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Exedutive Summacy 

The GMIP. sought ways to . improve the ef fect,\iveness of State 
Government's structure and of its budget process ... State employees 
worked closely with. private sector volunteers to improve management 
of New Jersey State government. 

The process was conducive to vigorous, practical action. Many 
of the hundreds of recommendations were implemented promptly,· because 
the responsible State principals participated in the 
recommendations e . 

The following is a synopsis of . ·GMIP, including key 
recommendations implemented, and New Jersey actions that have 
resultC3d from the GMIP. process o The effort did not end with GMIP' s 
final reporto Some of these_ improvements in State government have 
resulted·from continuing work-of. legacy organizations .such as 0MB and 
its Division of .. Management Services, acting in the spirit of GMIP. 
These contributions are still being made to this day, as we continue 
to ·find w~ysto better manage State government. 

As a direct result. of . GMIP, budget . functions· have been 
·coordinated· under. the State Office·. of. Management· and Budget 

(OM~) since 1985. 

Long Range .Plans- are now required from each executive agency 
to involve State· po~icy planners of the highest level in the 
development of budget iecommendations. · 

Cost~saving streamlining of the State's organiza:tional 
structure . was implemen.ted following . timetables worked out in 
consultation with affected- agencies .. The• ratio of management 
to staff was reduced, for more.cost-effective management. 

Computer services throughout State Government have been 
greatly increased pursuant to pl_ans submitted · by each_ 
department, and approved by OMB., All computer services are 
·now coordinated by the Office of Tele~ommunications and 

. Information Systems . (OTIS) . 

0MB provides.management consulting services to departments in 
order to .continue the GMIP effort, through its Division of 

. Management Serviceso Recently, theDivision_has helped DEP to 
improve workload priority setting in its Solid Waste Division, 
and· helped its Division o~ Parks and. Forestry to plan 
personnel- needs for pa.rks ·more efficiently.. They also helped 
the ECRA Bureau to better administer its responsibilities, and 
they qre in the process of providing similar assistance to the 
Bureau of Underground Storage Tanks, and the Hazardous Waste 



cleanup program. ·.The Division is now working with the Ban~ing 
Department, the Board of Public Utilities and with the newly 
consolidated Department of Military, and Veterans . Affairs to 
manage their r~sponsibilities more effectively. 

In Budget Operations, the Office of •. Monitoring measures the 
effectiveness and · efficiency of· ·a long list of New Jersey 
government projects usingperformancefcriteria. They also are 
responsible for.monitoring thenumberrof Full-Time-Equivalent 
employees in. each department of. State government,. and 
approving increases in· headcount only·. when justified by 
programmatic requirements new since the GMIP_ · base year 
(1982). 

Treasury's Office·. of Financial Management was also formed in 
1983 to provide a focal point for public finance expertise. 
It has enabled the State to negotiate effectively with Wall 
Street and with ban)cers to give 'US b~tter terms for everything 
from bond financings to· the management of payroll accounts .. 
Competitive bidding was introduced for bond underwriting by 
the authorities as well as for banking services to the Stateo 
As a .result, New Jersey has maintained a AAA bond rating and 
is recognized as · airtong ~he most sophisticated state managers 

_of tax-exempt debt a~d financial services. 

The Civil Service Ref.arm Act of 1983 was passed to establish a 
Senior .· Executive · Service, · and to improve the way the 

· Department of ·Pers·o~nel · handles testing. and ot}:ler .. · h,um~fl: -
~esource matters~ There are no~ close to 200 executives irt·the·. 
Senior Executive Service. 

The ·General Services Adm·inistration. was formed within .Treasury 
in order to better coordi~ate procure~ent, leasing, billing 
and capital services. . 

Other changes have inc·luded improvements in polic·ies to reduce 
the need · for employee housing arid the use of State 
automobiles, for better management of . the pension fund, and 
the establishment of a team approach . to long range budget 
planning. 

While it is di'fficult to estimate the savings· that have 
res.ulted from GMIP·, the FY 1984 budg!=)t was . reduced $100 
mi;llion. below earlier projections. · This was the first fiscal 
year . after the GMIP process began,• ·and. GMIP deserves some 
credit for this reduction. 

GMIP has played . an important part in · ensuring that New 
Jerseyans derive the ina~imum .benefit.from each tax·dollar. GMIP has 
played a part in helping to limit-and reduce our tax.bti.~den. We have 
been able to substanti~lli phase out the inheritance tax, which will 
is saving taxpayers · $200 million in 1989. · . We also phased out the 
corporate net worth·· tax, which saved the business community an 
estimated $165 million in fiscal year 1989. 
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One GMIP recommendation, for- an Unemployment Insurance-surtax, 
was necessary to fund deficits in the fund before 1986, .which ran as 
high as $115 _million. More· recentli, the surtax h~s not been 
necessary, as many who had been unemployed. ar.e working. Along wit~ 
lower taxes and a ·booming national economy, effective State 
government.helps explain why ,~ew.Jersey's.economy has. prospered, and 
outperformed its neighbors' .. ,GMIP·desei:ves.a good deal of the. credit 
for effective and efficient government in New Jersey. 

The ·, following report ~summarizes GMIP '..s · specific impacts on 
each of New Jer_sey' s Executive .. departments:, in · addition to .. the 
general programs·· above, which· affected all departments. The full 
text of each department's · own report on GMIP. impacts is availab_le on 
request., 

All New Jerseyans can - thank the generous support of public 
spirited. members of· the· · private sector for · the.. exhaustive 
investigation , and creative assistance.· that were· the foundation of 
GMIP's ·achievements., 
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I. 

A. 

DEPARTMENT OF AGRICULTURE 

Employee Issues 

Since GMIP, careful attention has been paid to employee growth.by the 
Secretary and his senior management teame As a result of this 

. scrutiny, employee growth has been eliminated outside. of a few vital 
categories. In fact, the total number bf positions.is now lower than 
it was in 1982m 

Continuing efforts to hold · the line on personnel growth has put 
pressure cm -existing staff · resources to work efficiently.. No new 
organizational units·have·been added to the Department since the GMIP 
process was completed. 

Ba Revenue Handling 

GMIP recommended actio.n to consoli~ate and centralize r·evenue 
handling and related accounting contr.pls. Personnel limitations have 
limited the Department's ability to s·egregate revenue and accounting 
functions within each line division, as recommended in the GMIP 
report. However, plans have been established to centralize revenue 
and accounting systems within the Department~ . 

Fees for Programs 

GMIP discusses fees as a way to def.ray State costs. With the suppo~t 
· ~f legislation, the ~epa~tment has_~ncreased licensing fees· assessed 
by· the ·oiv1.sio•n ·of. Dairy ·Industry, .making· · the ·otvis'ion nearly 
self~supporting. Similarly, Plant Industry lab fees have been raised 
to cover rising costs, and legislation· is pending to allow the 
Division of Animal Health to ret.ain fees for expanded services. 

D. Cross-Utilization 

GMIP recommended action to increase the efficient utilization of 
field staff.. Field inspectors were previously limited to 
single-function assignments from their own divisions. With planiling 
help from Treasury.' s Division of Management Services, the Depar.~ent 
has increased the productivity _of field inspec.t6rs by having 
individuals perform a wider variety of inspections... Inspectors are 
cross~utilized by up to three agencies: the Divisions of Markets, 
R~gul~tory Services and Dairy Industry .. 

E. Automation 

GMIP's organizational analysis identified the need to increase 
automatione Better management of information resources with 
increased use. of personal computers is eliminating duplication, 

.reducing t;tie number of reports routinely produced, arid helping to 
centralize functions such as revenue handling and accounting. 



II .. DEPARTMENT OF- BANKING 

Although GMIP did· not make recommendations in this area, it 
suggested issues for further study, which contributed to subsequent 
policy changes::,. 

A .. 

