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PREFACE

Hotse Joint Resolution 33 of the 1982 General Assembly directed the Joint
Legislative Andit and Review Commission to “study the organization of the
exeertive branch for the purpose of determining the most efficient and
cffeetive structure’. The resolution expressed concern regarding the number
and independent statns of executive agencies. However, debates and discussions
surrounding passage of the resolution indicated that there was also significant
legislative interest in a reassessment of the secretarial system of executive
leadership in the Commonwealth and the role of boards and commissions.

An interim report outlining arcas of inquiry, research approach, and
prelimingry findings was issued in December 1982, Subsequently, House Joint
Resolution 6 was enacted by the 1983 General Assembly, which continued the
study through 1983

This sumnary report is the last in a series of four reports on executive
branch structure issued by the Comnussion. It provides a comprehensive
synthesis of the preceding reports and highlights each principal finding and
assoctated recommendation. The companion volumes in this series are entitled
1) An Assessment of the Secretarial System in the Commonwealth of
Virginia , (2) An Assessment of the Role of Boards and Commissions in
the Execuiive Branch of Virginia , and (3) An Assessment of Structural
Targets in the Executive Branch of Virginia .

Ap important feature of this summary is a statement of the actions taken
to date on cach recommendation, including all legislative actions taken during
the 1984 General Assembly session. Since the executive branch of government
has been substantially reshaped as a result of these actions, a revised
orgarization chart has been prepared and included on page 36 of this report to
illustrate the resulting structural arrangements.

On behalt of the Commission staff, 1 wish to acknowledge the cooperation

and assistance of the Governor's staff and secretaries, as well as the directars
and staft of cach State agency which provided information for the reports.

ﬂy/@ fﬁm&
Ray D. Pethtel
Dircctor
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House Joim1 Reselution 33 of the 1982 General
Assembly dirccted the Joint Legislative Audit and
Review Commission (JLARC) to “study the
organizational structure of the executive branch for
the purpose of determining the most efficient and
cffeetive siructure.” An interim report, published in
January 1983, outlined areas of inguiry, the
rescarch approach, and preliminary findings.

House Joint Resclution 6, passed by the 1983
General Assembly, extended the study. Three
reports, addressing the major components of the
exceutive branch, were published in January 1984,

e An Assessment of the Secretarial System in
the Commonwealth of Virginia;

e An Assessment of the Role of Boards and
Commissions in the Executive Branch of
Virginia;

e An Assessment of Structural Targets in the.

Executive Branch of Virginia.

This summary document is an overview and
synthesis of these JLARC reports, and provides an
updaie, where appropriate, on the siatus of the
recommendations.

The principal findings and rccommendations in
JLARC's reports constituted a blueprint for action
prescuted, in conjunction with the Governor's
reorganization proposals, for the consideration of
the 1984 session of the General Assembly. The
General Assembly and 1the Governor are the
principal architects of structural change.

JLARC and the Chief Exccutive conducted
independenn assessments of the organization of State
government. The two staffs cooperated fully at
imporiant points in the process. The JLARC
schedule, for example, was advanced 1o
accommodate the Governor's request to report in
preliminary form to his September Conference on
Critical Reevaluaiion of State Government. The
cooperation was beneficial 10 both parties in
ganging reaction and fine-tuning proposals.

Certaiuly, there is no one perfect way to
organize government, nor is there necessarily
conscensits on what arrangements are most cfficient
and cffeetive. Of primary importance is clearly
focusing acconntability for management of State
government.

In its review, JLARC took an aggressive,
siraciural approach, recognizing that decision
makers wonld be likely to consider additional
questions which might affect final outcomes, Such
questions potentially inclode:

® What do we want to accomplish!

¢ What do we want to emphasize!

e |5 it politically feasible?

¢ What are the historical precedents!

e What are the fiscal constraints and

opportunities!

As recorded in this summary, the Legislature
considered a wide range of reorganization bills
during the 1984 session; most were adopted in
whole or in part, Other proposals require further
consideration and may properly become part of the
agenda for the next legislative session. Table |
provides an overview of the recommendations in
the three previous JLARC reports, an update on the
status of most recommendations, and an index to
the discussion of each recommendation in this
suminary rcport.

Historical Concerns
As of July 1983, the executive branch was
composed of.
85 independent administrative agencies;
79 dependent agencies and institutions
such as community colleges, corree-

tional facilities, and mental health
institutions;



Table 1

Overview of JLARC’s Government Structure
Recommendations

JLARC Recommendation

| Status of Action

Page Numbers
In This Report

Report: “An Assessment of the Secretarial System in the Commonwealth of Virginia™

111  Retain secretarial system. 7
121 Clarify secretarial authority and mission. Implemented by HB B15. 7-8
131 Separate administration and finance secretariats. Implemented by HB B15. B-10
14)  Appoint full-time director for budget agency. Qiractor appointed, 10
16) Resolve status of chief of staff Resolved by SB 3B4. 10-11
161 Create special assistamt for education instead HB B15 maimains distinctions between education 11

of secretariat. and other secretariats.
171 Realign energy and military programs under Imptemented by S8 32B. 11-12

appropriate secretariats.
18] Elimipate tramsportation secretariat. HB B15 merges transportation with public safety. 11-12
191 Create Secretary of Commerce and Transportation. 12
110] Creawe Secretary of Cultural and Natural Resources. 12
1111 Provide deputies for secretaries; creata central HB 147 calls for study of executive management 12-13

agency for secretarial staffing. staff  activities.
Report: “An Assessment of the Role of Boards and Commissions

in the Executive Branch of Virginia™
1121  Establish categories of boards. 15-16
113] Repeal supervisory authority of 16 boards. 16
1141  Modify supervisory autherity of five boards. 17
1151 Delete personnel authority of certain boards. Implemented by HB 6BO and HB 681. 17
1161 Limit budget approval to supervisory boards. 17-18
1171 Define monitoring responsibilities. 18
1181  Clarify lines of accountability. Implemented by HB B15. 18-19
1191 Define ''citizen member” category. Implemented by HB 683. 19
1201 Contain board meeting costs. 19
1211 Consolidate or eliminate boards where appropriate. HB B13, HB 25, SB 33, and SB 32B eliminate 19
five boards.

122] Authorize and limit gubernatorial task forces. Implemented by HB 684. 19-20
Report: "'An Assassment of Structural Targets in the Executive Branch of Virginia”
1231 Consolidate or support small agencies. HJR 147 calls for a study by the Governor. 21
124] Conform sub-state boundaries. Under study by budget agency. 21
126] Adopt standard agency nomenclature. Implemented by HB 682 and HJR 162. 21
1261 Refine State's computerized budget system. Efforts under way by budget agency. 22
1271 Codify certain agencies. Implemented by S8 113 and HB 6B85. 22




JLARC Recommendation

Status of Action

Page Numbers
in This Report

{28) Centralize daebt collection.

{29) Assess transfer of State Police computer operation,

{3D) Co-locate analytic sections of two agencies.

{31) Realign Commonwealth Data Base under
budget agency.

[32) Transfer DMV's revenue forecasting unit,

(33) Create Department of Economic Development.
(34) Consolidate product promotion.

(35) Marge administration of historic sites.

(36) Create Department of Environmental Regulation.
(37)  Consolidate conservation activities.

(38) Create Department of Game and Inland
and Marine Fisheries.

{39) Consolidate product inspection,

(4D} Consolidate worksite inspection,

{41) Create Department of Commerce and
Health Regulatory 8oards,

[42) Assess consolidation of student
financial assistance.

{43) Realign and support Division of Volunteerism.

{44) Eliminate duplication between
volunteerism agencies.

{46) Co-locate visual and other
rehabilitative services.

(46) Assess transfer of certain functions of Department
of Visually Handicapped.

{47) Co-locate social services for aged and others,

{48) Realign Governor's Employment and Training
Division under another Secretariat.

(49) Create Department of Advocacy Agencies.
(60} Consolidate regulation of health-related facilities.

[51)  Assess independent status of Rehabilitative
School Authority.

(62) Designate Central Garage a working capital
fund and realign.

(53) Consolidate administration of aircraft.

{64) Centralize specified responsibilities for
radioactive materials.

(65) Realign Department of Military Affairs
under public safety.

(66) Realign emergency services and energy activities
under another secretariat.

HJR 147 calls for a study by the Governor.

Transfer authorized by Governor.

S8 328 creates department,

Implemented by S8 328.

Implemented by S8 328.

HJR 147 calls for a study by the Governor.

S8 328 creates Department of Conservation
and Historic Resources.

HJR 147 calls for a study by the Governor,

Under study.

HJR 147 calls for study of small agency support.

Memorandum of understanding drafted.

S8 383 realigns Title XX and auxilary grant
programs under Department of Social Services.

HJR 147 calls for a study by the Governor.

HJR 147 calls for a study of small agencies.
HJR 147 calls for a study by the Governor.

Under study.
Working capital fund approved.

Negotiations under way.

Implemented by H8 B13.
Implemented by H8 815,

Implemented by H8 815.
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222 collegial hodies such as the hoards
of visitors af institntions of higher
edncation and orher snpervisory, policy,
and advisory hoards;

11 political suhdivisions such as the
State Education Assistance Anthority.
(While the subdivisions in most cascs
arce crcated independently to provide
tinancing mechanisms, some level of
coordination with them is neeessary);

10 independent leadership offices includ-
ing the offices of rhe three eleeted
officials and the seven persons who
serve as the Governor's sceretarics.

Concerns regarding the size, complexity and
cost of State government arc not new in Virginii.
Increased demand for governmental serviees over
the years has heen paralleled hy growth in rhe
number of State agencies and activitics. This
growth has hronght with it numerons attempts
since the 1920's to make the strucinre of State
government manageahle,

Proposals for full-scale reorganization to reduce
the size of the structure were never totally
adopted. However, the Governor's capacity to
manage the myriad of government services and
administrative processes was strengthened in several
ways. 1972, agencies with similar missions werce
realigned in hroad functional arcas under the
dircetion of six Governor's seerctarics. An ongoing
mitiative has heen eentralizing and improving
management functions such as planning, budgeting,
personnel, and prirchasing.

While these steps have contrilhuited to the
cfficieney of government, scveral concerns were
apparent at the initiation of this study. The
sceretarial system had cevolved from a primarily
coordinative role to o managerial and policy-making
role, raising concerns ahont the concentration of

exccinive anthority in the Governor and seerctaries,

This compoeunded long-term concerns regarding the
role of citizen hoards within a professionally
managed and efficiently structured executive
hranch. Additional organizational concerns were the
overall nnmher of agencies and the hlurring of
distinctions among functional arcas of government
and among ageneics.

Legislative Responsibilities for
Executive Branch Structure
Organizational restrieturing 10 address such
concerns iy clearly a legislative prerogative. The
Constiznzion of Virgluia reserves organizational
powers to the General Assembly.
e Article 111 states that the "legislative,
execnive, and judicial departments shall he

scparate and distinet, so that none cxercise
the pawers properly helonging to the others,
nor any person excreise the power of more
than one of them ar 1the same time;
provided, however, administrative ageneics
may he cremed hy the General Assembly
with such authority and duties as the
General Assemhly may preserihe.”

® Aricle V states that “the finetions, powcrs,
and dinties of the administrative departments
atd divisions and of the agencies of the
Commonwealth within the legislative and
exceewive hiranches may he preseribed hy
Law.”

e Article 1V cantions that “the omission in this
Constinntion of specific grants of anthority...
shall pot e construed to deprive the General
Assemhly ot such anthority, or to indicate a
change of policy....”

Althongh nlamate auchority for cxeentive
hranch reorganization is vested in the Legislature,
the Geveral Assemihly also anthorizes the Governor,
throngh the Executive Reorganization Act (Title
2.1, Chapter 1.1 of the Code of Virginia) to initiate
proposals for its consideration. The General
Assemhly is in no way constrained, however, from
taking independent action to rcorganize the
excentive hranch.

The Act specifies legislative intent for
organizational restructiring as follows.

s Promote the better excention of the laws, the
more cffective management of the execntive
hranch and of its agencies and functions, and
the expeditions administration of the pubhlic
business.

e Reduce expenditures and promote cconomy to
the follest extent consistent with the
efficient operation of Staic government.

® Increase the cefficiency of the operations of
State government to the fullest extent
practicable.

® Group, coordinate, and econsclidate ageneics
and functions of State government, as nearly
as may be, according to major pirposcs.

® Reduce the number of agencics by
consolidating those having similar functions
under a single head, and abolish such
agencies or functions thercof as may not be
necessary for the efficient condnct of the
State government.

e Eliminate overlapping and duplication of
cffort,

JLARC Review and Proposed
Organization

The JLARC studies took into acconnt hoth
historical concerns and legislative paramcters for
reorganization. The overall goal was to achicve an
efficient and effective structure with appropriate



assignment of responsibilities within the
management hierarchy. Methods were directed
toward three specific objectives:

l. to review the organizational structure of the
cxecutive branch in terms of its agencies,
programs, and activitics, in order to ideutify
arcas of duplication, fragmentation, or
inappropriate alignment.

2. to assess the structure and relationships of
executive direction as intended by the
Legislature, and as implemented by the
previous and current Governors, Governor's
secrctarics, agency heads, and citizen boards.

3. to prescnt options and recommendations for
restructuring the executive branch to
achieve legislative objectives for an
ctfcctively and efficiently organized
structure.

This comprchensive approach included
agsessment of the more than 1,238 ditfcrent agency
activitics as well as a review of the superstructure
for exccutive direction — comprised of the
Goveruor, sceretaries, boards, and agency directors.
A utnatber of approaches were nsed to gather data
tor analysis:

* A comprehensive coniputer and verification
atutlysis of the 1238 activities of executive
agencies cutered in the State’s progrant
budgeting systeni. This analysis enabled staff
to wentity duplicated, fragmented, or

inappropriately aligned activities and
SLTLICLILICS.

e Two written surveys, one of board
cliairpersons and another of a represcentative
simple of board niembers. The surveys werc
irttended to provide information on the
activities and orientations of the 68 boards
wlticlt iure coucerned with the overall
operations of an executive agency.

® A systematic review of previous legislative
arrd execntive studies to identify historic
COLICCT NS,

¢ luterviews with the Governor's secrctarics
and staff in many State agencies.

* A systentatic review ot the Code of Virginia,
the Constitution of Virginia, and
conintentarics on the Constitution to identify
agenctes and other entities created by statute
and principles of fundamental law in the
Conrniouwealth.

Proposed Blueprint for Action

JLARC tound that the executive branch is
logically organized in a manncr consistent with the
nentigentent needs of the Commonwcalth.
Nevertheless, the three reports have called for
stguificant actions to address arcas of imbalance or
inetticiency, The recomimendations are cxplained in
the following chapters of this rcport, which
specifically address the secretarial systeni, boards
ared contniissions, and strtrctural targets.







