique
to the items requested which are helpful in analyzing requests. _

The BDPP relegates object and subobject of expenditure data to
backup materials for program element or program requests. Forms D-1
through D-4, D-20, and D-30 build on object and subobject of expenditure
of data, but present the data in other ways to focus attention on changes
in the current services base, changes in level of services, or new services.
If it was considered desirable or useful for any reason,it would be pos-
sible to develop forms comparable to D-1 through D=4, D-20 and D-30,'
which substitute object of expenditure data for type of request data
(current services, changes in level of services, or new services).

The following instructions for completing forms should be avail-
able to all personnel responsible for completing forms. This means wide
distribution of the manual in whole or in part., Alternatives are to
print instructions separately for distribution with forms or print

instructions on the back of forms,
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Form D-1

This form contains a summary of the total budget request for a
department, Departments large enough to have program groupings list
each program grouping in column 1, Other departments list programs.
Columns 2-7 are cbmpleted by each department and are self-explanatory.
Columns 3-9 are provided to make the forms useful as worksheets for
recording gubernatorial and legislative actions.

‘ Columns 2-7 (and $-9 when completed) should add up to the total
fiscal resources used or requested by the department. The total require-
ments figure should include all resources regardless of source or

funding arrangement. All nongeneral fund resources are separately listed
and netted out from the total requirements figures to arrive at the

final figure which is the amount of general fund resources used or requested,



Page 1
Budget Form D-1

DEPARTMENT BUDGET REQUEST SUMMARY I
BY PROGRAM GROUPINGS (OR PROGRAMS)

1971-1973 BIENNIUM Department: Socilal Services
1 T2 T T Ty T TTa T s s 7 8 9
Estimated Governor's
Actual Estimated Total Biennial Total Tokal Total Biennfal Recommen-~ Appropri-
Expenditures Expenditures Expenditures Request Request Request dations ation
Program Groupings . 1969-1970 1970-1971 1969-1971 1971~-1972 19721973 1971-1973 1971-1973 1971-1973
Family and Children's Services 12,000,000 13,000,000 25,000,000 14,000,000 15,000,000 29,000,000
Mental Health Services 12,000,000 14,000,000 26,000,000 15,000,000 16,000,000 31,000,000
Mental Retardation Services 9,000,000 11,000,000 20,000,000 12,000,000 13,000,000 25,000,000
Adult Correction Services 7,000,000 9,000,000 16,000,000 10,000,000 11,000,000 21,000,000
Income Maintenance 125,000,000 125,000,000 250,000,000 130,000,000 135,000,000 265,000,000
Administrative Support 2,000,000 2,000,000 4,000,000 3,000,000 3,000,000 6,000,000
Total Requirements 167,000,000 174,000,000 341,000,000 184,000,000 193,000,000 377,000,000
Less: '
Federal Funds 80,000,000 84,000,000 164,000,000 90,000,000 95,000,000 185,000,000
Special Funds:
County Funds 11,000,000 11,000,000 22,000,000 12,000,000 12,000,000 24,000,000
Recoveries and Refunds 3,000,000 3,000,000 6,000,000 3,000,000 3,000,000 6,000,000
General Fund Appropriation 73,000,000 76,000,000 142,000,000 79,000,000 83,000,000 162,000,000

€6
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Form D-2

Form D-2 summarizes total departmental budget requests by
program groupings or programs and type of request. Type of request
refers to the division of resources among current services, changes in
level of services, and new services., Departments with program groupings
enter program grouping in column 1, Other departments list programs in

column 1, The format for entries in column 1 is as follows:

Program Grouping I (or Program I):
Current Services
Changes in Level of Services
New Services
Total Requirements~--Program Grouping I
Less: (identify each nongeneral fund resource)
General Fund Appropriation

and so forth,until each program grouping (program)
is completed. A department total follows the last
program grouping (program).

Department Total:
Current Services
Changes in Level of Services
New Services
Total Requirements--Department
Less: (identify each nongeneral fund resource)
General Fund Appropriation

Columns 2-9 are identical to columns 2-9 of Form D-1 and are

self-explanatory.
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DEPARTMENT BUDGET REQUEST SUMMARY II
BY PROGRAM GROUPINGS AND TYPE OF REQUEST (CURRENT SERVICES,

CHANGES IN LEVEL OF SZRVICES, OR NEW SERVICES)

Page 2

@

Budget Form D-2

1971-1973 BIENNIUM Department: Social Services
1 2 3 4 5 6 7 8 9
Estimated Governor's
Actual Estimated Total Biennial Total Total Total Biennial Recommen- Appropri-
Expenditures Expenditures Expenditures Request Request Request dations ation
Program Groupings—--Type of Reguest 1969-1970 1970-1971 1969-1971 1971-1972 1972-1973 1971-1973 1971-1973 1971-1973
Family and Children's Servizes:
Current Services 11,000,000 12,000,000 23,000,000 13,000,000 14,000,000 27,00G,000
Changes in Level of Services 750,000 1,000,000 1,750,000 1,000,000 500,000 1,500,000
New Services 250,000 - 250,000 - 500,000 500,000
Total Requirements 12,000,000 13,000,000 25,000,000 14,000,000 15,000,000 29,000,000
Less: '
Federal Funds 1,500,000 2,000,000 3,500,000 2,000,000 3,000,000 5,000,000
General Fund Appropriation 10,500,000 11,000,000 21.500,000 12,000,000 12,000,000 24,000,000
(Note: The same information in the
same format would be provided for
each of the other five program
groupings, i.e., (1) Mental Health
Sexvices, (2) Mental Retardation
Services, (3) Adult Correction
Services, (4) Income Maintenance,
and (5) Administrative Support.)
Department Totals--All Program
Groupings:
Current Services 157,000,000 167,000,000 324,000,000 174,000,000 184,000,000 358,000,000
Changes in Level of Services 8,000,000 6,000,000 14,000,000 8,000,000 8,000,000 16,000,000
New Services 2,000,000 1,000,000 3,000,000 2,000,000 1,000,000 3,000,000
Total Requirements 167,000,000 174,000,000 341,000,000 184,000,000 193,000,000 377,000,000
Less: :
Federal Funds 80,000,000 84,000,000 164,000,000 90,000,000 95,000,000 185,000,000
S ial Funds:
PCounty Funds 11,000,000 11,000,000 22,000,000 12,000,000 12,000,000 24,000,000
Recoveries and Refunds 3,000,000 3,000,000 6,000,000 3,000,000 3,000,000 6,000,000 -
General Fund Appropriation 73,000,000 76,000,000 149,000,000 79,000,000 83,000,000 162,000,000 Sl
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Form D-3

Form D-3 is used only by departments with program groupings,
Departments without program groupings will have provided the same infor-
mation on Form D-2,

Form D-3 1s completed for each program grouping in a department
and summarizes the total program grouping budget request by programs and
type of request (current services, changes in level of services, new
services). Eantries in column 1 follow the same format as column 1 entries
on Form D=2, except that (1) program is substituted always for program
grouping and (2) a program grouping total replaces the department total,

Columns 2-9 are identical to columms 2-9 of Forms D-2 and D-1

and are self-explanatory.



Services to Children and Their Families:
Current Services
Changes in Level of Services
New Services

Total Requirements

Less:
Federal Funds

GCeneral Fund Appropriation

(Note: The same information in the same
format would be provided for each of the
other four programs in this program
grouping; i.e., (1) Services to Adult
Public Assistance Recipients, (2) Serv-
ices to Veteramns, (3) Services to Indi-
ans, and (4) Services to Migrants.)

Program Grouping Totals--All Programs:
Current Services
Changes in Level of Services
New Services

Total Requirements

Less:
Federal Funds

General Fund Appropriation

BY PROGRAMS AND TYPE OF
IN LEVEL OF SERVICES, OR NEW SExVLCES)

@

PROGRAM GROUPING BUDGET REQUEEST SUMMARY
QUEST (CURRTNT SZRVICES, CHANGES

QKRS B

Page 3
Budget Form D-3

Department: Social Services
Program Grouping: Family and Children's

1971-1973 BIENNIUM Services
R RS S 5 6 /; - 8 9
Estimated Governor's
Actual Eztimated Total Biennial Total Total Total Biennial Reccmmen-= Appropri-
Expenditures Expcudlitures Lzpenditures Kequest Reyuest Request dations ation
1969-1970 1970-1971 1969-1971 1971-1972 1972-1973 1971-1973 1971-1973 1971-1973
9,000,000 9,726,000 18,750,000 19,250,000 11,050,000 21,300,000
500,000 500,000 1,000,000 800,000 350,000 1,150,000
250,000 e _ 250,000 ~-- ___ 400,000 _ 409,000
9,750,000 10,250,000 20,000,000 11,050,000 11,800,000 22,850,000
1,250,000 1,300,000 2,750,000 1,750,000 2,500,000 4,250,000
8,500,000 8,750,000 17,250,000 9,300,000 9,300,000 18,600,000
11,000,000 12,000,000 23,000,000 13,000,000 14,000,000 27,340,000
750,000 1,000,000 1,750,000 1,000,000 500,000 1,500,000
250,000 L e 250,000 ~== 500,000 500,000
12,000,000 13,600,000 25,000,000 14,000,000 15,000,C00 29,000,000
1,500,000 2 000,000 3,500,000 2,009,000 3,000,000 5,000,000
10,500,000 11,000,000 21,500,000 12,000,000 12,000,000 24,000,000

L6



orm D=-&

Form D-4 is used only for programs which are subdivided into
two or more elements., Form D=4 is completed for each subdivided
program in & department and summarizes the total program budget request
by program elements and type of request (current services, changes in
level of services, new services).

Entries in column 1 follow the same format as column 1 entries
on Form D-2, except that (1) program element is always substituted for
program grouping and (2) a program total replaces the department total,

Columns 2-9 are identical to columns 2-9 of Forms D-3, D~2, and

D-1 and are self-explanatory.



PROGRAM BUDGET REQUEST SUMMARY
BY PROGRAM ELEMENT AND TYPE OF REQUEST

Page 4

Budget Form D-4

Department:
Program Grouping:

Social Services
Family and Children's Services

1971-1973 BIENNIUM Program: Services to Children and Their Families
1 2 3 4 5 6 7 8 9
Estimated Governor's
Actual Estimated Total Biennial Total Total Total Biennial Recommen- Appropri-
Expenditures  Expenditures Expenditures Request Request Request dations ation
Program Element--Type of Reauest 1969-1970 1970-1971 1969-1971 1971-1972 1972-1973 1971-1973 1971-1973 1971-1973
Community Serxvices:
Current Services 3,250,000 4,000,000 7,250,000 4,350,000 4,750,000 9,100,000
Changes in Level of Services 400,000 250,000 650,000 400,000 250,000 650,000
New Services 100,000 s 100,000 - 300,000 300,000
Total Requirements 3,750,000 4,250,000 8,000,000 4,750,000 5,300,000 10,050,000
Less:
Federal Funds 1,000,000 1,250,000 2,250,000 1,500,000 2,000,000 3,500,000
General. Fund Appropriation 2,750,000 3,000,000 5,750,000 3,250,000 3,300,000 6,55C,0C8

(Note: The same information in the
same format would be provided for
each of the other five program ele-
ments in this program; i.e., (1) In-
stitutional Services for Dependent/
Neglected Children--Annie Witten-
myer Home, (2) Institutional Serv-
ices for Dependent/Neglected Chil-
dren-~State Juvenile Home, (3) In-
stitutional Services for Delinquent
Children--Towa Boys' Training School,
(4) Institutional Services for Delin-
quent Children~--Iowa Girls' Training
School, and (5) Administrative Sup-
port and Special Services.)