L 

2., 

3" 

Non-Ta:x:Revenue Sources 

Effectivi · · March · 1, 1:982; the Department revised. its fee 
schedule·-· for new and renewed _ licenses issued" The· revision 
set forth minimum and maximum fees. 

Effective. September 1, 1986, the Department revised its per 
diem charge for the examination of ·all financial institutions 
unde:t our jurisdiction.. The fee was increased from $125 ·to 
$200 to better reflect current costse The p43r diem charge is 
to be reviewed. in a timely mannerQ 

Effective July 22, 1988, the Department's statutory fee 
schedule was overhauled. The new fees . reflect the true cost 
of providing numerous services such as filings, applications, 
reports and proceedings reviews~-

Fee Setting Flexibility 

Fee setting flexibility between a minimum and· maximum enables the 
Department · to ·respond_. to changing industry conditions.. Additional 

· revenues•., front a minimum of $218 ,·010 to a maximum of. $640, 320_ will· be 
realized as a result of this_ . change;; · 

Operating Structure 

The Department is now in the midst of a study·• 0£ its operating 
structure for efficient _use of existing resources., Recommendations 
for restructuring will be finalized soon, and an· i~plementation 
schedule will then be developed. 
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III .. 

A. 

.1. 

2. 

DEPARTMENT OF COMMERCE, ENERGY AND ECONOMIC DEVELOPMENT 

Short-term accomplishments resulting from the organizational 
analysis 

Operating responsibility for · all departmental 
a 9signed to the Deputy Commissioner -level, 
Commissioner to develop· policy to accomplish 
mission, strategic planning, and relations with 
community and Legislature. 

functions was 
freeing the 
departmental 
the business 

Realignment-· of middle-management-- functions and 
improvements to the organization resulted in 
operating-efficiencies. 

structural -
improved 

3.. Use of community development representatives was redirected to 
increase responsiveness to· New Jersey's business needs and 
maintain closer contact between the divisions and the Economic 
Development Council. 

B.. ·GMIP recommended areas for further study, which resulted in 
the following management imp~ovements 

1.. Coordination of Economic Development Pol~cy at the State level 
was found to be achievable .- through the existing channels 
without. em:E)loying a ·.new .~n~er-departme-nta_l .committee. 

2. Maintaining_ continuity of p~ofessional staffing in the 
Department has been achieved with effective ·recruitment and 
education and training for employees at all levelso The 
establishment of the Senibr Executive· Service will also help 
to encourage the professional development of a small number of 
.senior executives. 

3.. Improved lia-ison with other agencies. is being accomplished 
through participation in numerous· advisory councils, task 
forces, boards, etc., for more cohesive State policy. 

4 o Additional in-house · train£n:g for Departmental · personnel is -
provided in business, management, · and public communication 
through- ~he Certified Public Managers Program, the Rutgers 
-Executive Masters · in Public Administration program and -
Department of Personnel courses. Partial tuition 
reimbursement is available for staff members who wish to 
pursue position-related college degrees. · 

5. - The Department is studying consolidation of secretarial and 
clerical functions, and further expansion of o~fice automation 
·to reduce.cost and increas~. service delivery. 

6. The Division .of International Trade and Rutgers University 
initiated a course at Rutgers- to assist businesses in the 
culture of Far Eastern countries, as export markets. This is 

-6-

. " 



I 

I • 

. .. 

• i' /·)., •i I•>' 

. ' 

an example of improv.ed· cooperation between the private sector. 
and the Department. · 

7 o The South Jersey P_rocurement Center was · started to. help New 
Jersey businesses to obtain Federal procurement contracts o 

This is an example · of improved contact and interaction with 
the business community. 

8. Conferences are regularlyheld·by the Department to assist the 
· business community in marketing, financing, procurement, and 
management•· services. These also help to answer the need for 
improved contact and-interaction with the business community. 
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IV. DEPARTMENT OF COMMUNITY AfFAIRS 

·GMIP made no spec~fic recommendations regarding DCAe However, the 
Department benefited short and long range from .the activities of GMIP 
which affected all departmentse Of immediate signifiCance, -t:he 
department's organization was modified, reducingthe workforce by 61 
employees, and reducing administrative overhead costs. 
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V~ DEPARTMENT OF CORRECTIONS 

The original GMIP report was produced when the adult inmate 
population hovered around -10 ;·ooo-.: Since then even projected growth. 
has been exceeded· .. The population approached 17,000 by the beginning . 
of._ 1989. Par~lee _population_ has -also grown proportionately, 
exceeding:· 17,000 by January 19 8 9. In spite of · somewhat favorable 

·demographic- trends, we find ·ourselves facing the possibility_. of· 
substantial increases in prison,admissions due to.recent legislation 
and law _ enforcement . initiatives pertaining to - -illegal.,· drugs. 

·Nonetheless_,-. GMIP __ recommendations· long-·. and· short-term have/ been 
implemented ·to achieve<cost ·-containments~- -

A. 

1. 

' , , 

Long-range recommendations· and actions 

The Department should re~xamine plans_ to• construct 500 bed -
insti:tu~ions. in:. favor :of larger facilities in o·rder to achieve. 
ecortomies of scale. · · 

To the extent possible,· new facilities since 1983 have, been 
built in the range of 1000 beds (3 out of 4 facilities). In 
addition, . approximately 1,400 additional bedspaces have been 
sited at existing facilities_ since 1984 in order to contain 
operating costs~ 

, , 

2. .T.he Department, should enhance its 1nvol vement with the State's 
Criminal ·Disposition Commission (CDC) .. 

B •. 

1. 

S~nce the addition of _ staff and the siting of one. new CDC 
professional at the Department of Corrections, _-the.· CDC· has 
played _a more acti-ve role in criminal justice system planning 
·efforts. · Nume·rous impact . studies and research reports have 
been completed on such subjects as--· the- new drug lc;iws arid the 
Graves Acto . -

Sho:rt~Range Recommendations and Actions 

Offenders should be diverted through alternative programs to 
reduce overcrowding. 

More than 700 offenders have been removed from state 
facilities over the past' fou·r years through the Department' s 
participation. in the · Intensive Supervision Program of the 
Administrative :Office of the Courts., T~e Department has also 
initiated the Intens-ive Superv:ision and. Surveillance Program 
in 1986 to help make certain offenders more parolable. Almost 
750 offenders have_ been· released ·from· prison under this 
program includin_g 200 -who are_ actively involved with it 
today. The Department also is expanding its.commitment to the 
use of halfway - houses._ During the c·urrent fiscal year, these 
will be providing ,400 beds, three times the a~ount in 1981. 
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2 o . The ratio of parole officers to. parole.es should' be reduced to 
about 1:80., 

At.present, .the ratio is in the 1:75 range. 

3o The backlo~: of untrained coriection officers should be 
/ reduced/e1iminated; and training fac.ilities renovated and 
repaired ... 

·These objectlveshave be~n achieved.· 
' . ,'. ' . . ' ' 

4. The State Police· model . for .: training of correction officer 
recruits.should be implemented~ · 

It is likely to ·be • some : time.· before· this can be accomplished, 
due to the. large staff requirements that . will be needed to 
support increased hiring of recruits .to staff new and expanded 
facilities. : · 

-10-
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VI. DEPARTMENT OF EDUCATION 

GMIP presented action· · alternatives in . three · strategic areas:· 
quality, furiding and resource allocation. The Department acted on 
the recommendations concerning quality. The GMIP· ·. report included 
action alternatives in funding/resource allocation, but acknowledged 
(p .. 744) the· .State. has . less administrative flexibility in these 
areas. In · fact~.. thEl recommended . changes in funding/resource 

· allocation were either.already .in progress prior to the GMIP report, 
·or were :made infeas.ible ·by.· subsequent· legal-·. and policy developments .. 

A. Quality 

1.: Support ·initiatives already started to improve student 
learning: 

a. Install a high school graduation examination based on 
higher order. learning skills. 

In 1983 the .. State Boa.rd of Education replaced the 
earlier Minimum Basic Skills Test with a more. 
demanding High School .Profic~ency Test. 

