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Executive Summary

The chair of the Executive and Planning Committee (E&P) presents this informational report on
the implementation of the Judicial Council Directives on Staff Restructuring, as approved by the
Judicial Council on August 31, 2012. The Judicial Council Staff Restructuring Directives
specifically direct the Administrative Director to report to E&P before each council meeting on
every directive. This informational report provides an update on the progress of implementation
efforts.

Previous Council Action

The Judicial Council approved directives presented by E&P on August 31, 2012. These
directives reaffirmed Judicial Council authority over the staff to the Judicial Council,
restructured the staff agency, and endorsed a plan for monthly monitoring of the implementation
of the directives by E&P. The last report to the Judicial Council on implementation efforts was
provided by E&P at the August 21, 2015, Judicial Council meeting.

Implementation Progress

The staff to the Judicial Council offices continue to progress in implementing the Restructuring
Directives in accordance with the timelines for implementation approved by the Judicial Council.


mailto:martin.hoshino@jud.ca.gov

Since the August 2015 council meeting, the following directives were reported as complete:

e Directive 137 — The Real Estate and Facilities Management office reported that the
three-year pilot phase for delegation of facility management services was concluded. The
program continues in full operational status effective January 16, 2015.

e Classification and Compensation—Related Directives — In October of 2012 the reporting
structure of the Judicial Council offices was changed as part of a new organizational
structure that was approved by the Judicial Council. Additionally, on August 21, 2015,
the completion of the Classification and Compensation study resulted in the
implementation of a new salary structure for the organization. As a result, the following
twenty-one directives related to organizational structure and the classification and
compensation of specific positions were closed: 14, 16, 17, 20, 50, 51, 52, 54, 64, 72, 78,
81, 89, 90, 100, 106, 111, 123, 130, 135, and 142.

Attachments

1. Information on Judicial Council Restructuring Directives



INFORMATION ON JUDICIAL COUNCIL RESTRUCTURING DIRECTIVES

09/22/15

STRATEGIC EVALUATION COMMITTEE (SEC)

NUMBER JupiciAL COUNCIL DIRECTIVE STATUS
RECOMMENDATION
JupiciAL COUNCIL OVERSIGHT AND GOVERNANCE
The Administrative Director of the Courts 7-1. The Administrative Director must operate
operates subject to the oversight of the Judicial subject to the oversight of the Judicial Council
Council. E&P recommends that the Judicial and will be charged with implementing the
- . . ) ) . . . ' Completed
1 Council direct the Administrative Director of the | recommendations in this report if so directed. .
. Report Details
Courts to report to E&P before each Judicial
Council meeting on each item on this chart
approved by the Judicial Council.
E&P recommends that the Judicial Council take 4-1. The Judicial Council must take an active
an active role in overseeing and monitoring the role in overseeing and monitoring the AOC and In Progress
2 AOC to ensure transparency, accountability, and | demanding transparency, accountability, and & .
.. . i . . . ) R . Report Details
efficiency in the AOC’s operations and practices. | efficiency in the AOC’s operations and
practices.
E&P recommends that the Judicial Council 4-2. The primary role and orientation of the
3 promote the primary role and orientation of the | AOC must be as a service provider to the In Progress
AOC as a service provider to the Judicial Council | Judicial Council and the courts. Report Details
and the courts for the benefit of the public.
E&P recommends that the Judicial Council, in 4-3. In exercising its independent and ultimate
exercising its independent and ultimate governance authority over the operations and
governance authority over the operations and practices of the AOC, the Judicial Council must
practices of the AOC, must ensure that the AOC demand that the AOC provide it with a
provide it with a comprehensive analysis, business case analysis, including a full range of
a including a business case analysis, a full range of | options and impacts, before undertaking any In Progress

options and impacts and pros and cons, before
undertaking any branch-wide project or
initiative. In exercising its authority over
committees, rules, grants, programs and
projects, the Judicial Council must ensure that
the AOC provide it with a full range of options

branch-wide project or initiative. In exercising
its authority over committees, rules, grants,
programs, and projects, the Judicial Council
must demand that the AOC provide it with a
full range of options and impacts, including

fiscal, operational, and other impacts on the

Report Details
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STRATEGIC EVALUATION COMMITTEE (SEC)

NUMBER JupiciAL COUNCIL DIRECTIVE STATUS
RECOMMENDATION
and impacts, including fiscal, operational, and courts.
other impacts on the courts.
E&P recommends that the Judicial Council 4-4. The Judicial Council must conduct periodic
conduct an annual review of the performance of | reviews of the performance of the
5 the Administrative Director of the Courts (ADOC). | Administrative Director of the Courts. These In Progress
The review must take into consideration input reviews must take into consideration input
submitted by persons inside and outside the submitted by persons inside and outside the
judicial branch. judicial branch.
E&P recommends that the Judicial Council direct | 6-8. The AOC must develop a process to better
the Rules and Projects Committee, consistent assess the fiscal and operational impacts of
with its responsibility under rule 10.13 of the proposed rules on the courts, including seeking
California Rules of Court, to establish and earlier input from the courts before proposed
maintain a rule-making process that is rules are submitted for formal review. The AOC
understandable and accessible to justice system | should establish a process to survey judges and
partners and the public, to consider SEC court executive officers about the fiscal and
6 Recommendation 6-8 and report on any changes | operational impacts of rules that are adopted, Completec!
to the rule-making process to the Judicial and recommend revisions to the rules where
Council. appropriate. The AOC should recommend
changes in the rules process, for consideration
by the Judicial Council, to limit the number of
proposals for new rules, including by focusing
on rule changes that are required by statutory
changes.
E&P recommends that the Judicial Council direct | 7-57. The AOC must seek the fully informed
the Administrative Director of the Courts to input and collaboration of the courts before
7 propose a procedure to seek the fully informed undertaking significant projects or branch-wide Completed

input and collaboration of the courts before
undertaking significant projects or branchwide
initiatives that affect the courts. The AOC should

initiatives that affect the courts.

Report Detailg
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STRATEGIC EVALUATION COMMITTEE (SEC)

NUMBER JupiciAL COUNCIL DIRECTIVE STATUS
RECOMMENDATION

also seek the input of all stakeholder groups,
including the State Bar.
E&P recommends that the Judicial Council direct | 7-58. The AOC must first employ an
the Administrative Director of the Courts to appropriate business case analysis of the scope
develop a procedure to first employ a and direction of significant projects or

3 comprehensive analysis, including an appropriate | initiatives, taking into account the range of Completed
business case analysis of the scope and direction | fiscal, operational, and other impacts to the
of significant projects or initiatives, taking into courts.
account the range of fiscal, operational, and
other impacts to the courts and stakeholders.
E&P recommends that the Judicial Council direct | 7-59. The AOC must develop and communicate
the Administrative Director of the Courts to accurate cost estimates for projects, programs, Completed

9 develop a procedure for developing and and initiatives. - -
communicating accurate cost estimates for
projects, programs, and initiatives.
E&P recommends that the Judicial Council direct | 7-60. The AOC must apply proper cost and
the Administrative Director of the Courts to contract controls and monitoring, including

10 develop a procedure to apply proper cost and independent assessment and verification, for Completed
contract controls and monitoring, including significant projects and programs.
independent assessment and verification, for
significant projects and programs.
E&P recommends that the Judicial Council direct | 7-61. The AOC must maintain proper
the Administrative Director of the Courts to documentation and records of its decision

1 develop a procedure to maintain proper making process for significant projects and Completed
documentation and records of its decision programs.
making process for significant projects and
programs.

12 E&P recommends that the Judicial Council direct | 7-62. The AOC must identify and secure Completed

the Administrative Director of the Courts to

sufficient funding and revenue streams

F(eport Detaila
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STRATEGIC EVALUATION COMMITTEE (SEC)

NUMBER JupiciAL COUNCIL DIRECTIVE STATUS
RECOMMENDATION
develop a procedure to identify and secure necessary to support projects and programs,
sufficient funding and revenue streams before undertaking them.
necessary to support projects and programs,
before undertaking them.
E&P recommends that the Judicial Council direct | 7-63. The AOC must accurately report and
the Administrative Director of the Courts to make available information on potential costs
Completed

13 develop a procedure to accurately report and
make available information on potential costs of
projects and impacts on the courts.

of projects and impacts on the courts.

Report Detailg

ORGANIZATION-WIDE RESTRUCTURING AND REFORMS

E&P recommends that the Judicial Council direct
the Administrative Director of the Courts to
conduct a comprehensive review of the AOC
position classification system as soon as possible.
The focus of the review must be on identifying
14 and correcting misallocated positions,
particularly in managerial classes, and on
achieving efficiencies by consolidating and
reducing the number of classifications.