66



Budget Form D-4 (continued) Page 5
B 1 2 3 4 5 6 7 9
Program Totals~-All Program Elements:
Current Services 9,000,000 9,750,000 18,750,000 10,250,000 11,050,000 21,300,000
Changes in Level of Services 500,000 500,000 1,000,000 800,000 350,000 11,500,000
New Services 250,000 . 250,000 i 400,000 400,000
Total Requirements 9,750,000 10,250,000 20,000,000 11,050,000 11,800,000 22,850,000
Less:
Federal Funds 1,250,000 1,500,000 2,750,000 1,750,000 2,500,000 4,250,000
General Fund Appropriation 8,500,000 8,750,000 17,250,000 9,300,000 9,300,000 18,600,000

866
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Form D-5

Form D-5 is completed for each program which is not subdivided
into program elements. In the case of subdivided programs, Form D-5 is
completed for each program element and not for the program as a whole.

Form D-5 summarizes the total program (or program element), budget
request by type of request (current ser#ices, changes in level of services,
new services), and major objects of expenditure., The format for entries

in column 1 is as follows:

Current Services:
Object of Expenditure 1
Object of Expenditure 2
Etc.,
Total Current Services:
Less: (identify each nongeneral fund resource)
General Fund Appropriation

and so forth, for changes in level of services and
new services. A program (or program element) total
follows new services.

Program (Program Element) Total:
Object of Expenditure 1
Object of Expenditure 2
Etc.
Total Requirements:
Less: (identify each nongeneral fund resource)
General Fund Appropriation

Columns 2~9 are identical to columns 2-9 of forms D-4, D-3, D-2,

and D-1 and are self-explanatory.



PROGRAM (OR PROGRAM ELEMENT) BUDGET REQUEST SUMMARY

BY TYPE OF REQUEST AND OBJECT OF EXPENDITURE

1971-1973 BIENNIUM

Page 6
Budget Form D-5

Department: Social Sexrvices

Program Grouping: Family and Children's Services
Program: Services to Children and Their Families
Program Element: Community Services

| 2 3 4 5 6 7 8 9
Estimated
Actual Estimated Total Biennial Total Total Total Biennial Governorx's
Expenditures Expenditures Expenditures Request Request Request Recommendations Appropriation
Type of Request--0Obiject of-Expenditure 1969-1970 1970-1971 1969-1971 1971-1972 1972-1973 1971-1973 1971-1973 1971-1973
Current Services:
Salaries 430,000 500,000 930,000 550,000 575,000 1,125,000
Travel 10,000 10,000 20,000 11,000 11,000 22,000
Office Supplies and Expense 40,000 40,000 80,000 43,000 43,000 86,000
Printing and Binding 5,000 5,000 10,000 5,000 5,000 10,000
Telephone and Telegraph 10,000 10,000 20,000 11,000 11,000 22,000
Equipment 5,000 5,000 10,000 5,000 5,000 10,000
Other {Benefit Payments) 2,750,000 3,430,000 6,180,000 3,725,000 4,100,000 7,825,000
Total Current Services 3,250,000 4,000,000 7,250,000 4,350,000 4,750,000 9,100,000
Less:
Federal Funds 800,000 1,125,000 1,925,000 1,300,000 1,875,000 3,175,000
General Fund Appropriation 2,450,000 2,875,000 5,325,000 3,050,000 2,875,000 5,925,000
Changes in Level of Services:
Salaries 50,000 50,000
Travel
Office Supplies and Expense 5,000 5,000
Printing and Binding
Telephone and Telegraph
Equipment 1,000 1,000
Other (Benefit Payments) 344,000 250,000 594,000 400,000 250,000 650,000
Total Changes in Level of Services 400,000 250,000 650,000 400,000 250,000 650,000
Less: = LR e p
Federal Funds 200,000 125,000 325,000 200,000 125,000 325,000
General Fund Appropriation 200,000 125,000 325,000 200,000 125,000 325,000

LoL



Budget Form D-5 (continued) Page 7
2 3 4 5 K 7 9

New Services:

Salaries 97,000 97,000

Travel 1,000 1,000

Office Supplies and Expense 1,000 1,000

Printing and Binding

Telephone and Telegraph

Equipment 1,000 1,000

Other (Benefit Payments) 100,000 100,000 200,000 200,000

Total New Services 100,000 100,000 300,000 300,000

General Fund Appropriation 100,000 100,000 300,000 300,000
Program Element Totals:

Salaries 480,000 500,000 980,000 550,000 672,000 1,222,000

Travel 10,000 10,000 20,000 11,000 12,000 23,000

Office Supplies and Expense 45,000 40,000 85,000 43,000 44,000 87,000

Printing and Binding 5,000 5,000 10,000 5,000 5,000 10,000

Telephone and Telegraph 10,000 10,000 20,000 11,000 11,000 22,000

Equipment 6,000 5,000 11,000 5,000 6,000 11,000

Other (Benefit Payments) 3,194,000 3,680,000 6,874,000 4,125,000 4,550,000 8,675,000

Total Requirements 3,750,000 4,250,000 8,000,000 4,750,000 5,300,000 10,050,000

Less:

Federal Funds 1,000,000 1,250,000 2,250,000 1,500,000 2,000,000 3,500,000
General Fund Appropriation 2,750,000 3,000,000 5,750,000 3,250,000 3,300,000 6,550,000

BlOL
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orm D=6

Form D-6 contains the details of budget requests for personal
gervices, It is completed for each program not subdivided into program
elements and for each program element of subdivided programs.

Column 1 lists each item of personal services expenses by type
of request (current servicea, changes in level of services, new services).
A possible format for entries in column 1 is as follows:

Current Services:
Positions:
(Positions in the same class, salary range,
and step are grouped together)
Group L
Etc,
Subtotal--Gross Payroll
Less Estimated Turmover Savings
Total Gross Payroll
Additional 3alary Costs:
State's Share of F,I.C.A.
State's Share of I.P,E.D.S.
State's Contribution for Insurance
Other State Costs
Subtotal --Additional Salary Costs
Temporary and Part-Time Help
Total Current Services Request
Less: (identify each nongeneral fund resource)
General Fund Appropriation

and so forth, for changes in level of services, new services,
and program (or program element) totals.

Columns 2-6 are self-explanatory.



PRCGRAM (OR PROGRAM ELEMENT) BUDGET REQUEST DETAILS
SALARY EXPENSES
1971-1973 BIENNIUM

Page 8
Budget Form D~6

Department: Social Services

Program Grouping: Family and Children's
Services

Program: Children and Their Families

Program Element: Community Services

1 2 ' ' 3 4 5 6
Total Total Total Biennial Governor's
Request Request Request Recommendations Appropriation
1971-1972 1972-1973 1971-1973 1971-1973 1971-1973
Salary Number of Number . of Number of Number of Number of
Type of Request--Position Title Range Amount Positions Amount Positions Amount Positions Amount Positions Amount Positions
Current Services:
Positions:
Casework Supervisors 23 110,000 10 110,000 10 220,000 10
Caseworkers 18 330,000 40 345,000 40 675,000 40
Clerical 10 50,000 10 55,000 i0 105,000 10
Subtotal--Gross Payroll 490,000 60 510,000 60 1,000,000 60
Less Estimated Turnover Savings--2% 9,800 10,200 20,000
Total Gross Payroll 480,200 60 499,800 60 980,000 60
Additional Salary Costs:
State's Share of F.I.C.A. 10,000 11,000 21,000
State's Share of I.P.E.R.S. 49,800 54,200 104,000
State's Contribution for Insurance 4,000 4,000 8,000
Other State Costs 1,000 1,000 2,000
Subtotal~-~Additional Salary Costs 64,800 70,200 135,000
Temporary and Part-Time Help A 5,000 L 5,000 . 10,000 =
Total Current Services Request 550,000 60 575,000 60 1,125,000 60
Less:
Federal Funds 250,000 275,000 525,000
General Fund Appropriation 300,000 60 300,900 60 ==222£222 690

(Note: THis example does not include any
salary increase requests under the heading
~¢ Chanres 1 Level of Services.)

€0l



Budget Form D-6 (continued)

Page 9

3
New Services:
Positions:
Casework Supervisors 23 11,000 j i 11,000 1
Caseworkers 18 84,000 10 84,000 10
Clerical 10 5,000 1 5,000 . !
Subtotal--Gross Payroll 100,000 12 100,000 12
Less Estimated Vacancy Savings--~
107 10,000 . 10,000 .
Total Gross Payroll 90,000 1Z 90,000 12
Additional Salary Costs:
State's Share of F,I.C.A. 1,000 1,000
State's Share of I.P.E.R.S. 5,000 5,000
State's Contribution for Insurance 1,000 1,000
Subtotal-~Additional Salary Costs 7,000 7,000
Total New Services Request 97,000 12 97,0090 12
General Fund Appropriation 97,000 1z 97,000 12
Program Element Totals:
Positions:
Casework Supervisors 23 110,000 10 121,000 11 231,000 11
Caseworkers 18 330,000 40 429,000 50 759,000 - 50
Clerical 10 50,000 10 60,000 ik 110,000 11
Subtotal--Gross Payroll 490,000 60 610,000 72 1,100,000 72
Less Estimated Savings--Turnover
and Vacancies 9,800 . 20,200 . 30,000 .
Total Gross Payroll 480,200 60 589,300 72 1,070,000 72
Additional Salary Costs:
State's Share of F.I.C.A. 10,000 12,000 22,000
State's Share of I.P.E.R.S. 49,800 59,200 109,000
State's Contribution for Insurance 4,000 5,000 9,000
Other State Costs 1,000 1,000 2,000 -
o
Subtotal--Additional Salary Costs 64,300 77,200 142,000 7



Budget Form D=6 (continued)

3

Temporary and Part-Time Help

Total Salaries Request

Less:
Federal Funds

General Fund Appropriation

__5,000

550,000 -

250,000
300,000

I3

I |

5,000

672,000

275,000
397,000

I~

I

10,000

1,222,000

525,000

697,000

=

I~ |

geol
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o D=~

Form D-7 contains the details of budget requests for travel
expenses by type of request (current services, changes in level of
services, new services), It is completed for each program not subdivided
into program elements and for each program element of subdivided programs.

A possible format for entries in column 1 is as follows:

Current Services:
State Car Expense for Authorized Fleet of ___ Cars:
Depreciation
Maintenance and Overhead
Subtotal--State Car Expense
Subsistence Expense:
Field Staff (No.__)
Office Staff
Subtotal Subsistence Expense
Private Automobile Mileage
Commercial Transportation (Itemized)
Other--Itemized
Total Current Services Request
Less: (identify each nongeneral fund resource)
General Fund Appropriation

and so forth for changes in level of services, new services,
and program (or program element) totals.

Columns 2-6 are self-explanatory.