· The Department . is working· to comply with a 
Legislative m~ndate to move from present ninth-grade 
administration to grade lL · 

b., -Implem~nt ?l :1ocal ~istrict planning. model-. 

The Department.developed a_mod~l pl~nning procedure; 
with minimum requirements., The D.epartinent. requires 
evidence of a coherent planning · process· in every 
district. 

Ce ·Provide a curriculum· delivery system. 

Department, regional and district staff now develop 
curriculum· materials, teaching· strategies and 

-~ training packages. 
,._ 

d. Provide a new local district monitoring process. 

Since 1984, the performance of. every district. has 
been .monitored against such indicators: as student· 
performance and absentee reduction. Succ.essful 
districts receive a five·-year certification, while 
failure exposes a district to more rigorous review. 

e. Target limited department resources to major needs. 

A_ district monitoring and review process ,identifies 
regional br r~curring district level· needs. The 
Governor, Legislature, State· Board or . the 

1. Commissioner generate specifiG initiatives .. 

-11-
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2 e Consider additional. initiatives to upgrade the quality of 
learning: 

a. Implement a merit salary program for classroom teachers in 
a fe~ pilot school districts. · 

. . 

.When the department initiated a·pilot program to test. 
the feasibility · of a· merit· pay system,· the program 
met strong \ oppqsition · from teacher· labor unions w 

However,. the Department has initiated other programs 
to recognize,· · reward and · . encourage exemplary 
classroom teachers: · . 

( 1) Teacher .Grants~ The State offers grants o·f 
$15,000 to. teachers or· group_s of teachers who 

· have designed innovative, effective classroom 
strategies~ 

(2) Governor's Teacher Recognition Program-

( 3) 

( 4) 

Approximately 4,700. outstanding teachers were 
honored at · annual . Governor's Convocations on 
Excellenc• in Teaching, held in 1986, 1ga7 and 
1988. Each teacher's district was awarded 
$1,000 to be .used fo~ educational purposes 
designated by the teachero 

Teacher. Symposium- . . 100 of the Teacher 
Reco_gnition Progra~. w:inners . are also . ho~ored 
with invitations to. a. three-day·· _symposium w:ith 
colleagues and prominent-educational leaders .. 

Information Campaign on Teaching- In ·1997, the 
·cepartment · launched a campaign with· the· theme 
"Te~ching . . It's a Vital Prof~ssion," ~ith 
information packets and public service messages 
developed for mass media. 

b.,. Consider programs- to .help urban districts implement 
research .ori exemplary schools. 

. . 
A two-pronged initiativ~, launched in 1985, consists 
of the Broad-_Based · Component, to offer · pilot 
improvement programs to urban school districts, and 
Operation .School Renewal, to- achieve specific· goals 
_in three urban distiictsG 

c. Consider programs· to increase the quality of new 
teachers .. 

(1) Minimum Starting Salary- .By enacting a m.1.n.1.mum 
salary .law, Governor Kean and the Legislature 

~ . brought· beginning teacher· salaries into 
competition with other profes~io~s. 

-12-
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( 2) Governor 0·s · Teaching Scholars- The. State is 
attracting top high schoo1 studerits to. teaching 
with college tuition loans to future teachers .. 

( 3) Teacher Certification- Academic · standards for 
certification have.· been raised, and the 
proportion of required education courses has 
been reduced to-allow more time for the subjects 
that ·are ._.to be taught., The Provisional Teacher 
Program. has opened the classroom to · college-
. educated professionals who • want to teach but do 
not yet · have credentials.· in education theory o 

All'· certification applicants are •·re.quired to 
hold bachelor's degrees and· pass subject-area 
competency ·tests., Standards· have been further 
raised by the virtual elimination of substandard 
"emergency certification" procedures., 

d.· Consider. programs to ensure· time devoted to academic 
subjects is better usedo 

The Academy for the Advancement of Teaching and 
Management endeavors to· improve teaching through 
workshops and. programs in such ·areas as improving 
classroom management, supervision of instruction aµd 

r translating instructional theory into practice. 
I 

e. Cons.ider programs · to in.crease the amount of instructional 
. time. · 

Internal reviews have· examined either extending the 
length of the school year or extending the length of 
the school day. Bbth were found to be too costly ih. 
the present economic environment. · 

fe Consider programs to ensure a classroom environment 
conducive· to learning.o 

Codes of conduct, grants for .reducing disruption, and 
programs for special education students (emot~onally 
handicapped). have each been implemented, and a· high 
level debate has been initiated among div~rse leaders 
to identify core·values that can be supported in th~ 
schools. 

. g. Consider programs enhancing meaningful parental 
involvement. 

·The Partners in -Lear~ing campaign was launched with 
television ~essag~s 1 brochures and posters, and ·the­

. selection -of model schools for parental involv~ment. 
Finally, 30 schools · will receive grants to develop 
these programs. --~--~ ' . 
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h. Consider programs to encourage cooperation between 
industry and schools. 

The "10,000 Graduates .... ·10,000 Jobs" program aims 
to link existing jobs and students by establishing 
school-business partnerships for urban school 
districts~ As part of ongoing adult literacy 
campaigns in the. region, . 100 Department employees 
have.been recruited,. and Join others from the private 
sector to be trained as volunteer tutors for adults .. 
Elementary·_ school science· teachers and administrators 
are trained in a variety of programs, with support 

. from New. Jersey business and industry. _ The 
Management Training for Educators proJect, with the 
support of the Partnership for New Jersey, offers 
seminars to teachers and administrators who attend 
with corporate personnel. 

i. Consider .promoting exemplary academic programs. 

The Department assists districts in the replication 
. of programs with demonstrated effectiveness through 
( 1) grants used to defray costs of adoption,·. ( 2-) 

.grants to prepare instructional. programs usable 
elsewhere, and (3) dissemination of information .about 
effective programs. 

j .. 1 Consider use of financial -incentive$. 

The Incentives for Basic Skills ;Improvement Project 
was designed to reward schools · for improving the 
basic skills performance of their students, instead 
of cutting off furids when basic skills.performanc~:of 
remedial students improves. , . This· program was 
discontinued in 1989 for budgetary reasons. 

3. D.evelop programs to1 improve competency of teachers a,nd 
administrators: 

a G _Implemented'\_Academy and Staff Develqpment Leaders _Pr·ogram o 

· The • Academy for the Advancement of Teaching · and 
Management has trained over 4, o·oo · educators, and 
supplements local staff development. 

b .. Revising Prt~cipal Certification Rules. 

Under a plan·~dopted in 1988, ~ach school principal 
will be required to hold a master •·s degree· in a- field 
of .management science, and -other · changes are be"ing 

· phased ino 
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co Revision Proposed for Certification of School · Business 
Officials and S~perintendentso 

Governor Kean called for a comprehensive evaluation 
of the certification requirements.for school business 
officials, and, more recently, for district 
superlntendentsG 

B. Funding/Resourc·e Alloc~tion 

. The GMIP recommended using the · State funding mechanism to focus 
district management attention on .cost reduction, bringing teacher 
pension system mo:re in line with· other states, and. using financial 
incentives to encourage districts to regionalize services, facilities 
and personnel. 

These recommended changes, affecting 
funding, have been rendered infeasible 
ongoing judicial review. of Abbott v. 
policy considerations described in the 
as Appendix VI. 

both resource allocation and 
by external forces, including 

Burke, and other legal and 
~epartment's report, attached 

In the · area of - resource -allocation, the Department had already 
undertaken a comprehensive study of its own mission, organization 
design an~ staffing pattern prior to the GMIP study. Based on the 
independent- Maher/Hoy report, a .10% reduction of .staff was· achieved. 
The GMIP. · s:tudy endorsed· both the Department's ~tudy .·· and · i t·s - reduction 

· .plans~ · · · 
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i VII. DEPARTMENT OF ENVIRONMENTAL PROTECTION 

Although no recommendations were directed specifically at the 
Department, · the organizational · analysis provided a catalyst for 
accomplishments consistent with the _broad goals of GMIP. 