6-5. The Executive Leadership Team must
direct that a comprehensive review of the AOC
position classification system begin as soon as
possible. The focus of the review should be on
identifying and correcting misallocated
positions, particularly in managerial classes,
and on achieving efficiencies by consolidating
and reducing the number of classifications. The
Chief Administrative Officer should be given
lead responsibility for implementing this
recommendation.

Completed

Report Detailg

The Administrative Office of the Courts must also
undertake a comprehensive review of the AOC
compensation system as soon as possible. The
AOC must review all compensation-related

15 policies and procedures, including those
contained in the AOC Personnel Policies and
Procedures Manual.

6—6. The Executive Leadership Team must
direct that a comprehensive review of the AOC
compensation system be undertaken as soon
as possible. All compensation-related policies
and procedures must be reviewed, including
those contained in the AOC personnel manual.
AOC staff should be used to conduct this
review to the extent possible. If outside

In Progress

Report Detailg
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STRATEGIC EVALUATION COMMITTEE (SEC)

NUMBER JupiciAL CouNciL DIRECTIVE STATUS
RECOMMENDATION
consultants are required, such work could be
combined with the classification review that is
recommended above. The Chief Administrative
Officer should be given lead responsibility for
implementing this recommendation.
The AOC must overhaul current practices for its 7-35. The AOC must commit to overhauling
classification and compensation systems. The current practices for its classification and
AOC must develop and consistently apply policies | compensation systems. The AOC then must
for classification and compensation of develop and consistently apply policies for
employees, by actions including the following: classification and compensation of employees
16 by actions including the following: Completed
(a) A comprehensive review of the classification
and compensation systems should be (a) A comprehensive review of the
undertaken as soon as possible, with the goal of | classification and compensation systems
consolidating and streamlining the classification | should be undertaken as soon as possible, with
system. the goal of consolidating and streamlining the
classification system.
The AOC must overhaul current practices for its 7-35. The AOC must commit to overhauling
classification and compensation systems. The current practices for its classification and
AOC must develop and consistently apply policies | compensation systems. The AOC then must
for classification and compensation of develop and consistently apply policies for
employees, by actions including the following: classification and compensation of employees
17 by actions including the following: Completed

(b) Priority should be placed on reviewing all
positions classified as supervisors or managers,
as well as all attorney positions, to identify
misclassified positions and take appropriate
corrective actions.

(b) Priority should be placed on reviewing all
positions classified as supervisors or managers,
as well as all attorney positions, to identify
misclassified positions and take appropriate
corrective actions.

Report Detailg
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STRATEGIC EVALUATION COMMITTEE (SEC)

NUMBER JupiciAL COUNCIL DIRECTIVE STATUS
RECOMMENDATION
The AOC must overhaul current practices for its 7-35. The AOC must commit to overhauling
classification and compensation systems. The current practices for its classification and
AOC must develop and consistently apply policies | compensation systems. The AOC then must
for classification and compensation of develop and consistently apply policies for
employees, by actions including the following: classification and compensation of employees
18 by actions including the following: Completed
(c) The manner in which the AOC applies its Report Details
geographic salary differential policy (section 4.2 | (c) The manner in which the AOC applies its
of the AOC Personnel Policies and Procedures geographic salary differential policy (section
Manual) should be reviewed and, if maintained, | 4.2 of the AOC personnel manual) should be
applied consistently. reviewed and, if maintained, applied
consistently.
The AOC must overhaul current practices for its 7-35. The AOC must commit to overhauling
classification and compensation systems. The current practices for its classification and
AOC must develop and consistently apply policies | compensation systems. The AOC then must
for classification and compensation of develop and consistently apply policies for
employees, by actions including the following: classification and compensation of employees
19 by actions including the following: Completed
(d) Given current HR staffing and expertise
levels, the Administrative Director of the Courts | (d) Given current HR staffing and expertise
is directed to consider whether an outside entity | levels, an outside entity should be considered
should conduct these reviews and return to the to conduct these reviews.
Judicial Council with an analysis and a
recommendation.
E&P also recommends that the Judicial Council 7-75. The Administrative Director should make
direct the Administrative Director of the Courts an AOC-wide assessment to determine
) Completed
20 to assess the results of the compensation and whether attorneys employed across the

classification studies to be completed and
propose organizational changes that take into

various AOC divisions are being best leveraged
to serve the priority legal needs of the

Report Detaild
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STRATEGIC EVALUATION COMMITTEE (SEC)

NUMBER JupiciAL CouNciL DIRECTIVE STATUS
RECOMMENDATION
account the SEC recommendation 7-75 and the organization and court users.
analysis of the classification and compensation
studies.
E&P recommends that the Judicial Council direct | 6-2. The AOC Executive Leadership Team must
the Administrative Director of the Courts to begin to implement a formalized system of
implement a formalized system of program and program and project planning and monitoring
project planning and monitoring that includes, at | that includes, at minimum, a collaborative
minimum, a collaborative planning process that planning process that requires an analysis of Completed
21 requires an analysis of impacts on the judicial impacts on the judicial branch at the outset of - -
branch at the outset of all projects; use of all projects; use of workload analyses where
workload analyses where appropriate; and appropriate; and development of general
development of general performance metrics for | performance metrics for key AOC programs
key AOC programs that allow expected that allow expected performance levels to be
performance levels to be set and evaluated. set and evaluated.
E&P recommends that the Judicial Council direct | 10-1. The AOC should renegotiate or terminate
the AOC to renegotiate or terminate, if possible, | its lease in Burbank. The lease for the
its lease in Burbank. The lease for the Sacramento North spaces should be reviewed
Sacramento North spaces should be reviewed and renegotiated to reflect actual usage of the
22 and, if possible, renegotiated to reflect actual office space. The AOC should explore lower Completed
usage of the office space. The AOC should cost lease options in San Francisco, recognizing Report Detailg
explore lower cost lease options in San Francisco, | that DGS would have to find replacement
recognizing that the State Department of tenants for its space.
General Services would have to find replacement
tenants for its space.
E&P recommends that the Judicial Council direct | 7-83. The Office of Governmental Affairs
the Administrative Director of the Courts to should be directed to identify legislative Completed
23 identify legislative requirements that impose requirements that impose unnecessary

unnecessary reporting or other mandates on the
courts and the AOC. Appropriate efforts should

reporting or other mandates on the AOC.
Appropriate efforts should be made to revise

Report Detailg

Information on Judicial Council Directives

Page 7




STRATEGIC EVALUATION COMMITTEE (SEC)

NUMBER JupiciAL CouNciL DIRECTIVE STATUS
RECOMMENDATION
be made to revise or repeal such requirements. or repeal such requirements.
On August 9, 2012, E&P directed the interim 5-1. The AOC should be reorganized. The
Administrative Director of the Courts and organizational structure should consolidate
incoming Administrative Director of the Courts to | programs and functions that primarily provide
consider the SEC recommendations on AOC operational services within the Judicial and
organizational structure (recommendations 5-1— | Court Operations Services Division. Those
5-6, 6-1) and present their proposal for an programs and functions that primarily provide
organizational structure for the consideration of | administrative services should be consolidated
the full Judicial Council at the August 31, 2012, within the Judicial and Court Administrative
council meeting. Services Division. Other programs and
functions should be grouped within an
Executive Office organizational unit. The Legal
Services Office also should report directly to
the Executive Office but no longer should be
accorded divisional status. Completed

24

5-2. The Chief Operating Officer should
manage and direct the Judicial and Court
Operations Services Division, consisting of
functions located in the Court Operations
Special Services Office; the Center for Families,
Children and the Courts; the Education
Office/Center for Judicial Education and
Research; and the Office of Court Construction
and Facilities Management.

5-3. The Chief Administrative Officer should
manage and direct the Judicial and Court
Administrative Services Division, consisting of

Report Detailg
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NUMBER

JupiciAL CouNcIL DIRECTIVE

STRATEGIC EVALUATION COMMITTEE (SEC)
RECOMMENDATION

STATUS

functions located in the Fiscal Services Office,
the Human Resources Services Office, the Trial
Court Administrative Services Office, and the
Information and Technology Services Office.

5-4. Other important programs and functions
should be consolidated within an Executive
Office organizational unit under the direction
of a Chief of Staff. Those functions and units
include such functions as the coordination of
AOC support of the Judicial Council, Trial Court
Support and Liaison Services, the Office of
Governmental Affairs, the Office of
Communications, and a Special Programs and
Projects Office.

5-5. The Chief Counsel, manager of the Legal
Services Office (formerly the Office of the
General Counsel) should report directly to the
Administrative Director depending on the
specific issue under consideration and
depending on the preferences of the
Administrative Director.