PROGRAM (OR PROGRAM ELEMENT) BUDGET REQUEST DETAILS
TRAVEL EXPENSES
1971-1973 BIENNIUM

Page 11
Budget Form D-7

Department: Social Services

Program Grouping: Family and Children's
Services

Program: Children and Their Families

Program Element: Community Services

1 2 3 4 > 6
Total Total Total Biennial Governor's
Request Request Request Recommendations Appropriation
Type of Request--Items of Expenditure 1971-1972 1972-1973 1971-1973. 1971-1973 1971-1973
current Services:
State Car Expense for Authorized
Fleet of 10 Cars:
Depreciation 2,000 2,000 4,000
Maintenance and Overhead 1,000 1,000 2,000
Subtotal--State Car Expense 3,000 3,000 6,000
Subsistence Expense:
Field Staff (No., 20) 3,000 3,000 6,000
Office Staff 1,000 _1,000 2,000
Subtotal--Subsistence Expense 4,000 4,000 8,000
Private Automobile Mileage 1,000 1,000 - 2,000
Commercial Transportation (Itemized) 2,500 2,500 5,000
Other--Itemized 500 500 1,000
Total Curreut Services Request 11,000 11,000 22,000
Less:
Federal Funds 2,000 _2,000 4,000
General Fund Appropriation 2,000 2,000 _4,000
(Note: This example does not include any
travel expenses wunder the heading of
Changes in Level of Services.)
New Services:
Private Automobile Mileage 1,000 1,000
Total ilew Services Request 1,000 1,000
General Fund Appropriation 1,000 1,000

gol



Budget Form D-7 (continued) Page 12
2 3 4 5 6
Program Element Totals:
State Car Expense:
Depreciation 2,000 _ 2,000 4,000
Maintenance 1,000 1,000 2,000
Subtotal--State Car Expense 3,000 3,000 6,000
Subsistence Expense:
Field Staff ' 3,000 3,000 6,000
Office Staff 1,000 1,000 2,000
Subtatal--Subsistence Expense 4,000 4,000 8,000
Private Automobile Mileage 1,000 2,000 ' 3,000
Commercial Transportation 2,500 2,500 5,000
Other 500 ' 500 1,000
Total Travel Request ; 11,000 12,000 23,000
Less:
Federal Funds 7 2,000 2,000 4,000
General Fund Appropriation 9,000 10,000 19,000

(Note: This example does not reflect the addition of any vehicles to the current authorized fleet., If vehicles were added, their costs and related

expenses would be shown under the appropriate type of request. Thus, fully depreciated, worn out vehicles replaced with new vehicles would require
an entry under Current Services as follows:

Current Services:
State Car Expense for Authorized Fleet of 10 Cars:
Depreciation
Maintenance
Maintenance and Overhead
Subtotal--State Car Expense Authorized Fleet
State Car Expense for Replacement Vehicles:
Depreciation
Maintenance and Overhead
Subtotal-~State Car Expense, Replacements
Current Services--All State Car Expenses:
Depreciation
Maintenance and QOverhead ;
Subtotal-~Current Services State Car Expense)

2501
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Form D-74

Form D-7A contains detailed information on each motor vehicle to
be replaced or added. It is completed for each program mnot subdivided
into program elements and for each program element of subdivided programs.

Column 1 describes and justifies the acquisition of each requested
vehicle beginning with vehicles replacing currently owned vehicles and
then listing additional vehicles requested.

Columns 2-10 are self-explanatory.

-t



Page 13
Budget Form D-7A

Department: Social Services
Program Grouping: Family and Children's

PROGRAM (OR PROGRAM ELEMENT) BUDGET REQUEST DETAILS Services

MOTOR VEHICLES Program: Children and Their Families
1971-1973 BIENNIUM Program Element: Community Services
1 2 AT B g 6 7 . . >
Ideatifi~
Description of Vehicle cation
and Justification Numbers Year
for Acquisition of Model of .
(List replacement vehicles Vehicles Vehicles Current Changes in Level New Governor's
first and then list addi- to be to be Miles  Turn-In Services of Services Services Recommendations Appropriation
tional vehicles.) Replaced Replaced Run Value 1971-72 1972-73 1971-72 1972-73 1971-72 1972-73 1971-1873 1971=1973
Replacements:
2-door sedan (compact),
6 cylinder, standard to
replace 1953 Chevrolet
4=door sedan driven over
110,000 miles and con-
sidered no longer ser~=
viceable. SV 1724 1953 114,750 0 2,238

(Note: The above columns
have been filled in to com=-
plete the example. How=
ever, the money for this
item has not been in-
cluded in the other ex=-
amples of completed forms,)

L01
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0 D-8

Form D-8 contains the details of budget requests for office
supplies and expenses by type of request (current services, changes in
level of services, new services). It is completed for each program
not subdivided into program elements and for each program element of
subdivided programs.

A possible format for column 1 follows:

Current Services:
Executive Council Supplies:
Object of Expenditure 1
Object of Expenditure 2
Btc. :
Subtotal=--Executive Council Supplies
Printing Board Supplies:
Object of Expenditure 1
Etc.,
Subtotal--Printing Board Supplies
Other Expenses:
Object of Ixpenditure 1
Etec. ’
Subtotal--Other Expenses
Total Current Services
Less: (identify each nongeneral fund resource)
General Fund Appropriation

and so forth, for changes in level of services, new
services, and program (or program element) totals.

Columns 2-9 are self-explanatory.



Page 14
Budget Form D-8

Department: Social Services
Program Grouping: Family and Children's
Services

PROGRAM (OR PROGRAM ELEMENT) BUDGET REQUEST DETAILS Program: Services to Children and' -
OFFICE SUPPLIES AND EXPENSE Their Families
1971-1973 BIENNIUM _ Program Element: Community Services
1 2 3 4 5 6 7 8 9
Actual Estimated Estimated Total Governor's
Type of Request-- Expendi- Expendi~ Total Biennial Total Total Biennial Recommen= Appro~
Category of Expenditure tures tures Expenditures Request Request Request dations priation
Subobjects of Expenditure . 1969-1970 1970-1971 1969-1971 1971-1972 1972-1973 1971-1973 1971-1973 1971-1973

Current Services:
Executive Council Supplies:

Object 1 5,000 5,000 10,000 5,500 5,500 11,000
Ob ject 2 2,500 2,500 5,000 2,750 2,750 5,500
Object 3 2,500 2,500 5,000 2,750 2,750 5,500
Subtotal--Executive Council
Supplies 10,000 10,000 20,000 11,000 11,000 22,000
Printing Board Supplies:
Object 1 2,500 2,500 5,000 2,750 2,750 5,500
Object 2 -~ 5,000 5,000 10,000 5,500 5,500 11,000
Object 3 2,500 2,500 5,000 2,750 2,750 5,500
Subtotal--Printing Board Supplies 10,000 10,000 20,000 11,000 11,000 22,000
Other Expenses:
Object 1 5,000 5,000 10,000 5,000 5,000 10,000
Object 2 5,000 5,000 10,000 5,000 5,000 10,000
Object 3 10,000 10,000 20,000 11,000 11,000 22,000
Subtotal--Other Expenses 20,000 20,000 40,000 21,000 21,000 42,000
Total Current Services 40,000 40,000 80,000 43,000 43,000 86,000
Less:
Federal Funds 20,000 20,000 40,000 22,000 22,000 44,000
General Fund Appropriation 20,000 20,000 40,000 21,000 21,000 42,000

601



Page 15
1 2 3 4 5 6 7 9
Changes in Level of Services:
Other Expenses:
Object 2 5,000 5,000
Total Changes in Level of Services 5,000 5,000
New Services:
Other Expenses:
Object 2 1,000 1,000
Total New Services 1,000 1,000
Program Element Totals:
Executive Council Supplies:
Object 1 5,000 5,000 10,000 5,500 5,500 11,000
Object 2 2,500 2,500 5,000 2,750 2,750 5,500
Object 3 2,500 2,500 5,000 2.750 2,750 5,500
Subtotal--Executive Council
Supplies 10,000 10,000 20,000 11,000 11,000 22,000
Printing Board Supplies:
Object 1 2,500 2,500 5,000 2,750 2,750 5,500
Object 2 5,000 5,000 10,000 5,500 5,500 11,000
Object 3 2,500 2,500 5,000 2,750 2,750 5,500
Subtotal-~Printing Board Supplies 10,000 10,000 20,000 11,000 11,000 22,000
Other Expenses:
Object 1 5,000 5,000 10,000 5,000 5,000 }p,qoo
Object 2 10,000 5,000 15,000 5,000 6,000 ;L,OOO
Object 3 10,000 10,000 20,000 11,000 11,000 22,000
Subtotal--0Other Expenses 25,000 20,000 45,000 21,000 22,000 43,000
Total Requirements 45,000 40,000 35,000 43,000 44,000 87,000
Less:
Federal Funds 20,000 20,000 40,000 22,000 22,000 44,000
General Fund Appropriation 25,000 20,000 45,000 21,000 22!000 43,000

B601



110

Form D-9

Form D-9 contains the details of budget requests for printing
and binding expenses by type of request (current services, changes in
level of services, new services). It is completed for each program
not subdivided into program elements and for each program element of
subdivided programs.

Column 1 lists each document or item requiring printing or
binding during the biennium by type of request. Columns 2-8 are self-
explanatory.



Page 16
Budget Form D-9

Department: Social Services
Program Grouping: Family and

PROGRAM (OR PROGRAM ELEMENT) BUDGET REQUEST DETAILS Children's Services
PRINTING AND BINDING EXPENSES Program: Services to Children and Their Families
1971-1973 BIENNIUM Program Element: Community Services
1 ’ 2 3 4 5 6 7 8
Governor's
Estimated Total Total Total Biennial Recommen= Appropri-
Type of Request-- Cost Per Request Request Request .dations ation
Document Name Quantity Copy 1971-1972 1972-1973 1971-1973 1971-1973 1971-1973
Cuyient Services:
Annual Report 500 2,00 1,000 1,000 2,000
¥ield Staff Manual 1,500 1.00 1,500 1,500 3,000
Guide to Welfare Services 10,000 25 2,500 2,500 -2,000
Total Current Services _ 5.000 5,000 10,000
Leas: Federal Funds 2,500 2,500 5,000
General Fund Appropriation 2,500 2,500 5.000

(Note: Wo reguests under Changes in
Level of Services or New Services.)

LLL
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Form D-10

Form D-10 contains the details of budget requests for telephone
and telegraph expenses by type of request (current services, changes in
level of services, new services). It is completed for each program not
subdivided into program elements and for each program element of subdivided
programs.

Column 1 lists each item of expenditure (subobject) by type of
request., Columns 2-9 are self-explanatory.



TELEPHONE AND TELEGRAPH EXPENSES

1971-1973 BIENNIUM

PROGRAM (OR PROGRAM ELEMENT) BUDGET REQUEST DETAILS

Page 17
Budget Form D-10

Department: Social S-rvices
Program Grouping: Family and
Children's Services
Program: Services to Children and
Their Families
Program Element: Community Services

- 1 2 3 4 5 6 7 8 9
Estimated Governor's
Actual Estimated Total Biennial Total Total Total Biennial Recommen- Appropri-
Type of Reguest-- Expenditures Expenditures Expenditures Request Request Request dations ation
Item of Expenditure 1969-1970 1970-1971 1969-1971 1971-1972 - 1972-1973 1971-1973 1971-1973 1971-1973
Current Services:
Monthly Rental Charges for 100.
Telephones - 7,000 7,000 14,000 7,000 7,000 14,000
Long Distance Charges 1,500 1,500 3,000 2,000 2,000 4,000
Watts Lines 1,000 1,000 2,000 1,000 1,000 2,000
Telegraph Expense 500 500 1,000 1,000 1,000 2,000
Total Current Services 10.000 10,000 20,000 11,000 11,000 22,000
Less:
Federal Funds 5,000 5,000 10,000 5,500 5,500 11,000
General Fund Appropriation 5,000 5,000 10,000 5,500 5,500 11,000

(Note: No requests under Current
Services for item:

Other (Iltemize):
and no requests under Changes in
Level of Services or New Services.)

€Ll
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Form D-11

Form D-11 contains thez details of budget requests for equipment
to be replaced or added. It is completed for each program not sub-
divided into program elements and for each program element of subdivided
programs.

Column 1 describes and justifies the acquisition of each requested
item of equipment beginning with items replacing currently owned equip-
ment and then listing additional items requested. Columns 2-8 are self-

explanatory.



PROGRAM (OR PROGRAM ELEMENT) BUDGET REQUEST DETAILS
EQUIPMENT EXPENSES
1971-1973 BIENNIUM

Page 18
Budget Form D-11

Department: Social Services
Program Grouping: Family and Children's Services
Program: Services to Children and Their Families

Program Element: Community Sexvices

1
Description of Equipment~-Item
and Justification for Acquisition
{List replacement items first and
then list additional items.)