A

II. THE SECRETARIAL SYSTEM

IN VIRGINIA

The sceretarial system was created to
strengthen management control over the exeeutive
branch. A structure for providing high-level policy
dircetion and coordination was scen as preferable to
the piccemeal consolidation or reorganization of
agencies which had occurred in the past. The
svstem currently consists of six sceretaries who are
cich responsible for oversceing the agencies within
a functional arca of government. Creation of the
system, nevertheless, gave rise to concerns regarding
potentially excessive concentration of executive
power and the appropriate assignment of
responsibilities among government entities.

Theretfore, the structure and role of the system
should be periodically assessed. Currently various
relationships require clarification and balance.
These include authority of the General Assembly
and Governor; the responstbilitics spelled out in
statute for agency heads and boards: and the
management responsibilitics, structure, and staffing
of the sccretarial system.

ROLE AND RESPONSIBILITIES

The system's role and responsibilities have
cvalved over time. Secretaries now carry ot
important coordinative, budgetary, and monitoring
activitics. However, the value of high-level
nunagement could be enhanced if there were less
ambiguity regarding the continued need for the
system, and its authority and mission.

Continued Need

for the Secretarial System

There is no question that the State requires
efficient muanagement of its resources. The number
of Stute agencies may be reduced through
consolidation or other measures. However, the role
of State government in the federal system and the
responsibilities of State agencies can be expected to
increase.

Although cxecutive power has hecome more
coricentrated in the Commonwealth, this s not
incompatible with the direction established by the
General Assemhbly to provide more cohesive
dircction to the functional arcas of government.
The scercetarial systern appears to offer a reasonable
structural format to maintain the tntegrity of the
individual agencies that carry out programs while
providing this dircetton. The balance of authortty
between the Governor and the General Assembly
also does not appear to have been sertously
impaired. The General Assembly still has
responsibiltty for confirming appotntments and
prescribing the structure, responsibilities, and broad

policies of executive entities.

There is no evidence that it would be desirable
to return to a system where all program-related
agencies report directly to the Governor. Nor docs
it appear necessary to undertake massive
reorganization to adopt a cabinet systern, in which
the heads of a relatively few, large, multi-purpose
agencies also serve as advisors to the Governor. The
question of whether or not some other system of
policy advisement would work better is not possible
10 answer.

Staff Recommendation (1) The General Assembly
should retain the secretarial system with its
management-coordination orientation.

Status of Action: As noted under subsequent
reecommendations, the responsibilitics of the
sccretarics have heen clarified and reaffirmed by
action of the 1984 General Assemibly.

Clarification of Authority and Mission

Since 1972 the management role and
responsibilities of the secretaries have heen
significantly strengthened through a major statutory
revision and successive executive orders. The
Governors have made use of their flexibility in
executtve orders hoth to deftne statutory provisions
and to delegate addittonal responsibilities of their
OWTIL.

Evolution of Management Orientation. lnitially,
the secretarial posittons were established in statute,
and the Governor was authorized to delegate any
of his management functions. Early executive
orders provided for a coordinative or staff role with
limited authority over agencies. In fact, the Statc
Commisston on Governmental Management
expressed concern that the authority of the
secretartes was so limited that the management role
envistoned for them was not being achicved. They
appeared to be serving in a collegial sense, which
undermined the intended focus on functional arcas.

Between 1974 and 1976, statutory revisions
provided the Governor and secretaries, for the first
time, with explicit authority to establish policies
for agencies and to resolve conflicts between
agencies. This responsibility was clearly not
regarded as inherent in the constitutional provisions
vesting chief executive powers in the Governor or
requiring the Governor to "take care that the laws
be faithfully executed.” It had to be specified in
statute by the General Assembly.

Also, for the first time, sceretaries’
responsibilittes were specified in statuwte to include
compiling program budgets for their respective



tancaanal arcas. The General Assembly made an
imparant distinction, however, The powers and
duties af the Sceretary of Education were
ditferentiated from the others. This sceretary may
pravide caardination and develop alternative budget
prapasals. (The tall range of swaiory and delegated
respansibilites is shawn in Table 2).

Authority o Hold Agencics Accountable,
Despite stanutory changes o muake the
respansibilities of the secretaries more explicit,
there is ambiguity in the relationship of secretaries
and agency directors. To somie degree, this reflects
ambiguity in the role of the Governor. The
execntive authority of the Governor is not
sufficiently defined in the Constitureion (o close off
debate about 1ts scope and nature, but must be
determined in conpunction with consideration of
tradidan and stamiory assignment of responsibilicy.

The General Assembly has not chosen to make
explicit in statuee the auchoricy of the Governor or
his sccretaries to hold agency heads responsible for
their performance. Nevercheless, this responsibility
lias been informally exercised by Governors and
delegated o cach secretary by excautive order.
Because this responsibilicy is a critical management
companent, it would be desirable ac chis time to
specity it in statte. The Secretary of Education
should be excepted, howcever, becanse of nnique
constintional and staualtory cirenmstances regarding
educational encides,

It should be clearly stated in stamee that cthe
missian of the secretarial system is to provide
overall policy direction and o monitor performance
of a fimctional arca of government. However, the
responsibility for eperating an ageney and
administering its programs should remain clearly
vested in che appointed and confirmed agency head
or supcrvisory board.

Staff Recommendation (2): The General Assembly
should clarify the mission of the secretarial
system and the authority of the Governor and
secretaries, with the exception of the Secretary
of Education. to hold agency heads accountable
for fiscal, administrative, and program
performance.

Stangs of Action: HB 815 provided the sccretarics
with the recommended authority.

SECRETARIAL STRUCTURE

Clhanging circumstances require periodic
reassessment at the seeretarial stricaire o ensure
that it cantimues o scrve the purpose for which it
wis created. Described as it appeared in Tuly 1983,
the seerctarial system in practice consists of seven
statttary pasitions in the chain of comnund

between the Governor and exceutive branch
agencies. The six sccretaries and the Assistant
Sccretary for Financial Policy report o the
Governor. Ap eighth position — chief of staff —
introduced by executive order in June of 1983
scrves in g position between the sceretaries and the
Governor,

The stmctiure was assessed according o the
following criteria.

(1) Agencies in the functional area should serve

reasanably related purposes;

(2) Agencies require che supervision of a
secretary;

(3) A secretary should have a reasonable span
of control and workload,

(4) The Governor requiires independent
coerdination and advice regarding the
governmental functon; and

(3) Strucmral arrangemenes onghe o be
enduring, not convenicnt, expedient, or
based sclely on the abilities of rhe
incuimbent.

Based on these criteria, five modifications are
proposed for the secretarial system. The result
wouild be.

e separate secretaries for administradon and

finance;

e a fulltime director for the Department of
Planning and Budget;

* a policy coordinator for education instead of a
secretary;

e a chief of staff positioned in the Governor's
Office rather than in the chain of command
between the Governor and the sccretarics;

e a Secretary of Commerce and Transportation,
and elimination of the separate transportation
secretariat; and

e a Secretary of Namral and Culniral Resonrces.

Administration and Finance Secretariat

Organizational arrangements in the
administration and finance secretariat contradict
stamory assignment of responsibility and crearte
confusion because they have not been enduring.
This is a critical problem, becanse the secretariat
cncompasses agencies responsible for planning,
budget, and personnel functions that are important
to the overall management of State government.
They are important also to the support af ling
agencies and other secretariats.

The Secretary of Administration and Finance is
stanuorily designated as deputy persennel and
ndger officer of the Commonwealth and is vested
with responsibility for overseeing all staff agencies,
In practice, however, supervision af fiscal agencics
has been delegated to the Assistant Secretary for
Financial Palicy. This position receives a
scerararial-level salary, approved by the General
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Secretary
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Asscmibly, and directly reports to the Governor.
These organizavonal chunges have occurrred, in
part, hecause of the apparent desire of recent
governors o huve a more direet relationship with
the budget function, the heavy workload of the
sceretariat, and the dissimilar missions of agencies.

The workload of (he seeretariat appears to
warrant two sceretaries, Creating a separate
Sceretary of Finunce and a separate Sceretary of
Administration would continue the strong
retationship of the budget function with the
Governor. 1t would also strengthen the program
area seerctarics. There is now implicit dominanece
of the administration and finance secretariat over
the programm secretariats that has been derived by
combining administrative and budgetary authority
in one seeretariat.

Agencics assigned to the Sceretary of Finance
should include enly agencies with budget and fiscal
policy orientations. Concurrently, the administration
secretariat would take on a new and imiportant
function. Statt suppert for the sceretarial system in
arcas of policy rescarch, general information
gathering, and evahluation would be provided by the
proposed Department of Analytical and
Adniinistrative Services lecated within the
administration secretariat.

Staff Recommendation (3); The General Assembly
should eliminate the current administration and
finance secretarial and create a separate
Secretary of Administration and a Secretary of
Finance. Agencies should be aligned under the
two secretariats in the following manner.

Administration
Department of Computer Services
Department of General Services
Department of Management Analysis and
Systems Development
Department of Personnel and Training
Office of Employee Relations Counselors
Compensation Board
Department of Telecommunications
Secretary of the Commonweglth - Division of
Records
Division of Volunteerism
State Board of Elections
Commission on Local Government
Office of Commonwealth - Federal Relations
Department of Analytical and Administrative
Services (New)

Finance
Department of Accounts
Department cof the Treasury
Department of Planning and Budget (with new
revenue estimating unit)
Virginia Supplemental Retirement System
Department of Taxation
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(Plus approximately 6 public authorities with
financial orientations)

Status of Action: HBE 815 creates scparace
aduniinistration and finance secretariats.

Management of the Department of
Planning and Budget

An additional organizational and mauagement
problemn in the administration aud finance
sceretariat relates to the responsibilitics of the
Assistant Sccretary for Financial Policy. Currently,
the Assistant Secretary also serves as the Director
of the Department of Planning and Budget. While
hoth positicns are retated to financial matters, the
orientation and responsibilitics af cach are different.
The Assistant Secretary nust necessarily be
oriented toward issues related te financial policy.
The Director of DPB has as a primary oricntation
the efficient and effective operation of the
Dcpartment,

A large and complex agency ertrusted with the
critical functions of DPB needs the attention of a
full-time director. Morcover, line agencies and other
central agencies should be able e perecive the
sccretarial level as having an impartial overview of
relationships and issues.

Staff Recommendation (4): The Governor should
appoint a full-time director for the Department
of Planning and Budget.

Starus of Action. Effective July 1 1984, a full-time
director will be appointed in accordance with the
budgetary provisions in Section 4-6.01 of the
1984-86 Appropriations Act.

Chief of Staff

Many of the functions of the administration
and finance secretariat are shared by the Governor's
chief of staff, who is not confirmed by the General
Assembly. Executive Order 36 declares and
confirmis the Governor's Senior Exccutive Assistant
as having budgeting, persennel, and planning
authority. This order raises legal as well as policy
guestions. Moreover, the perception of hicrarchical
authority of this staff position is further reinforced
by the Scoier Executive Assistant’s position as head
of an ad hoc committee to oversee the hudget
process. The group adds another level to the
complex hudget process, and reportedly has the last
word at each stage. Some secretaries participate but
others do not.

Assigning such powers to an individual who is
not contirmed by the General Assermnbly has
potential to abrogate the Legislature's approval
prerogative aud the statuterity assigned
responsibilitics of the Scerctary of Administration
and Finance. Moercover, it does not conform with



the delegation of powers statute, which authorizes
the Governor to delegate functions vested in him
by law only to a secretary or other officer in the
executive branch who is required to be confirmed
by the General Assembly.

The Governor’s Office indicates that the intent
of the order is not to delegate authority but to
clarify relationships. The order was issued upon
informal consultation with the Auorney General.
The authority is intended to apply only to the
Governor's Office, and new language is being
prepared to make this clear.

Nevertheless, designating a trusted assistant as
chief of staff can provide a focal point for
leadership within an administration. 1f a Governor
wishes 10 organize on the basis of Executive Order
36, he or she should request that the General
Assembly establish a chief of staff position which
is confirmed, or submit an amendment to the
delegation of powers statute to identify other
individuals eligible for delegation. For the present,
however, Executive Order 36 stands in conflict
with statute.

Staff Recommendation (5): The Governor should
rescind Executive order Number 36 that
establishes the Governor's Senior Executive
Assistant as chief of staff with budgetary,
personnel, and planning authority.

Stariis of Action: SB 384 resolves the problem by
anthorizing the Governor to appoint a chief of staff
and providing for confirmation of the appointment
by the General Assembly. :

Education Secretariat

The unigue aspects of education governance in
the Commonwealth indicate that the Secretary of
Education is expected to serve in a policy
development and advisory role. The General
Assembly appears not to have intended a
managerial role for the position. Nevertheless, by
executive order the management orientation of the
secretarial position has been increased and made
similar to that of other secretaries. This status is
incompatible with the important statutory
distinctions made by the General Assembly in the
powers and duties of this secretariat. .

Statutory distinctions for the secretariat include.

® no authority o develop a comprehensive
program budget for the functional area;
instead there is authority to develop
alternative proposals;

* no authority to transmit agency reports;

* omission of language included for other
secretaries, requiring agencies (o operate in
accordance with the policies of the Governor
and secretary; and

& no listing of boards of visitors under the
secretary’s jurisdiction.

These distinctions are further supported by the
unique status of boards within the secretariat and
the discrete assignment of budgetary responsibilities.
The Board of Education is constitutionally
established, and the boards of visitors of higher
education institutions are, by statute, subject to the
control of the General Assembly. Additonally,
while the Governor is authorized to prepare a
program budget, the secretary is only authorized to
prepare alternatives, For colleges and universities,
the State Council of Higher Education sets fiscal
guidelines and formulas and comments on budgets
to the Governor and General Assembly.

lt appears questionable for executive orders to
be used to make positions equivalent that are
differentiated by the General Assembly. As one of
the highest priorities of State government, however,
education should receive vigorous attention from an
executive official with direct access to the
Governor.

Staff Recommendation (6): The General Assembly
should eliminate the position of Secretary of
Education and create the position of Special
Assistant for Education in the Governor's Office.
For the present, execulive orders should be
brought into conformance with statute.

Status of Action: HB 815 maintains the distinctions
between the uniform responsibilities assigned (o
other seeretaries and those assigned in existing
statuge to the Secretary of Education.

Transportation Secretariat

Two circumstances warrant a close look at the
need for a separate transportation secretariat. First,
the Department of Highways and Transportation is
the major agency in the secretariat. It is managed
by a Commission which has extensive powers in
planning, policy development, and oversight. These
powers duplicate those of the Secretary.

Second, several agencies have purposes that are
closely related to the public safety and commerce
secretariats. The missions of the Department of
Military Affairs and the Office of Emergency and
Energy Services are more related to public safety
than wransportation, and should be realigned within
the public safety secretariat.