5-6. The Chief Deputy Administrative Director
position must be eliminated. If the absence of
the Administrative Director necessitates the
designation of an Acting Administrative
Director, the Chief Operating Officer should be

Information on Judicial Council Directives
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STRATEGIC EVALUATION COMMITTEE (SEC)

NUMBER JupiciAL COUNCIL DIRECTIVE STATUS
RECOMMENDATION
so designated.
6-1. The Administrative Director, the Chief
Operations Officer, the Chief Administrative
Officer, and the Chief of Staff should be
designated as the AOC Executive Leadership
Team, the primary decision making group in
the organization.
E&P recommends that the Judicial Council direct | 6-3. The AOC Executive Leadership Team must
the Administrative Director of the Courts to order immediate compliance with the
require immediate compliance with the requirements and policies in the AOC
requirements and policies in the AOC Personnel personnel manual, including formal
.. . ) ) Completed
25 Policies and Procedures Manual, including formal | performance reviews of all employees on an - -
performance reviews of all employees on an annual basis; compliance with the rules limiting
annual basis; compliance with the rules limiting telecommuting; and appropriate utilization of
telecommuting; and appropriate utilization of the discipline system.
the discipline system.
E&P recommends that the Judicial Council direct | 7-40. The AOC must adhere to its
the Administrative Director of the Courts to telecommuting policy (Section 8.9 of the AOC
ensure that the AOC adheres to its personnel manual). It must apply the policy
telecommuting policy consistently and identifies | consistently and must identify and correct all
and corrects all existing deviations and violations | existing deviations and violations of the
2 of the existing policy. The Administrative Director | existing policy. Completed

of the Courts must review the AOC
telecommuting policy and provide the council
with a report proposing any recommendations
on amendments to the policy, by the December
13-14, 2012, council meeting.

Report Detaild
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STRATEGIC EVALUATION COMMITTEE (SEC)

NUMBER JupiciAL CouNciL DIRECTIVE STATUS
RECOMMENDATION

E&P recommends that the Judicial Council direct | 6-4. With an appropriate individual employee

the Administrative Director of the Courts to performance planning and appraisal system in

ensure that, with an appropriate individual place, the AOC must utilize the flexibility

employee performance planning and appraisal provided by its at-will employment policy to

system in place, the AOC utilizes the flexibility address serious employee performance issues. Completed
27 provided by its at-will employment policy to - -

address employee performance issues. The 7-36. The AOC’s at-will employment policy

AOC’s at-will employment policy provides provides management with maximum hiring

management with maximum hiring and firing and firing flexibility, and should be exercised

flexibility, and should be exercised when when appropriate.

appropriate.

E&P recommends that the Judicial Council direct | 7-37. The AOC's existing policy calling for

that the Administrative Director of the Courts annual performance appraisals of all AOC

require compliance with the AOC's existing policy | employees (AOC personnel manual, section

calling for annual performance appraisals of all 3.9) must be implemented uniformly Completed
28 AOC employees (AOC Personnel Policies and throughout the AOC as soon as possible. - -

Procedures Manual, section 3.9) and that eport Details

performance appraisals are uniformly

implemented throughout the AOC as soon as

possible.

E&P recommends that the Judicial Council direct | 7-38. A consistent employment discipline policy

the Administrative Director of the Courts to must accompany the employee performance

develop an employment discipline policy to be appraisal system. Section 8.1B of the AOC

implemented consistently across the entire AOC | personnel manual discusses disciplinary action, Completed
29 that provides for performance improvement but is inadequate. A policy that provides for

plans and for the actual utilization of progressive
discipline.

performance improvement plans and for the
actual utilization of progressive discipline
should be developed and implemented
consistently across the entire AOC.

Report Detailg
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STRATEGIC EVALUATION COMMITTEE (SEC)

NUMBER JupiciAL CouNciL DIRECTIVE STATUS
RECOMMENDATION
E&P recommends that the Judicial Council direct | 7-39. The AOC must utilize its layoff process to
the Administrative Director of the Courts to provide management with a proactive way to
. : . I . . Completed
30 utilize the AOC'’s layoff process to provide deal with significant reductions in resources. -
. . ) Report Details

management with a proactive way to deal with

significant reductions in resources.

E&P recommends that the Judicial Council direct | 7-33. The AOC leadership must recommit itself

that the Administrative Director of the Courts to developing and maintaining effective and

require the AOC leadership to develop, maintain, | efficient HR policies and practices. The new Completed
31 and support implementation of effective and Administrative Director, among other priority -

efficient human resources policies and practices | actions, must reestablish the AOC’s

uniformly throughout the AOC. commitment to implement sound HR policies

and practices.

E&P recommends that the Judicial Council direct | 7-41. A gradual, prioritized review of all HR

the Administrative Director of the Courts that a policies and practices, including all those

gradual, prioritized review of all HR policies and incorporated in the AOC personnel manual
32 practices, including all those incorporated in the | should be undertaken to ensure they are Completed

AOC Personnel Policies and Procedures Manual, appropriate and are being applied effectively

should be undertaken to ensure they are and consistently throughout the AOC.

appropriate and are being applied effectively and

consistently throughout the AOC.

E&P recommends that the Judicial Council direct | 6-7. The AOC's fiscal and budget processes

the Administrative Director of the Courts to must be transparent. The Executive Leadership

report back on the budget and fiscal Team should require the Fiscal Services Office

management measures implemented by the AOC | to immediately develop and make public a In Progress
33 to ensure that the AOC’s fiscal and budget description of the fiscal and budget process,

processes are transparent.

The Administrative Director of the Courts should
develop and make public a description of the

including a calendar clearly describing how and
when fiscal and budget decisions are made.
The Fiscal Services Office should be required to
produce a comprehensive, publicly available

Report Detaild
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STRATEGIC EVALUATION COMMITTEE (SEC)

NUMBER JupiciAL COUNCIL DIRECTIVE STATUS
RECOMMENDATION
AOC fiscal and budget process, including a midyear budget report, including budget
calendar clearly describing how and when fiscal projections for the remainder of the fiscal year
and budget decisions are made. The AOC should | and anticipated resource issues for the coming
produce a comprehensive, publicly available year. The Chief Administrative Officer should
midyear budget report, including budget be given lead responsibility for developing and
projections for the remainder of the fiscal year implementing an entirely new approach to
and anticipated resource issues for the coming fiscal processes and fiscal information for the
year. AOC.
E&P recommends that the Judicial Council direct | 8-1. All fiscal information must come from one
the Administrative Director of the Courts to source within the AOC, and that single source
require that all fiscal information must come should be what is currently known as the Completed
34 L . . . . . -
from one source within the AOC, and that single | Finance Division (to become the Fiscal Services
source should be what is currently known as the | Office under the recommendations in this
Finance Division. report).
E&P recommends that the Judicial Council direct | 8-2. Tracking systems need to be in place so
the Administrative Director of the Courts to that timely and accurate information on
35 require that budget and fiscal tracking systems resources available and expenditures to date Completed
be in place so that timely and accurate are readily available. Managers need this Report Details
information on resources available and information so they do not spend beyond their
expenditures to date are readily available. allotments.
E&P recommends that the Judicial Council direct | 8-3. Information displays need to be
the Administrative Director of the Courts to streamlined and simplified so they are clearly
. . . . In Progress
36 require that budget and fiscal information understandable. -
displays be streamlined and simplified so they
are clearly understandable.
E&P recommends that the Judicial Council direct | 8-4. The Finance Division (Fiscal Services Office)
37 the Administrative Director of the Courts to should track appropriations and expenditures In Progress

require that the Finance Division track
appropriations and expenditures by fund, and

by fund, and keep a historical record of both so
that easy year-to-year comparisons can be

Report Details
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STRATEGIC EVALUATION COMMITTEE (SEC)