Cost Per

Unit

Number of
Items

4 5
Current
Sexvices

Changes in Level
of Services

6 i 3

New Governor's

Services Recommendations  Appropriation

1971-1972 1972-1973 1971-1972 1972-1973

1971-1972 1972-1973

1971-1973 1971-1973

Replacements:
Chair, executive, spring tension
back to replace l4-year-old chair
with broken seat

Typewriters, electric, 15-17
inches to replace old manual
typewriters with short carriages
which produce unsatisfactery
stencils
Additionals:
Equipment for evaluation and
training of in-service personnel:
CC-324 Vidicon Camera
Tripod
Videotape Recorder
Lighting Equipment
Portable TV Receiver/Monitor
Wiring and Misce¢llaneous ltems

Equipment for 1 new casework
supervisor, 10 new caseworkers,
and 1 new stenographer-typist:
Desks, 45x30
Chairs
Typist Table
Total Requirements
Less: Federal Funds
General Fund Appropriation

100

700

900
100
2,700
800
400
Varied

100
40
20

e

1

100

4,900

900 .
100

2,700
800
400

Several 100

~

5,000

2,500
2,500

5,000
2,500
2,500

GlLL
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Foxm D-12

Form D-12 contains the details of budget requests for other
expenses by type of request (current services, changes in level of
services, new services)., It is completed for each program not sub-
divided into program elements and for each program element of subdivided
programs,

Column 1 describes each item of expenditure by type of request.
Columns 2-9 are self-explanatory.



PROGRAM (OR PROGRAM ELEMENT) BUDGET REQUEST DETAILS
OTHER EXPENSES
1971-1973 BIENNIUM

Page 19
Budget Form D-12

Department: Social Services
Program Grouping: Family and Children's
Services
Program: Services to Children and Their
Families
Program Element: Community Services

1 2 3 4 5 6 7 8 9
Estimated Governor's
Actual Estimated Total Biennial Total Total Total Biennial Recommen- Appropri-
Type of Request-- Expenditures Expenditures Expenditures Request Request Request dations ation
Description of Item of Expenditure 1969-1970 1970-1971 1969-1971 1971-1972 1972-1973 1971-1973 1971-1973 1971-1973 -
Current Services:
Benefit Payments 2,750,000 3,430,000 6,180,000 3,725,000 4,100,000 7,825,000
Total Current Services 2,750,000 3,430,000 6,180,000 3,725,000 4,100,000 7,825,000
Less: |
Federal Funds 568,000 868,000 1,436,000 1,015,500 1.565,500 2,581,000
General Fund Appropriation 2,182,000 2,562,000 4,744 000 2,709,500 2,534,500 5,244,000
Changes in Level of Services:
Benefit Payments 344,000 250,000 594,000 400,000 250,000 650,000
Total Changes in Level
of Services 344,000 250,000 594,000 400,000 250,000 650,000
Less:
Federal Funds 200,000 125,000 325,000 200,000 125,000 325,000
General Fund Appropriation 144,000 125,000 269,000 200,000 125,000 325,000
New Services: v
Benefit Payments 100,000 100,000 200,000 200,000
Total New Services 100,000 100,000 200,000 200,000
General Fund Appropriation 100,000 100,000 200,000 200,000

e e St —s

P e et
e e o
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Budget Form D-12 (continued)

Page 20
1 2 3 4 D 6 7 8 9
Program Element Totals:
Beneflt Payments 3,194,000 3,680,000 6,874,000 4,125,000 4 .550,000 8,675,000
Less:
Federal Funds 768,000 ‘ 993,000 1,761,000 1,215,500 1,690,500 2,906,000
General Fund Appropriation 2,426,000 2,687,000 5,113,000 2!9095500 2.859,500 5,769,000

8LL
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Form D-20

Budget Form D-20 is included as an example of one possible
_combination form of executive and legislative BDP worksheet. It has
' been completed to the'extépt of showing samples of the kinds of entries
.. which miéht'be made At various stages in the budget process.
| | The form is designed to accord with the major emphasis of the
: biennial development plan approach to budgeting: (1) the concentration
on program as a means to stressihg'concern ﬁith outputs rather than
inputs and (%) focusing the attention and efforts of those reépoﬁsible
for making budgetary decisions at all levels of state government on
items representing changes from the current service base. This latter
emphasis accepts as a fact_the essentially incremental nature of budgeting
for state govermment. The form also reflects current trends in accumu-
lating and utilizing more detailed and accurate data in budgetary analyses.

Several assumptions underlie the need for some kind of legislative
worksheets which are program- or output-oriented and contain for each
item which increases or decreases the current s2rvice base, a level of
detail which extends to (1) a capsule narrative explanation and justi-
fication and (2) object of expenditure data. To begin with, there is
the assumption that at least the general outlines of the budget process
should be common to all participants from program personnel to legislators.
Standard procedures, forms, and patterns for ordering data are essential
‘means of establishing a common budget process., A second assumption is
that the General Assembly must get involved in the budget process to this
extent in order to increase its effectiveness as a participant in the
process. This is related to the broader assumption that BDP budgeting
provides a general orientation plus appropriate information resulting
in more informed decisions. The worksheets make it possible to pinpoint
the precise cuts and additions made by the Governor and General Assembly
to departmental requests. This helps clarify executive and legislative
intent, There is the further assumption that budget decisions in some
detail should be available as matters of public record and that this, in
turn, will help raise the level of public visibility of governmental

operations.
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Form D-20 (continued)
Completing Budget Form D-20

Columns 1-5 should be completed after the Governmor's final recom-
mendations are made, The responsibility for completing these columns
could be assigned to OPP and OSC or divided among all departments. It
is preferable to arrange the budget schedule to permit departments to
complete these columns as a means of dividing the work load. Vhen work-
sheets are completed through column 5, complete sets should be distributed
to OPP, 0SC, Office of the Go&e:nqr, legislatiye fiscal offices, and
appropriate committees and legislators, Each department should have a
departmental set, and each program should have the worksheets pertaining
to its requests.

The responsibility for completing columns & and 7 lies with the
staff of the appropriate house committees; responsibility for columns 8
and 9 with staff of appropriate Senate committees; and responsibility
for columns 10 and 11 should be determined through agreement between
House and Senate, If desired, the staff of legislative fiscal offices
could be assigned part or all of the responsibility for columns 6 to llf

Depending on the relations between the executive and legislative
branch, it would be possible to involve staff of OPP and OSC in the
legislative phases of the BDPP to the extent they could complete columns 6
to 11. Even if this is not déne, the worksheets should be available
to executive branch agencies following c0mp1etioﬁ of columns 6 and 7, 8
and 9, and 10 and 11.

Time pressures durihg legislative sessions make it difficult to
do -the amount of work involvéd in completing columns of the worksheets.'A
There are ways of overcoming these difficulties. One way is to comple;e.
columns 6 through 11 by writgngrin figures rather than typing them. As
each pair of columns (6 and 7, § and 9, 10 and.1l) is completed, a master
copy -can be reproduced rapidly by any.one of several métﬁods in the
necessary number of copies, Staff responmsible for completing columns
should make appropriate entries as soon as decisions are made to keep
from getting hopelessly behind. J

In addition to writing in figures in columns 6 through 11,
staff can use the space in those columns to make short notations

explaining changes.

-



‘—.

BDP WORKSHEET

Page
Budget Form D-20

Department: Social Services

Program Grouping:
Program:
Program Element:

Family and Children's Services
Services to Children and Their Families
Community Services

2 3

Departmental Request

4 5
Governor's
Recommendations

6 , 7

House Draft

8 9 10 11

Senate Draft Conference Draft

Items of Adjustment by Type of Request 1971-1972 1972-1973 1971-1972 1972-1973 1971-1972 1972-1973  1971-1972 1972-1973 1971-1972 1972-1973
Departmental Current Service Base: - 4,350,000 4,750,000 4,350,000 4,750,000 4,150,000 4,500,000 4,150,000 4,500,000 4,348,000 4,750,000
Less:
Disallowed Equipment Items 2,000
Adjustment to benefit payment levels to Add restored departmental less deleted
standardsprevailing during 1969-71 requeat,
biennium 198,000 250,000 198,000 250,000 198,000 250,000
Adjusted Current Services 4,350,000 4,750,000 4,150,000 4,500,000 4,150,000 4,500,000 4,348,000 4,750,000 4,150,000 4,500,000
Changes in Level of Services:
Increased benefit payments due to estimated
increase in number of eligible recipients 400,000 __..250,000 400,000 _ 250,000 400,000 __ 250,000 400,000 _ 250,000 400,000 __ 250,000
New Services:
Additional caseworker to provide more inten-
give community services to estimated case
load of 350 in Winneshiek, Allamakee, and Salary 2,300
Clayton counties previously served from Supplies - 400
Waterloo. Equipment __ 300
. 10,000 10,000 10,000 10,000
Increases in average, amount of benefit F SpEeage S
payments to raise glothing allowance from #1.5jneatl
$1 to $2 per month 290,000 290,000 290,000 145,000
Fotal Requirements 4,750,000 5,300,000 4,550,000 5,050,000 4,550,000 4,750,000 4,748,000 5,300,000 4,550,000 4,905,000
-t
€88 | . -
Federal Funds 1,500,000 2,000,000 1,500,000 2,000,000 1,500,000 2,000,000 1,500,000 2,000,000 1,500,000 2,000,000
seneral Fund Appropriation 3,250,000 3,300,000 3,050,000 3,050,000 3,050,000 2,750,000 3,248,000 3,300,000 3,050,000 2.905,000




Budget Form D-20

(continued)

1 3 4 3 7 9 10 i1
Total Biennial Requirements 10,050,000 9,600,000 9,300,000 10,048,007 9,/55,000
Less
Federal Funds 3,500,000 3,500,000 3,500,000 3,500,000 3,500,000
General Fund Appropriation 6,550,000 6,100,000 5,800,000 _6,548,000 5,955,000
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Form D-30

Form D-30 is the first form completed in the BDP cycle. It
contains the details of requests for changes in level of services or
new services. A form D-30 is completed for each such requested change.
At the top of the form are blanks to be checked to indicate whether the

request is for a change in level of services or for a new service., Also

at the top,space is provided to indicate the priority of the request in
relation to other departmental requests.
Column 1 lists each item or subobject of expenditure requested
by major objects. A possible format for column 1 follows:
Ma jor Object 1:
Subobject 1

Subobject 2
Subtotal~-Ma jor Object 1

and so forth, for each major object. After the
last major object would be the following summary:

Total Requirements:
Less: (identify each nongeneral fund resource)
General Fund Appropriation

Columns 2~7 are self-explanatory., Columns 5, 6, and 7 are

included to provide some indication of the continuing costs of the request.

This is necessary since the initial costs of instituting changes are
often disproportionately high or low in relation to the costs of main-
taining the change on a continuing basis,

The form D-30 presents only the fiscal details of a request,
It does not explain or justify the request. This must be accomplished
through other materials beginning with a narrative statement. The
narrative may be supported by other data presented in appropriate form,

Lo

.
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Page
Budget Form D-30

Department:
Check One: » Program Grouping:
Change in Level of Services REQUEST FOR CHANGE IN LEVEL OF Program:
New Services Priority SERVICES OR NEW SERVICES Program Element:
Cbject of Txpenditure-- Expenditure Requests
. Sub-object of Expenditure First Year Second Year Total Biennium Third Year Fourth Year Fifth Year
Salaries:

(List positions requested by title and salary range.
When two or more positions are requested with the

same title and in the same salary range they may be

grouped.)
Subtotal--Salaries

Support:
(List support requests by sub-objects,)
Subtotal-=Suppert

Equipment :
(List each item of equipment,)
Subtotal--Equipmert

Total Pequest

Less:
(Net out all funde ewxcept gemeral fund
appropriations,)

General Fund Appropriation
(Note: This form must be accompanied by a narrative

justification. See instructions for completing
Form D-30.)

€21






Accounting

Activity

Appropriation

Biennial Development.

Plan (BDP)

Biennial Development
Planning Process
{BDPE) )

Budget

GLOSSARY

- The process of recording, ordering, reporting, and
. analyzing information on fiscal resources and

transactions for purposes of: (1) strengthening
management of day-to-day operations, (2) control=~
ling waste and inefficiency, (3) insuring that
resources are used in accordance with executive
and legislative intent, (&) checking the legality
of resource administration and utilization, and
(5) informing interested parties about financial
conditions and operations.

An activity consists of one or more work tasks
directed at attaining one or more related program
ob jectives.