The remaining four agencies ~ the Virginia
Port Authority, Department of Aviation, Division of
Motor Vehicles, and the Department of Highways
and Transportation — do not constitute a large
enough span of control 0 require a secretariat.
They could be linked with commerce-oriented
agencies,

Because there is a strong relationship between
strengthening the transportation infrastructure and
economic development, a combined Secretariat for
Commerce and Transportation should be created.
Combining transportation and commerce, however,
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is dependent upon separation of commerce and
resources. Otherwise, the workload would be
unmanageable, and too many important functions
would be grouped together.

Staff Recommendation (7). The General Assembly
should separate the emergency and energy
divisions of the Office of Emergency and Energy
Services (OEES), and transfer the Energy
Division to the secretariat with oversight of
conservation activities. The Governor should
transfer the Department of Military Affairs and
the emergency response activities of the OEES
to the public safety secretariat.

Status of Action: SB 328 iransfers the energy
division to a4 new department in the commerce
secietariat. The other agencies were transferred o
the public safety area by HB. 815

Staff Recommendation (8): The General Assembly
should eliminate the transportation secretariat,

Starus of Action; HB 815 merges the transportation
secretariat with the public safety secretariar.

Commerce and Resources Secretariat

Restructuring and dividing this secretariat could
reduce the secretary’s span of control and focus
attention on discrete program areas. The secretariat
is composed of 19 independent agencies and 104
other entities, many of them collegial bodies with
oversight, policy, or advisory roles. Consolidation of
agencies and activities can serve to make the
secretariat more manageable in terms of numbers of
agencies and activities. However, the secretary stiii
must balance competing commercial and natural
resource needs. These functions are often not
inherently compatible and are hotly debated by
interest groups of various types.

A sccretary responsible for conserving the
State’s natural and historic heritage would have a
different orientation than a secretary committed to
maximum economic development, However, there
is a strong relationship between economic
development and strengthening the transportation
infrastructure. These interests could be encompassed
in one secretariat.

Staff Recommendation (9): The General Assembly
should create a Secretary of Commerce and
Transportation and align the following agencies
under this secretariat:

Department of Housing and Community
Development

Department of Labor and Industry

Division of Industrial Development

State Office of Minority Business Enterprise

Virginia Marine Products Commission
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Milk Commission

Department of Agricuiture and Consumer
Services

Department of Commerce

Virginia Employment Commission

Governor’s Employment and Training Division

Department of Aviation

Department of Highways and Transportation

Division of Motor Vehicles (could be assigned to
Administration or Finance, also)

Virginia Port Authority

Staff Recommendation (10): The General
Assembly should create a Secretary of Natural
and Cultural Resources and align the following
agencies within this secrefariai:

Air Pollution Control Board

State Water Control Board

Virginia Historic Landmarks Commission

Virginia Soil and Water Conservation
Commission

Jamestown - Yorktown Foundation

Virginia State Library

Virginia Marine Resources Commission

Gunston Hall

Commission of Game and Inland Fisheries

Department of Conservation and Economic
Development

Council on the Environment

Science Museum of Virginia

Virginia Museum of Fine Arfs

Commission for the Arts

Status of Action. The size and complexity of the
comimerce and resources secretariat have been
addressed through several actions consolidating
agencies, as discussed in chapeer four.

STAFFING THE
SECRETARIAL SYSTEM

Secretaries may require support from direct and
indirect staff. Resources assigned to the system
should be commensurate with the role and
responsibilities of the Governor’s high-level
assistants, The number and structure of staff
resources may reflect factors such as the purpose to
be served and the level of objectivity and
accessibility desired.

Current Staff Resources

For 1982, a conservative estimate of staff
resources available to the secretaries was 64
positions. In addition to the 26 direct staff,
including the secretaries, the figure represents 38
FTEs of line agency and consultant personnel who
worked on secretarial projects during a ten-month
period. Almost $2.5 million in direct and indirect



staffing costs were incurred.

The full extent of supplemental staff available
to meet secretarial needs is not generally
recognized. While supplemental staffing is
permissible, the General Assembly has required
monitoring of temporary personnel transfers to
ensure that approved staff levels for executive
agencies are not bypassed. Personnel transterred for
a two-week period or more must be reported.
Howcver, supplemental staff almost always remain
in agencies, and their time is not regularly
recorded.

Generally, seerctaries use personnel from line
agencies to conduct studies and provide information
required by the sceretary or the General Assembly.
Central agency staff are used for budget and
management-related purposes. Major sources of
sceretarial support are the Department of
Management Analysis and Systems Development,
the Department of Planning and Budget, and
agencies within seerctariats that have broad
coordinat've missions, such as the Council on the
Environment and the Department of Criminal
Justice Services.

Future Staffing Potential

Creating a ceutral staff office to provide support
to the sccretariats could accomplish several
purposcs. Of primary importance, it would address
the programmatic needs of the secretaries
independently of the fiscally-oriented support
provided by the Department of Planning and
Budget. 1t would also co-locate currently fragmented

evaluative activities, particularly the research,
evaluation, and policy sections of DPB, the
management consulting scction of the Department
of Munagement Analysis and Systems Development,
and the Office of the Internal Auditor. The
seeretaries would gain cquitable access to
permanent, professional staff, and could rely on a
full-time director for management and quality
assurance. ‘

The agency could also be structured to address
the problem of inefficient duplication of support
tunctions in small agencies. A separate division of
the department could perform payroll, accounting,
and other administrative overhead functions for the
21 small agencies with fewer than 20 employees
each. Such agencies are disproportionately burdened
by administrative responsibilities which divert the
time of program-oriented staff.

Staff Recommendation (11): The General
Assembly should place at least one deputy
secretary position in each secretariat and create
a central staff agency within the administration
secretariat.

Starus of Action. Section 4-7.01(c) of the 1984-84
Appropriations Act provides estimates rather than
absolure maximums for employment of secretarial
staff to allow the Governor flexibility. HB 147
directs the Governor to study the most appropriate
alignment of executive management staff activities
and logistical support for small State agencies.
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II1. BOARDS AND COMMISSIONS

The Commanwealth has a sirong 1radiion of
citizen panicipmion on boards. Collegial bhodies
designaied as “hoards,” “commissions,” or
“councils” arce associaed wirh almost every
administrative ageney of the exeeutive branch.

Within the structure of government, boards are
placed hetween their respeetive agencies and the
Governor's secretaries. Most hoards predace the
sccretarial system, and statutes do not address the
role of boards in this hicrarchy. This circumstance,
coupled with strong emphasis on professional
management, has at times made nelear the
authority of boards for agency operations and
executive direction.

Board responsibilitics may include providing
stipervision or advice to agencies and implementing
quasi-jndicial or quasi-legislative functions. JLARC's
review foeused on 68 boards with an agency-wide
purview. Each wus sclected because its breadth of
amthority places it in a position to significantly
influience an agency’s operations and to exercise
palicy and oversight responsibilities that parallel
those uf the secreraries

BOARD RESPONSIBILITY FOR
AGENCY OPERATIONS

Over 1ime, the appropriate extent of hoards’
operational autherity over agencies has been a
source of coneern, Boards have heen variously
pereeived as not exercising their full prerogatives or
as interfering with the operational responsibilities of
ageney heads. Nevertheless, JEARC found that
boards generally carry out their activities at a level
consistemt with broadly defined categories of
siipervisory, policy, and advisory authority.
Problems that oceur relate, in part, to insufficient
definition or ambiguous assignment of
responsibility.

Assessment of Levels of Involvement

Within cach category of hoard, individual
bouards cxceed or fall short of excrcising the
appropriae level of authority. JLARC classified
boards based upon the assignment in the Code of
Virginia of specific responsibilities. Forty-five of the
68 boards have a charge to supervise an agency or
its programs. Thirteen boards, traditionally labelled
policy houards, carry out a range of quasi-legislative
or judicial responsihilities that do not constitute
agency supervision, and ten boards are clearly
limited to advising an agency.

Systematic comparison of the three types of
boards, as shown in Figure 1, involved scoring each
hoard’'s participation in key functions that control

the operations of agencies: personnel, budgering,
policy-making, and monitoring. Each board's score
was calculated based on the chairperson’s responses
to survey questions. Boards could, for example,
receive a total score of 20 in budgeiing. A board
that received fiscal trend data and reviewed,
modified, and approved initial and final budgets
was determined to be more invelved in budgeting
than a board that only reviewed the budget for
information purposes.

Similar distinctions were made for other
functions. A board’s level of involvement in
monitoring was determined by the type of
information it reccived and the action taken. A
board that set both broad policy goals and more
narrow budgetary and administrative guidelines was
determined to be more involved in policy-making
than a board involved only on one policy level. A
hoard that appointed or cvaluated personnel was
determined to be more involved than a board that
only received information on personnel changes.

Defihition of Board Authority and
Responsibility

Differences in levels of board involvenient
relate, in part, to the absence in the Code of
uniformly specified or defined responsibilitics for
types of boards. Some diversity may be neccessary to
enable boards to achieve unique purposes. However,
imprecise assignment of responsibility leads to
divergent interpretations of authority among boards
and agency directors.

It is not always clear, for example, whether
final authority rests with the board or agency
direcror for budget or personnel decisions or for
establishing day-to-day operational policy. In
practice, boards interpret vaguely worded statutes as
authorizing extensive budget acrivity. Conversely,
they do not fully implement language regarding
personnel authoriry.

This problem could be addressed for all boards
through enactment of statutory eriteria that define
when a board is needed and the circumstances that
require’ a limited versus an agency-wide purview
and advisory, policy, or supervisory authority. To
the extent possible, uniformly defined
responsibilities might be established for categories
of hoards.

Three categories could be defined as follows:

s  Supervisory boards are the entites
responsible for agency operations, including
the employment and supervision of personnel
and approval of the budget. These hoards
appoint the agency dircctor and ensure that
the agency director complies with all hoard
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and staturory dircerives,

®  [olicy bhoards may be specitically charged by
statnte o develop policies and regnlations.
Specific functions of the board may include
rate setting, distribnting federal funds, and
adjndicating regnlatory or staunary vielatious,
bit cach power is to be cumnmerated by law,

*  Advisory boards provide advice and

conuuent from knowledgeable citizens when
agencies develop publie policies, They aiso
articulate the concerns of particular
popuilations. This type of board sheuld be
created if policics are closely circinnscribed
by State and federal laws and regulations, or
it the board is not intended to serve a
rule-making piirposc.

The criteria wonld provide henchmarks for
deteriining board conipliance with legislative
intent and the coutinning need for an assigned
level of autherity, New and cexisting boards conld
be aligned accordinug to thie operational role they
are expected o oserve,

Staff Recommendation (12): The General
Assembly should adopt statutory language to
clearly establish criteria for determining the need
for a board, its level of authority, and
complementary responsibilities consisterit with
the level of authority. Specific categories of
boards should be created, and each board should
be assigned to one of the categories.

Classification of Existing Boards

The statutory level of anthority curreutly
assigned to sonie boards may reguire
reconsideration. Key facters shonld be the actnal
activities of boards, nianagenient needs of agencies,
aud statitory provisions.

Supcervisory Boards. Supervisory aunthority
inplics that a board is ultimately responsible for
all agency decisions and accountable for fulfillment
ot the ageuey’s muandates. This places tremendous
responsibility on the shoulders of a part-time lay
bourd. Neot surprisingly, some boards with such
anthority actnally function more like policy hoards
and carry ont only allocation, rile-miaking, and
adindicatory activitics. They do not fully serve as
the operating heads of their agencies.

A key determiinant of a supervisory role
appears to be a board’s anthority to appoint the
ageney director. Boards that appoint the chicef
operatitg officer arc most clearly acconntable for
the selected individnal's performanee. In these
instanees, the board scerves as the governing body,
and is clearly expeeted to serve as the corporate
supervisory “agency head” o cnsure that the
dircctor and staft fully imiplement board and
statntory directives. Twenty-six boards, including
the 15 higher education boards of visitors, currently
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appoint the agency director or nuiversity president.

However, in 1978 the supervisory role of soine
boards becaine unelear. At that time, the General
Asscuibly anthorized the Governor, rather than
boards, to appeint agency directors, witll soine
exceptions. Langiage was retained in the Code
regarding the supervisory role of boards that uo
longer had direet control over the manageinent
prerogatives of the director.

Clarification of the supervisory or operational
anthority of hoards should take into account the
appeintiient statuis of boards. Only those boards
that appoint the director are clearly supervisory.
Their responsibilities should inclnde approval of
budgetary and personnel decisions.

The following amendments to the geueral
responsibilities of boards, commissions, and
institutions in Title 9 of the Code of Virginia
would accomplish this purposce.

General  Anthority  of  Boards and  Agcucy
Dircctors.

A. Notwithstanding any provision of law to the
contrary, the agency administrator of cach
execrtive branch ageucy shall have the
following geuncral powers and dutics cxeept
those directors in 2.1-41.2 that are appointed
by their respective boards and the Board of
Edneation:

I. To supervise and manage the departinent or
agency,;

2. To ciploy sucli personnel as niay be
necessary sibject to Chapter 10 of Title 2.1
and within the limits of appropriations
made therefore by the General Assenibly,

3. To prepare, approve and submit all budget
requests for appropriations and be
responsible for all expenditnres pursuant to
an appropriation.

B. No provision in Scction A shall restrict any
other specific or general powcers and dntics
of excecutive branch boards granted by law.

Staff Recommendation (13): The General
Assembly should repeal supervisory authority for
16 boards and continue such authority only for
the higher education boards of visitors, boards
that by law appoint the administrative head of
the agency, and the Board of Education. These
boards are:

State Board of Elections

Commission for Local Government

State Milk Commission

Board of Directors, Virginia Truck and
Ornamentals Research Station

Virginia Public Telecommunications Board

Board of Agriculture and Consumer Services

State Air Pollution Control Board



Highway and Transportation Commnission
Marine Resources Commission

State Library Board

Virginia Historic Landmarks Commission
Virginia Commission for the Arts

Board of the Rehabilitative School Authority
Virginia Fire Commission

State Water Control Board

Virginia Council for the Deaf

Palicy and Advisary Baards with Porendal for
Change. Two palicy hoards, the Baard of
Cammerce and Cammission af Healih Regnlarory
Baards, primarily have stanunary anthoriry 1o male
reccammendations 1w the ageney, Governar, ar
(eneral Assemhly. Consequently, these rwa haards
shanld e redesignaed as advisary hoards 10 clearly
cstahlish limits an the exercise af their aimhority.

A third palicy hoard, rhe Beard af Honsing and
Cammunity Development, has more limited powers
than ather pelicy hoards, hin more aunhoriny 1han
advisary boards. Regulaiery responsihilities cirrenily
split herween the ageney direcior and the hoard
shanld he cansolidated in one er the orher, and rhe
haard shanld he caregorized accardingly.