NUMBER JupiciAL CouNciL DIRECTIVE STATUS
RECOMMENDATION
keep a historical record of both so that easy made. This can be done by unit, division or by
year-to-year comparisons can be made. This can | program — whichever provides the audience
be done by unit, division, or by program, with the most informed and accurate picture of
whichever provides the most informed and the budget.
accurate picture of the budget.
E&P recommends that the Judicial Council direct | 8-5. Expenditures should be split into those for
the Administrative Director of the Courts to state operations and local assistance (funds
require that expenditures be split into those for | that go to the trial courts) so it is clear which
state operations and local assistance (funds that | entity benefits from the resources. State
go to the trial courts) so it is clear which entity operations figures should be further broken In Progress
38 benefits from the resources. State operations down as support for the Supreme Court and - -
figures must be further broken down as support | Appellate Courts. In most state departments,
for the Supreme Court and Appellate Courts. The | administrative costs are distributed among
AOC should adopt the methodology of programs. The AOC should adopt this
distributing the administrative costs among methodology.
programs.
E&P recommends that the Judicial Council direct | 8-6. The AOC should schedule its budget
the Administrative Director of the Courts to development and budget administration
require that the AOC schedule its budget around the time frames used by all state Completed
39 development and budget administration around | entities. Assuming the budget for any fiscal - -
the time frames used by all state entities. year is enacted by July 1, the AOC should eport Details
immediately allocate its budgeted resources by
fund among programes, divisions, units.
E&P recommends that the Judicial Council direct | 8-7. Requests for additional resources are
the Administrative Director of the Courts to presented to the Judicial Council at its August
40 require that requests for additional resources be | meeting. These requests identify increased Completed

presented to the Judicial Council at its August
meeting, identify the increased resources
requested, and be accompanied by clear

resources requested and should be
accompanied by clear statements of need and
use of the resources and the impact on the

Report Detailg
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STRATEGIC EVALUATION COMMITTEE (SEC)

NUMBER JupiciAL CouNciL DIRECTIVE STATUS
RECOMMENDATION
statements of the need and use of the resources | AOC, as well as the impact on the judicial
and the impact on the AOC, as well as the impact | branch, if any. A cost-benefit analysis should be
on the judicial branch, if any. A cost-benefit part of any request, and there should be a
analysis should be part of any request and there | system to prioritize requests.
should be a system to prioritize requests.
E&P recommends that the Judicial Council direct | 8-8. After the Governor’s Budget is released in
the Administrative Director of the Courts to January, the AOC should present a midyear
require that, after the Governor’s Budget is update of the judicial branch budget at the
released in January, the AOC should present a next scheduled Judicial Council meeting. This
) . ) . . ) Completed
41 midyear update of the judicial branch budget at | presentation should tie to the figures in the - -
the next scheduled Judicial Council meeting. All Governor's Budget so that everyone has the
figures provided by the AOC should tie back to same understanding of the budget.
the Governor's Budget or be explained in
footnotes.
E&P recommends that the Judicial Council direct | 8-9. Except for changes that must be made to
the Administrative Director of the Courts to comply with time requirements in the state
require that, except for budget changes that budget process, the AOC should not change the
must be made to comply with time requirements | numbers it presents — continual changes in the
. . . In Progress
42 in the state budget process, the AOC not change | numbers, or new displays, add to confusion - -
the numbers in the budget statements it about the budget.
presents. All figures provided by the AOC must
tie back to the Governor's budget or be
explained in footnotes.
E&P recommends that the Judicial Council direct | 8-10. The AOC must perform internal audits.
the Administrative Director of the Courts to This will allow the leadership team and the
a3 perform internal audits upon completion of the Judicial Council to know how a particular unit In Progress

restructuring of the AOC.

or program is performing. An audit can be both
fiscal and programmatic so that resources are
tied to performance in meeting program goals

Report Details
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STRATEGIC EVALUATION COMMITTEE (SEC)

NUMBER JupiciAL COUNCIL DIRECTIVE STATUS
RECOMMENDATION
and objectives.
E&P recommends that the Judicial Council direct | 8-11. As part of the reorganization and
the Administrative Director of the Courts to downsizing of the AOC, the leadership team
require that the leadership team must develop should employ budget review techniques (such
and employ budget review techniques so that as zero-based budgeting) so that the budget of
44 the budget of an individual unit is aligned with its | an individual unit is aligned with its program completed.
program responsibilities. responsibilities. In the future, there should be
periodic reviews of units and or programs to
make sure funding is consistent with mandated
requirements.
E&P recommends that the Judicial Council direct | 9-1. The total staff size of the AOC should be
the Administrative Director of the Courts that reduced significantly.
the total staff size of the AOC must be reduced
significantly and must not exceed the total 9-2. The total staff size of the AOC must be
number of authorized positions. The reduced significantly and should not exceed
consolidation of divisions, elimination of the total number of authorized positions. The
unnecessary and overlapping positions, and current number of authorized positions is 880.
other organizational changes should reduce the | The consolidation of divisions, elimination of
number of positions. unnecessary and overlapping positions and Completed
45 E&P recommends that the Judicial Council direct | other organizational changes recommended in

the Administrative Director of the Courts to
require that staffing levels of the AOC be made
more transparent and understandable.
Information on staffing levels must be made
readily available, including posting the
information online. All categories of staffing —
including, but not limited to, authorized
positions, “909” staff, employment agency
temporary employees and contract staff — must

this report should reduce the number of
positions by an additional 100 to 200, bringing
the staff level to approximately 680 to 780.

9-5. The staffing levels of the AOC must be
made more transparent and understandable.
Information on staffing levels must be made
readily available, including posting the
information online. All categories of staffing—
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STRATEGIC EVALUATION COMMITTEE (SEC)

NUMBER JupiciAL COUNCIL DIRECTIVE STATUS
RECOMMENDATION
be accounted for in a manner understandable to | including, but not limited to, authorized
the public. positions, “909” staff, employment agency
temporary employees and contract staff—must
be accounted for in a manner understandable
to the public.
E&P recommends that the Judicial Council direct | 9-3. Vacant authorized positions should be
the Administrative Director of the Courts to eliminated if they have remained unfilled for
46 report to the Judicial Council vacant authorized six months. completed.
positions if they have remained unfilled for six
months.
E&P recommends that the Judicial Council direct | 9-4. Employment of temporary or other staff to
the Administrative Director of the Courts to circumvent a hiring freeze should not be
ensure that the employment of temporary or permitted. The Executive Leadership Team
other staff to circumvent a hiring freeze is not should immediately review all temporary staff
permitted. The Administrative Director must assignments and eliminate those that are being
review all temporary staff assignments and used to replace positions subject to the hiring
47 eliminate those that are being used to replace freeze. Temporary employees should be Completed
positions subject to the hiring freeze. Temporary | limited to periods not exceeding six months Report Detailg
employees should be limited to periods not and should be used only in limited
exceeding six months and should be used only in | circumstances of demonstrated need, such in
limited circumstances of demonstrated need, the case of an emergency or to provide a
such as in the case of an emergency or to provide | critical skill set not available through the use of
a critical skill set not available through the use of | authorized employees.
authorized employees.
E&P recommends that the Judicial Council direct | 10-2. As part of its long-term planning, the AOC
the Administrative Director of the Courts, as part | should consider relocation of its main offices,
. . . . . . In Progress
48 of the council’s long-term strategic planning, to based on a cost-benefit analysis of doing so.

evaluate the location of the AOC main offices
based on a cost-benefit analysis and other

Report Detailg
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STRATEGIC EVALUATION COMMITTEE (SEC)

NUMBER JupiciAL CouNciL DIRECTIVE STATUS
RECOMMENDATION
considerations.
E&P recommends that the Judicial Council 7-2. The practice of employing a special
support SEC Recommendation 7-2 with no consultant on a continuous basis should be
Completed

49

further action. The AOC has terminated special
consultants hired on a continuous basis.

reevaluated and considered for termination
taking into account the relative costs, benefits,
and other available resources.

Report Detailg

CENTER FOR FAMILIES, CHILDREN & THE COURTS

E&P recommends that the Judicial Council direct
the Administrative Director of the Courts to
consider SEC Recommendation 7-3 and

7-3. The Center for Families, Children and the
Courts should be an office reporting to the
Chief Operating Officer in the AOC's Judicial

50 implement the necessary organizational changes, | and Court Operations Services Division, rather Completed
contingent upon the council’s approval of an than a stand-alone division. The CFCC manager
organizational structure for the AOC and taking position should be compensated at its current
into account the results of the classification and | level.
compensation studies to be completed.