A. Centralization of Functions 

The department examined the merits of the centralization of functions 
such as accounting and personnel, and moved to accelerate processing 
of invoices and to reduce the number of personnel required. 

B •. :. Field Offices-

Four field offices were establishedi ea~h with a variety of 
enforcement units, as part of its effort ·to assess the. mer,i.ts of 
regionalizing the Department's enforcement activities. 

C. Capi ta·l -Improv~ment 

Low~maintenance and ener_gy"'."'efficient materials were used . in the 
! . construction of all new facilities under- the Division of Parks and 

·Fox-estry' s Capital Improvement Programe 

D. Worker/Manager Ratio. 

The department identified .. ways to increa-se the ratio of workers to 
. managers by 2 9 · percent . and .- to . reduce . the cost to manage l;>y . 2 O .. 5 

percent in an a~~roa~h that. would also ~j~ more accurate job titles· 
for scientifi~ally specialized personnel who are not· managerial; 
since 1984, the ratio o~ workforce to managers has.incieased from 308 
to 4 . 2 5, · steadily· approaching the GMIP goal of 4 . 5 . 

E. Fees 

The d~partment· has made increasing use of user fees to cover program 
costs. The budget share covered by us.er taxes and fees increased · 
from 19 percent in £~seal 1982 to 33 percent in·fiscal-1989. 

F. Divis·ion of Financial Management 

The department has realized impr~ved results, and lower costs by . 
consolidating cleric~l accounting· functions in. the Division of 
Financial Managemente 

G. Vehicles 

Opportunities· for further savings through leasing instead of 
purchasingagericy vehicles have been identified. 
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VIII. DEPARTMENT OF .HEALTH 

Al though GMIP did not make recommen~ations to the . Department . 
of Health, the Department wa·s encouraged to pursue various ongoing 
strategies, utilizing. elements of GMIP. methodology. These are some 
examples of these departmental strategies, which continue to produce 
positiv~ outcomes within the Depattment: · 

A. Creatlon of New Divisions 

The .. Divisions of AIDS Prevention . and Control; Research, Policy . and 
Planning;. and Occupational ··and Environmenta·l Health were newly 
created,· r~flecting-departmental -priorities. 

B .. Administrative• .. Improvements.· 

lo Alcohol and narcotics administrative functions were combined; 

2 ~ Better, more· flexible management structure was . applied in the 
Public Health and Environmental Laboratqriesr 

3 o Duties and responsibilities· in the - Statewide Heal th 
Coordinating Council were rec:1.ligned, so.the Council now places 
greater emphasis on. efficient. cost. containment in the health 
care system; and 

4. The Business· Systems Plan was completed in 1988 to. provide 
mechanism~ ~o budget objectively and to keep, office autoroati_on 
planrting cuirent, acting on s~ec~fic.opp6rtunities identified 
for the depar:tment by GMIP .0 

c.. New Initiatives 

1.. Governor Kean initiated plans· for the. Heal thStart Program in 
1985, and it became a reality in 1987. HealthStart offers 
maternal and child health services for low-income p;regnant 
women and·_ children, to ·. redu~e the incidence of low birth 
weights and infant mortali~y and to.improve.child health. 

2., Health cost containm.e~t -· _activities, with New Jersey's 
pioneering DRG-based reimbursement.system at the centerpiece, 

. are· assuring that . healthcare_ delivery in_ New Jersey remains 
one of the most -- ·efficient in the nation,- . with· one of -the 
lowest costs per hospital _admission. 

3 G The Department has -implemented various· educational campaigns 
to· encourage citizens· to- stay healthy, as a way to contain 
medical costs in the long run, while improving the qual-i:ty of 
life. Ed~cational campaigns are in the areas of occupati6nal 
and environmentc;3.l health, and in the form of chronic disease 
services·. 
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IX o DEPARTMENT -.OF HIGHER EDUCATION 

Ae Personnel Reclassification· 

The following results were - obtained from departmental personnel 
reclassification: 

1. Reclassificq.tion of 271 l!lanagers as workers ( redesignation 
occurred primarily in the Division of Student Assistance, where 
seven levels of management were reduced to four, the_ number of 
managers was reduced by 25: percent·, and the ratio of managers to 
workers went from 1:4 .. 3 to 1:S .. 6);and 

2. Over $1 million in redesignation-related cost reductions have been 
redirected to the· improvement of support services. 

B~ GMIP Recommendations Under Consideration 

The following areas recommended for change by GMIP are under 
consideration: 

1.. Rutgers University 

a.. Reallocation_- of payroll dollars . from - lesser to higher 
priority areas;· 

b.. Development of information systems to improve services or 
- rea~iie ecqnomies; 

c.. Streamlining of the·. administrative process. by eliminating. 
unnecessary levels of reporting; . 

d.. Improvement of serv.i;ces for students· and ·redu<:tion of 
fragmentation of. responsibilities of managers and faculty; 
and 

e. Management training. 

2o University of Medicine ~nd-Dentistry 

GMIP was viewed by UMD as the beginning of a planning process that the 
University migl)t adopt, but· not as an opportunity for. immediate 
action.. Specifically, although the . University recognizes that·· the 
State has ·- a legitimate concern .that its payroll costs ·be reduced, it 
perceives its management structure a.s bei~g the concern of its board of 
governors. 

3. New Jersey Institute of Technology-

NJIT recognizes that the consultative nature of collegiate decision 
making prevents it frdm immediately ·realizing the full potential of the 
GMIP - .. 
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4. State Collegefs 

Because managerial control of each ·state. college rests with its 
president and board of trustees, the GMIP analysis was. viewed by the 
state colleges more as a beginning of a planning proc~ss than as an 
occasion for immediate restructuring~-
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X. DEPARTMENT OF HUMAN SERVICES 

As a result of GMIP, the Department of Human Services has undertaken a 
series of ~nitiatives, including the~following: 

.\';'.:\ 

A. Division of Medical Assistance and Health Services (DMAHS-) 
.-. 

L Development _ of Medicaid; Thir4· Party Liability Subsystem to 
maximize cost avoidance and paid claims recoveries; 

2. Development of an On-Line Eligibility System-Rapid El.igibility 
Data Inquiry to provide on-line eligibility verification- for New 
Jersey's Medicaid population; · 

3. - Implementation of the Automated Nursing Home Rate Recalculation to 
allow the Division to settle nursing home audits more quickly and 
to accelerate recoveries;· 

4. Implementation of the Lock-In program, through which known 
overutilizers of Medicaid services (i.e., pharmacies and 
physicians) are restricted to-a specified provider of service; 

5. Implementation of the Physician Demonstration Project, _ through 
which Medicaid clients will voluntarily select physicians who will 
serve as at-risk case managers to effectively manage their health 
services, including physician specialists, hospita;t. eme_rgency 
rooms and.phar~a~ie~; 

6. Implementation of Professional Standards Review Organizations. 0 

These· organizations are under contract with the Division to 
conduct hospital utilization review. A more aggressive position 
on issues--such as concentrated admission and continued stay· 
reviews--has been implemented; 

7. Maximization of Medicaid entitlement by.maintaining Federal fiscal· 
expenditures below mandated target amount; 

8 e Improved monitoring by the Division of the maintenance of the 
Eligibility file resulting in mor_~ tim~ly termin~tions; 

9e Placement ·of liens on real property of_ long term facility 
residents - likely to remain in the nursing_ home and denying of 
eligibility _to anyone who has divested of assets for- less than 
fair market value within the past 24 months; 

10. Continue project in which the Medicaid Eligibility File is matched 
against the Blue Cross private insurance file to identify Medicaid 
recipients with other coverage; and 

11 o Acceleration of the schedule - for income audits to increase the 
potential fo~ program recovery~ 
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B. Division of Public Welfare (DPW) 

L Deve_lopment of a more efficient Child -_ Support Program through 
implementation of the wage · garnishment •law the Omnibus 
Reconciliation Act (which allows interception of federal income 
tax returns), and· the Set Off of Income Tax Liability (SOIL) la~ 
(which allows for· interception o.f State income tax returns and 
homestead rebates); and · 

2"' I_dentif ication .- of unearned - income --- - to determine cont·inuing 
,eligibility. of · current and future food stamp. recipients. and to 
recover overpaymentse 

c .. D!vision of Development~! Disabi'lity (DDD) 

· 1 G Extension of the Institutional Care for the Mentally Retarded 
certification· program; consistent with the Department's_ long-term 
plan - to shift· from an institution~based ,car~ system to a 
community-based care system; and 

2o Providi~g home- and commu~ity-based care t~rough Title XIX. 