Twa advisery hoards, 1he Buard of Milinary
Aftairs and 1the Baard af Visnors af Gunsion Hall,
have been imactive. The Buard of Miliiary Affairs
shauld he climinmed. If condirions in the deed of
Gunsian Hall prevenr eliminaiion of rhe haard, i
shanld 1ake a more active role in advising rhe
Gavernar an the management of Gunsion Hall.

Stoff Recommendation (14): The General
Assembly should clarify or modify the level of
authority for five additional boards. These
boards are:

Board of Commerce

Commission of Health Regulatory Boards

Board of Housing and Community
Development

Board of Military Affairs

Board of Visitors of Gunston Hall

Accountability for Personnel
and Budget

Personnel and hndgering are critical aspeers of
ageney operaiians. Responsihiliny for these funciions
needs 10 he clearly assigned 1o 1he haard or agency
dircerar in order 10 fix acconmahility. Hewever, in
same cases personnel antheriry is split heiween the
hoard and direcior, and 1the extent af hndge
anrhority is nnclear.

Personuef. When the Governor appoinis the
dirccror lun the hoard has amhority 10 appoim
arher persannel within the agency, rhe
managernen hicrarchy and reponing wirhin
agencies can he nnclear. Prior 10 1978, many haards

had statmary amhoriry 1 hire the direcror and all
ageney persanncl. Then, thrangh enacimenr af §
2.1-41.2 of 1he Cade of Vigiia, rhe Governar
rather than the hoard was amnthorized 1a emplay
the direcror. Langiuge amharizing the houard 10
emplay arther personnel, hawever, remains in effecr
far 1en hoards.

Becanse few hoards enrrently exercise their
aurtharity ra employ personnel, a change in
srnrory amharity wonld canse linle dislocation
naw. Such acricn is necessary, hawever, 1o prevens
finnre participation hy haards in an adminisiralive
decision thar shauld reside wirh the agencey
dirceror.

Staff Recommendation (15): The General
Assembly should delete the personnel
employment authority of the boards that do not
appoini the agency director. These boards are:

State Air Pollution Control Board

Virginia Commission for the Arts

State Board of Elections

Virginia Historic Landmarks Commission

Board of the Rehabilitative School Authority

Virginia Soil and Water Conservation
Commission

State Water Control Board

State Library Board

Commission on Local Government

State Milk Commission

Status of Actien: HB 680 amicuds the Code to
climiinate the persanuef anchority of cach hoard.
HB 681 estahlishes the pringiple i scanee chae the
administracor of each cxcenudve branch agency shalf
he respensihie for employing agency persontiel.
Excepted are administracors that by law arc
appuainted hy their respective hoards.

Budger. Sratutes for only seven of 1the 68 hoards
conrain clear and specific references o hudger
responsihilities. Althongh accouniahiliny for hndger
prepararion and final approval is nor clear, 39
hoards hroadly inerprer Cade language as
aurhorizing approval of 1the agency’s hudger. The
tact thar zll haards do nor assume this amhoriy
illusiraies an incansisient undersianding af hudger
responsihilities.

When a hoard is rhe operating head af an
agency and appoints 1the dirceiar, i1 shonld also
have explicit statmory aithority 10 approve the
hudger. In all orther instances 1the agency direcior
should he respansihle for preparing, suhmining and
appraving the final hudger request in accordance
with the Governor’s and secreraries’ dircciives.
Hawcever, all heards should review rtheir agencies’
hudgets in arder e undersiand the fiscal
conseqacnees af their palicy decisians or preferences.

17



Staff Recommendation (16): The General
Assembly should specifically charge supervisory
boards that have authority to appoint the
agency director with the authority to approve
agency budget requests. All other boards should
be authorized only to review agencies’ budgets.

Policy Direction and Performance
Monitoring

Citizen boards scrve an important purpose in
representing the public interest during policy
formulation and in monitoring the achievement of
an agency's miission. Nevertheless, the General
Assenibly has been concerned that some boards
become overly involved in administrative detail to
the detriment of their policy and oversight roles.
JLARC found that boards are involved to varying
degrees in administrative matters, often work
interactively with agency staff on paolicy matters,
and in some cascs, reccive limited information on
agency perfornmance.

Sonie board policy and monitoring
responsibilities have been speeified in statute. For
exaniple, individual boards are concerned with
issnes of water supply and quality, continuity of
carc for the nientally ill and mentally retarded,
and public transportation. Such specific assignments
can clarify board and agency understanding of
responsibilitics and proniote cooperation. Benefits
can be derived, therefore, by more frequent use of
this miechanism.

Staff Recommendation (17): The General
Assembly should specifically define the areas of
policy or agency operations that should be
monitored by a board in those instances where
a board is expected to serve in an oversight
capacity.

ROLE OF BOARDS
IN EXECUTIVE DIRECTION

Citizen participation on boards can bring fresh
perspectives and expertise to dealing with
governmental issues. However, effective citizen
invalvenient requires clear understanding of
reporting relationships within the chain of
command and the appropriate boundaries for
ageney, board, and secretarial action. Additional
considerations are the extent to which specific
types of representation for bhoards should be
specified in statute, and the potential need for
limitations on task forces.

Unclear Reporting Relationships
Statutes do not address the authority of the

Governor's secretaries with respect to boards,

However, in recent administrations, the sccretarics
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have been authorized through excentive order to
exercise their powers and duties over agency hcads
“and their respective collegial bodies”.

Responses to the JLARC survey of board
chairpersons indicate, however, that hoards arc
uucertain about their reporting relationship to the
secretaries. Apparently unaware of the excecutive
orders, anly 12 of the 68 hoards indicated that they
report directly to the secretary.

The General Assembly could greatly clarify
reporting relationships by adopting the definition of
supervisory boards used in this report. A
supervisory board that appoints the agency dirceror
would be classified as the operating head of the
agency. The board, rather than the agency director,
would report to the secretary. In all other
instances: (1) boards would be accountable to the
secretaries only for responsibilities speeified for
them in statute or executive order; and (2) the
agency director, appointed by the Governor, wonld
report to the secretary on matters related to the
overall performance of the agency.

Bounds of Authority

It is not unusual for several levels of
government to have responsibility for key
management processes. However, the potental for
problems arises when the distinction between two
governmental entities is not clearly delincated or
generally understood. The functioning of the
executive agreement process, initinted in the fall of
1982, illustrates such problemis between the
secretaries and some boards.

Each executive agreement was develaped and
signed by the Governar, the respective secretary,
and the agency director. The agreements were used
as a4 management tool to communicate policy
objectives, implementation plans, and performance
criteria. Boards were generally not included in this
pracess. Supervisory boards, however, have broad
autharity that warrants direct involvement, and
other boards can serve a useful advisory function.

This problem is symptomatic of the broader
issue of governmental accountability, The
agreements apparently focused on agency directors
because they were viewed as directly accountable
to the Governor for their performance. In some
cases, however, the board is the operating head of
an agency. Moreover, as discussed in Chapter Two,
the autharity of the Governor and secretarics
regarding agencies needs to be clarified and madc
cxplicit.

Should bheoards be made accountable to the
sceretary, the nnique aspeets of education
governance would necessitate an exception. The
Board of Edncation has constitutional status, and
the boards of higher education are designated in
statute as “subject at all times to the coutrol of the
General Assembly”.



Staff Recommendation (18): The General
Assembly should ensure that the Governor (or by
delegation, the respective secretary) is clearly
responsible for holding agency directors or,
under certain circumstances, supervisory boards
accountable for the discharge of their powers
and duties, except the institutions and agencies
responsible for primary, secondary, and higher
education.

Statns of Action: HR 815 provided the Govervor
and secrclaries with the recomymended anthority.

Citizen Role

The perspective that individaal hoard membhers
hring to a hoard is an important determinant of
the cancerns that will he voiced in hoard
deliberatians, Board memhers primarily fulfill their
nission hy participating in hoard meetings. Most
members da not farmally engage in other liaison
activities sueh as meeting with the puhlic, local
officials, ar community groups. lt is important,
therefore, that the necessary and relevant interests
and atfiliations are represented in individual
members af the hoard. A particnlur concern
nationwide has heen estahlishing citizen
membership on professional-oriented hoards.

In Virginia, approximately 100 of the 1,990
excentive hranch hoard positions identified in this
stndy are required to he filled hy the nnigne
categary ot “citizen” members. When a citizen
member requirement is attached 1o a hoard
positian, the Ceneral Assembly appears 10 he
airempting to halance professional and
non-professional perspectives, or at least 1o
encanrage advice from individuals with hackgronnds
and atfiliaions other than those which are
pratessionally related. However, with the exception
af $34-1.18:1 of the Code of Virginia, which applies
only 1o memhers on professional regnlatory hoards,
na statutary provision defines a citizen member.

Staff Recommendation (18): The General
Assembly should define the unique category of
veitizen” board member in statute to exclude
individuals with affiliations related to the
purpose of a board.

Statns of Aciion: HB 683 cswahlishes criteria for
filling hoard pesitons designated for citizen
menthers, consumcers, and representatives of the
public.

Cost of Citizen Inpur. Agency costs of mote
than $800,000 during calendar year 1982 can he
directly autrihuted to the support of the 68 major
hoards. Cost items include: per diem
reimhirsements, meals, lodging, travel, rental of
mecting facilities, postage, and supplies. This total
represents 2 conservative estimate of hoard costs,

hecanse indirect expenses for rescarch, information,
and other staft support activities are not recorded.

The cost of public participation in State
government is not high compared with the $6
hillion cost to operate State government during a
year. Agency directors and hoard chairpersons
report, however, that some etficiencies could he
achieved by changing the frequency, duration, and
location of hoard mectings. Morcover, the need for
a hoard may change with time, allowing cost
savings throngh consolidation or elimination of
nnnecessary hoards.

Staff Recommendation (20) To the extent
possible, agencies and their boards should take
steps to contain the direct and indirect costs of
board meetings.

Staff Recommendation (21): Whenever applicable,
the Governor and General Assembly should
consolidate or eliminate boards to reduce the
overall size, complexity, and cost of State
government.

Sunns of Acuon: HB 813, HB 25, SB 33, and $B
328 climinate five hoards. HB 817 (proposcd b
not passed) would have merged two others.

Use of Task Forces

Althongh most collegial bodies are created in
statte by the General Assembly, a unigue category
of hoard is created hy execntive order of the
Governor. Often these are short-term 1ask forces
established to advise the Governor on particnlar
issties, -althongh some have longer-term missions.
They tfocus attention and a hroad hase of expertise
on issues such as the economic ontlook for
Virginia, federal hlock grants, and physical fitness.

The creation of advisory hodies does not appear
to be onside a Governor's anthority. Fonrteen
collegial bodies have lween created hy the current
Governot during his two years in office. Over an
cight-year span, the two previous Gavernors created
a total of six. However, grearer arention 1o the
context and statfing of task forces conld avoid
nnnecessary proliferation of government entities and
duplication of functions.

In many cases the charges of these hodies are
related o the responsihilities of a numbher of
existing State agencies. The Commission on Block
Cranis, for example, is responsihle for reviewing
the finapcial impact of federal hlock grant
programs in Virginia. 1t reviews the current

_delivery of human service and education programs,

and works with the Governor's secretaries, the
Geperal Assembly, and Virginia’s Congressional
delegation 1o forward hlock grant concerns to
Washington. Entities with related functions include
the Departments ot Planning and Budget, Social
Services, Mental Health and Mental Retardation,
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Rehabilitiative Services, the Office of
Commanwealth-Federal Relations, and the
Gavernar's secretaries.

Staff support to badics created by exccutive
arder is usnally provided by State agencies or
cutitics. Far example, the Block Grant Commission
was supported by staff in the Office of the
Secretary of Human Resources during 1982, The
Covernor's Commission ott Virginia's Future is
currently receiving 4 FTE in support from the
Institute of Government at the University of
Virgmia and from other sources.

The General Assembly may wish to review
this arca becausc:

(1) the responsibilities of the bodies can and do

averlap with responsibilities assigned by the
General Assembly to State agencies and the

Gavernar's secretaries, and
(1) statf support is provided by State agencics.

Staff Recommendation (22): The General
Assembly may wish to explore and specify in
statute the extent to which task forces may be
created. thetr duration, and the appropriate use
of staff support from State agencies.

Status of Action: HB 864 regnires task forces to he
rermied Commissions and cstablished for no more
than ane year with a onc-year cxitension. At
six-maneh ineervals, the Governor must report to
the Scnate Finuance and House Appropriations
Cammittees gn the amonnt, cost, and sotrce of
staff suppart for cach Commission.
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IV. STRUCTURE OF STATE GOVERNMENT

Agencies are grouped within functional areas
hased on the similarity of 1heir missions. Such
groupings can cnhance coordination for budget,
policy, and other management purposes. It is a
logical and basically sound arrangement for agencies
that are called upon to carry out a myriad of
activities.

Nevertheless, JLARC identified six concerns
thar affect or cut across the entire executive branch
structure. In addition, chere are 33 specific
problems or targeis of duplicated, fragmented, or
misaligned activities. Addressing these problems
could increase the efficiency and effectiveness of
the structure and reduce the number of
free-standing, independent agencies by about 15
percent. Because the approach to chis study was
structural, however, no attempt was made to judge
the worthiness, performance, or political status of
agencies or entities.

CROSS-CUTTING CONCERNS

Agencies have been created or extended as
service needs have been perceived. As a
consequence, the executive branch has grown, due
in part to the proliferation of small agencies and
geographically dispersed regional offices. . .
Programmatic and administrative costs are associated
with growth, and inconsistent use of nomenclature
and program budgeting codes contributes to
structural complexity.

Excessive Size

A toal of 85 independent and 79 dependent
agencies comprise the executive branch.
Management problems associated with the overall
number of agencies have been cited in numerous
studies, and in fact, the secretarial system was
created to gain management control over a
burgeoning executive branch. Still, secretarial span
of control in some instances appears to be too
large. And contrary to 2 commonly held belief, the
federal governmem seldom requires states to create
"separate and single” agencies to carry out federal
programs.

Twenty-one of the independent agencies have
fewer 1than 20 employees each. Most of cthese small
agencies focus on a single purpose or client group.
Many are disproportionately burdened by
administrative responsibilities which divert the time
of program-oriented staff. In addition, the agencies
may lack sufficient clerical and other support
services which are feasible for larger agencies
because of their size.

Staff Recommendation (23): The General
Assembly and the Governor should take steps to
modify the organizational structure of small
agencies by consolidating those with missions
similar to other agencies and providing
administrative assistance to others which should
remain separate.

Status of Action:. HB [47 directs the Governor to
report to the 1985 session on support services for
agencies with fewer than 25 employees.