E&P recommends that the Judicial Council direct | 7-4. CFCC’s current number of authorized

the Administrative Director of the Courts to positions should be reduced. To achieve the
consider SEC Recommendation 7-4(a) and reduction, these areas should be reviewed and
implement the necessary organizational and considered, and appropriate actions taken:

51 staffing changes, taking into account the results Completed
of the classification and compensation studies to | (a) CFCC has a one-over-one management
be completed. structure with a Division Director and an

Assistant Division Director position. The
Assistant Division Director position should be
eliminated.
E&P recommends that the Judicial Council direct | 7-4. CFCC’s current number of authorized
52 the Administrative Director of the Courts to positions should be reduced. To achieve the Completed

consider SEC Recommendation 7-4(b) and (c) and
implement the necessary organizational and

reduction, these areas should be reviewed and
considered, and appropriate actions taken:
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STRATEGIC EVALUATION COMMITTEE (SEC)

NUMBER JupiciAL COUNCIL DIRECTIVE STATUS
RECOMMENDATION
staffing changes, taking into account the results
of the classification and compensation studies to | (b) There are nearly 30 attorney positions in
be completed. CFCC, including 7 attorneys who act as Judicial
Court Assistance Team Liaisons. All attorney
position allocations should be reviewed with a
goal of reducing their numbers and/or
reallocating them to nonattorney
classifications.
E&P recommends that the Judicial Council direct | 7-4. CFCC’s current number of authorized
the Administrative Director of the Courts to positions should be reduced. To achieve the
consider SEC Recommendation 7-4(b) and (c) and | reduction, these areas should be reviewed and
implement the necessary organizational and considered, and appropriate actions taken:
staffing changes, taking into account the results Completed
52.1 of the classification and compensation studies to | (c) The CFCC has numerous grant-funded -
be completed. positions, including five in its Rules and Forms
Unit. Implementation of our recommendations
for the AOC’s Grants and Rule-making
Processes could result in some reductions in
these positions.
E&P recommends that the Judicial Council direct | 7-4. CFCC’s current number of authorized
the Administrative Director of the Courts to positions should be reduced. To achieve the
consider SEC Recommendation 7-4(d) and reduction, these areas should be reviewed and
implement the necessary organizational and considered, and appropriate actions taken:
53 staffing changes, contingent upon the council’s Completed

approval of an organizational structure for the
AOC.

(d) The CFCC has a number of positions
devoted to research programs, as do other
offices to be placed within the Judicial and
Court Operations Services Division, presenting
opportunities for efficiencies by consolidating

Report Detaild
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STRATEGIC EVALUATION COMMITTEE (SEC)

NUMBER JupiciAL COUNCIL DIRECTIVE STATUS
RECOMMENDATION
divisional research efforts.
E&P recommends that the Judicial Council direct | 7-4. CFCC’s current number of authorized
the Administrative Director of the Courts to positions should be reduced. To achieve the
implement the necessary organizational and reduction, these areas should be reviewed and
staffing changes, contingent upon the council’s considered, and appropriate actions taken:
approval of an organizational structure for the Completed
54 AOC and taking into account the results of the (e) CFCC staff members provide support to a -
- . ) . ) ) Report Details
classification and compensation studies to be number of Judicial Council committees and
completed task forces. The recommended consolidation of
this support function under the direction of the
Chief of Staff will present opportunities for
efficiencies and resource reduction.
E&P recommends that the Judicial Council 7-4. CFCC’s current number of authorized
support SEC Recommendation 7-4(f) with no positions should be reduced. To achieve the
further action, as these administrative and grant | reduction, these areas should be reviewed and
support functions have been consolidated considered, and appropriate actions taken:
through the AOC's initiatives to reduce costs and
55 downsize its workforce and operations. (f) The CFCC maintains a Core Operations Unit, Completed
which is essentially an administrative and grant
support unit. The consolidation of
administrative functions and resources within
the Judicial and Court Administrative Services
Division should lead to the downsizing of this
unit.
E&P recommends that the Judicial Council direct | 7-4. CFCC’s current number of authorized
the Administrative Director of the Courts to positions should be reduced. To achieve the
. ) . ) . ) Completed
56 consider reducing or eliminating various reduction, these areas should be reviewed and

publications produced by the Center for Families,
Children, & the Courts.

considered, and appropriate actions taken:
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STRATEGIC EVALUATION COMMITTEE (SEC)

NUMBER JupiciAL COUNCIL DIRECTIVE STATUS
RECOMMENDATION
(g) CFCC staff members produce various
publications. They should be considered for
reduction or elimination
E&P recommends that the Judicial Council 7-4. CFCC’s current number of authorized
support SEC Recommendation 7-4(h) with no positions should be reduced. To achieve the
further action. The Judge-in Residence is now reduction, these areas should be reviewed and
57 volunteering time to fulfill this responsibility. considered, and appropriate actions taken: Completed
’
(h) The Judge-in-Residence position in this
division should be eliminated.
E&P recommends that the Judicial Council 7-4. CFCC’s current number of authorized
support SEC Recommendation 7-4(i) with no positions should be reduced. To achieve the
further action, as the positions related to CCMS reduction, these areas should be reviewed and Completed
58 have been eliminated through the AOC's considered, and appropriate actions taken: -
o . Report Details
initiatives to reduce costs and downsize its
workforce and operations. (i) Positions related to CCMS should be
eliminated.
E&P recommends that the Judicial Council direct | 7-4. CFCC’s current number of authorized
the Administrative Director of the Courts to positions should be reduced. To achieve the
propose an organizational plan for the Center for | reduction, these areas should be reviewed and
Families, Children, & the Courts that allows for considered, and appropriate actions taken:
reasonable servicing of the diverse programs
59 mandated by statute and assigned to this (j) Although staffing reductions in this division Completed

division.

are feasible, any reorganization or downsizing
of this division must continue to allow for
reasonable servicing of the diverse programs
mandated by statute and assigned to this
division, including such programs as the Tribal
Project program.
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STRATEGIC EVALUATION COMMITTEE (SEC)

NUMBER JupiciAL CouNciL DIRECTIVE STATUS
RECOMMENDATION
E&P recommends that the Judicial Council direct | 7-9. Self-represented litigants in small claims,
the Administrative Director of the Courts to collection matters, foreclosures, and landlord-
consider maximizing and combining self-help tenant matters are frequent users of court self-
resources with resources from similar subject help centers. A majority of self-help clients
programs, including resources provided through | seek assistance in family law matters.
. ) . ) . . . Completed
60 the Justice Corps and the Sargent Shriver Civil Consideration should be given to maximizing - -
Counsel program, and return to the council with | and combining self-help resources with
an assessment and proposal. resources from similar subject programs,
including resources provided through the
Justice Corps and the Sargent Shriver Civil
Counsel program.
E&P recommends to the Judicial Council that any | 7-6. Consistent with recommendations in this
legislative proposals generated by the AOC must | report calling for a review of AOC’s rule-making
follow the process established by the Policy process, legislative proposals generated Completed
61 Coordination and Liaison Committee. through this division should be limited to those - -
required by court decisions and statutory
mandates and approved by the Judicial Council
Advisory Committees.
E&P recommends that the Judicial Council direct | 7-7. A systems review of the manner in which
the Administrative Director of the Courts that a trial court records are reviewed should be
systems review of the manner in which AOC staff | conducted to streamline audits, if possible, and
62 review trial court records should be conducted to | to lessen the impact on court resources. Completec!
. . . . Report Details
streamline Judicial Review and Technical
Assistance audits, if possible, and to lessen the
impact on court resources.
With the exception of assigned judges, AOC staff | 7-8. The CFCC should discontinue investigating
63 must not investigate complaints from litigants and responding to complaints from litigants Completed

about judicial officers.

about judicial officers who handle family law
matters, as such matters are handled by other
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STRATEGIC EVALUATION COMMITTEE (SEC)

NUMBER JupiciAL CouNciL DIRECTIVE STATUS
RECOMMENDATION
entities.
COURT PROGRAMS AND SERVICES (COURT OPERATIONS SERVICES)
E&P recommends that the Judicial Council direct | 7-10. The Court Operations Special Services
the Administrative Director of the Courts to Office (COSS0), formerly CPAS, should be an
consider SEC Recommendation 7-10 and office reporting to the Chief Operating Officer
implement the necessary organizational and within the AOC’s Judicial and Court Operations Completed
64 staffing changes, contingent upon the council’s Services Division, rather than a stand-alone - -
approval of an organizational structure for the division. The COSSO manager position should
AOC and taking into account the results of the be at the Senior Manager level.
classification and compensation studies to be
completed.
E&P recommends that the Judicial Council direct | 7-12. The Promising and Effective Programs
the Administrative Director of the Courts to Unit functions are largely discretionary and
65 consider SEC Recommendation 7-12 and should be considered for reduction or Completed
implement the necessary organizational changes, | elimination, resulting in position savings.
contingent upon the council’s approval of an
organizational structure for the AOC.
E&P recommends that the Judicial Council 7-12. The Promising and Effective Programs
support SEC Recommendation 7-12(a) with no Unit functions are largely discretionary and
further action, due to the temporary suspension | should be considered for reduction or
65.1 of the Kleps Program initiated to reduce branch elimination, resulting in position savings. Completed
| costs. Consideration should be given to the following:
(a) To save resources, the Kleps Award
Program should be suspended temporarily.
E&P recommends that the Judicial Council defer | 7-12. The Promising and Effective Programs
66 a decision on SEC Recommendation 7-12(b), Unit functions are largely discretionary and Completed

pending a recommendation from the Trial Court
Budget Working Group.

should be considered for reduction or
elimination, resulting in position savings.
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NUMBER JupiciAL CouNciL DIRECTIVE STATUS
RECOMMENDATION

Consideration should be given to the following:
(b) The Justice Corps Program should be
maintained, with AOC’s involvement limited to
procuring and distributing funding to the
courts.