D .. Division of Mental Health and Hospitals (DMH&H) 

1.. Appropriation~ to salary and wage accounts .at the State hospitals 
: of· -.$2 million ,in additional federal funds re_s:ultiI?,g .-from the 
ac·creditation·. of·. the Bri-sbane Chiid· _Treatment · Center._ and the 
Hagedorn· Center for Geriatrics by the Joint Commission on 
Accredit~tion of Hospitals; and · 

2. Trenton Psychiatric Hospital being phased down. ·from existing 
capacity to cre~te a small specialized facility serving geriatr~c 
mentally ill individuals from throughout the State. 

E.; Division of Youth and Family Services (DYFS) 

Ac_hievement of $5. 3 million in savings through redirection of 
resources to direct services, reorganize overall _ structure and 
impr9ve programmatic and fiscal goalse 

-F~ Budget, Finance and Administration, Department of Humari Services 

1. Improving 
economies 
time; 

control over purchasing functions and achieving 
through bulk .purchasing and less duplication of staff 

2. Developing a ·system for claiming Medicare ''Btt p~ymen;s for clients 
in Department inst~tutions; 
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Continuing the Productivity Improvement Program, designed· to 
increase productiyity and efficiency and control operating costs 
while maintaining or improving service level.s and quality; and· 

Reduction of 529 managers -into worker titl.es through attrition. 

Long-Term GMIP Objectives·and Accomplishments 

As part· of its effort to contain costs while. providing a high level of 
heal th services, the . Department has developed programs des.igned to 
reduce reliance on hospitals and . nursing 'homes.·· Continuation and 
expansion of · th.ese programs i's a majo+ part of · the Department's 
long-term GMIP effort. These programs include: 

1. Nursing.home· care for the elderly and disabled 

Five waiver programs have been implemented.which are. expected 
to continue to produce savings by providing medical services 
t"o · individuals in the community who might otherwise require 
institutionalization. Adult day care services have been 
included as part of one of· the_ .waiver programs,~ and the 
Department is conducting a·· demonstration . respite· care 
services project. · · 

2G Inpatient hospital care -

· The. rec~ntly-initiated Heal tbStart . · p;rogram p:i:ov·ides · a.n 
· · enhanced service package . for · p:ceg·na:nt · · women, · including 

presumptive ·eligibility, .. to make prenatal services more 
readily . available. The· goal·. of this initiative is the 
reduct.ion of low birth weight babies. It is preventive in 
nature and should redti.ce future medic~~ ·expenditures:_ 

3e Hospital Ambulatory Care -

. Fee increases for providers have been instituted, and, over a 
five year period, will put provider fees more in line with 
actual costs. Increased eligibility standards • for· pregnant 
women. and ·chi+dren . have been increased, and an enhanced· 
service package and increased _:provide·r · fees . under the 
Healt~Start initiative should encourage. viable. alternatives 

. for hospital outpatient . services., These. will provide 
long-term :·gains in reduced inpatient h<;>spital expenditures 
associated with . high-risk infants. In .addition,. the State 
has·_ begun to reimburse hospitals for outpatient dental 
treatment on a fee-for-service basis. 

4. Eligibility determination· and administration -

The Depa~tment. is taking steps to .compensate for the 
~ccasional Medicaid :bias toward more .expensive · forms o·f care o 

~e_': . Impact of the physician on the health delivery system -
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There has been a substantial . increase in educational 
campaigns·. directed at· the pl1ysician as, well as the patient, 
and additional financial incentives have been. developed to 
contain costs.· 

Co!?rdination. of State~wide health·_ care policy.-· 

. ? . 
The· use of_•_ the existing ·State Coordination• Council as .·a .. 
vehicle·.· for the · coordination of: health care - po.licy - was . 
recommended <by GMIP. · Because:· federal ~unding . of· the-. council 
has ceased, a substantial. infusion <of State- funds, would be . -. 
necessary· for this council to ·play a significant coordinating·. 
role·,..· · ·• 

Pharmaceutical Assistance to the Aged and Disabled (PAADL -. 

GMIP recommended that the PAAD co-pay be increased to $3 and 
that annual increases in the Lifeline program be limited. To 
this date~ the· PAAD co-pay figure has not been increased by 
the Legislature,: and it is unlikely that -it will be in· the 
near ·future. . Programs have - been · implemented, -however, to 

·make the program more cost efficiento .In addition, a cap. has 
been placed on· the Lifeline· benefit amount at.· its present 
level of $225. · 
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XI. DEPARTMENT OF INSURANCE 

A. Organizational Study of the Department 

:'is a follow-up to GM~P, the Department and . 0MB · conducted a more 
:detailed organizational study_ of. the. Department o. The study identified 
several significant issues that had not surfaced during the GMIP study, 
Including lack of clear lines- of reporting, lack.of clear deliniati6n 
of responsibilities, an absence.of management coritrolu and the lack of 
a clear· definition of. goals -and- objectives. The Department has spent 
considerable tim~ resolv-ing these issues. It has changed· the 
organizational structure to provide clear lines of . reporting· and to 
delineate areas of functional responsibility, and it has conducted 
management seminars and retreats to enhance the -skills of .top and · 
middle managers .. · 

B. Use of -Revenues 

All of the funding recommendations made by GMIP were. related to the 
collection and use of revenues generated through license fees, fines 
and examination billings. As GMIP suggested, legislation has been 
enacted to increase these. In addi.tion, .the Department has instituted 
procedures as part of the annual planning process through which these 
fees,· fines and billings will be reviewed periodically. 

c. Renewal Cycle of Insurance Licenses 

The. renewal cyc'.le. h-a-s ·been s·taggered,. on a quarterly- basis, . to smooth 
out the Department's workload._ 

.De Consolidation of Insurance, Estate Licensing and Regulatory 
Functions 

The long-range ·GMIP recommendations called for the consolidation of the 
insuranc.e, real estate licensing and -marketplace regulatory functions. 
The Department is especially supportive of the_ licensing consolidation, 
but this has not been implemen~ed primarily because real estate 

_ licenses. are renewed annually while insurance licenses are renewed 
every f9ur years, with renewal periods spread out quarterly;;~each year. 
Legislation is pending to bring these licens.f.ng cycles into 'alignment. 
If this legislation is enacted, the Department will again consider 
con~olidating the licensing· functionse 

E. Regulatory Trust Fund 

The long-range GMIP· recommendations also called for the establishment 
of a Regulatory Trust Fund to provide for "off-budget" fund:ihg of the 
Department based on its revenues. This recommendation has not been 
implemented, although the Department supports it~ -
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XII .. DEPARTMENT OF LABOR 

A .. Unemployment Insurance Tru~t __ Fund 

One of the major ·strategic issues in the Department of Labor addressed 
by GMIP was the Unemployment . Insurance Trust Fund deficit, which 
totaled $444 million at the end of 1982·. Though ·different in some 
specifics, the GMIP report made recommendations ·on this issue that.were 
in line with those made by the Governor's . Commission on Unemployment 
Insurance., · These· recommendations · resulted: in legislation, passed in 
1984 .. · · Changes in ·1aw, combined with the State's strong economy, have 
resulted in the - Trust Fund solvency·, with a. balance of over $2 ~ 3 
billion at the endo"f 1988~ 

B., Organizational Changes 

1. 123 positions were abolishedi and nine new positions were created 
to accommodate new organizational structure demands. The decrease 
in staff resulted in the reduction of $2.154 million in salaries, 
of which $147,000 were State funds. 