Currently, there are at least 77 different
configurations for agencies’ regional boundaries.
This situation has led to two problems. First,
agencies do not often co-locate cheir offices and
may incur unnecessary costs. Over 700 office
complexes are located outside of the City of
Richmond in 212 cities and towns. Second, it is
unnecessarily difficult to identify those who must
be involved in cross-agency cooperation within
regions.

Staff Recommendation (24): The General
Assembly should (a) direct the Department of
Planning and Budget to devise a system of
sub-state boundaries and (b) require agencies to
conform to it. However, procedures should be
established to grant a minimum number of
exceptions to agencies whose districts require
unique boundaries,

Status of Action: The Department of Planning and
Budget is currently studying sub-state boundaries of
State agencies.

Inconsistent Use of Nomenclature and
Program Budget Codes

State agencies and other entities have 33
different titles, which often have little relationship
to their status and level of authority. For example,
in some instances, "division’” may refer to an
organizational subunit within an agency. In other
instances, an entire agency may be called a
"division.” "Council,” "board,” and "commission”

. may all refer_ to a freestanding agency and may not

distinguish between the agency and its collegial
body.

Staff Recommendation (25): The General
Assembly should adopt a standard nomenclature
system t0 name State agencies and entities.
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Status of Action: HB 682 defined a standard
nomenclature system for State entities, and HJR
162 established an implementing mechanism.

PROBUD, the State’s computerized budgeting

system, is a uscful analytical tool that could benefit

from further refinements. The system is intended
to record each agency’s expenditures in mutually
exclusive activities such as land management or
environmental regulation. However, inconsistencies
with the codes and in their use make program and
subprogram expenditures and instances of
duplicated, fragmentated, and misaligned activities
difficult to identify.

Staff Recommendation (26): The General
Assembly should (a) direct the Department of
Planning and Budget to continue refining the
PROBUD system so that differences in programs
and subprograms are more accurately reflected
and (b) require agencies to use codes in a
congistent manner,

Status of Action: The Department of Planning and
Budger has under way efforts to refine the
PROBUD system.

Creation of Agencies By Executive
Order

Article V of the Constitution of Virginia
‘requires executive agencies to be created by action
of the General Assembly. Nevertheless, two entities
which function as administrative agencies were
created by the Governor through executive orders.
the Governor's Employment and Training Division,
which administers the new Job Training
Partnership Act; and the State Advocacy Office for
the Developmentally Disabled, which assists
developmentally disabled clients with problems not
addressed by particular State agencies.

The Governor is designated by federal law as
the State official to operationalize these programs.
However, as noted in a 1978 opinion of the
Attorney General, federal law cannot override the
State constitutional requirement for legislative
creation of agencies.

Staff Recommendation (27): The Governor should
propose to the General Assembly enabling
legislation for the Advocacy Office for the
Developmentally Disabled, Governor’s
Employment and Training Division, and any
other executive agency created without specific
legislative action.

Status of Action: SB {13 and HB 685 codify these
agencies.
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SPECIFIC STRUCTURAL TARGETS

Consistent with previous reorganization studies
and the Executive Reoganization Act, the following
characteristics of a sound executive branch
structure guided this review:

(1) to the extent possible, agencies with similar
missions should be located in the same
functional area;

(2) the functions of government should be
carried out by the fewest agencies possible;

(3) related activities should be consolidated into
new or existing agencies with related
missions;

(4) duplicative activities and programs should
be consolidated or eliminated; and

(5) new or existing agencies should be
manageable in size.

Recognizing that some agencies or functions may
require special placement, additional considerations
were also applied.

Although targets involve over 57 agencies
throughout the executive branch, they are
concentrated in the Human Resources and
Commerce and Resources areas. A type of problem
such as service support may involve more than one
target and extend across agencies and secretarial
areas. Each problem area is described in the
following sections of this chapter.

Administrative and Central Support

Services

The two targets in this area deal with
fragmented responsibility for debt collection and
data processing.

Debt Collection. As of March 1983, over $300
million was owed to State agencies by individuals
whose accounts were 120 days past due. Agencies
are directed to refer uncollectable debts to the
Attorney General’s office for legal action. In
addition, the Setoff Debt Collection Act requires
notification of the Department of Taxation so that
delinquent debts may be withheld from tax
refunds. Under this arrangement, claimant agencies
do not have a single State agency for referral of
debts. Multipte agencies are still involved in debt
collection. A few agencies rely solely on private
collection agencies, and others lack the resources
for exhaustive collection efforts.

Staff Recommendation (28); The responsiblity for
collecting delinquent debts owed by individuals
to State agencies should be centralized under
the Attorney General or the Department of
Taxation.

Compiuter Services. The Department of
Computer Services (DCS) operates four centratized



compuater centers in Richmond. When DCS wus
created in 1978, ahmost all agencics {(except some
universitics) consolidated their computer operations
inta DCS. The Department of State Police
continaes to operate the only major data processing
facility that is not part of the State system.

Staff Recommendation (29): The transfer of the
Department of State Police computer operations
to the Department of Computer Services should
be assessed further.

Research and Evaluation Activities

A comprchensive data base and analytical
capahilitics are important to the ctficient and
effective management of State government.
Howuever, as indicated by the three targets in this
problem area, data collection, revenune forecasting,
and program evalnation are fragmented within the
administration and finanec sceretariat. An additional
component is misaligned in the transportation
sccretariat,

Research and Evalnation. The Management
Cousulung Division of the Department of
Management Analysis and Systems Development
(MASD) and the evalnation scction of the
Department of Planning and Budget (DPB) cvalnate
State agencies and their prograuns ac the request of
the Covernor, the secretaries, and/or agencics.
MASD cvalnates the orgnizational struetures and
muansgement practices of State agencies, while DPB
is chorged with evaluating program performance.
However, it is diffienlt to evahmate an ageney's
program without looking at the management of the
ageney. Currently, there is no single sonree within
the excentive branch for comprehensive pragram
review. Neither is there a unified sonree of
program information and technical support for the
Gavernor's secretarics.

Staff Recommendation {30): The evaluation
section of the Department of Planning and
Budget and the Management Consulting Division
of the Department of Management Analysis and
Systems Development should be co-located in a
new Department of Analytical and
Administrative Services.

Starus of Action: HJR 47 dircets the Governor to
sendy and repert on this problem to the 1985
Session.

Data Caollection and Revenue Estimation,
Dnplication and fragmentation in data collection
and revenue forecasting make it difficulr for Stare
agencies to locate the source for the data they
need, and inhibit develapment of a comprehensive
State data center. The Department of Taxation
(DOT) and the Department of Planning and Budget
(DPB) maintain extensive information systems with

similar content. In addition, the responsibility for
revenue forecasting is split among scveral agencics,
and DPB — which is the primary user of the
general revenie forecasts for budget purposes —
docs not develop them,

DOT collects, stores and analyzes extensive data
related to economic and natural resonrees in a
system called the Commonwealth Data Base, The
system is used by agencies concerned with natnral
resources, and by DOT to support cconometric
models rsed to hetp forecast the State’s general
revennes,

DPB is also heavily invalved in the
maintenance of general interest data systems and in
forecasting. DPB is dirccted by statute to collect
and disseminate data on the social, cconomic,
physical, and governmental condition of cthe State.
The agency acts as the State’s data center, compiles
special fund forecasts, and uses DOT’s forecasts of
general funds ta develop the budget for the
Commonwealth.

Staff Recommendation (31} The Department of
Taxation's revenue estimating activities and the
Commonwealth Data Base should be transferred
to the Depertment of Planning and Budget. (An
independent revenue forecasting capacity could
be established in the legislative branch ta
maintain a system of checks and balances.)

Starns of Action; The Governor has aucharized
transfer of the Commonwealth Data Base from
DOT to DPB as of fuly |, 1984.

In addition to the agencies which furnish DPB
with their own forecasts, several other entities have
broad revenue forecosting responsibilitics. The
Division of Motor Vehicles (DMV) has been
assigned the lead role in developing the highway
nuintenance and construction fund forecast, which
includes revennes from the motor fuel tax, sales
and nse taxes, and registration fees. Morcover,
DMV rcecives federal funds forecasts of the
Departunent of Highways and Transportation and
the road tax receipt estimates of the State
Corporation Commission to carry ot its forccasting
responsibilitics.

Staff Recommendation (32): The Division of
Motor Vehicles' revenue forecasting unit should
also be transferred to the Department of
Planning and Budget.

Economic Development

Industrial development and pradnet promation
are key elements in a state’s scrategies for economic
development. Howcever, these two arcas are
identified as strnetural targees becanse of cxcessive
fragmentation among agencies chat develop
information, make contacts, and provide technical
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assistanee o accomplish related goals. Many states
have consolidated their ceconomic development
acuvitics tnder one agency.

indisirial Development. Four separste agencics

in the commeree and resources secretariat arc
involved in snpporting increases in the nnmber and
scope of Stte businesses. A fifth agency is in the
transportatian secretariat. Each ageney carrics ont
similar activities that wonld henefic from
coordination and improved clicnt access.

& The Division of Industrial Development
enconrages hisinesses to locate or expand in
Virginia and helps State mannfactorers to
establish export markets abroad;

s With funds from the Division of Indnstrial
Development, the Industrial Training
Division of the Virginia Community College
Systemn provides hasic (raining, retraining, and
mstructor training services which are
requested tor the employees of new and
expanding indnstrics in Virginia,

e The Office of Minority Bosiness Enterprise
promotes the growth and development of
nmunority and small businesscs;

e The Division of Tourism within the
Department of Conscrvatan and Economic
Develapment enconrages the ronrist industry
through its advertising and rescarch efforts;

s The Virginia Dort Anthority, located in the
Transportation sccretariat, carries ont part of
its mission hy promoting domwestic and
forcign nsc of Virginia’s ports,

Staff Recommendation (33): The Division of
Tourism, Division of Industrial Development, the
State Office of Minority Business Enterprise, and
the Industrial Training Division of the Virginia
Community College System should be merged to
create a new Department of Economic
Development. The port promotion activities of
the Virginia Port Authority could also be
considered for inclusion,

Status of Action: S§B 328 created a Departmient of
Economiic Developmient which inchiudes the
Divisions of Tourism and Industrial Development.

Prodnet Proniotion. The Department of
Agricnlture and Consumer Scrvices promotes
Virginia agricnltural commeditics. 1t also provides
administrotive support to prodiict commissons
which are established by statute within the
department. Maintaining the nine
separately-constituted commissions (three with their
own staff) can result in nneven or duplicative
cducation, rescarch, and promotion activitics tor
Virginia products. Furthermore, a completely
scparate dgency, the Virginie Marine Pradncts
Comumission, plans and carries out similar activities
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relotive to finfish and shellfish harvested from the
State’s waters.

Staff Recommendation (34): The Virginia Marine
Products Commission should be merged with the
Department of Agriculture and Consumer
Services. If the State decides to continue specific
product promotion as part of its mission, the
Department should also assume the functions of
the individual product commissions.

Status Action: §B 328 administratively mcerges the
Maripe Products Comniission with the Departnicnt
of Agricuftare and Consiyuer Scrvices.

Recreational and Historic Planning
State operation of recreational and historic sites
assiires their preservation for future generations,
Bit cxeessive costs may he incurred when cach site
is supported hy a snmall independent agency
corrying onr similar plonning and administrative
functions. The Parks and Recrcation Division of
the Department of Conscrvation and Economic
Development, and forr other entities, operate
historic attractions. Two additional cntitics have
responsibility for the preservation of historic and
other sites — the Virginia Historie Landmarks
Commissian and the Virginia Ontdeors Foundation.
Administrative merger could achieve more
uniform management and promotion of attractions
and reduce administrative overliead and the
nnmber of independent agencies. To maximize
benefits, 1he deeds for Gunston Hall and the James
Monroc Muscam and Library shenld he reviewed
to facilitute inclusion of these sites to the cxtent
consistent with administrative provisions.

Staff Recommendation (35): The entities which
manage andfor preserve historic sifes and
attractions (Virginia Historic Landmarks
Commission, Virginia Quidoor Foundation,
Division of Parks and Recreation of the
Department of Conservation and Economic
Development, Jamestown-Yorkfown Foundation,
Gunston Hall, James Monroe Museum and
Library, and Virginia War Memorial
Commission) should be administratively merged.
These entities should be brought together in a
proposed Department of Parks and Historic
Preservation. If this agency is not established,
the entities which manage sttes should be
merged under the Division of Parks and
Recreation in the Department of Conservation
and Economic Development. The Virginia
Historic Landmarks Commission and the
attached Virginia Qutdoors Foundation should be
placed in a separate division of the Department.

Stones of Action: HB 328 crcated a Departoient of
Conscrvation and Historic Resonrces.



Resource Planning and Regulation

Virginia is one of four states which have not
co-located environmental regnlatory activities for
air, water, and solid and hazardons Wwastes nnder
one agency. Furiher fragmentation involves soil
conservation and boating regnlation.

Environmenta! Regtlation. Fragmentation
extends beyond the commerce and resonrces
secretariat to inchide activities assigned to the
Department of Health in the hnman resonrces
secretariat.

Withilt the commerce and resonrces sccretariat,
the following agencies carry ont related or similar
activities.

» The State Water Control Board (SWCB)
promulgates water quality regnlations, issies
perniits to discharge wastewater, plans and
manages the nse of gronndwater supplies, and
mopitors and enforees water uality
standards;

e The Air Pollution Control Board adopts
regalations, develops plans, and monitors and
enfarces air guality standards to ensnre that
certain levels of air gquality are achieved and
maintained,

¢ The Division of Mined Land Reclamation
within the Department of Conservation and
Economic Development develops and enforces
mining operation regulations;

¢ The Council on the Environment is reguired
to develop broad environmental plans,
rescarch and draft position papers on
cenvironmental issnes, and review
environmental impact reports;

The Conncil on the Environment is also
responsible for coordinating the planning, scrvices,
and multiple permit procedures of the other
environmental agencies. Coordination conld he more
effective if all environmental regnlation agencies
warked together under a single department.
Currently, however, key functions are implemented
in another secrctariat.

Four nunits in the State Department of Health'’s
Office of Health Pratection and Environmental
Management are involved in environmental
regnlation. The Burcan of Wastewater Engineering
carries out activities similar to thase of the SWCB
in the regnlation of wastewater treatment facilities.
The Burcan of Toxic Substances Information
registers businesses which nse or prodiee toxic
siibstances. The Bureans of Solid Waste and
Hazardons Waste develop plans, provide technical
assistance, inspect sites, take enforcement actions,
and issile permits for the operation of sanitary
landfills and the handling of hazardons waste,

Staff Recommendation (36): The State Water
Control Board, Air Pollution Control Board,
Division of Mined Land Reclamation of the
Department of Conservation and Economic

Development, Council on the Environment, and
the State Department of Health’s regulation of
wastewater treatment facilities, Bureau of Toxic
Substances Information, and Bureaus of Solid
and Hazardous Wastes should be merged into a
new Department of Environmental Regulation.