E&P recommends that the Judicial Council 7-12. The Promising and Effective Programs

support SEC Recommendation 7-12(c) with no Unit functions are largely discretionary and

further action as the Procedural Fairness/Public should be considered for reduction or

Trust and Confidence program has been elimination, resulting in position savings.

67 eliminated through the AOC’s initiatives to Consideration should be given to the following: Completed
reduce costs and downsize its workforce and
operations. (c) Since funding for the Procedural

Fairness/Public Trust and Confidence program
has ceased, it should be eliminated.
E&P recommends that the Judicial Council 7-12. The Promising and Effective Programs
consider whether to continue support for the Unit functions are largely discretionary and
Civics Education Program after the conclusion of | should be considered for reduction or
the 2013 summit. The California On My Honor elimination, resulting in position savings.
Program has been suspended for 2 years due to | Consideration should be given to the following:
68 the lack of funding. Completed

(d) Once the 2013 summit has concluded, the
Administrative Director and Judicial Council
should evaluate continuing support for the
Civics Education Program/California On My
Honor program.
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RECOMMENDATION

E&P recommends that the Judicial Council direct | 7-12. The Promising and Effective Programs

the ADOC to evaluate the extent to which Unit functions are largely discretionary and

financial and personnel support for the Jury should be considered for reduction or

Improvement Project should be maintained, elimination, resulting in position savings.

recognizing the high value of the project to the Consideration should be given to the following:

judicial branch, especially because jury service

represents the single largest point of contact (e) The Jury Improvement Project is of high

69 between citizens and the courts. value to the judicial branch, especially as jury Completed

service represents the single largest point of
contact between citizens and the courts. The
Judicial Council should evaluate the extent to
which financial and personnel support for the
project should be maintained.
(f) See recommendation 145 for Fund
Development Group recommendation.

E&P recommends that the Judicial Council direct | 7-12. The Promising and Effective Programs

the Administrative Director of the Courts to Unit functions are largely discretionary and

study the budget and operational components of | should be considered for reduction or

the Court Interpreters Program to determine elimination, resulting in position savings.

whether greater efficiencies can be implemented | Consideration should be given to the following:

to deliver interpreter services to the courts. The Completed

70 Finance Division should not act as an (g) The Administrative Director and Judicial

impediment in the delivery of interpreter
services to the courts.

Council should study the budget and
operational components of Court Interpreters
Program to determine whether greater
efficiencies can be implemented to deliver
interpreter services to the courts. Internally,
the Finance Division should not act as an
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NUMBER JupiciAL COUNCIL DIRECTIVE STATUS
RECOMMENDATION
impediment in the delivery of interpreter
services to the courts.
E&P recommends that the Judicial Council 7-16. The Judicial Administration Library should
support SEC Recommendation 7-16 with no be consolidated with the Supreme Court
71 further action as the Judicial Administration Library. Completed
Library has been eliminated through the AOC’s Report Details
initiatives to reduce costs and downsize its
workforce and operations.
E&P recommends that the Judicial Council direct | 7-11. COSSQO’s current level of approximately
the Administrative Director of the Courts to 74 positions (including those reassigned from
consider SEC Recommendations 7-11(a) and (b) the former regional offices as recommended in
and 7-14 and implement the necessary this report) should be reduced. To achieve the
organizational and staffing changes, contingent reduction the areas listed below should be
72 upon the council’s approval of an organizational | reviewed and considered, and appropriate Completed
structure for the AOC and taking into account the | actions taken.
results of the classification and compensation
studies to be completed. (a) COSSO should have a management
structure that includes a Unit Manager, but the
Assistant Division Director position should be
eliminated.
E&P recommends that the Judicial Council direct | 7-11. COSSQO’s current level of approximately
the Administrative Director of the Courts to 74 positions (including those reassigned from
consider SEC Recommendations 7-11(a) and (b) the former regional offices as recommended in
and 7-14 and implement the necessary this report) should be reduced. To achieve the Completed
72.1 organizational and staffing changes, contingent reduction the areas listed below should be

upon the council’s approval of an organizational
structure for the AOC and taking into account the
results of the classification and compensation
studies to be completed.

reviewed and considered, and appropriate
actions taken.

(b) The research functions and units of COSSO
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RECOMMENDATION
should be reviewed for possible consolidation
with other research programs in the Judicial
and Court Operations Services Division,
presenting opportunities for efficiencies and
position reductions.
E&P recommends that the Judicial Council direct | 7-14. A significant number of COSSO staff
the Administrative Director of the Courts to members, such as those in the Administration
consider SEC Recommendations 7-11(a) and (b) and Planning unit, are assigned to various
and 7-14 and implement the necessary functions in support of the Judicial Council. The
72.2 organizational and staffing changes, contingent recommended consolidation of Judicial Council Completed
| upon the council’s approval of an organizational | support activities under the direction of the
structure for the AOC and taking into account the | Chief of Staff will present opportunities for
results of the classification and compensation efficiencies and resource reductions.
studies to be completed.
E&P recommends that the Judicial Council direct | 7-13. The Editing and Graphics Group, with half
the Administrative Director of the Courts to of its eight positions currently vacant, should
consider SEC Recommendation 7-13 and be considered for elimination.

73 implement the necessary organizational and Completed
staffing changes, contingent upon the council’s
approval of an organizational structure for the
AOC.

E&P recommends that the Judicial Council direct | 7-15. Some COSSO staff are engaged in
the Administrative Director of the Courts that activities relating to the education and training
74 activities related to the education and training of | of Appellate Court Justices. These functions Completed

Appellate Court Justices in the Education
Division/CJER should be consolidated with the
Education Division/CJER.

should be consolidated with the Education
Division/CJER.
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RECOMMENDATION
E&P recommends that the Judicial Council 7-17. Modifications to the Assigned Judges
support SEC Recommendation 7-17(a) with no Program should be considered, including the
further action as the Assigned Judges Program following:
ano! Assigned Jgdges Program Regional . . Completed
Assignment Units have merged through the (a) The Assigned Judges Program and Assigned Report Detaild
75 AOC's initiatives to reduce costs and downsize its | Judges Program Regional Assignments units
workforce and operations. should be merged, resulting in the elimination
of a unit supervisor position.
E&P recommends that SEC Recommendations 7- | 7-17. Modifications to the Assigned Judges
17(b), (c), and (d) be referred to the Chief Justice | Program should be considered, including the
for consideration. The AOC’s Assigned Judges following:
Program provides support to the Chief Justice in
the assignment of judges under California (b) The program’s travel and expense policies
Constitution Article VI, Section 6(e). should be reviewed to mitigate adverse
impacts on the availability of assigned judges to
smaller and rural courts.
76 (c) Consideration should be given to a pilot Completed

program to allow half-day assignments of
judges, taking into account the probable
inability of small, rural courts to attract judges
on this basis.

(d) Consideration should be given to
development of an Assigned Commissioner
Program to assist courts with such matters as
AB1058 child support cases.
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E&P recommends that the Judicial Council direct | 7-18. The functions of the Trial Court
the Administrative Director of the Courts to Leadership Service unit should be moved under
consider SEC Recommendation 7-18 and the auspices of the new Executive Office, as
Completed

77

implement the necessary organizational changes,
contingent upon the council’s approval of an
organizational structure for the AOC.

matters of policy emanating from the Trial
Court Presiding Judges Advisory Committee
and Court Executives Advisory Committee
often relate to branch-wide policies.

Report Detaild

CENTER FOR JUDICIARY EDUCATION AND RESEARCH

E&P recommends that the Judicial Council direct
the Administrative Director of the Courts to
consider SEC Recommendation 7-19 and

7-19. The Education Division should be an
office within the Judicial and Court Operations
Services Division, under the direction of the

78 implement the necessary organizational changes, | Chief Operating Officer, rather than a stand- Completec!
. . L . L Report Detailg
contingent upon the council’s approval of an alone division. The Education Division/CJER
organizational structure for the AOC. manager position should be compensated at its
current level.
E&P recommends that the Judicial Council direct | 7-23. As to training currently required of AOC
the Rules and Projects Committee to evaluate staff and court personnel, the Judicial Council
relaxation of mandatory education requirements | should examine and consider a relaxation of
79 to allow the Administrative Director of the current mandatory requirements to allow the Completed
Courts and Court Executive Officers greater Administrative Director of the AOC and/or
discretion and flexibility in utilizing their court executive officers greater discretion and
workforces during times of budget constraints. flexibility in utilizing their workforces during
times of budget constraints.
E&P recommends that the Judicial Council direct | 7-20. The Education Division’s current staffing
the Administrative Director of the Courts to level is one of the highest in the AOC and
80 evaluate the efficiencies identified by the should be reduced. To achieve the reduction, Completed

working group reviewing all education for new
judges to ensure that education is provided in
the most effective and efficient way possible.

the following areas should be reviewed and
considered, and appropriate actions taken:
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STATUS

(a) A workgroup has been formed to review all
education for new judges to ensure that it is
being provided in the most effective and
efficient way possible. The efficiencies
identified by this working group may present
opportunities for reductions.