2.,. 165 manager positions were converted to worker positions, and 
management levels . were reduced by 25%, from ·. eight to six. The 
cost- · of managing one dollar O s .worth of worker salary fell 2 3 % , 
from-35 cents. to 27 cents, and the ratio ,of workers to managers. 
rqse from 4.8 to 6 .. 3. Finally, the percentage.of middle managers 
c;iropped. from.· 3_8 to ,28~ and .-four · orgai::iiz-ational units . were 
abo-lished o 
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XIII.. DEPARTMENT OF LAW AND PUBLIC SAFETY 

Ae State Police 

1. Managerial responsibilities were reassessed and management 
structures were streamlined· in the areas .. of investigations, 
laboratories and · administration~ . Changes ·. were also ·made . to the 
administrative reporting · and assignment channels between State 
Police units concerned with gaming enforcement and civilian staff 
operating under the Division of ·Gaming Enforcement. 

2. Reporting systems have been streamlined to allow .troopers in the 
field to spend more time on police work · and less on report 
writing .. 

3. Increased automation of the Administrative Se.ction at the Division 
Headquarters has improved efficiency for the -interstate 
identification processing of criminal history for the entire 
~riminal just~ce system. 

Be Division of Motor Vehicles 

In the process o_f the Division of Motor Vehicles reform efforts, Motor 
Vehicle Services· has, · among other things, . centralized its computerized 
telephone answering system for· all motor vehicle information; 
conso:lidated ·-the automated- accounting accounting and rehabilitation 
functions . 9£ _ the .. · btj.reaus · _of. alcohol countermeasures, probationary 
driver and driver· improvement; reoriented the· objectives of the. ·Bureau 
of Agencies to emphasize quality assurance at each local agency through 
document veri'fication at the Divisi·on Central Office; eliminated the 

! - Bureau of Count Reports and Fines; transferred-the Bureau.of•Compulsory 
Insurance and . Accident . Report.ing to the Driver Imp~ovement Service; 
reorganized the vehicle inspection and driver testing efforts; 
redesigned the computerized · da_tabase to permit integration of the 
registration file, enhancement of the violation data file and complete · 
the agen9y automation process~ 

C~ Division·of Law 

The Division o-f Law increased its· -use of word processing to better 
enable its staff to ·produce legal documents with fewer clerical 
employees~ 

D. Division of Alcoholic Beverage Control 

The Division ieassigned sel~cted functions from the Licensing Bureau· 
into the Bureau of Trade Practic~s ( now Trade Relations) to - permit 
bett_er supervision the industry with the potential to increase 
revenues. 
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E~ Division of Consumer Affairs 

The Division reviewed the. possible consolidation of the Charities 
Registration Section· with the Bureau of Securities .to maximize the 
effectiveness of their resources. It was determined that such 
consolidation was not feasible, howevere 

F. Division of Gaming Enforcement 

Based• on analysis of functions and · grouping of related units,· the 
-Division reassignedseveral·sections from operations to investigationso 
This has resulted in the reduction.· of management positions and the 
placement.of the. admini'strative and trial functions under the personal 
supervision of the.Director. 

G .. Division of Civil Rights• 

The Divlsion of Civil Rights consolidated its bureaus of .Administration 
and Research, Planning and Program Development and restructured the 
Enforcement Bureau on functional rather than geographic lines to reduce 
levels of management and streamline internal reporting channels. 

H. New Jersey·Racinq Commission 

The Racing Commission eliminated one- level of management to streamline 
its internal operationse 

I_.,.- Th:e Office of· the Attorney General 

The A ... G. 's office was restructured · along ·functional· lines, one 
rrriddle-mana.gement level was eliminated and many administrative 
functions · ·were consolidatedo An intradepartmental task force was 
commissi.oned to coordinate the implementation of the GMIP 
recommendations, especially with regard.to administrative activities at 
the Justice·Complex that were not program related. The task force has 
continued t6 operate, and its review process will be ·ongoing. 

Departmental Reorganization 

The GMIP recommendations led to the reorganization of the Department of 
Law - and Public Safety in 1986 o _ Authority was placed in the hands of 
line managers, but central points of control were mairitained. 
Centralization of administration has ·eliminated conflict of priorities 
within the department, as has the centralized budgeting processe -
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XIV .. DEPARTMENT OF MILITARY AND VETERANS' AFFAIRS 

In January 1988, the Department of Military and Veterans' Affairs was 
created. · Because the GMIP study preceded the creation of. the present 
department, . the GMIP . recommendations referred to here are tho.se made 
for.the former Department· of Defense. 

A. Organizational Reform 

1. All administrative ·services .functions were consolidated .under one 
major division. 

2. All activities related to mobilization· and planning were 
centralized. 

3. Facilities-orien~ed functions were centralized in the 
Installations Division. 

4. Central administrative responsibilities were reassigned to reduce 
the span of direct control of the chief of staff. 

5. Management costs were reduced from 63 cents to 26 cents per worker 
dollar .. 

6. The percentage of middle managers was reduced from 23 .. 8.to 19Q2e 

7 o ~he ra,tio · of managers . to. w_orkers increased from. 1 to. 3 to 1 to. 
5" 3 e 
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DEPARTME;NT OF PERSO~EL 

· tivil Service was ldentified as one of three key process issues.by 
the GMIP long.term Program, alorig with·budget & planning, and the State 
Division· of Purchase and Property issues. The GMIP. Alternatives and 
current status· of .. efforts . to address them are presented belowo · The 

·prin~ipal thrust is to substantially del~gate the personnel function.of 
State government from the .. Department of Civil Service (now· the 
Department· of Personnel) to the State· agencies.· 

A. Responsibility ·for ·Employee ·Performance.~ 

GMIP called·· for .the head of each unit of State government to be 
responsible · ·for employee performance . in .. that unit, using both 
collective and individual performance measurements. The· .performance 
evaluation system: for State employees has undergone revision in order 
to strengthen accountability,. and is undergoing.yet· another.review with 
the. goal of further enhancing its effectiveness·$ · A possible .proposal 
for a· statewide pay-for-performance program is also under study,· in a· 
pilot merit-pay program over the past five years.· · The · new Senior 
Executive Service also incorporates pay-for-performance as a key 
component., 

Delegating·Civil Service's Personnel Functions to State Agencies_ 

GMIP I s recommendation has been implemented substantially, with-· the 
pass~ge of N;J.,S.A. ~1.A,. which authorizes the de~egation .of .t~e~e 
functions . to appointing agencies.. · · The . Civil· Service Reform Act•· has 
also made .possible delegation of personn.el ·functions to municipc3:lities 
and counties. The Departmen.t has created ·a Delegation. and Pilot 
Projects Auditing Unit for coordination and· monitoring of these moveso 
Costs are being reduced . due to · improved processing . and · performanq~. 
Processing time for many actions have.been reduced to one third. of what 
was required in the centralized structure. · 

c .. · Reallocating Functional Responsibility between the Department of 
Personnel and-Agencies 

1. qMIP recommended that agency classifica~ion of positions without 
prior approval from ··civil Service (now th~. Department of 
Personnel) be allowed, but that the Departm~nt shou·ld still 
approve,the creation of new ti~les. 

The Department. of Personnel has declared a moratorium on the· 
creation. of new · title,s · at the·. State and local levels. Local 
jurisdiction~ have the authority to classify their positions, ~nd 

-State agencies may be granted this authority ~ending the outcome 
of the Job Analysis irdject .. 

. . 