Status of Action: HfR 147 directs the Governor to
study and report on this issue to rhe 1985 Session.

Conservation. Several agencies share a commaon
goal of managing and preserving the land resources
of the Commonwealth. Their basic supportive and
technical assistance activities appear to be very
similar. The Soil and Water Conservation
Commission provides financial and technical
assistanee to local conservation districts. Within the
Department of Conservation and Economic
Development, the Division of Forestry provides
assistance to protect and develop forests, the
Division of Litter Control helps localities establish
litter programs, and the Commission on the
Conservation and Development of Public Beaches
provides financial and techntcal assistance to
localities to halt shoreline erosion.

Staff Recommendation (37). The Soil and Water
Conservation Commission should be merged with
the Department of Conservation and Economic
Development. If a new Department of
Conservation is created, the Soil and Water
Conservation Commission and the conservation
activities of the Department of Conservation and
Economic Development could be brought
together under this department.

Searus of Actrion: §B 328 created a Department of
Conscrvation and Historic Resources which
cncompasses these agencies.

Boaring Regnlation. The Marine Resoilrees
Commission enforces small hoating laws on the
marine waters of the State, and the Commission of
Game and Inland Fisheries enforees hoating laws on
all waters of the State, both inland and marine.
Eiach agency has an administrative stnictnre to
sipport personnel that patrol the waters —
sometinies the same waters,

Staff Recommendation (38): The Virginia Marine
Resources Commission and the Commission of
Game and Inland Fishertes should be brought
together to create a new Department of Game
and Inland and Marine Fisheries.

Regulation of Products, Worksites, and
Occupations

When responsibility for similar types of
regulation is nnnecessarily fragmented among



agencies, the result can be excessive costs,
administrative duplication, poor communication, and
multiple intrusions into businesses. The State
Deparnment ot Health currently carries out three
product regidation activities that are shared with or
similar 10 activities of the Deparsment of
Agriculiure and Consumer services. A worksite
regulation activity is shared with the Department
of Labor and Industry. Regulation of professions
and occupations is split between two agencies, the
Department of Commerce and the Department of
Health Regulatory Boards.

Product fuspeetion. The Department of Health
{(SDH) and Department ot Agriculture and
Cansumer Scrvices (DACS) both issue permits,
inspeet processing plants, and analyze samples to
ensure that milk products are safe for human
consumption. Under some circumstances,
inspections are done by one of the agencies alone.
For cxample, although DACS usually inspects
frozen dessert and ice cream processing facilities,
SDH will make the inspection if the facility also
contains a Grade A milk plant.

Fragmentation also cxists between DACS and
SDH in the inspection of scafood processing planrs.
SDH is responsible for shellfish and crabmeat
processing plants, DACS for finfish processing
plants. 1f a plant handles both produces, cach
agency's inspectors observe conditions only in
designated production scctions.

SDH also regulates bedding and upholstered
furniture. This area of regulation differs from other
SDH functions, but is similar to the consumer
product functions of DACS. SDH issues licenses to
persons who manufacture or reupholster bedding or
upholstered furniture, or process or sell filling
materials. Permits are also issued to persons who
sanitize or sterilize these items.

Staff Recommendation (39): The following three
activities of the Department of Health should be
transferred to the Department of Agriculture and
Consumer Services: milk and milk product
inspection, inspection of seafood processing
plants, and bedding and upholstered furniture
regulation.

Starus of Action: HJR 147 dircces the Governor o
study and report on this issue to the 1985 Session.

Worksite Inspections. SDH also sharcs
responsibility for issuing citations, conduciing
training seminars, and inspecting worksites with
the Department of Labor and Industry (DLI). SDH
cnters husinesses to check for health hazards such
as excessive noise and asbestos. DLL enters the same
businesses to check for safety-related hazards such
as a lack of a proper guard on a machine.
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Staff Recommendation (40): Worksite inspection
responsibilities currently divided between the
Department of Labor and Industry and the
Department of Health should be transferred to
the Department of Labor and Industry.

Occupational and Professional Regalacion.
Virginia is the only state with two agencies whose
sole purpose is to provide administrative support to
boards that regulate practitioners of occupations and
professions. The Department of Health Regulatory
Boards and the Department of Commerce
administer the application and licensure process and
receive and investigate complaings against
practitioners,

The Department of Health Regulatory Boards is
oricnted to health care professionals, and the
Department of Commerce is oriented to commerical
practitioners. However, this distinction is not
consistent. The latter also regulates adlied health
professionals such as audiologists. In 1983, the
General Assembly realigned some boards between
the 1wo agencies, acting upon a JLARC
recommmendation in the report, The Ocenpational
and Professional Regulatory Systern in Virginia,

Staff Recommendation (41): The Department of
Health Regulatory Boards and Department of
Commerce should be brought together to form a
new Department of Commerce and Health
Regulatory Boards.

Financial Assistance for Higher

Education

Administration of financial assistance to
students artending institutions of higher education
is frugmented among two administrative agenecies
and rwo political subdivisions. This situation
duplicaies administrative costs and requires parents
and students to seck financial assistance from
multiple sources.

The Swte Council of Higher Education for
Virginia administers the College Scholarship
Assistanee Program, the Tuition Assistance Grant
Program, uand the Eastern Shore Tuition Assistance
Program. The State Education Assistance Authority
is the guarantor, recordkeeper, and collector of all
guaraniced loans made o Virginia residents who
are enrolled in post-secondary education and
vovational institutions anywhere in the United
States, The Virginia Education Loan Authority
issties bonds to establish a loan pool, and in turn
makes loans to students who wish to attend higher
cducation institutions. An advisory comimitice to
the State Board of Health gives annual scholarships
to students in nursing and dental hygiene
programs.



Staff Recommendation (42); The feasibility of
combining the two political subdivisions with
student financial assistance orientations (the
State Education Assistance Authority and the
Virginia Education Loan Authority} with the
grant and scholarship programs of the State
Council of Higher Education and State
Department of Health should be studied.

Status of Actlon: At the reguest af the Scerctary of
Educatian, $SFAA and VELA arc analyzing their
relatianship.

Volunteer Service Support

Valuuteers can angment services that are
currently pravided at State expense. However, the
Division af Volunteerism may be misaligned in the
hnman resauirees secretariat becanse all State
agencics are potentiil beneficiaries of the Division's
scrvices. In fact, nntil 1979 volunteer promotian
was carried ont within the administration and
finance secretatiat.

Additionally, the Divisian and the Center far
Valunteer Development at Virginia Polytechnic
Institnte and State University may be duplicating
same activitics. The Center enconrages faculty and
staff at Virginia insticutions of higher edncation to
became involved in valunteerism, and provides
technical assistanee throngh the university’s
extensian division ta volunteers from local groups
and from State agencies. Althongh the Center
started with total grant funding, State funding has
progressively increased since the first year, and
grant funds will saan terminate cntirely.

Staff Recommendation (43): The Division of
Volunteerism should be realigned under the
Secretary of Administration and Finance, and
provisions should be made to provide
administrative support to the division. This
recommendation would be adopted if
Volunteerism is viewed as an administrative or
central service agency. If viewed as a human
resources agerncy, it would be co-located under
the Department of Advocacy Agencies
recommended in recommendation 49.

Status of Action. HJR 147 dirccts the Governor
study support services for State agencies with fewer
than 25 cmployees and report the findings to the
1985 General Assembhly.

Staff Recommendation (44): A non-structural
solution of the problem of duplication between
the Division of Volunteerism and the Center for
Volunteer Development of Virginia Polytechnic
Institute and State University has been proposed
in a separate JLARC report. (Senate Document
6, The Virginia Division of Volunteerism,

December 1983). That report recommended either
(1) requiring a more specific memorandum of
understanding to clearly specify the
responsibilities of each agency andfor (2)
restricting activities of the Center to those
consistent with the University's extension
mission and limiting the Center’s non-State
sources. Therefore, a structural solution is not
being proposed in this report.

Statns of Action: The division and the conrer are
negotiating g more specific memorandum of
nuderstanding,

Rehabilitative, Social, and Financial

Services

Duplication and fragmentation of scrvices
amang hinan resource agencics create service
delivery as well as administrative problems and
costs. Mroblems af nationwide concern include
clicnt difficyley in accessing serviees, and the
limited ability af discrete agencics to address a
client’s overall needs. Administrative issues involve
duplicative eligibility, contracting, and reporting
processes. Such problems ocenr in the provision and
planning far rchabilitative, social, financial, and
advocacy services in Virginia.

Rehabilitative Services, The State maintaing two
separate agencics in arder to provide rehabilitative
services to the blind independently of similar
scrvices provided ta other disabled clients.
Interagency coordination is addressed throngh a
scrvice agreement between the Department for the
Vistally Handicapped and the Department of
Rehahilitative Services, Generally, cthe degree of
visnal or physical impairment determines the
assignment af a client to an agency, althongh
multiply handicapped clients may deal with both
agencics.

Although federal regunlations allow state
agencics to establish a separate agency to provide
services to the blind, this is not reguired.
According to the Federal Rehabilitative Services
Administration, specific organizational structure is
not as impartane as development of a separate plan
to rchabilitate the blind. Approximately 22 states
have established distinet units within larger
agencies to deliver visnally handicapped services.
Approximately 18 states have organizational
strictures that merge visnally handicapped services
with ather serviees. Ten states appear to have
established separate and single agencices for the
blind and visnally handicapped.

Staff Recommendation (45): The Department for
the Visually Handicapped should be moved as a
separate progrom division into the Department
of Rehabilitative Services. (Further study of
individual functions should also be undertaken
as stated in recommendation 46),
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Social Services and Financial Assistance. DVH
also splits administration of Title XX social services
and anxiliary grant programs with the Department
of Social Services. Under Title XX, similar
administrative activities are carried out by cach
departinent to provide services to visnally
handicapped and sighted clients, respectively. Lacal
welfare departmients are reimibursed for purclasing
social services suich as connscling, day care,
companion services, and transportation. The two
departments also devclop a Title XX plan, monitor
service delivery, and review local budgets and
records.

Anxiliary grants arce State and local monies paid
to persons whose federal supplemental scenrity
income (SS1) payments are not sufficient tw cover
their needs. DVH and DSS developed policies and
procedures and reimburse local welfare departments,
which directly administer the grants to sighted
people in homes for adults and to ynalified blind
persons.

DVH also operates a library service for the
blind in Richmond and ecight subregional
“mini-libraries”. In most other states, library
services for the blind are operated by the state
library agency or the edncation department.

Staff Recommendation (46): A merger of the Title
XX, auxiliary grant, and library functions of the
Department for the Visually Handicapped with
the Department of Social Services and Virginia
State Library, respectively, should be assessed
further,

Status of Acrion. §B 383 realigns Title XX and
anxiliary grant fouctions with the Department of
Social Services.

Services 1o the Elderly. Similar duplication and
fragmentation exist in providing services for the
clderly. This concern involves the Virginia
Department for the Aging (VDFA) and the
Department of Social Services (DSS).

Under the federal Older Americans Act, VDFA
purchases and supervises services for non-indigents
who are 60 years of age or older. The scrvices,
which include legal aid, escort, health, and chore
services, are provided by local arca agencies on
aging. Under the Title XX program, DSS
administers similar types of services to the clderly
wha are indigent.

In other states, services to the clderly are
organizationally aligned in a number of ways,
including: nnits of a large human service ar ather
agency (22 states), freestanding administrative
agencies (9 states), independent boards ontside the
execntive branch (8 states), and entitics within the
Governar's Office (5 states).
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Staff Recommendation (47): The Department for
the Aging should be moved into the Department
of Social Services as a separate program
division.

Employment Services. The Governor's
Employient aud Training Division prepares
individuals for eutry, into the labor force. The
division is currently located in the hnman
resources area. However, the major cmployment
services agency, the Virginia Employnient
Conmnnission, is located with ather econoniic
developiment agencies in the commerce and
TesSOIYCes ddred.

Staff Recommendation (48): The Governor’s
Employment and Training Division should be
transferred to the commerce and resources
secretariat from the human resources secretariat,

Starus of Action: HfR [47 directs the Govermor 1o
study focation of training activitics and report (o
the 1985 Session.

Social Services Planiug and Advoecacy. Scveral
ageucies i1 the hunian resotirces arca are primarily
advocates for groups such as women, children, the
deaf, and the developmentally disabled. The
agencies lielp to cusure that services are heing
provided by other agencies. They collect data, write
reports, dissemiinate information and cvalnate
services. Each small agency provides its own
administrative support. Staff sizes rauge from onc to
16 cmployees.

Maintaining the agencies separately may detract
fromm their capacity to carry aur mandated
responsibilities and nnnecessarily duplicate
adniinistrative structures. None of the agencies is
prohibited by federal mandate fromi co-location.
Althongh by federal law the Advocacy Office for
the Developmentally Disabled nist remain
independent of service-providing agencies, it is not
restricted from consolidation with other advocacy
functions.

Staff Recommendation (49): The four small
advocacy agencies under the Secretary of
Human Resources (Commission on the Status of
Women, Division for Children, Advocacy Office
for the Developmentally Disabled, and Council
for the Deaf) should be co-located together to
form a new Department of Advocacy Agencies.
If the Commission on Indians should become a
staffed agency. it would also be included here. If
a decision is made to retain the Division of
Volunteerism as a human resources agency, it
should be established here.

Stamms of Action: HfR 147 dircets the Governor to
study provision of support services to small agencies



chiding che advocacy agencies mientioned in the
recomimiendation.

Three agencics in the himan resairces
seerciariat and one in the edncation secretariat
license and inspect pnhlic facilivies snch as nursing
homes, gronp homes, and hospirals. Oversight by
the State is imrended to ensnre that the facilities
arce fit for human hahitation. Technically similar
activiries are carried ont hy cach agency, regardless
af the rype of facility or client popularion.

The State Department of Health (SDH) has the
largest role. SDH regnlates hospitals, nirsing
homes, hame healih agencies, and other pnhlic
facilitics. Key acrivities inclnde issning licenses,
training inspectors, condincting inspections, and
providing consnltative services. In somie cases, SDH
and the Department of Sacial Services (DSS) have
mmrisdicrion over the same facility. For example,
SDH inspects the nnrsing home componern and
DDS inspects the home for adnlts component if
hoth are contained within the same facility.

The Departmenr of Mcenral Health and Mental
Retardation regnlates community mental health
centers, gronp homes, and other facilitics which
provide care to the mentally ill, mentally retarded,
and snhstance almisers. The Department of
Education regnlates private schools for the
handicapped.

Staff Recommendation (50): The regulation of
health-related public facilities carried out by the
Departments of Social Services, Mental Health
and Mental Retardation, and Education should
be merged under the Department of Health.