81

E&P recommends that the Judicial Council direct
the Administrative Director of the Courts to
consider SEC Recommendation 7-20(b), taking
into account the results of the classification and
compensation studies to be completed.

7-20. The Education Division’s current staffing
level is one of the highest in the AOC and
should be reduced. To achieve the reduction,
the following areas should be reviewed and
considered, and appropriate actions taken:

(b) There are in excess of a dozen attorney
positions in the Education Division in units such
as Design and Consulting, and Publications and
Resources, in addition to the Judicial Education
unit. All attorney position allocations should be
reviewed with a goal of reducing their numbers
and/or reallocating them to nonattorney
classifications. In particular, education
specialist positions are staffed by attorneys, a
staffing practice that appears unnecessary.

Completed
Report Detaild

82

E&P recommends that the Judicial Council
support SEC Recommendation 7-20(c) with no
further action, as the positions and activities
related to the Court Case Management System in
the Education Division have been eliminated,
through the AOC’s initiatives to reduce costs and
downsize its workforce and operations.

7-20. The Education Division’s current staffing
level is one of the highest in the AOC and
should be reduced. To achieve the reduction,
the following areas should be reviewed and
considered, and appropriate actions taken:

(c) The Court Case Management System

Completed
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training unit and any other positions engaged
in CCMS-related activities should be eliminated
in light of the Judicial Council’s decision to
cancel the full deployment of the CCMS
system.
E&P recommends that the Judicial Council direct | 7-20. The Education Division’s current staffing
the Administrative Director of the Courts to level is one of the highest in the AOC and
evaluate the impacts of a reduction in the size of | should be reduced. To achieve the reduction,
the Production, Delivery, and Educational the following areas should be reviewed and
Technologies Unit and the reduction in services considered, and appropriate actions taken:
83 that would result, and provide the findings and Completed
recommendations to the Judicial Council. (d) The Production, Delivery and Educational
Technologies unit has grown to more than 25
positions plus several temporary staff. The
number of staff in this unit should be reduced
in light of the difficult fiscal environment.
E&P recommends that the Judicial Council direct | 7-20. The Education Division’s current staffing
the Administrative Director of the Courts to level is one of the highest in the AOC and
evaluate and consider reducing the positions should be reduced. To achieve the reduction,
assigned to develop training for AOC Staff in the | the following areas should be reviewed and
Curriculum and Course Development Unit, considered, and appropriate actions taken:
84 especially if training requirements are relaxed Completed

(e) The Curriculum and Course Development
unit includes several positions assigned to
develop training for AOC staff. This activity
should be evaluated and reduced, especially if
training requirements are relaxed.

Report Detailg

Information on Judicial Council Directives

Page 31




STRATEGIC EVALUATION COMMITTEE (SEC)

NUMBER JupiciAL COUNCIL DIRECTIVE STATUS
RECOMMENDATION
E&P recommends that the Judicial Council direct | 7-20. The Education Division’s current staffing
the Administrative Director of the Courts to level is one of the highest in the AOC and
evaluate the impacts of a reduction in the size of | should be reduced. To achieve the reduction,
the Administrative Services Unit and the the following areas should be reviewed and
reduction in services that would result, and considered, and appropriate actions taken:
provide the findings and recommendations to
the Judicial Council. (f) The Administrative Services unit contains
mo_re. ’Fhan 20 staff engaged in support Completed
85 activities such as records management, -
printing and copying, scheduling and planning
training delivery, and coordinating logistics for
all AOC events. The number of staff in this unit
should be evaluated and reduced
commensurate with the reduction in the
number of live programs and events, and
reflecting a reduction in the number of
employees AOC-wide.
E&P recommends that the Judicial Council direct | 7-21. The Education Division should conduct
the Administrative Director of the Courts that true cost-benefit analyses — and not rely only
the Education Division should conduct true cost | on its own preferences — in determining the
benefit analyses in determining the types of types of training and education it provides, Completed
86 training and education it provides for new including types, lengths, and locations of -
s . . Report Details
judicial officers and others, and to report to the programs, delivery methods, and the costs to
council on the results. Analyses should include courts. This type of analysis should apply to
types, lengths, locations of programs, delivery training and education programs for new
methods, and the costs to courts. judicial officers.
E&P recommends that the Judicial Council direct | 7-22. The Education Division should support
. ) ) . . Completed
87 the Administrative Director of the Courts that and provide requested assistance to those

the AOC should support and provide requested

courts that collaborate with other regional
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assistance to those courts that collaborate with courts in providing judicial education and staff
other regional courts in providing judicial training or that request support in
education and staff
E&P recommends that the Judicial Council direct | 7-24. As to training currently required of AOC
the Administrative Director of the Courts to managers, supervisors, and employees, the
report to the council on a review of the content | Administrative Director should order a review
of training courses offered to AOC managers, of the content of training courses offered, the
38 supervisors, and employees, the number and number and location of courses offered, and Completed

location of courses offered, and the means by
which courses and training are delivered.
Training opportunities should include greater
orientation and development of understanding
of court functions.

the means by which courses and training are
delivered. Training opportunities should
include greater orientation and development
of understanding of court functions.

Report Details

FiSCAL SERVICES OFFICE (FINANCE)

E&P recommends that the Judicial Council direct
the Administrative Director of the Courts to
consider SEC Recommendation 7-25 and
implement the necessary organizational and

7-25. The functions performed by the Finance
Division should be placed in the Judicial and
Court Administrative Services Division. The
Finance Division should be renamed the Fiscal

Completed

89 staffing changes, contingent upon the council’s Services Office, reporting to the Chief Report Detaild

approval of an organizational structure for the Administrative Officer. The Fiscal Services

AOC. Office Manager position should be at the

Senior Manager level.

E&P recommends that the Judicial Council direct | 7-26. The number of managers and supervisors

the Administrative Director of the Courts to should be reduced.

consider SEC Recommendation 7-26 and

) o Completed
20 implement the necessary organizational and

staffing changes, taking into account the results
of the classification and compensation studies to
be completed.

Report Detaild
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RECOMMENDATION
E&P recommends that the Judicial Council direct | 7-27. The AOC must improve its fiscal decision
the Administrative Director of the Courts to making processes. The AOC must make a
ensure through the budget and fiscal commitment to involve the Fiscal Services
91 management measures implemented by the AOC | Office in all phases of fiscal planning and Completed
that the AOC'’s Finance Division is involved in all budgeting, especially with regard to large-scale Report Details
phases of fiscal planning and budgeting, or branch-wide projects or initiatives.
especially with regard to large-scale or branch-
wide projects or initiatives.
E&P recommends that the Judicial Council direct | 7-28. The budgeting process must become
the Administrative Director of the Courts to more transparent. Budget information must be
report back on the budget and fiscal readily available to the public, including online.
. . In Progress
92 management measures implemented by the AOC | Budget documents must provide -
i . ) Report Details
to ensure that the AOC's fiscal and budget understandable explanations and detail
processes are more transparent. concerning revenue sources, fund transfers,
and expenditures.
E&P recommends that the Judicial Council direct | 7-29. This division must make a commitment to
the Administrative Director of the Courts to processing contracts in more timely fashion,
ensure that the budget and fiscal management with an eye toward better serving courts, Completed
93 measures implemented by the AOC enable the contractors, vendors, and others. B -
. o . . Report Details
Finance Division to improve the timeliness of
processing contracts to better serve courts,
contractors, vendors, and others.
E&P recommends that the Judicial Council direct | 7-30. The Finance Division must assess its
the Administrative Director of the Courts that workload needs, especially in light of legislation
the Finance Division must assess its workload on court security and auditing functions being
. o _ , . Completed
94 needs, especially in light of legislation on court assumed by the State Controller’s Office, so

security and auditing functions being assumed by
the State Controller’s Office, so that any
necessary adjustments in staffing positions can

that any necessary adjustments in staffing
positions can be made.

