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Re-engineering State Government?For a Successful Model of Profound Transformation,
See the Telecommunications IndustryBy Robin MacGillivray

Robin MacGillivray is president of Business Communications Services for SBC in the
Western Region. This article is based on testimony presented to the California Little
Hoover Commission’s public hearing on the California Performance Review proposals for
reorganizing state government California’s Little Hoover Commission has the formidable
task of making recommendations on Governor Schwarzenegger’s plan to reorganize
state government under the California Performance Review The Commission recently
asked me to provide testimony on the topic of “practical lessons on transformational
change in large organizations’I was pleased to be able to share what I have learned
about change based on my experiences in the telecommunications business — which is
arguably the nation’s most profoundly transformed industry over the past . years In that
time period, I have had the opportunity to hold leadership roles in one spinoff, two
mergers and three major initiatives designed to radically re-engineer core processes at
SBC, one of the largest companies operating in California.The telecommunications
revolution has spawned an environment that continuously innovates, delivering new
services to consumers, such as wireless and broadband communicationsIt has also
created a competitive marketplace that has driven quality up and prices down.The CPR
has the same potential to markedly improve the quality of state services and, at the same
time, reduce costs for Californians At the core of each of the “change events” I've
experienced at Pacific Bell and SBC were four fundamental questions:). What are our core
competencies? What is it that we do well — and must continue to do well - in order to
succeed and grow? And what is non-essential to our success that should be stopped or
delegated to others?y. What organizational structure will best execute these
competencies?r. In what technology must we invest in order to accomplish our aims?¢
What rules and/or policies are needed to reinforce, govern and enable our efforts?These
“change events” at SBC have resulted in some significant accomplishments. SBC has been
able to streamline our operations as well as rationalize our supply sources We’ve made
decisions to stop doing some things ourselves — like fleet repair, food services, building
services, landscaping — and engage experts in their fields to handle on our behalf We've
made the choice to change the way we do things, such as revamping our supply chain and
realigning work groups. And we’ve increased our focus in key areas, like investing in
technology to drive up productivity Some of these actions have brought about
incremental improvement others have been transformational. Our strategic sourcing
efforts alone have lead to more than $1 billion in savings.Based on my own experiences
and lessons, I believe that meaningful transformation can occur in state government, if
its leaders prioritize what they choose to take on and then address the following 1+
items:. Significant change cannot be accomplished by issuing an order. To enact a new
vision, leaders must create a “burning platform” that will motivate the organization to
jump from the comfort of “today”, into a different “tomorrow.” Followers want leaders to
help them understand why must we change?v. Speaking of leaders, it is essential that
there be one! Followers want to know, who’s in charge? It is critical that this leadership be
constant and consistent. Those conferred with driving the change can’t just be a random
collection (or worse, a politically motivated collection) of individuals — they must be
integrated, inspired and empowered teams selected to accomplish specific results.r.
These leaders and teams must then create and share a framework or blueprint for
accomplishing change. Followers want leaders to tell them what are we going to do,
when?r. There must be a clear articulation of measurable goals. Followers want leaders
to tell them how will we know we've succeeded?s. There must be quantifiable
intermediate milestones to assess progress toward the ultimate goals.s. There must be a
schedule of reporting tied to those intermediate goals to ensure that the transformation
remains on track.v. While the process is under way, a “cheerleader” must be entrusted
with the role of maintaining momentum and belief in the program a. “Early wins” must be
spotlighted in order to keep participants enthusiastic and confident of attaining the
ultimate goals.a. A definitive ending point must be declared. You have to not only know
where you want to go, you have to know when you’ve arrived. Benchmarks need to be
established to evaluate success.\-. Finally, successful change must be “celebrated” in
order to recognize the achievement of transformation, as well as to cement the
perception that the project has succeeded.Can an organization as large as the State of
California really do this? I believe the answer is yes.SBC, with more than 1s.,...
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employees, has accomplished profound changes. And so can the CPR. Californians can
get better value for their tax dollars and improved services by following a strategic plan
for transformational change
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Budgeting