The legal authorization 6f the legislative body
to expend resources from specified sources for
stated periods of time,

The financial plan for operating governmental
activities for a specific biennial period. The

plan relates the resources requested to: (1) the
products, services, or other outputs that will be
accomplished through the use of the resources; and

(2) anticipated progress toward realizing goals

and objectives incorporated in mid-range and long-
range plans. The BDP outlines the mix of objectives,
policies, priorities, activities, and resources to

be employed during a biennium.

The biennial development planning process is both

a general approach to management as well as a
group of techniques drawn from many fields and
useful in solving problems or analyzing specific
situations. The BDPP provides a means of identify-
ing and strengthening the relationships among the
management functions of planning, programming,
budgeting, accounting, and evaiuating.

A comprehensive finanmcial plan for operating
governmental activities for a specific time period.

. The BDP is one form a budget may take. Budgets

are commonly divided into two parts:



Budget (continued)

Budgeting

The Operating Budget. Covers only the

operating costs of government and is usually
limited to one-or two-year periods of time.

The Capital Budget or Capital Improvements
Budget. Covers the planned capital invest-

ments of governments over much of longer
periods of time than the operating budget.

The process of reducing long- and mid-range plans,
policies, and priorities to specific programs to
be accomplished in a defined period of time.
Budgeting involves specifying what is to be done,
why it is to be done, the total resources required
to do it, and the revenues to be used to meet re-
source requirements. There are many approaches

to budgeting. The more common include:

Line~ltem Budgeting. Line~item budgeting is
preoccupied with identifying the things

(objects and subobjects of expenditures) re-
quested resources will be used to purchase.
These data are generally accumulated and
ordered in relation to organizational units.

Incremental Budgeting. Budgeting which begins
by establishing the costs of existing activi-
ties as a base to be gemerally accepted in
subsequent budgets. This base is often labeled
Yeurrent:services'" or the "current level of
services.'" Budget efforts are thereafter con-
centrated -on ‘changés in the current services
base or additions to it.

Performaace Budgeting. Budgeting which relates

costs. to work performed or services rendered.
Costs are considered as inputs into governmental
operations,and the work performed or services

. rendered are treated as outputs of governmental
-operations. Efforts are made to relate the
- kinds and amounts of inputs to the kinds and

amounts of outputs they produce.

- Program Budgeting., Budgeting which relates

costs to work performed or services rendered.
Generally considered am initial step toward
performance budgeting.



Categories and

Subcategories -

Changes in Level of -

Services

Cost-Benefit Analysis

Cost-Effectiveness
Analzsis_

Cost or Data Centers

s

A "category" is a basis for classifying and codi-
fying cost or data centers in information systems.
There may be as many categories in'an information
system as there are useful ways of considering

cost or data centers. Subcategories are subdivi-

“gions of categories. They are important in infor-

mation systems bécause, in respect to any category,
each cost or da;a center in the information system
must be assigned to one of the subcategories provided

~ for in the classification system.

This term covers increases in the budget due to

‘growth in the current service base. The increases

provide for the same level of services to more
people or the same level of work performed to
meet an increased level of activity. One example

is a request for more nurses and attendants to care
'for an expanding institutional patient population.

Another example is a request for more accounting

‘personnel ' to meet an additional work load caused

by a growing number of accounts and financial
transactions.

_An analytical approach to solving problems of choice

which requires the definition of objectives and
identification of the alternative that yields the

‘greatest benefits for any given cost or that yields

a required or chosen amount of bencfits for the
least cost. The term usually applies to situations

‘in“which the alternative outputs can be quantified

in''dollars, A chief characteristic of cost-

- benefit analysis is that its aim is to calculate

the present ‘value of benefits and costs, subject
to specified constraints.

‘An’ analytical approach to solving problems of choice

which requires the definition of objectives, iden-
tification'of alternative ways of achieving the
objective, 'and identification of the alternative
that yields the greatest effectiveness for any given

“cost or 'that yields a required or chosen degree of

effectiveness for the least cost. The term is
usually used in situations in which the alternative

" outputs cannot be easily quantified. in. dollars.

A cost center is the smallest segment of a program
or activity that is separately recognized in the
agency's records, accounts, budgets, and reports,
Cost centers in BDP information systems are the
units where object and subobject of expenditure
data are accumulated. Data centers are the 'cost
centers' of information systems which are not
primarily concerned with fiscal data.

o F -



Current Services or '

Current Level. of
Services_

EffectiVeness _

Evaluating\‘

Funds

General Eund égggé-'

priation

Goals

. rendered.

The current level of services reflects the. amount.,
of money required during .the biennium to provide

' 'the same kind and level of services authorized

for. the current biennium. Salary increments and
increased prices for materials and supplies are
usually included in this total.

The performance or output received from an approach
or a program, Ideally, it is a quantitative mea-
sure which can be used to evaluate the level of
performance in relation to some standard set of
criteria, oxr end objective.

“Measuring the effectiveness of governmental opera=-

tions in relation to accomplishing objectives and
goals and thereby, determining the effectiveness

of patterns of resource allocation.

A fgnd is an amount of resources separately iden-
tified in fiscal and accounting records. Funds

' are created for many reasons including: (1) dedi-

cation of resources to specific activities or ob~-

Jectives, (2) maintenance of integrity of funds
from certain sources, and (3) compliance with

legal restrlctions or terms establishing a juris~

.. .diction as trustee or agent. Among the more
o commonly used funds are:

Ge gg;g Eg d. 'Covers .all revenues of the state
government not. accounted for in some other
fund, Usually, the largest part of state
 revenues are placed in the general fund.

"§E?C181 Funds. Funds ‘accounting for resources
~set aside for particular purposes. -

”l%ederal Fund._ Covers all resources received
rom the federal govecnment.

ﬂ:gond Fung.' Covera resources received from
.general bond issues..

.»Legislative authorxzation to expend specified

amounts from the general fund in a given period

,.of time. . - ,

Thefcodsffot:whichjwofk'is performed or services



Information Systems

Management Informa-
tion System

New Services

i Objectivesvor Program
Objectives

Ogerationa Research

Qualitative

Evaluation

Quantitative
Measurement

Planning

Planning~Programming=
. Budgeting Systems

. Policies

An integrated, logically related set of policies,
procedures, and processes for collecting, ordering,
storing, retrieving, analyzing, and reporting in-
formation.

An information system tailored to produce data
useful to management in the effective discharge

.of its. responsibilities.

Increases in resource requirements in excess of

.. current services and changes in level of services.

New services raise the level of services, enlarge
the scope of existing services, or add new services.

The intermediate ends for which work is performed
or services rendered. Intermediate in the sense

,that accomplishing objectives represents progress

toward attainment of goals.

The use of analytic models adopted from mathematics
and other disciplines for solving operational
problems, Among the common techniques used in
operations research are: linear programming (q.v.),

. probability theory, information theory, Monte
. Carlo methods (q.v.), and queuing techniques (q.v.).

Determining the‘effectiveness of governmental
.. ..activities in accomplishing defined objectives

and goals.

Determining the amount of work performed or serv-

ices rendered.

The process of preparing a set of decisions for
action in the future, directed at achieving goals
and ob jectives by optimal means.

An. approach to planning, programming, and budgeting
which integrates performance budgeting and the
program orientation with the techniques and methods
of systems analysis.

A policy is a course of action (or intended course
of action), adopted after a review of possible
alternatives, directed at the realization of one
or more objectives or goals.

A program consists of one or more related activities
directed at attaining one or more related objectives.
Programs’ may or may not coincide with organizational
units.



Program Element and:

Program Subelement

Program Grouping

Progr y9)

Program Structure

. 2nd Multiple Program

Structures

Systems

Systems Analysis

Large, complex programs may be divided to facili-
tate analysis or for reasons of improving their
manageability. When a program is divided into
parts, the parts are labeled program elements.
When program elements are divided into parts,

the parts are labeled program subelements.

A program grouping consists of two or more programs
directed at accomplishing one or more major related
objectives of state government. Program group=-
ings are commonly defined in relation to a major
clientele group~~such as the Mentally Ill or Adult
Criminals=-~or in relation to a common objective==~
such as Income Maintenance which provides economic
assistance to various clientele groups who have

in common a lack of income sufficient to supply
basic necessities or Administrative Support which
provides central supportive services to all pro-~
grams so that programs may pursue their objectives.

The process of determining the programs and activi-
ties to be used in accomplishing plans.

A program structure is one way of ordering all de~
partmental activities into programs based on one
set of relationships among the activities and
programs., There are many possible sets of rela~
tionships among activities and programs; therefore,
there are many possible ways of ordering activities.
Multiple program structures refers to the existence
of more than one program structure.

A system is a set of objects or entities among
which a set of relations is identified.

The study of the relatiomships among the entities
constituting a system in order to understand the
behavior of the system, Systems analysis is some=-
times used to refer to the techniques and methods
employed in studying systems.

The smallest unit of work identified in the analysis
of governmental operations. Tasks are the basic
building blocks for constructing activities. Tasks
considered separately cannot usually be related

to a program objective., Individual tasks must be
grouped into activities before it is possible to
relate them to the ends for which work is performed.

Note: Definitions for cost-benefit‘analysis, cost-effectiveness analysis,

‘effectiveness, and operations research are taken from Planning-Programmiag-

Budgeting, and Systems Analvsis Glossary, U.S. General Accounting Office,

Washington, D.C., January, 19568, The definition for planning is from
Yehezkel Dror, 'The Planning Process: A Facet Design,' International Review
of Administrative Sciences, Vol. 25, No. 1 (1963).
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BASIC STATE BUDGETING AND ACCOUNTING LAWS

Budget and Finagcial Control Committe

2,41 Committee created. There is hereby created a committee to
be known as the budget and financial control committee, which shall have
ten members, Five of saidmembers shall be members of the house of repre-
sentatives and appointed by the apeeker, three of these members shall be
from the majority party and two from the minority party. Five of said
members shall be members of the senate and eppointed by the president of
the senate; three of which shall be from the majority party and two from
the minority party; provided, however, that when the membership of the
minority party is not more than ten percent:of the total membership of
their respective houae, ‘thea in thet casa, there shall be four members
appointed from the majority patty and ome member appointed from the minority
party of such house., The presiding officers of the semate and house, in
appointing such members to the budget and financial control committee,
shall make the appointments, so far as 13 practicable, to represent each
congtessional district of the state.

2.42 Terms of office--vacancies. the tarms of office for the
committee members shall be four years beginning Pebruary 1 after the
convening of the gemeral assembly in regular gession, provided, however,
that, except in the case of wvacancies, members shall serve until their

successors are appointed., Any vacancies occurring on the committee shall

_be filled by appointment for the unexpired term made in the same manuner

as original appointments. A vacancy shall exist whenever a committee
member ceases to be a member of the general assembly,

The expiration of terma of office of the membership of said com-
mittee shall be staggered, and in order to ‘achieve that purpose the initial
appointments of members by the speaker of the house shall be three members
for the two-year terms and two members for the four-year terms, and initial
appointments by the president of the senate shall be three members for
four-year terms and two members for two-year terms. N

o 2.43 Autho:;_gd purposes of committee. The authorized purposes
of the budget and financial coutrol committee shall be as follows:

B-3



1. Budget, To gather information relative to budget matters .
for the purpose of aiding the legislature to properly appropriate money
for the functions of government, and to report their findings to the
legislature." .

24 Examination. Said committee shallrexamine into the reporte
and official acts of the executive council and of each officer, board
commission, and department of the state, in respect to the conduct and
expenditures thereof and the receipts and disbursements of public funds
thereby.