2". GMIP recommended that agencies prepare and q.dmini.ster ~xaminations 
f.or., hiring -and promotion, and · that the Civil Service Commis·s·ion 
( now -the Department 9f Personnel) should : investigate - any 
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complaints related to these examinations, issue guidelines and 
offer technical ass~stancee 

Processing and administering exams has been deleg.ated successfully 
to some agencies and local governments, ·but economies of scale iri 
exam preparation have kept this function centralized. 

3. Dissolve Job Content Evaluation and Reclassification Committees, 
and consolidate these functions in Civil Service~ 

The Job Content and Evaluation Committee was disbanded, but 
Reclassification has been found to be necessary, and has been made 
~ore efficient within the.Personnel Department. 

De Strict State Government Cost Controls over Reclassifications, 
Range Revisions and New Titles 

State agencies should be permitted to reclassify positions only when 
ch~nge does not result in addition~! operating unit costs. The number 
and level of positions should not change unless the workload· is 
substantially changed and a higher cost is approved by the State budget 
officer. 

•The Department is in substantial agreement, but more work is needed to 
seek the proper balance between market pressures;on ·salaries, client 
service demands and cost conscio~sness. This was _not fu~ly addressed 
in the GMIP report~ 

Relating Performance and Salary Increments· 

For higher salaried pos_itions, pay should be_ increasingly sensltive to 
performance. GMIP also recommended a ·merit fund for rewarding 
exemplary performers each year. 

Major changes in compensation policy affecting middle and upper level 
positions have been initiated, .and continue to evolve. These are 
making salary increases le·ss automatic in the upper ranges, and more 
sensitive to merit evaluations~ 

F., Hearings_·on Employee Suspensions and -Dismissals 

GMIP recommended hearings should be held· at. :the dep~rtmental level, 
chaired by a hearing officer assig_ned by the Civil -Service Commission. 

While this policy has,. not . been adopted, several initiatives have been 
implemented to improve· the.Merit System· Board procedure, allowing union 
representation, removing extraneous form~lities, and creatirig an 
enforcement unit to assure compliance with .orders and regulations in 
effect. 

-30-



Go Accountability for Sick Leave 

GMIP proposed· abandoning the previous standard which amounted to. an 
entitlement for a certain number of days,·to a system that would hold 
employees accountable for time off. 

Al though. the · Civil Service Reform Act continued the prior practice of_ 
granting 15 days per year of · sick leave, the Department of. Personnel 
strongly encourages State agencies t.o closely monitor sick leave, and 
to use available tools· to· identify -and minimize abuse·. 

H .. Ademiate Funding· for Mandated Programs 

GMIP suggested funding was inadequate as the budget has declined even 
as responsibilities increasedo The Department has managed to increase 
its bttdget, principally to increase efficiency through automation, rbut 
budgetary constraints have- not allowed increases to the extent 
suggested by GMIP. 

I., Basic Data on Civil Service Departmental Programs·.· 

A variety of recommended studies and surveys of civil service data have 
been performed, and some of these analyses have been made ·.routine. 
Serious faults in the classification and compensation systems we·re 
delineated, which.called for furtheri more detailed studies which are 
aimed .. at reducing the total number of titles and a more equitable job 
evaluation system and improved job specifications. 

J •. Need fo·r Improved Management Skll·ls · among State. Managers 

GMIP indicated Civil Service executive·s should delega~e authority and 
responsibility to state agencies to streamline what in · the past may 
have been cumbersome personnel· procedures, and to simplify 
communication channels between agencies and the Civil Service 
authorities. · · 

The Certified Public Manager Program, was formed to improve management 
ability of career State employees ... Many of the graduates- ·have advanced. 
to higher .level supervisory and managerial jobs, arid .'. their 
contributions are expected to bring greater efficiency to gover!).ment in 
the coming yearse . 

The Senior Executive Service also has a developmental component that 
will focus on ·sharpening managerial skills through<·trainirig programs., 
These programs shouldyield substantial ret:urns in increased government 
efficiency in the coming months ·and years. 
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XVIe DEPARTMENT OF THE PUBLIC ADVOCATE 

Ao Reorganization of Public Defender and Public Advocate Units· 

1. A reorganization of the Public Defender's chain of command limited 
the. number of Deputy Public Defenders reporting to Assistant 
Public Defenderso 

2 0 • The Division of Administration was reorganized into four units e 

each with a · specific function and each run by a bureau chief .. 
Operational responsibilities are now clear, communications have 
been improved,· and delays in processing purchase orders and 
delivering support seryices have been reduced .. 

3 ~ Monthly Docket Review meetings have- been instituted to review 
division caseloads and to.dis~uss strategie~ for reaching goals. 

4. Division priorities are submitted to the Commissioner for _review 
and evaluation prior to their inclusion in the budgeto Division 
Directors are responsible for.preparation-of their budgets and ior 
providing justification for increases in staff size or division 
funding .. -

B.e Regional Office Management Responsibilities of Deputy Public 
-Defenders. 

1.. As a_ resu~t of the GMIP · recommendations, deputy publi~ de-~enders 
in charge of regional · offices were· given· full authority for ·the. 
management of_ their staffs, including matters of -_interviewing, 
hiring, salary, salary adjustments and promotions_.. To allow t.ime· 
for managerial- responsibilities, the DPD's caseloads were reduced~ 

2e The management of investigators in regional offices is included in 
the new management authority delegated to d~puty public 

-defenders~ As a result, two of the five positions ~hat were 
allott.ed to the investigator management section in t}:l.e Department 
headquarters have been eliminated, with a savings.of $90,000. The 
remaining positions have been designated as staff,· rather than as 
line positions. · 

C., Reorganization of the Appellate Section 

The Appellate section has been reorganized. The title of Managing 
Attorney was cre·ated to :reduce the number of employees reporting 
directly to the deputy public def·enders. Under this hew 
structure~ the· deputy public defender has direct control over 
three deputy . public -defender II' s who supervise managing. 
attorneys, who in turn supervise ~taff attorneys. This syste~ has. 
effectively limited each supervisor's· span of· control-· and provides 
employees with greater access to theme 
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General Organizational Changes 

GMIP recommended · that some middle management· pas i tions . in . the 
public advocate divisions be designated as lead worker positionso 
The concept of a lead worker title in these divisions was 
considered but not pursued because of difficulties ·in.-·c_reating job 
titles with commensurate pay ranges at management levels. 

Division Directors are responsible for the effitient and ~ffective 
management of their unitso The- Commissioner evaluates each 
Division Director's performance on<a continuing basis and formally· 
rates _each· Director annually a 

3. The Department· has instituted ·a formal evaluation . sys.tern-· for all 
employees. Annual increments and salary·adjustments are based in· 
whole or in part on employee -performance ~valtiations. 

4. The Department. ha·s actively sponsored in-house training programs 
for attorneys, investigators and clerical personnel. 

5., A manual of policies and procedures has been created as a result 
of the GMIP report.· The manual is now-being revised and updated .. 

6.. The Office·of the Public Defender's statistical ·retrieval·section 
was abolished and replaced with a computerized· system. 

7 o A Management . Information System ·. has ·been created for · the 
Department., and computers. have .. tacilitated. the. creation of such 
things . -as ' a·' case management . system. for the . Public· Def.ender Is 
regional ·offices, · word· processi·ng in each Public · Advocate' s 
division, and i case manage~ent system (now being developed) for 
the Appellate Sectibne . 
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XVII .. · DEPARTMENT OF TRANSPORTATION 

Recommendations were. developed· with the GMIP both ·for 
Department-wide policies and for policies within New Jersey Transit 
(NJT)e Most were implemented and ·continue to influence the management 
of both agenciese . 

A .. Department-wide 

In the Department of Transportation itself, recommendations included 
calls for streamlining of data ~ase· generation, proper delegation of 
responsibility for bus inspection, clerical support, local aid 
projects, centralized data processing, and management improvements in 
various other areas. In each case;-the recommendation was implemented, 
an alternative was found and implemented ( or is· ongoing)·, or . the 
recommendation was refined and altered as a result of further study. 