Staras of Action: HJR [47 directs the Governor to
study this issac and report to the 1985 Session.

Education of Inmates

The Rehabilitative School Anthaority is an
independent agency which provides academic and
vocational training to juvenile and adnlt inmates of
carrectional institntions and field nnits. Personnel
of rhe anthority must work continnally with the
Department of Corrections’ staff  to coordinate
insirnctional schednles, provide sccnrity, and assign
inmates to classes, This is the only instance where
the State has created a separate educational agency
for an instititionalized popnlation.

Staff Recommendation (51): The status of the
Rehabilitative School Authority as an
independent agency should be considered during
the forthcaming JLARC study on the
Rehabilitative School Authority and the
Department of Corrections.

Stattis of Action: The smdy is under way and the
findings will be reported to the 1986 scssion.

Transportation

Vehiele and air transportation services for
government personnel appear to he misaligned in
one case and duplicarive in other cases.

Vehicle Suppore. The Central Garage Car Pool
provides vehicles to State employees when
nccessary for their official dinties. The central
garage is inappropriately aligned, however, nnder
the Department of Highways and Transportation.
Mosi activities which snppart the aperations of
other State agencies are located nnder the Secretary
of Administration and Finance, many within a
multi-purpose suppart agency — the Department of
General Services. A related prablem addressed in
two previons JLARC reports is the need for the
Central Garage to he designated as a working
capital find — an acconnting mechanism that
shonld he ser np when an agency provides goods or
services 1o other State agencics.

Staff Recommendation {52). The Central Garaoge
should be transferred from the Depariment of
Highways and Transportation fo the Department
of General Services and efforts continued o
designate it as a working capital fund.

Searns of Action: The Joimr Legislative Andit and
Review Comnussion approved initiation of a
working capital ind cffecave Jaly 1, 1984

Aviagion. Four scparate State agencics are
spending funds to own, operate, and maintain five
aircratt in Richmond. The Department of Aviation
owils and operates two aircraft, and operates a third
onc that is owned hy the Governor’s Office. In
addition, the Department of Highways and
Transpartation and the Commission of Game and
Inland Fisheries cach own and operate an airplane
based at Richmond's Byrd Airport.

The number of airplanes and flight staff in
Richmand may he higher than wonld he necessary
if the agencies pooled their resonrces. The
Department of Aviation has the greatest role in
nsing planes for programmatic activities and
transporting State personnel,

Staff Recommendation (53); The Department of
Aviation should take over the administration,
operation, and maintenance of the afrcraft
hangared in Richmond and owned by the
Department of Highways and Transportation,
the Commission of Game and Inland Fisheries,
and the Governar's Office.

Starus of Action. The Sccretary of Transportation
and ¢he agencics are developing appropriace plans.

Hazardous Materials

Becanse oversight of radicactive materials is
currently divided, coordinative prohlems may occir
in the case of an emergency. Companies that ship
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radiaactive substances and equipment nist register
with the State Departmient af Healch. However,
they must also contact the Office of Emergency
and Energy Services (OEES) hefore they transpart
materials through Virginia. If notification daes nat
occur, OEES and local officials will not be aware
that an accident involves radioactive stbstances and
may not respond appropriately.

OEES is responsible for approving transprrt
routes and notifying local authoritics when
shipments will be transported throngh their
jurisdictions, Localities may call OEES for an-site
assistance. Centralizing responsibilicy in OEES for
registering shippers as well as responding to
emergencies could facilitate a rapid and informed
response.

Staff Recommendation (54): Responstbility for
registering shippers of radioactive materials and
responding to emergencies involving radioactive
materials should be transferred from the State
Department of Health to the State Office of
Emergency and Energy Services.

Starus of Action: HB 813 implements this
recommendation.

Emergency Response and Defense
Activities

A primary purpose for establishing functional
areas for Virginia's State government was to provide
cversight and coordination of agencics with similar
missicns. Nevertheless, the missions of two
agencies, the Department of Military Affairs and
the Office of Emergency and Energy Services, are
more related to other areas of State government
than to the transpertation arca where they are
currently assigned.

Military Affairs. The Department of Military
Affairs trains, manages, and supervises the State Air
and Army Naticnal Guard; maintains its armorics,
training sites, and shops; and provides scenrity far
its weapons and munitions. n time of a national
emergency, certain units can be mobilized for
active duty. During a natural disaster or other
ecmergency, the department prevides aid ta
localities. All these functions are rclated to public
safety. In case of an emergency, close coordination
would be needed with the State Police, currently
located in the public safety area.

Staff Recommendation (55); The Department of
Military Affairs should be transferred from the
transportation secretariat to the public safety
secretariat.

Staras af Actian: HB 815 locates the deparement In
the combined pahlic satety/transportation
SCCTCLLTAL.

Ewergeney and Eucrgy Services, The Office of
Emergeney and Energy Scrvices helps lecalities and

- State agencies design emergeney plans and set up

cmergelicy inining progrians. 1t evaluates and
pravides financial assistance far local emergency
pragrants, During an emergency, the office
caardinates the respanses ot local, State, and federal
agenicies, Ta pramote energy canservation, the
cnergy divisian pravides conservation serviees and
pragraims 1a cainmerical and residential consnmers
and technical assistinee to lacal governments.
Neitlier emergency planning nor energy
canservatian appear ta have g common mission
witl athier ransportatian agencics.

Staff Recommendation (36): The emergency
services functions of the State Office of
Emergency and Energy Services (OEES) should
be transferred from the transportation secretariat
to the public safety secretariat. The Energy
Division of the OEES should be transferred to
the commerce and resources secretariat. If the
proposed Department of Conservation is not
established, the division should be merged with
the Department of Conservation aitd Economic
Development.

Statas at Actian: §B 328 transters the Energy
Divisian 1a a new Department of Mines, Minerals,
and Euergy. HB 813 locates the Office of
Euergeney Serviees 1 the puhlic
safetl/transpartalion secretariat,

NET EFFECTS OF
STRUCTURAL PROPOSALS

Adaptiam af these recomnmendations wonld
resnlt in immpartant changes in the structure of the
execntive branch. For example, the integrity of
seeretarial arcas wonld be strengthened by
realigning thase agencies that do net share commoen
missians with other ageneies in their arcas. The
tatal mnnher of independent executive agencies
wanld he reduced fram 83 to 72 and would
inclide the fallowing new or renamed agencies:

Department of Analytical and Administrative Services
Deparmiient ot Advocacy Agencies
Pepartmient of Parks and Historic Prescrvation
Departmient of Canservation
Deparunent af Envirenmental Regulation
Departient af Game and Inland and Marine Fisheries
Department of Econamic Development
Department af Commerce and Health
Regulatory Boards

And, depending upon the final proposals decided
upan to implement cach recommendation, cost
differences from $1,474,474 w $1,653,239 or higher
could be realized in staffing costs alene.

If all the recommendations from the three
JLARC reports were implemented, the executive
branch would bhe organized as shoewn in Tahle 3.
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Table 3

Proposed Organization of
the Executive Branch into Secretariats

Administration (13)

Department
Department
Department
Department
Department
Department

of Telecommunications

of Computer Services

of General Services

of Systems Development

of Personnel and Training

of Employvee Relations Counselors

Secretary of the Commonwealth - Division of

Records
Department
Department
Department
Department

of Volunteerism

of Elections

on Local Government

of Commonwealth - Federal Relations

Department
Services
Department

of Analytical and Administrative

of Compensation

Commerce and Transportation {12)

Department of Housing and Community
Development

Department of Labor and Industry

Department of Economic Development

Department of Mik Regulation

Department of Agriculture and Consumer Services

Department of Commerce and Health Regulatory
Boards

Department

Department

Department of Aviation

Department of Highways and Transportation

Division of Metor Vehicles (could also be assigned
to administration or finance)

Department of Ports

of
of

Employment Services
Employment Training

Finance (5)

Department of the Treasury

Department of Planning and Budget {with new
revenue estimating unit)

Virginia Supplemental Retirement System

Department of Taxation (possibly in administration
secretariat)

Department of Accounts

(Plus approximately 6 public authorities with
financial orientations)

Human Resources (6)

Health
Mental Health and Mental

Department of
Department of

Retardation
Department of
Department of
Department of
Department of

Rehabilitative Services

Social Services

Health Services Cost Review
Advocacy Agencies

Natural and Cultural Resources (8)

Department of Game and Inland and Marine
Fisheries

Department of Conservation

Degpartment of Environmental Regulation

Department of Parks and Historic Preservation

Virginia State Library

Science Museum of Virginia

Virginia Museum of Fine Arts

Commission for the Arts

Public Safety (9}

for Commonwealth’s Attorneys’
and Training

of Alcoholic Beverage Control
of Corrections

Department of State Police

Department of Criminal Justice Services
Rehabilitative School Department
Department of Fire Programs

Department of Military Affairs

Department of Emergency Services

Department

Services
Department
Department

NOTE: This table reflects the composition of secretariats assuming implementation of all
recommendations in the JLARC structure reports.
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V. NEXT STEPS IN REORGANIZATION

Exccutive hranch reorganization received
significant attention during the 1984 General
Assemhly session. The three JLARC reports served
their intended purposes as sources of information
andt as a hlueprine for legislative action,

Written responses to the three draft reports
were received from the Governor's secretaries, 66
agencies and institutions of higher education, and
38 other individuals. Because of their volume, the
responses could not he included as part of this
sinunary report. They are, however, availahle for
review upen request at the offices of JLARC, Suite
1100, 910 Capitol Street, Richmond, Virginia.

The Commission authorized the printing and
subsequent distribution of the reports to each
legislative memher. The Commission also
authorized continued cooperation hetween its staff
and that of the Governor. Such cooperation
involved the sharing of information, clarification of
recommendations, and discussions of draft
legislation.

Acting as individuals, some Commission
nwmhers sponsored key administration hills that
were consistent with JLARC proposals and also
introduced several hills addressing additional
reorganization issues.

Actions taken hy the General Assembly have
the potential for significantly improving the
effectiveness and efficiency of the sccretarial
systemn, hoards and commissions, and the
organization of the executive branch. The
secretarial system was retained, and responsihilities
and authority regarding agency performance were
clarificd. Actions taken to restructure the systiem
addressed the workload within secretariats and the
integrity of functional areas of government.
Concerns regarding the status of the Governor's
chicf of staff were resolved hy legislation enabling
the position and providing for confirmation.

Legislation pertaining to boards established
criteria for ad hoe task forces and defined the
unique positions reserved for “citizen members” or
“representatives of the public” on some boards.
Muany actions addressed the structure and alignment
of agencies. The hasic thrust was to reduce the
overall number of agencics, merge agencies and/or
activities with similar missions, estahlish standard
nomenclature, and conform regional houndaries.

Reorganization, however, is a continuous
process that serves to adapt government to changing
conditions, Previous studics have greatly influenced
the current structure of State government and the
extensive legislative and executive evaluations
carried oul during the 1982-84 hiennium. Although
these evalnations have already resulted in

numerous actions, specific proposals are pending for
consideration during the 1985 session. Others may
he addressed at a future time.

The Governor was requested in House Joint
Resolution 147 to study the most suitahle
alignment of the following programs and report to
the 1985 session of the General Assembly on.

l. employment and training activities provided
by the Virginia Employment Commission,
Governor's Employment and Training
Division, Department of Labor and Industry,
Division of Industrial Development, Virginia
Community College System, Department of
Rchabilitative Services, and Department of
Social Services. The analysis will also
determine the proper secretarial assignment
in either Education, Commerce and
Resources, or Human Resources;

2. resources planning and coordination activities
in the Council on the Environment; water
quality resource management and regulatory
-activities in the State Water Control Board;
water quality management, waste water
enginecring, and toxic substance, solid
waste, and hazardous waste control activitics
in the Department of Helath, and air
management activities in the State Air
Pollution Control Board,

3. agriculture service and regulatory activities
which consist of agricultural products
promotion activities in the Department of
Agriculture and Consumer Services, Virginia
Agricultural Foundaticen, and the individual
product commissions; milk regulation
activities in the Department of Agriculture
and Consumer Services, Department of
Health, and Milk Commission; seafood and
bedding regulation activities in the
Department of Health; and farm activities
in Chippokes Plantation Farm;,

4. budgeting, accounting, purchasing, and
logistical support services for approximately
60 State agencics with fewer than 25
employees;

5. regulation of residential facilities and day
programs hy the Department of Health,
Department of Social Scrvices, Department
of Mental Health and Mental Retardation,
Department of Education, and Department
of Corrections; and

6. executive management staff activities
involved in personnel, evaluation, auditing,
hudgeting and policy planning,

The three HLARC reports are now pending
hefore a subcommittee of the Commission. Several
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arcas of reorganization were reserved by the
snbecommittee for consideration in the coming year.
The subcommittee was also charged with
nionitoring rearganization activity during the
legislative session and recommending any further
Commission action in subsequent sessions.

Since the publication of the JLARC reports,
many changes have been implemented in the
organization of the excentive branch, and others

are currently under way. Some changes are direct
results of JLARC's analyses and recommendations,
and others are initiatives that grew ot of the
Governar's reorganization stiidy.

These changes are illustrated in the two figures
which follow. Fignre 1 illustrates the organization
af the excentive branch as it was on July 1, [983.
Fignire 2 shows the new organization (as of July 1,
1984} being inmiplemented.