3. Reorganization. The committee shall make a continuous study

of all offices, departments, agencies, boards, bureaus and commissions

of the state govermment and shall determine and recommend to each session‘

of the legislature what changes therein are necessary to accomplish the
following purposes:

~as To reduce expenditures and promote economy to the fullest
extent consistent with the efficient operation of state govermment.

b. To increase the efficiency of the operations of the state
govermment to the fullest extent practicable within the available
revenues, '

¢. To group, co-ordinate, and consolidate judicial districts,
agencies and functions of‘the government, as nearly as may be according

to major purposes.

d. To reduce the number of offices, agenciles, boerds, commissions,

and departments by consolidating those having similar functions, and to
abolish such offices, agencies, boards, commissions, and departments,

or functions thereof, as may not be necessary for the efficient and eco-
nouical conduct of state govermment.

e. To eliminate overlapping and duplication of effort om the
part of cuch officee, agencies, boards, commissions and departments of
the state government. '

2,44 Powers and duties. For the purpose of carrying out the
foregoing authorized purposes, the committee shall have the following
powers and duties:



B-5

1, Organization., To elect ome of their own number chairman
and to determine their own method of procedure,

‘2. Meetings. To hold monthly meetings at the office of the
state comptroller or at such meeting place as the committee may direct.
Six members shall constitute a quorum,

3. Special meetings. To meet on call of the chairman or any
three members. 5 .

4, Record. To make a record of its meetings and transactions
which shall be kept in the office of the secretary of state and shall be
open to public inspection.

5. Subpoenas. To summon and examine witnesses, administer oaths,
compel the production of books and papers and punish for coutempt in the
conduct of any investigation.

6. Investigators. To employ its own investigators and other
necessary personnel arid pay for same from funds appropriated.

7. Suggestions to govermor. To make suggestions to the governor
concerning the committee's opinfion as to what ought to be included in '
the budget,

8. Departmental co-operation. To require all offices, depart-
ments, agencies, boards, bureaus and commissions of the state to co-
operate and furmish such information as the committee may from time to
time desire. The/office and facilities of the state comptroller shall
‘be available to the committee for its meetings. ‘

2.45 Compensation and expenses., For meetings of the committee
other than those held during the time the legislature is in sessionm,
each member of the committee shall receive his actual traveling expenses
and 3 per diem of forty dollars per day for each day in attendance,

2,46 Legislative fiscal director. There is hereby created in
the budget and financial .control committee the office of legislative
fis~dl direétor,'who shall be its chief administrative officer and shall
be qualified to perform, and shall perform the duties hereinafter -
specified,



Such legislative fiscal director shall be appointed by and serve
at the pleasure of the budget and financial control committee; his com-
pensation shall be fixed by the budget and financial control committee,
which compensation, together with any expenses incurred, shall be paid
from the contingent fund provided for the budget and financial control
committee, )

2,47 Duties of directoi. The duties of such legislative fiscal
director to be performed for the budget and financial control committee
and for the general assembly when in session, in addition to performing
the usual administrative duties pertaining to such office, shall be the
following:

1, Make by continuous review of state expenditures, revenues
and analysis of budget through an audit and preaudit, if necessary, or
such other means deemed necessary to ascertain the facts, compare costs,
work-load and other data, and make recommendations to the general
ascembly concerning the state's budget and revenue of the departments,
boards, commissions and agencies of the state, and such other duties
as shall be assigned to him by the budget and financial control com-
mittee, or by the general assembly, by statute or other method during
its sessions,

2, Make biennial report to the budget and financial control
committee and to the general assembly within five days after the convening
of each general assembly and to make such other reports &s may be required
of him by either the budget and fipancial control committee, or the
gereral asgembly,

. 3. 5Such director or his designated agents and employees shall
atiend the bienmnial budget hearings required by section 8.26 and may
offer explanations or suggestiong .and make inquiries with .respect .to such
budget. hearings within the purview of sections 2.46 to 2,48, inclusive.
The fiscal director and his staff shall furnish information and ‘act in
an advisory capacity to.the committees on appropriations, tax revision
and ways and means of the general assembly and their several subcommittees

when so requested.
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2,48 Powers, Such director or his designated agents and employees
shall at all times have access to all state offices, departments, agencies,
boards, bureaus and commissions, and to the books, records, and other
instrumentalities and propérty used in the perfbrmance of their statutory
duties, and all state offices, departments, agencies, boards, bureaus
and commissions shall cooperate with the director in the performance of
the foregoing duty, and shall make available to him such books, records,
instrumentalities, and proverty.

Budget and Financial Control Act

8,1 Title., This chapter shall be known and may be cited as the
“Budget and Financial Control Act".

8.2 Definitions, When used in this chapter:

1. The terms, “"department and establishment" and "department"

or “establishment", mean any executive department, commission, board,
institution, bureau, office, or other agency of the state government,
including the state highwdy commission, except for funds which are
required to match federal aid allotted to the state by the federal govern-
ment for highway special purposes, and except the courts, by whatever
name called, other than the legislature, that uses, expends or reéeives
any state funds.

2, '"State funds" means any and all maneys.appropriatéd by the
legislature, or money collected by or for the state;”or an_agency .
thereof, . pursuant to authority granted by any of its laws,

3, "Private trust funds" means any and all endovment funds and
any and all moneys received by a department or establishment from private
persons. to be held in trust and expended as directed'by the donor.

4, '"Special fund" means'any“and all govermment fees and other
revenue receipts earmarked to finance a governmental agency to which
no general fund appropriation is made by the state,

5. "“Repayment recéipts" means those moneys collected by a
department or establishment that supplement an appropriation made.by
the legislature.

6. 'Budget" means the budget document required by this chapter
to be transmitted to the legislature,



7. '"Government' means the govermment of the state of Iowa.
' 8. '"Unencumbered balance" means the unobligated balance of
an appropriation after charging thereto all unpaid liabilities for goods
and services and sll contracts or agreements payable from an appropria-
tion or a special fund,

9, 'Code" or "the Code" means the Code of Iowa.

8.3 Governor. The governor of the state shall have:

1. Direct and effective financial supervision over all depart-
ments and establishments, and every state agency by whatever name now
or hereafter called, including the same power and supervision over such
private corporations, persons and organizations that may receive, pur-
suant to statute, any funds, either appropriated by, or collected for,
the state, or any of its departments, boards, commissions, institutioms,
divisions and agencies,

2. The efficient and economical administration of all depart-
ments and establishments of the govermment,

3. The initiation and preparation of a balanced budget of any
and all revenues and expenditures for each regular session of the ‘
legislature.

8.4 State comptroller--salary--bond. There is hereby created

an office to be known as "office of state comptrollexr", which shall be
directly attached to the office of the governor and shall be under the
general direction, supervision and control of the governmor. Such office
shall be in immediate charge of an officer to be known as 'state comp-
troller", who shall be appointed by the governor, with the approval of
two-thirds of the senate, and shall hold office at his pleasure and shall
receive a salary as fixed by the general assembly. Before entering upon
the discharge of his duties, he shall take the constitutional ocath of
office and he shall give a surety bond in such penalty as may be fixed
by the governor, payable to the state, but such penalty shall not be less
than twenty-five thousand dollars conditioned upon the falthful discharge
of his duties. The premium on his bond shall be paid out of the state

treasury,
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8.6 Specific powers and duties. The specific duties of the

state comptroller shall be: . , _ _
1, Audit of claims. To audit all demands by the state, and to
preaudit sll accounts submitted for the issuance of warrants.

2, Collection and payment of funds. To control the payment of

a11 moneys into the treasury, and all payments from the treasury by the
preparation of appropriate warrants, or warrant checks, directing such
collections and payment and to advisae the state treasurer monthly in
writing of the amount of public funds not curreatly needed for operating
expenses. b
N (Paragraph pertaining to local government added by chapter 87,
Acts of the Regular Session, Sixty-second General Assembly,)

3. Contracts. To certify, record and encumber all formal con-
tracts to prevent overcommitment of appropriations and allotments.

4, Forms. To prescribe all accounting and business forms and
the system of accounts and reports of financial transactions by all
departments and agencies of the state government other than those of
the legislative branch.

5. Accounts. To keep the central budget and proprietary control
accounts of the state government., Budget accounts are those accounts
maintained to control the receipt and disposition of all funds, appro-
priations and allotments., Proprietary accounts are those accounts
relating to assets, ligbilities, income aﬁd expense,

6.' Preaudit system. Td establish and fix a reasonable imprest
cash fund for each state department and/or institution for disbursement
p@rposes where needed; provided, that these revolving funds shall be
reimbursed only upon vouchers approved by the state comptroller. It is

the purpose of this subdivision to establish a preaudit system of settling

all claims against the state, but the preaudit system shall not be appli-
cable to the institutions under the control of the state board of regents

or to the state fair board.
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10. Report of standing appropriatioms. To biennially prepare a

separate report containing a complete list of all standing appropriations
showing the amount of each appropriation and the purpose for which such
appropriation is made and furnish a copy of such report to each member of
the general assembly on or before the first day of each regular session.

1l. Budget document, To prepare the budget document and draft
the legislation to make it effective.

‘12, Allotments. To perform the necessary work inmvolved in
reviewing requests for allotments as are submitted to the governor for
approval.

13, Certification for levy. On August 1 the state comptroller

shall, for each year of the biennium, certify to the depaftment of revenue,
the amount of monmey to be levied for general state taxes,

14, Investigations. To make such investigations of the organiza-

tion, activities and methods of procedure of the several departments and
establishments as he may be called upon to make by the governor and/or
the governor and executive council, or the legislature.

15. Legislative aid. To furnish to any committee of either

house of the legislature having jurisdiction over revenues or appropria-
tions such aid and information regarding the financial affairs of the
govermment as it may request, :

16. Rules and regulations., To make such rules and regulatioms,
subject to the approval- of the governox, as may Be'necessary'fbr effec~
tively carrying on the work of the state comptroller's office, The
comptroller may, with the approval of the executive council, require any
state official, agency, department or commission, to require any appli-
cant, registrant, filer, pérmit holder or license holder, whether
individual, partnership, trust o® corporation, to submit to sald official,
agency, department or commission, the social security or the tax number
or both so assigned to said individual, partnership, trust or corporation.

17. Budget report. The comptroller shall prepare and file in
his office, on or before the first day of December of each even-numbered
year, a state budget report, which shall show in detail the following:

b j

-
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a. Classified estimates in detail of the expenditures necessary,
in his judgment, for the support of each department and each imstitution
ard department thereof for the ensuing biennium. ‘

b, A schedule showing a comparison of such estimates with the
askings of the several departments for the current biennium and with the
expenditures of like character for the last two preceding bienniums.

c. A statement setting forth in detail his reasons for any recom-
mended increases or decreases im the estimated requirements of the various
departments, institutions and departments therveof,

d. Estimates of all receipts of the state other than from direct
taxation and the sources thereof for the ensuing biennium,

e, A comparison of such estimates and askings with receipts of
a like character for the last two.preceding bienniums.

f. The expenditures and receipts of the state for the last
completed fiscal year, and estimates of the expenditures and receipts of
the state for the current fiscal year, _

8. A detailed statement of all appropriations made during the
two preceding bienniums, also of unexpended balances of appropriations
at the end of the last fiscal year and estimated balances at the end
of the curremt fiscal year, )

h. Estimates io detail of the appropriations necessary to meet
the requirements of the several departments and institutions for the
next biennium.

i. Statements showing:

(1) The condition of the treasury at the end of the last fiscal
year. .
' (2) The estimated condition of the treasury at the end of the
current fiscal year. :

(3) The estimated condition of the treasury at the end of the
next bienniym, if his recommendations are adopted.

(4) An estimate of the. taxable value .of all the property within
the state. . , , ,

(5) The estimated aggregate amount necessary to be raised by a
state levy.
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(6) The millage necessary to produce such amount. ‘
(7) Such other data or information as the comptroller may deem
advisable. : = AL N v |
18, General control. To perform such other duties as may be
required to effectively control the financial operations of the govern-
ment as limited by this chapter. '

* % %

8.7 Accounting., The comptroller may at any time require any
person recelving money, securities, or property belonging to the state,
or having the management, disbursement, or other disposition of the
seme, an account of which 15 kept in his office, to render statements
thereof and information in: reference thereto,

k% %k

8,13 Claims-~limitations. The state comptroller shall be
limited in authorizing the payment of claims, as follows:

1., Three months limit. No claim shall be allowed by the state
comptroller's office when such' claim is presented after the lapse of
three months from its .accrual,

2, Convention expenses. No claims for expenses in attending
conventions, meetings, conferences or gatherings of members of any
agsociation or society organized and existing as quasi-public associa-
tion or society outside the state of Iowa shall be allowed -at public
expense, unless authorized by the executive council; and claims for such
expenses outside of the state shall not be allowed umless the voucher
is accompanied by so much of the minutes of the executive council, certi-
fied to by its secretary, showing that such expense was authorized by
said council, This section shall not apply to claims in favor of the
governor, attormey general, Iowa state commerce commissioners, or to
trips referred to in section 217,10,

3. Payment from.fees.' No claims for per diem and expenses
payable from fees shall be approved for payment in extess of such fees
where the law provides that such expenditures are limited to the special
funds collected and deposited in the state treasury.