B.. New Jersey ·Transit 

1. In NJT, organizational changes as a result: of the GMIP were 
designed tci clarify lines of responsibilityi eliminate overlaps, 
establish more realistic spans of control for each manager, and to 
increase t~e o~erall operatirig · efficiency of NJTe At 
headquarters, these organizational changes included .the 
reorganization of the Finance Department, changes in the structure 
of the Corporate Communications -Department, and the consolidation 
of all quality as·surance · activities at headquarters rather· than at 
the_ ;rai~ ~nd. . bus·_ sut;,sidia~i~s.. . ~everc;tl _ add:itional. management 
reorganizations have been ·--implemented . since -then,. ·in order to 
improve ~fficiency st~ll further. 

The reorganization-of NJT resulted in 

a 8 elimination of 30 positions,· saving about_ $670,000 annually, 

b.. ·reduction of management' s cost s-hare from 12 percent to 7 
percent, 

c.. reduction in the manager to worker ratio from 1:11 to 1:20, 

do reduction of. middle managers ·from 27.3-percent to 19 percent, 

eo 40 per~erit reduction in the number of managers (to 239), and 

fo reduction of the maximum number of management levels to So 
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XVIII .. DEPfiRTMENT OF THE TREASURY-

A. -Office of-Management ·and Budge~ 

1. The Office of Management and Budget (0MB) was created as a direct 
result ·of the GMIP recommendation to combine planning, management 
and budget ·functions,: into one- organization .. to· insure a. unified, 
comprehensive oyerall management and budget strategy. 

2 c 0MB has implemented the· _GMIP · recommendation· that . ag~ncy-initiated. 
. budget requests be -replaced by· cle~r policy guidelines from . the 
Chief Executive.· Implementation -of · this recommendation·_. has .been 
achieved· through the development•· of:._the. Integrated ,Planning_ and. 
Budgeting process, which commences with the· establis_hment of the 
overall planning frameworkm This· framework consists of revenue 
estimates, program trends, the.Governor's·program priorities and 
continuation budget targets. 

3. Through the development of t_he Integrated· Planning and Bud.get 
process, 0MB · has also implemented . the GMIP -recommendation that 
agencies be provided'with· fiscal projections and-firm departmental 
spending targets as they begin their.budget-preparation. 

. . 

4.. Long-term and. strategic planning have- also been implemented 
through the-Integrated Planning _and Budget-.process,_ and have been 
designed to meet·· long-term .needs over , time - with available 
resources without sacrificing current serviceso 

S- ~ 0MB has. · implemented . the·· GMIP_ : ·recoinmendatlon - that· - the· budget_ . 
· ·process. include · a· · mec.hanism · for . periodic· program review c3.nd 
evaluation. ·. Such· review · and evaluation is the responsibility. of 
the Program Monitoring Operations Unit, which ·provides an on.going 
evaluation service to · management by identifying the. degree to 
which State agencies -are··meeting their goals and objectives. 

B .. · Of~ice of Financial Managem~nt 

L The· Office of· ·Financial· Management (C)FM)- wa·s created in- response 
. to GMIP' s recommendation: that various · debt management and other 
Treasury function~ _ be·. ~onsoLi.dated in a line division in Treasury. 

2. A small professional staff· has. been- developed to administer all 
State g~n~ral -obligaiion bond ~ales~ -master. lease financings .and 
real property financings secured by leases.. · 

3. 
.. 

Monitoring of the financing activities.of the State's authorities 
has been centralized in OFM, · and complements · the more general 
policy and operational· oversight provided by the Authorities Unit 
in the ~overnor'~ Office. · 

4· Q A Cash Management. Unit has been ~eveloped and is·· responsible tor 
all banking services.-. · 
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5 8 OFM has successfully introduced competitive bidding for major 
catego~ies· of banking services (State payroll account, lock-boxes 
for various State agen!=ies, etc.) .and, as a result, commercial 
banking fees ·paid by the State have been reduced by at least 
$500,000 annually. 

6. 6FM has completed the ~eposit reporting· system for virtually all 
State bank accounts. 

7Q Debt service procedures have been.improved. 

8.. OFM has identified all non-tax receivables generated by all State 
departments and· has initiated a .quarterly reporting system for 
such receivables$ 

C., Division of Taxation 

1. The GMIP recommendations to change the homestead rebate program to 
either a direct credit. system at the local level .or· to a credit 
built into the gross incom~ tax· system have not been implemented 
primarily because there is a concern that both of these changes 
could have an adverse effect on .the State and municipalities in 
federal funding·. issues.. · 

2. The State's role in monitoring the· adminis.tration of the local 
property tax base is being analyzed continuously. To improve this 
function, the Division has begun the development of the 
Comprehensive Assessme11:t Administration S.yst.em. 
. . . . . .. 

3 ~ ~l though the Wage Reporting .- Program has . been trans ferr~d · to the 
Department._ of Labor, it is the Division's · opinion that massive 
public and_ private sector costs savings. would result from 
consolidation .6f. various reporting requirements imposed on 
employersQ 

4 e GMIP suggested t·hat . the SOIL Program be e,xpanded to include some 
kind of debt_ coilection opera~ion using the existing program as 
the centerpie~e. This r.ecommendation has not been implemented, 
although the p~vi~ion does not necessarily disagree with it, 

Se As a result of GMIP, the Division has revised existing and 
implemented new ·data systems designed to improve taxpayer services 
and division·productivitye 

6 e · Out-of-state audit o.ffices have been e·stablished in Chicago, 
Illinois, Anaheim, Califorrtia and Dallas, Texa~. 

D. Division of Administration 

The entire State .mail· and delivery process has· bee·n reviewed and 
revised for -better and more efficient-service. 
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Office of Telecommunications and Information Systems (OTIS) 

In response to- GMIP, the Office of Management and Budget.commissioned a 
study to define the best organizational structure for providing 
information processing. services to State agencies. As a result of this 
study, Governor Kean established OTIS to develop_information processing 
policy; ef feet the most practical consolidation of i-nformation 
processing. facilities; and coordinate the information processing 
activities of the _ Executive Branch. OTIS has laid a new electronic 
infrastruc1=,ure·and at the same time has consolidated, better utilized 
and standardized existing resources., 

F. Division of Building and Construction 

Although DBC was not targeted specifically by GMIP, there have been a 
series ·of management improvements and initiatives that were implemented 
in the spirit of GMIP. These include: formation of the General 
Services AdministratiG>n to consolidate . the procurement, property and 
central service functions performed by the Division of Purchase and 
Property and DBC;· staff consolidation; and privatization of various 
custodial and preventive maintenance functions; and an increase in the 
bidding threshold to $25,000. 

G. 

1. 

4. 

5. 

Division·of Purchase and Property. 

GMIP recommended a six-month pilot program with the Department of 
·Human Services·to reduce the number of multiple vendor contracts, 
. ~nalyze purc}J.ase. volume~ data,. ~ set co·st ·reducti9n go~ls . and 
·document·_- the cost effectiveness of. these ·efforts. DPP completed · 
this prqgram successfully and has extended it to include-all State 
departments. · _This program t illustrated the need for automation of 
the procurement process -~ an effort that is . presently in the 
implementation phase. · 

GMIP recommended that the advertised bid threshold be adjusted to 
$10,000 and indexed to inflation. In 1985, the Legislature. 
increased the threshold to $7,500 and directed the Governor to 
readjust it no later than March 1 of each odd-numbered year. The 
present threshold is $8#0000 

Agencies are· no longer· required to submit individual Direct 
Purchase Authority requests up to the advertising threshold. This 
change has eliminated the ~recessing of at least 20,000 documents 
annually. 

The amount of technical · assistance provided to agencies has been 
increased. 

The Management Acquisition Control System has been ~esigned to 
prdvide data that can be used to make more efficient and 
cost-effeqtive prirchasing decisions .. 

6 .. Commodity codes have been restructured to more accurately reflect 
the st~te of the vendor community and the market .. 
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