Budgeting in a business sense is the planned allocation of available funds to each
department within a company. Budgeting allows executives to control overspending in
less productive areas and put more company assets into areas which generate significant
income or good public relations. Budgeting is usually handled during meetings with
accountants, financial experts and representatives from each department affected by
the budgeting.In a personal financing sense, budgeting can mean estimating monthly
living expenses based on previous bills and wages. If your monthly income is a steady
$v..., for example, you can subtract all of your known monthly bills from that figure even
before they arrive. Some bills can be estimated and subtracted from the original income
figure. The remaining balance after fixed expenses now becomes your household budget.
Instead of assigning dollar amounts for sundries such as groceries, entertainment, gas
and clothing, budgeting allows you to use percentages instead.The key to successful
budgeting is both flexibility and inflexibility. Certain expenses are fixed, so payment of
those bills should be an inflexible element. Nothing is more important than paying those
particular bills in full. In business, departments need to know the absolute ceiling on
spending. Budgeting works best when very few exceptions are made to the upper limits.
The idea of fiscal responsibility is to form a workable budget and stick to it as best as
possible Budgeting also requires an element of flexibility. It isn't always possible to assign
a fixed dollar amount on a project in January and expect the budget to remain stable in
July. There are always unexpected events which can drastically change the priorities of a
company or an individual. Without flexible budgeting, money allocated for one purpose
could not be reallocated during a fiscal emergency. An unexpected drop in sales revenue
in March can affect the budgeting plans in November, so accountants and financial
officers need to adjust their figures regularly When economic times are good, many
people become lax about personal budgeting. As long as there is more money coming in
than going out, all is well. But those who learn to establish a workable budget and keep
within it during the lean times often survive major financial crises better than those who
don't. Financial discipline can spell the difference between weathering the storm and
.declaring bankruptcy
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Interest Groups

An interest group (@Iso advocacy group, lobby group, pressure group or special interest
group) is an organized collection of people who seek to influence political decisions and
policy, without seeking election to public office. They are a component of a pluralist
democracy
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Privatization

Privatization can also be called denationalization or disinvestment. All three terms
describe a situation where a government decides to transfer control of a government,
and thus public owned, resource to the private business sector, either partially or totally.
Sometimes, the government continues to exert a certain amount of control over the
industry or service, called municipalization. For example the government may be able to
limit prices and make certain demands through contracts, but private companies perform
the work for a municipalized industry or service. The reverse process of privatization is
called nationalization, when a government takes control of an industry or service from
the private sectorThere are many industries in the US that are either privatized or
municipalized, and there are arguments for and against nationalizing certain private
industries, and privatizing others. For example, considerable debate exists regarding the
issue of privatization of the social security system. Supporters for privatization contend
that this would allow people to better fund their retirement by giving them opportunities
to invest in higher yield investments. Opponents suggest that privatizing the system could
be disastrous for those who don’t make wise investments. Theoretically, a person who
invests poorly could end up with no retirement income.In general, the arguments for
privatization of an industry are as follows:Government run industries cost more because
they have larger bureaucracies. Government run industries leave people with little choice
in the market place. Privatizing an industry fosters competition in the market place, which
transfers to lower prices and greater choice for the consumer.Governments should not
be in the business of controlling industries or services since this gives them too much
control over the people Arguments against privatization include the following:y. A
privatized industry is most concerned with profit, so while initial benefits to the consumer
may occur, the industry may not be induced to keep prices low unless government
controls are exerted.r. The competition fostered in privatized industries may result in
dirty or unsavory business practices.r. Privatization may limit access to certain industries
for people who cannot afford them.r. The public has little control over a private industry,
and decisions in that industry may adversely affect those in the public sector.In the US,
people point to problems encountered when certain industries have been privatized.
When utility companies were privatized, problems began to occur, and higher prices have
been noted. There’s consideration of privatizing various industries: education, public
transportation, social security, and a slew of others. Some people, especially on the left
side of the political spectrum, feel that other industries in the private sector should be
nationalized Creating a national health plan has been proposed for several decades. In
some countries, medical care is nationalized, and has both problems and benefits. In a
nationalized health care plan, no one does without basic health care, access to
immunizations, or emergency room services when needed. Funding for such a plan is
largely through increased taxes, but people don’t pay additional money to health
insurance companies. Critics of nationalized health plans say that one of the biggest
problems is people may have to wait for several months to several years for elective
surgeries, like gallbladder removal. Yet, privatized health plans, especially large ones,
may have so many members that the same wait time exists thus this criticism may not be
applicable Privatization continues to be a matter of much debate, especially in the US
where capitalism, choice, and free market economies are valued. Right wing politicians
tend to favor denationalizing many of the current privatized government services or
industries. Left wing politicians conversely support nationalizing several of the industries
currently run in the private sector
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?What is policy

The word "policy" can be used to cover matters ranging from high order strategy to
administrative detail. In DECS, ‘policy' can encompass a position, intention or plan on any
issue where the government or the department needs to take action.Policy can mean:
The art, study, or practice of government or administration the conduct of public affairs
political science. [Source: Oxford English Dictionary], or- A plan of action, usually based on
certain principles, decided on by a body or individual, or- A principle or set of principles on
which to base decisions, or- A course of conduct to be followed [Source: Chambers English
Dictionary [Every one of these separate meanings can apply to our policy work
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