* % %

8,19 Claims exceeding appropristions. No claim shall be allowed

when the same will exceed the amount specifically appropriated therefor,
* kK

)
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The Budget
8.21 Budget transmitted, ~ Not later than February 1 of the year

of each biennial legislative session, the governor shall transmit to
the legislature a document to be known as a budget, setting forth his
financial program for each of the fiscal years of the ensuing biennium

and having the character and scope hereinafter set forth,
8,22 Nature and contents, The budget shall consist of three
parts, the nature and contents of which shall be as follows:

.. Paxt I--Referred to in Part III

Governor's budget message, Part I shall consist of the governor's
budget message, in which he shall set forth:

1. His program for meeting all the expenditure needs of the
government for each of the years of the biennium to which the budget

- relates, indicating the classes of funds, general or special, from which
. such appropriations are to be made and the means through which such

expenditures shall be financed.

2, Financial statements giving in summary form:

a. The condition of the treasury at the end of the last completed
fiscal year, the estimated condition of the treasury at the end of the
year in progress, and the estimsted condition of the treasury at the end
of each of the two years to which the budget relates if his budget pro-
posals are put into effect. . '

b. Statements showing the bonded 4indebtedness of the govermment,

- debt authorized and unissued, debt redemption and interest requirements

and condition of the sinking :funds, if any.

¢c. A summary of appropriations recommended for each of the two
years of the biennium to which the budget relates for each department
and -establishment and for the govermment as a whole, in’comparison with
the actual expenditures for the last completed fiscal year and the
estimated expenditures for the year in progress. '

d. A summary of the revenue, estimated to be received by the

. government during each of the two years of the biemnium to which the

budget relates, classified accoxrding to sources, in comparison with the
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actual revenue received by the government during the last completed fiscal
year and estimated income during the year in progress.

e, Such other financial statements, data and comments as im his
opinion ‘are necessary or desirable in order to make known in all practi-
cable detail the financial condition and operation of the government and
the effect that the budget as proposed by him will have on such condition
and operations,.

If the estimated revenues of the government for the ensuing
biennium as set forth in the budget on the basis of existing laws, plus
the eatimated amounts in the treasury at the close of the year in
progress, available for expenditure in the ensuing biennial period is
less than the aggregate recommended for the ensuing biemnial period as
contained in the budget, the governor shall make recommendations to the
legislature in respect to the manner in which such deficit shall be met,
whether by an increase in the state tax or the imposition of new taxes,
increased rates on existing taxes, or otherwise, and if the aggregate
of such estimated revenues, plus estimated balances in the treasury is
greater than such recommended appropriations for the ensuing biennial
period, he shall make such recommendations in reference to the applica-
tion of such surplus to the reduction of debt or otherwise, to the
reduction in taxation, or to such other action as in his opinion is in
the interest of the public welfare.

Part Ii--Referred to inm Part IXI
‘Recommended appropriations. Part II shall present in detail for

each of the two years of the ensuing bieunnium his recommendations for
appropriations to meet the expenditure needs of the govermment from each
general class of funds, in comparison with actual expenditures for each
of said purposes during the last completed fiscal year and estimated
expenditures for the year in progress, classified by -departments and
establishments and indicating for each the appropriations recommended
for: '

1, Meeting the cost of administration, operation, and maintenance

of such departments and establishments.
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2., Appropriations for meeting the cost of land, public improve-
ments, and other capital outlays in comnection with such departments
and establishments,

Each item of expenditure, actual or estimated, and appropriations
recqmqended for aéministration{foyg:ation and maintenance of each depart-
ment or establishment shall be supported by detailed statements showing
the actual and estimated expenditures and appropriations classified by
objects according to a standard scheme of classification to be prescribed
by the state comptroller, hereinabove provided for,

Appropriation bills., Part III shall embrace a draft or drafts
of apprapriation bills having for their purpose to give legal sanction
to the appropriations recommended to be made in Parts I and II. Such
appropriation bills shall indicate the funds, general or special, from
which such appropriations shall be paid, but such appropriations need
not be in greater detail than to indicate the total appropriations to
be made for:

1. Administration, operation, and maintenance of each department
and establishment for each fiscal year of the biennium,

2, The cost of land, public improvements, and other capital
outlays for each department and establishment, itemized by specific
projects or classes of projects of the same gemneral character,

. 8,23 Biaggig; departmental estimates., On, or before, September 1,
next‘prior to each bienniasl legislative session, all departments and
establighmgnts of the government shall transmit to the state comptroller,
hereinapove.provided for, on blanks to be furnished by him, estimates of
their expenditure requirements, including every proposed expenditure,
for each fiscal year of the ensuing biennium, classified so as to dis-
tinguish between expenditures estimated for (a) administration, operation
and maintenance, and (b) the cost of each project imvolving the purchase
of land or the making of a public improvement or capital outlay of a
pérmgnant character, together with such suﬁporting data and explanations
as may be called for by the state comptroller,. hereinabove provided for.
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In case of the failure of any department or establishment to submit such
estimates within the time above specified, the governor shall cause to
be prepared such estimates for such department or establishment as in
his opinion are reasonable and proper.

8.24 Biennial estimate of income. On, or before, October 1,
next prior to each biennial legislative session, the state coﬁptroller,
hereinabove provided for, shall prepare an estimate of the total income

" of the government for each fiscal year of the ensuing biennium, in which
the several items of income shall be listed and classified according to
sources or character, departments or establishments producing said funds
and brought into comparison with the income actually received during the
lagt completed fiscal year and the estimated income to be received during
the year in progress. I8

8,25 Tentative budget, Upon the receipt of the estimates of
expenditure requirements called for by section 8.23 and the preparation
of the estimates of income called for by section 8.24 and not,later than

December 1, next succeeding, the state comptroller, hereinabove provided
for, shall ecause to be prepared a tentative budget conforming as to scope,
contents and chargcter to the requirements of section 8.22 and containing
the estimates of expenditures and revenue as called for by sections 8.23
and 8.24, which tentative budget shall be transmitted to the governmor.
8.26 Hearings. Immediately upon the xeceipt by him of the
tentative budget provided for by section 8425 the governor shall make
provision for public hearings thereom, at which he may require the
‘attendance of the heads and other officers of all departments, establish-
ments and other persons receiving or requesting the grant of state funds
and the giving by them of such explanations and suggestions as they may
be called upon to give or as they may desire to offer in respect to items
of requested appropriations in which they are interested. The govermox
shall also extend invitations to the governor~-elect and the state comp=~
troller to be present at such hearings aad to participate inm the hearings
through the asking of questions or the expression of opinion in regard
to the items of the tentative budget,
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8,27 Prepsration of budget.” Following his inauguration, the

governor: shall proceed to tke formulation of the budget provided for by

sections 8.21 and 8.22.

8,28 Supplemental estimates. The governor shall transmit to
the legislature supplemental estimates for such appropriations as in his
judgment may be necessary oun account of laws enacted after transmission
of the budget, or as he deems otherwise in the public interest. He shall
accompany such estimates with a statement of the reasons therefor,
including the reasons for their omission from the budget. Whenever such
supplemental estimates amount to an aggregate which, if they had been
contained in the budget, would have required the govermor to make a
recommendation for the raising of additliomnal revenue, he shall make such
recommendation.

Execution of the Budget

8.30 ' Availability of appropriations. The appropristions made
shall not be available for expenditure until allotted as provided for

in section 8.31. All appropriations now or hereafter made are hereby

-declared to be maximum-and proportionate appropriatioms, the purpose

being to make the appropriations payable in full in the amounts named
in the event that the estimated budget resources during each fiscal
year of the biennium for which such appropriations are made, are suffi-
cient to pay all of the appropriations .in full, The governor shall
restrict allotments only to prevent an overdraft or deficit in any
fiscal year for which appropriations are made. ’

8,31 Quarterly requisitions-~exceptions--modifications.
Before an appropriation for administration, operation and maintenance of
any department or establishment shall become available, there shall be
submittad to the governor, not less than twenty days before the beginning
of each‘quarter of each fiscal year, a requisition for an allotment of

the amount estimated to be necessary to carry on its work during the
ensuing quarter. Such requisition shall contain such details of proposed

expenditures as may be required by the governor.
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The governor shall approve such gllorments, unless he finds that
the estimated budget resources during the fiacal;year are insufficient
to pay all appropriations in full, in which event he may modify such
allotments to the extent he may deem necessary ip order that there shall
be no overdraft or deficit inm the seveﬁél funds of the state at the end
of such fiscal year, and shall submit copies of the allotments thus

- approved or modified to the head of the department or establishment
concerned, and to the state comptroller, hereinabove provided for, who
shall set up such allotments om his books and be governed accordingly
in his control of expenditures,

Allotmeuts of appropriations made for equipment, land, permanent
improvements, and othetr capital projects may, however, be allotted ome
amount by major classes or projects for which they are expendable without
regard to quarterly periods,

Allotments thus made may be subsequently modified by the governor
either upon the written request of the head of the department or establish-
ment ‘concerned, or in the event the governor finds“that the estimated
budget. resources during the fiscal year are insufficient to pay all
appropriations in full, upon his own initiative to the extent he may deem
necessary in order that there shall be no ovexrdraft or deficit in the
several funds of the state at the.end of such fiscal year; and the head
of the department or establishment and the state comptroller, herein-
above provided for, shall be given notice of such modification in the
same way as in the case of original allotments.

Provided, however, that the allotment requests of all depart-
ments and establishments collecting governmental fees and other revenue
which supplement a state appropriation shall attacﬁ to the summary of
requests a statement showing how much of the proposed allotments are
to be financed from (a) state appropriations, (b) stores, and (c) repay-
ment receipts.

The procedure to be employed in controlling the expenditures and
receipts of the state fair hnard and the institutions under the state
board of regents, whose collections are not deposited in the state
treasury, will be that outlined in section 8.6, subsection 7,
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The finding by the governor that the estimated budget resources
during the fiscal year are insufficient to pay all appropriatioms in
full, as provided herein, shall be subject to the concurrence in such
finding by the executive council before reductions in allotment shall
be made, and in the event any reductions in allotment be made, such . .
reductions shall be uniform and prorated between all departments,
agencies and/estahliahments upon the basis of their respective appro-
priations..

8.32 Conditional availability of appropriations. All appropria-
tions made to any department or establishment of the govermnment as receive
or collect moneys available for expenditure by them under present laws,
are declared to be in addition to such repayment recelpts, and such appro-
priations are to be available as and to the extent that such receipts are
insufficient to meet the costs of administration, operation, and main-
tenance, or public improvements of such departments:

Provided, that such receipts or collections shall be deposited in
the state treasury as part of the general fund or special funds in all
cases, except those collections made by the state fair board, the institu-
tions under the state board of regents and the state comservation .
commission.