Urganization of the Executive Branch Before July 1, 1984

ATTORNEY GENERAL GOVERNOR l ]
Depon itienn af Law /’Fﬂ u\“
\ Cfuef af Staff f
\\ "I
)

1 } 1 1 ]

Secretary of Assistant Secretary i
Admimstranen & S v For af Comnerce Secretary of Secretary ul Secrezary af Secretary of
Finance Financial Pahcy & Hesources Edncatian Humait Hesqurces Pubfic Safeiy Transpostation
| Depariment af 1L
Pfanning & SBudget I-——-»--—-—— [——-—-—-—-—-
Jamestown-¥ ork tawn Deparfment af Commussioan on fh Commonwaealth's D : af
Campansanon Soard Radford Untversity ' e | - epariment a
— Fanndazion Educouian 1 Status of Women A“?’,gﬁ}{,ﬁ‘f"c’gf,?cs,f& . Ayianan
Department af Commsgion af Game |- Marne Aesaurces ax;e Cﬂ:ﬁnuf af [ | The Culle&geM Deparimaent af Alcohobc Dopariment of
1 . — gher icauan af wifham ar Depar t of Heafffi — Hi avs &
Accaunts & ntand Fishenes Cammissian for Virginia ] fn Virgina v parimen eaith Bavarage Conirof Tllgjnhsgormziau
- Departiment af Councif an the 1 Virgnia Marine The Virginia Schools | u f v Deparimenf af Heafth Depariment af Departmenz af
Camputer Services Enwranmen: l— Pruducts Cammssian for the Deaf R 8hnd niversity ab Virgnna Hegulatory Boards | 4 Cosrecuions 1 Mitary Affars
Deparzment af I?Ae;r?é:::r,: ;" - Mk Virginia Communny Virgimia Cummonwealzii D“"‘ﬁ”a'af‘“'&uhMe""a' Depariment af Divisian af
8 en:al — <
Generat Services Cansumer Sesvices Commussian Coffege System — Universiry Hetardanian State Police Moo Vehicfes
- MﬂnaDgi?na:r:?e;;a?;s.s& D%varzmerr:e af State Ar Popuzan Chistapher = Virginia Depar:menz af gﬁ?;::ﬁ:'ﬂf:e Emse:?;z! OﬂEeEul
amme — Canrat Baard 1 I - 1 : — ncy nergf
Systems Devetapment Newport Colfege Mifitary [nsutute Ashabihiaive Services Services Servicas
Department af Siawe Dff —— -
| Depariment af Canservanan & B o Mma“'lc: George Masan = pumac\:.".?u';mﬁ.smma Deparimen: of Aehabyfizative Virgimia
Persanne: & Tramng Ecangmic Devewapmen: | 1 gusiness Enteiprise Vinversny 1 & siace Uryuersizy Social Seruices [ Schoof Authority Port Authofity
Deparimen? af -
| | Deparimenz af Housing & Community Staze Wazel James Madisan - Virgie State Deparzmen: af @
Taxauan Development ] Conirat oard University - University Drusion for Chifdren Fire Programs O
Department al Departmen: af Labar Virginia Histonc c - The Sciance Musgum Drasian af 026
Tetecammuricatians & indusiry f—4 Landmarks Cammissinn Lungwoad Coflege af Virgima Valunfeerism - ® 0
Virgma Saif &
| ] Departmenz af Dywisian af Walzz?r &anselrvaslun Mary Washingiar Virgima Commissien Gavernor's Emplayment F
the Treasury fndusinat Devetapment Coammissian Caffege - for the Arzs & Traming Dwisian
ELECTEQ OFFICIAL
Oftice af Empiayee Gunstan Haft B Wirginia Empfayment Norfalk Siate L] Virginie Museum Dapariment
Hetanons Caunsetars — Cammissian Uniersity al Fine Aris for the Aging ]
O ,-"_"'-.\
1] Secratary af Ofd Dominion Sfafe Advocacy Office ,/ Pasizion .
ne Commenwestth ® 93 Un l_ virgina State Libeary for the Devefopr fiy F Within Governos's
Division af Aecords A e v Sity - Disabled \the %“';':L""j: Secrezary
~ P
Siate Board O 29 Virginia Truck Virginta Depaitment
+— af Electans ® 5 & Ornamanlafs tor the Visuefty — |—
i A s 1 Hessarch Stalion Hendicapped
Office af - p;
Commaonweatth Virgimia Cauncit Separate Agency
Federet Helenuns for the Deaf
Virgima Suppfementa Vwgima Health Oﬂlc.laf Line of
Hemement Syssem Seruicas Cosl Aeuew Hesponsibibty & Authoniy
Cammissian
O s B FAeports direcify ta the Governer on
Commiss.on an . execufive pohcy matiers
Laocat Government 6
. O Dependent adminisirative agancies incfuded in ar
4
Do @ Cotiegial & ather bodies included n area
[FS) > Polincal subdivisions incfuded in area
W -




¢ /fSEANRTWG BIURISISSY ‘lesodaud uonensn|| Jeis v
1 Ieaipey jo uawisedaq] uonerniueBioal ealnaexa |0 1NSe. se paleesd >u:mm<n
. olye paysiqeise 3q o] Asuab
Alsoyiny 1.0, OIS SIULUD: ¥B/L7L aeHe pausiael q 0 Aausty, Asusliy eleledasg =TT
oL m< d L1 moinay 1500 mmw_‘imm “¥8/1 /¢ Joue pelsioge eq 01 AsusBy, 5, JCURIAOG)
ALBAA yijee eIBp RETCIETRES w_p. LA
uolRAISIUIWPE DYl 01 Japlo aaiindexe Aq paubBlssy [ alsed ABojouLma)
sedlneg Asusblawg BuLeoH- |[o-peH B “80Ij() §.OUIBAOE) 8 )
s | , 1 01 18pIC BANdaxa A aublss
0 a0 aelg - e eyl Jo| uasiIAg HO D o i a P v B LoNE WU
J0 uewedag J
sopiyeA JOLOW paddeaipuey UoliRlg pBeSeY
p—] —-— Alensia, 8yl oy S|RIUBWRUNY ] Apleideg USLILIBAGE) 2207 | |
0 uolsing lueunsedeq eluibaa soru) eBap, s, JoUsBAOD w40 03193373 Uo UDISSIUILIo]
o . R | ———
- .“.mtd CMHE —iAeuewdolenan ayl 0| Asmigi] ererg ewibaa uouepunoy weIsAs lu3weuley —
40 1usun qa LuswLiedaq Adeoonpy |4 umalyiop -umorsewer |ewsweddng eunBaa,
(7]
.w.cu—“mwh_mm_h_“__. Bufy ey 10y sirg auly [0 Ausinaiun UOISSILE 0T Auswdopreq awaeuoag]| suonejay |elapad
10 tuswiiedeq) Weusi fedag wnasnpy eubip B uowiwed PIa wewAoldwy Bwba = J0 weunedag E_mw_..._sum_ﬂ._m:ou | |
uone uorsing B - 1 UBISSILWEy
- o :%E.“..an - ISIAIg Bulnes) » Sing Byl Jo| Ausssniun UONBAIBSLOT ELBA, — JIBH uolsung su0llog|y Jo
j0 1 edaQ wawhodwy s Joumwaon uaIssiwwny eubBna, - e1015 HOMON 7 log euBiA ] ! . preog ele1g ﬂl
] swedoly eng WSIBRIUNOA ewuBap Jo — eBy00 | UOISSILILIOT) SypeLpuRT] _I_ JusWdoansg [BMISNPU| | .u.«_u%wwwmo*o:“o_mﬁ_n
10 eunredeg 10 uoisiag wnasnpy esueng eyl - uciBuiysepn, Alpy OISIH eluIBnA 1 1o ualsiaig :_ jo EHEu%m N Il
| ] Aoyiny [00YDg (R Qe — Ausieaun - sBelion PooMBUOT prog joauo) Ausnpu| SHO{BSUNO SuONERY
saneliqelypy eles euibap H elep), eImg |- 0qe7 jo ewpedeg saho/duy jo 2210
seainag SOANAIBG [E10G EleAlnn eweig & AL ssldialug sseursng uawdojeaeq
—vg aalISNC [BUIWLD — ' anisy| awyaelAlod || 1 un T Ao - | SuoneEdunwWwase@]
o iuewneds Jo wewpedeq 5 L] uosipepy sewer O 30 Aunuiuen 7§ Buisnoy o w do —
J0 usuwiedeq eibap ‘ o0 elelg - 10 usunmdag ¥ auide(
azljod el1elg $8IMUBG BAlELIgRYeY elnIsy] ArRnNy AlrIBAILN pimog yeauoy | Lusludojons] 2IMOU0a] B
- ! ! I LILLE OB BEUO ululel] |y [BUUOSIad
J0 uewiedeq |0 weutiredag euIBaA Upsepy afoeny wolncy Ny elels — .umo :_.nE:mam% jo Wewiedeq
uoliepe;a )
L (pmog elong L owow % utken Aussenun — aBello] LodMeN uoIssIWUa) — susWwwWo] Anseau) eyl | ._“_M.,_m._q:ﬂm:...“nﬁw__?m
|elusy §0 1Uewneda eesmuounuo] eluBng | H smydolsuyd N 1 1o Juewedsq J0 lusweds( B It Eou_t:mn_wo o
u SUOIYBO] || spmog Aorerboy PWIBAA 0 AUSIBALN .l_ waisAg ebejjo] UOISSIUILIG] = muuﬂww__ﬂ“_._ﬂﬂ_ou uonexe] L soneg peuen | |
10 lusunedsg ylesY J0 Jusunedeq Anunwwon euBaa SeIMosey BULE = 10 jueuiedeg 10 ewedeq J0 Wwewrdeg
i sbeland eREBHA U einiBap 0. SaIINCIe 0151
=5 .Ou Uo o hum.n_ | ey 40 tuswiedeg Emim%. EP___..Y 0 :o:.mu.:n.% Hno__._ Lo :o:mm..mm.cou: luewsuoaaug sIunnagy |SEqRBG IaIndura
HOYO|Y JO Jusun®deq 8o Syl - J0 2undy eleig 10 wewedeg - o1 uo |Iauno) jo jusuniedeq 40 WeuwnedaQ
|I9Uncyy Buiulel]
|- = semwsg sAeuiony | UOWOM 49 snimig Ausiean prospey || uoneaned oA0UI B siesoU sauBysiy puelu| g 1efipng @ Buuuey o
T lfl|eemuUowwon Bl U0 UOISSIUHLOD) ot |0 uewiedeg 'seully Jo jusunedeq BWED Jo UOISSILIWON 10 wswedag el pieog UoieSUBdWnD) e
[ &ses onang . [ .
» uoneLodsuell Sa2MOSEH UewnH uoieanp g 353.n0304 B aoueuy Jo uonenRsIIWPY
Ase jo Amiemeg 10 Aeleneg eBWwwany Jo !
a3 18.156C Amesoeg Aelepeg Jo Ajoures
HelS J0 Jeyd
ame Jo Juewpedag

HONYIAOD INVNILNIN

IVHINTD AINHOLLY

HONYIAQD

P861 ‘1 AP JO se youeag IANIIX] Y} jo uosjeziuebag

¢z 2inBi4

36



e S v

JLARC STAFF

RESEARCH STAFF

ADMINISTRATIVE STAFF

Director
Ray D. Pethtel

Deputy Director
Philip A. Leone

Division Chiefs
® Susan Urofsky, Division [
Kirk Jonas, Division II

Section Managers

Gary T. Henry, Rescarch Methods
& Data Processing
John W, Long, Publications & Graphics

Project Team Leaders
Suzette Denslow
Joseph H. Maroon
@ Barbara A. Newlin
Walter L. Smiley
Glen S. Tittermary
Shepherd Zeldin

Project Team Staff
Lynn L. Grebenstein
@® Stephen W, Harms
Clarence L. Jackson
Thomas |. Kusiak
R. Jay Landis
@ Sarah J. Larson
Cynthia Robinson
Robert B, Rotz
Mary S. Kiger
E. Kim Snead

Section Manager

Sharon L. Harrison
Business Management
& Office Services

Administrative Services
Joan M. Irby

Secretarial Services
Bonnic A. Blick
Rosemary B. Creekmur
Betsy M. Juackson

K. Adele Linkenhoker

SUPPORT STAFF

Technical Services
David W. Porter, Graphics
R. Jay Landis, Computers

Interns

@ Carolyn O. Tillman

Geraldine A. Turner

Indicates staff with primary
assignment to this project.

37



RECENT REPORTS ISSUED BY THE
JOINT LEGISLATIVE AUDIT AND REVIEW COMMISSION

Long Termr Care in Virginia, March 1978

Medical Assistance Programs in Virginia: An Overview, June 1978

Virginta Supplemenial Retirenient System, Qctober 1978

The Cupital Ourlay Process in Virginia, Octaber 1978

Camp Pendicron, November 1978

Inparient Care in Virginia, Januvary 1979

Ompatient Care in Virginta, March 1979

Managememt and Use of Stare-Owned Vehicles, Tuly 1979

Centificarc-of-Need in Virginia, August 1979

Report 1o the General Assembly, August 1979

Virginia Polytechnic Insritnte and Stue Universiry Extension Division, September 1979

Deinstitntionalizznion and Conumunity Services, September 1979

Special Study. Federal Funds, December 1979

Homes tor Adults in Virginia, December 1979

Muanagemernr and Use of Consultants by State Agencies, May 1980

The General Relief Programy in Virginia, September 1980

Federad Finds in Virginda, October 1980

Federd Funds: A Summuary, January 1981

Methodology for @ Vehicle Cost Responsibility Study. An Inrterim Report, January 1981

Organizarion and  Administration of the Department of Highways and Transportation: An Interim
Report, January 1981

Title XX in Virginia, January 1981

Organizenion and Adniinistration of Social Scrvices in Virginia, April 1981

1981 Report 1o the General Assembly

Highway and Transportation Programs in Virginia: A Sumnrry Report, November 1981

Organizznion and Administration of the Department of Highwavs and Transportation, November 1981

Highway Canstruction, Maintenance, and Transit Needs in Virginia, November 1981

Vehicle Cost Responsibility in Virginia, November 1981

Highway Fhnancing in Virginia, November 1981

Prblications and Public Relations of Stare Agencies in Virginia, January 1982

Occupational and Professionad Regrilatory Boards in Virginia, January 1982

The CETA Program Admunistered by Virginia's Balance-of-State Prime Sponsor, May 1982

Working Cupinal Funds in Virgiaia, junc 1982

The Ocenpariomd and Professional Regulatory System in Virginia, December 1982

Interim Repore. Eyuity of Current Provisions for Allocating Highway Construction Fands in Virginga,
December 1982

Cousolidarion of QOffice Space in the Roanoke Arca, Bececember 1982

Staffing and Munpower Planning in the Department of Highways and Transportation, [anuary 1983

Consolidation of Offfce Space in Northern Virginia, Januvary 1983

Interim Report: Local Mandates and Financial Resonrces, January 1983

Inreriit Reporr. Organization of the Exccntive Branch, fanuary 1983

The Economic Potential and Management of Virginia's Scafood Industry, fanuary 1983

Follow-Up Repore on the Virginia Department of Highways and Transportation, january 1983

1983 Reporr 1o the General Assembly, October 1983

The Virginia Division for Children, December 1983

The Virginia Division of Volunrcerism, Deecetnber 1983

Sene Mandares on Local Governments and Local Financial Resorrces, December 1983

An Assessment of Structural Tuargets in the Executive Branch of Virginia, January 1984

An Assessnient of the Seereiarial System in the Commoawcalth of Virginia, fanuary 1984

An Assessment of the Roles of Boards and Commissions in the Commonwealth of Virginia, Janoary
1984

1983 Follow-up Reporr on the Virginia Department of Highways and Transportation, January 1984

Irnerim Report: Ceneral and Regional Stafting in the Departmenr of Corrections, May 1984

Egniry of Curremt Provisions for Allocaring Highway and Transportation Funds in Virginia, funce 1984

Organization of the Execrnive Branch in Virginia: A Snmnury Report, June 1984

38



a10 Capitol Sfreet, Suite 1100
Richmond, Virgima 23219
(804 T86-1258