Provided further, that no repayment receipts shall be available
for expenditures until allotted as provided in section 8.31; and

: Provided further, that the collection of repayment receipts by the
state fair board and the institutions under the state board of regents
shall be deposited in a bank or banks duly designated and qualified as
state depositories, in the name of the state of Iowa, for the use of such
boards and institutions, and such funds shall be available only on the
check of such boards or institutions depositing them, which arxe hereby
authorized to withdraw such funds, but only after allotment by the
governor.as provided in section 8.31; and ’

Provided further, that this chapter shall not apply to endowment
and/or private trust funds or to gifts to institutions owned or comtrolled
by the state or to the income from .such endowmént and/or private trust
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funds, or to private funds belonging to students or inmates of state
institutions, B

The provisions of this chapter shall not be construed to prohibit
the state fair board from creating an emergency or sinking fund out of
the receipts of the state fair and state éppropriation for the purpose
of taking care of any emergency that might arise beyond the control of
the board of not to exceed three hundred thousand dollars, provided,
however, that any expenditure from said fund shall be subject to the
approval of the executive council, Neither shall the provisions of
this chapter be construed to prohibit the state fair board from retain-
ing an additional sum of not to exceed three hundred fifty thousand

dollars to be used in carrying out the provisions of chapter 173.
. oYe %
"~ 8.35 Gemeral supervisory control. The governor and the state

comptroller and any officer of the office of state comptroller, herein-
above provided for, when authorized by the governor, are hereby authorized
to make such inquiries regarding the receipts, custody and application of
state funds, existing organization, activities and methods of business

of the departments and establishments, assignments ofzparticular activi-
ties to particular services and regrouping of such services, as in the
opinion of the governor, will enable him to make recommendations to the
legislature, and, within the scope of thé powers possessed by him, to

order action to be taken, having for their purpose to bring about increased
economy and efficiency in the conduct of the affairs of govermment.

8,36 Fiscal year. The fiscal year of the government shall
commence on the first day of July and end on the thirtieth day of June.
This fiscal year shall be used for purposes of making appropriations and
of financial reporting and shall be uniformly adopted by all departments
and establishments of the government. :

8.37 Biennial fiscal term. The biennial fiscal term of: ghe
state ends on the thirtieth day of June in each odd-numbered year, and
the succeeding biennial fiscal term begins on the day following. |

8,38 Misuse of appropriations, No state department, imstitutionm,
or agency, or any board member, commissioner, director, manager, or other
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person connected with any such department, imstitution, or agency, shall
expend funds or approve claims in excess of the appropriations made
thereto, nor expend funds for any purpose other than that for which the
money was appropriated, except as otherwise provided by law. A violation
of the foregoing provision shall make any person violating same, or
congenting to the violation of same liable to the state for such sum so
expended, together with interest and costs, whicb shall be recoverable

in an action to be instituted by the attorney general for the use of the
state, which action may be brought in any county of the state.

8.39 Use of appropriations-~-transfer. No appropriation nor any
part thereof shall be used for any other purpose than that for which it
was made except as otherwise provided by law; provided that the governing
board or head of any state department, institution, or agency may, with
the written consent and approval of the governor and state comptroller
first obtained, at any time during the biennial fiscal term, partially
or wholly use its unexpended appropriations for purposes within the scope
of such department, institution, or agency.

Provided, further, when the appropriation of any department,
institution, or agency is insufficient to properly meet the legitimate
expenses of such department, institution, or agency of the state, the
state comptroller, with the approval of the governmor, is authorized to
transfer from any other department, institution, or agency of the state
having an appropriation in excess of its necessity, gsufficient funds to
meet that deficiency.

8.40 Misdemeanors--removal-~-impeachment. A refusal to perform
any of the requirements of this chapter, and the refusal to perform any

rule or requirement or request of the governor and/or the state comp-

troller made pursuant to or under authority of this chapter, by any board
member, commissioner, director, manager, building committee, or other
officer or person connected with any institution, or other state depart-
ment or establishment as herein defined, shall subject the offender to a

- penalty or two hundred fifty dollars, to be recovered in an action
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instituted in the district court of Polk county by the -attorney general
for the use of the state;, and shall -also constitute a misdemeanor,
punishable by -fine or imprisomment, or both, in the discretion of the
courte, - If such offender be not an officer elected by the vote of .the .
people, such offense shall be sufficient cause for removal from office
or dismissal from employment by the governor upon thirty days notice

in writing to such offender; and, if such offender be an officer elected
by vote of the people, such offense shall be sufficient cause to subject
the offender to impeachment, :






EXAMPLES OF TABLES OF CONTENTS FOR DEPARTMENTAL AND EXECUTIVE BDPs

This appendix includes one example of a possible table of
contents for a departmental BDP and one example of a possible table
of contents for the Executive BDP presented to the General Assembly,
The deparémental example is for the Department of Social Services and
is based partly on the draft BDP prepared for that department ian Nov-
ember, 1968,by the Office for Plgnning and Programming. In particular,
the program groupings and programs are taken directly from the draft BDP,

The Executive BDP example does not refer to the specific
departments of Towa State Government. It is intended to indicate as
1ncluaive1§ as possible the materials which could be placed in the
Executive BDP. Most of these materials present information directly
useful in making BDP decisions. Some materiéls such as the summary of
trust and agency funds usually require no decisions but are included
to round out the complete picture of the state's financial activities,
Inclusion in the BDP is a convenient means of periodically bringing
these matters to tha attention of officials in the executive and
legislative branches ultimately respomnsible for competent stewardship

of all state resources,
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1,

2,
3.

S.

6.

7.

BIENNIAL DEVELOPMENT PLAN
DEPARTMENT OF SOCIAL SERVICES

TABLE OF CONTENTS

Comments of the Depa:tmentAﬂead on the BDP
(Brief summary stressing the priorities, objectives,
and policies incorporated in the BDP.)

Organization Chart--Department of Social Services

Program Structure Chart--Department of Social Servicés
(Omit 1if program and organization structures are
identical,)

Departmental Fiscal and Personnel Summaries
(Tabular summaries by program groupings of total
departmental requests for funds and persomnel,)

Summary Review of Non-General Fund Finances
(Tabular summary by programs of revenues other than
general fund appropriations.)

Summary of Changes in Level of Services and New Services
Requested for the Biennium
(Lists by program each change in level of services

or new service requested )

Family and Children’s Services Program-Grouping Summary
(Summary by programs of total program~grouping
requests.)

a. Services to Children and Their Families

(Includes program summary and details of program
requests--Forms D-5 through D~l2--gnd supporting
material in narrative, tabulax, or other format.)

b. Services to Adult Public Assistance Recipients

c. Services to Veterans

d. Services to Indians

C=3



8.

9.

10,

11,

Page

e. Services to Migrants
Mental Health Services Program-Grouping Summary

a, General Institutional Care, Treatment,and Rehabili-
tation

b. Mental Health Services to Alcoholics

¢, Mental Health Se#iiceh to Children

d, Mental Heal;h_S;;vices to Adolescents

e. Mental Heal;h Services to the Aged

f. Institutional Administration and Ancillary Services
g. Mental Health Community Services |

h. Administrative Support

Mental Retardation Services Program-Grouping Summary
a, Community Services

b, Institutional Services

c. Administrative Suppor;

Adult Correction Services Program-Grouping Summary
a. Institutional Correction Services

b. Community Correction Sexvices

c. Prison Industry Sefvices

d. Administrative Support

Income Maintenance Program-Grouping Summary

a. 0ld Age Assistance _

b, Aid to the Permanently and Totally Disabled

c. Ald to the Blind

d. Aid to Families With Dependent Children
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e. Medical Assistance

f. Work Incentive Program

g. Indian Relief

he Food Stamp

i, Administration

Administrative Support Program-Grouping Summgry

a. Policy Direction, Leadership, and Techmnical Support
b. Plaunning and Budgeting

c. Business Management, Data Processing, and Office
Sexrvices

d. Persomnel Services
e, Public Information
£, Architectural and Engineering Services

g. Legal Services
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1.
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Seggion'A--Thé ngeril Setgggg'

State Organization Chart (see inside back cover)

Shows the present organizational structure of state
gcvernment. :

BDP Message of the Governox

Presents a brief summary of major BDP policies and
objectives, the fiscal condition of the State, new or
expanded services provided for in the BDP, and proposed
changes in the revenue structure, :

The Economic Ouglook For the State of Idwa_

Discusses general trends in the State's economy and
analyzes major factors affecting the economy,

Definition of BDP Terms

Defines terms used in the document.

Section B--Sgggg;g of the Totgl Budget

5.

6.

7o

ancial .Plan
Shows the total budget for the biennium,

The BDP Summary
Shows the budget for the biennium by major functional

areas and how it will be financed,.

Goyernor's BDP by Departments for the Biennium

Shows the budget for the biemnium by departments,

ry b artmentg of Rec nded Changes in
o 0 7 Service
Summarizes changes im a level of services or new
services recommended for the biennium.
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9, Review of State Revenues and Expendituies
Summarizes the composition and levels of current
revenues and operating-expenses.

Section C--General Fund Revenues. .

10, General Fund Revenue Estimates
Summarizes general fund revenue estimates for the biennium
and explains the bases of revenue estimates for each of
the major taxes,

11. Comparative Statement of General Fund Revenues by Taxes '
and Other Major Souxces
Statement covers one completed fiscal year, estimates
for current fiscal year and estimates for the fiscal years
of the forthcoming biennium,

ctio --Depa irements

12, Department of Social Services Summary
Summary of total departmental BDP requirements and means of
financing the requirements.

13, Program Presentations
Summary and details of BDP requirements and means of
financing the requirements for each program in the
Department of Social Services. Includes narrative ex-
planations and justifications of requests. -

14, Items 12 and 13 repeated for each department of Iowa State
Government.

Section E--Details of Genexal Fund Revenues
15, Details of General Fund Revenues by Sources of Receipt

Covers one completed fiscal year, estimates for current
fiscal year, and for the two fiscal years of the forth-
coming biennium.

Section F--Details of Federal Fund Revenues

16, Details of Federal Fund Revenues by Departments
Covers one completed fiscal year, estimates for current
fiscal year, and for the two fiscal years of the forth-
coming biennium,

Page

>
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Sggt;og G--Summary ogmg gg;al Fund gudget by Appropriations

'17. Financial Condition of the General Fund
Shows receipts, expenditures, and surplus (or deficit)
for three most recently completed fiscal years.

18, Statement of Operations of the General Fund
Shows cost of current services, departmental requests,and
Governor's recommendations by appropriations for the
biennium compared with estimates for the curreant biennuim
and actual expenditures for the most recently completed
biennium,

19. Schedule of Genmeral Fund Appropriations by Departments

Shows the total amounts of general fuond appropriatioms
recommended by the Governor for each department compared
with the total amounts requested by departments, estimates
for the current biennium and actual amounts for the most
recently completed biennium.

20. Schedule of Specific and Carry-Over Appropriations (if any)

Shows by General Assembly sessions the expenditures through
the most recently completed fiscal year and balances as of
the end of that year for each specific and carry-over appro-

priation.
21, General Fund Appropriations Authorized by the General Ass-
embly

Shows for each of the three preceeding General Assembly
sessions the specific general fund appropriations authorized
by the General Assembly,

Section B~-- cilal Funds

22, Financial Condition of the Special Fund
Summary statement for the total of all special funds showing
current resources, obligations, and surplus at the close of the
last three completed fiscal years.

23, Statement of Operations of the Special Fund
Summary statement for the total of all special funds showing
receipts, expenditures, and balances for most recently completed
fiscal year and estimates for current fiscal year and the
two fiscal years of the forthcoming biennium,

24, Summary of Receipts, Expenditures, and Balances
Shows : receipts, expenditures, and balances of each special
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fund by departmenté for most recently completed fiscal
year and estimates for current. fiscal year and the two
fiscal years of the forthcoming biennium. :

Section I-=-Trust ang Agency Funds

25.

27,

Financial Condition of the Trust and Agency Fund
Summary statement for the total of all txust and agency
funds showing resources, obligations, and surplus at the
close of the last three completed fiscal years.

Statement of Operations of the Trust and Agency Fund
Summary statement for the total of all trust and agency
funds showing receipts, expenditures,and balances et the
close of the last three completed fiscal years.

S 0 u y d Rec Ex enditute k

and Balances

Shows receipts, expenditures and balances of each trust
or agency fund by deparrmants for the last three completed
fiscal years. -
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