Report Detaild
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NUMBER JupiciAL COUNCIL DIRECTIVE STATUS
RECOMMENDATION
be made.
E&P recommends that the Judicial Council 7-31. The need for a Strategic Policy,
support SEC Recommendation 7-31 with no Communication, and Administration Unit
Completed

95

further action as the unit has been eliminated
through the AOC’s initiatives to reduce costs and
downsize its workforce and operations.

should be reevaluated by the Chief
Administrative Officer and, most likely, be
eliminated.

Report Detailg

HUMAN RESOURCES SERVICES OFFICE (HUMAN RESOURCES)

E&P recommends that the Judicial Council direct
the Administrative Director of the Courts to
consider SEC Recommendation 7-32 and

7-32. Consistent with recent consolidation of
this division, the HR function should no longer
be assigned stand-alone division status in the

Completed

96 implement the necessary organizational and AOC organizational structure and should be -
staffing changes, contingent upon the council’s combined with other administrative functions,
approval of an organizational structure for the reporting to the Chief Administrative Officer in
AOC. the AOC’s Administrative Services Division.
E&P recommends that the Judicial Council direct | 7-34. The current number of higher-level
the Administrative Director of the Courts to positions in the HR Division should be reduced,
consider SEC Recommendation 7-34 and as follows:
implement the necessary organizational and Completed
97 staffing changes, contingent upon the council’s (a) The Division Director position should be -
approval of an organizational structure for the permanently eliminated as the HR function
AOC and taking into account the results of the should no longer be a stand-alone division.
classification and compensation studies to be
completed.
E&P recommends that the Judicial Council direct | 7-34. The current number of higher-level
the Administrative Director of the Courts to positions in the HR Division should be reduced,
97.1 consider SEC Recommendation 7-34 and as follows: Completed

implement the necessary organizational and
staffing changes, contingent upon the council’s
approval of an organizational structure for the

(b) The number of manager positions should be
reduced from five to three, with some of the

Report Detailg
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NUMBER JupiciAL CouNciL DIRECTIVE STATUS
RECOMMENDATION
AOC and taking into account the results of the resulting resources allocated to line HR
classification and compensation studies to be functions.
completed.
E&P recommends that the Judicial Council direct | 7-34. The current number of higher-level
the Administrative Director of the Courts to positions in the HR Division should be reduced,
consider SEC Recommendation 7-34 and as follows:
implement the necessary organizational and
. . - . " Completed
97.2 staffing changes, contingent upon the council’s (c) One of the three Senior Manager positions - -
approval of an organizational structure for the is vacant, a vacancy that should be made
AOC and taking into account the results of the permanent by reallocating managerial
classification and compensation studies to be responsibilities to the two filled Senior
completed. Manager positions.
E&P recommends that the Judicial Council direct | 7-34. The current number of higher-level
the Administrative Director of the Courts to positions in the HR Division should be reduced,
report back on the progress and results of as follows:
staffing changes being implemented in the
Human Resources unit as part of the AOC’s (d) With the elimination of the positions
98 internal restructuring process. discussed above, consideration should be given Completec!
-
to redirecting the resources from those
positions to support vacant HR analyst
positions that can be assigned work needed to
help reestablish effective HR policies and
practices in the AOC.
E&P recommends that the Judicial Council 7-42. The Administrative Director should
support SEC Recommendation 7-42 with no resolve any remaining issues that have existed
99 further action, as the issues have been resolved. | between the HR Division and Office of General Completed

Counsel, including by redefining respective
roles relating to employee discipline or other
HR functions.

Report Detailg
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INFORMATION AND TECHNOLOGY SERVICES OFFICE (INFORMATION TECHNOLOGY)

E&P recommends that the Judicial Council direct
the Administrative Director of the Courts to
consider SEC Recommendation 7-43 and
implement the necessary organizational and

7-43. The committee recommends that the
functions of this division be placed under a unit
titled Information and Technology Services
Office, combined with any remaining functions

Completed

100 staffing changes, contingent upon the council’s of CCMS. The office should report to the Chief -

approval of an organizational structure for the Administrative Officer of the Judicial and Court

AOC. Administrative Services Division. The IS

Manager position should be compensated at its
current level.

E&P recommends that the Judicial Council 7-44. A reexamination of technology policies in

support SEC Recommendation 7-44 and direct the judicial branch must occur now that CCMS

the council’s Technology Committee to does not represent the technology vision for all

reexamine technology policies in the judicial courts. Formulation of any new branch-wide Completed
101 ) . -

branch to formulate any new branch-wide technology policies or standards must be based

technology policies or standards, based on the on the input, needs, and experiences of the

input, needs, and experiences of the courts and courts, and including cost-benefit analysis.

court users, and including cost-benefit analysis.

E&P recommends that the Judicial Council 7-45. Especially with CCMS not being fully

support SEC Recommendation 7-45(a) with no deployed, staff reductions in this division are in
102 further action, as the recommended staff order, including: Completed

reductions have occurred through the AOC’s

initiatives to reduce costs and downsize its (a) Unnecessary CCMS positions should be

workforce and operations. eliminated.

E&P recommends that the Judicial Council direct | 7-45. Especially with CCMS not being fully

the Administrative Director of the Courts to deployed, staff reductions in this division are in

consider SEC Recommendation 7-45(b) and order, including:

) o Completed
103 implement the necessary organizational and

staffing changes, contingent upon the council’s
approval of an organizational structure for the
AOC and taking into account the results of the

(b) The total number of senior managers
should be reduced.

Report Detaild
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RECOMMENDATION
classification and compensation studies to be
completed.
E&P recommends that the Judicial Council direct | 7-45. Especially with CCMS not being fully
that the Administrative Director of the Courts deployed, staff reductions in this division are in
should review and reduce accordingly the use of | order, including:
Completed
104 temporary employees, consultants, and -
Report Detailg
contractors. (c) The use of temporary employees,
consultants, and contractors should be
reviewed and reductions made accordingly.
E&P recommends that the Judicial Council 7-46. Different divisions in AOC operate from
support SEC Recommendation 7-46 and direct different technology platforms, including SAP
the Administrative Director of the Courts, as part | used for the Phoenix system, Oracle, and
of AOC long term planning, to conduct a review CCMS. As part of a long range plan for the use
105 and audit of all technology currently used in the | of technology in AOC operations, the AOC Completed

AOC, including an identification of efficiencies
and cost savings from the use of a single
platform, and return to the council with a
progress report on the findings.

should conduct a review and audit of all
technology currently used in the AOC.

Efficiencies and cost savings could result from
the use of a single platform.

Report Detailg

OFFICE OF GENERAL COUNSEL (LEGAL SERVICES)

106

E&P recommends that the Judicial Council direct
the Administrative Director of the Courts to
consider SEC Recommendation 7-71 and
implement the necessary organizational and
staffing changes, contingent upon the council’s
approval of an organizational structure for the
AOC.

7-71. The Office of General Counsel should be
renamed Legal Services Office, consistent with
its past designation, and should be a stand-
alone office reporting to the Administrative
Director of the Courts. The Legal Services Office
manager position should be compensated at its
current level. The Legal Services Office should
not be at the same divisional level as the
Judicial and Court Operations Services Division

Completed

Report Detaild
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RECOMMENDATION

STATUS

or the Judicial and Court Administrative
Services Division. The Chief Counsel, manager
of the Legal Services Office, should not be a
member of the Executive Leadership Team.

107

E&P recommends that the Judicial Council direct
the Administrative Director of the Courts to
consider SEC Recommendation 7-72(a) and
implement the necessary organizational and
staffing changes, contingent upon the council’s
approval of an organizational structure for the
AOC and taking into account the results of the
classification and compensation studies to be
completed.

7-72. The Legal Services Office’s current level
of approximately 75 positions, including more
than 50 attorney positions, should be reduced.
To achieve the reduction, the following areas
should be reviewed and considered, and
appropriate actions taken:

(a) In addition to the General Counsel, there
are nine management level attorney positions
in the Legal Services Office, including the
Assistant General Counsel, three Managing
Attorneys, and five Supervising Attorneys. This
is an excessive number of management
positions, which should be reduced. The
position of Assistant General Counsel position
could be eliminated. One managing attorney
could be assigned to manage each of the two
major functional components of the division,
house counsel, and Judicial Council services,
with each managing attorney reporting directly
to the Chief Counsel.

Completed

Report Detailg

108

E&P recommends that the Judicial Council
support SEC Recommendation 7-72(b) and direct
the Administrative Director of the Courts to
direct implementation of fundamental

7-72. The Legal Services Office’s current level
of approximately 75 positions, including more
than 50 attorney positions, should be reduced.
To achieve the reduction, the following areas

Completed
Report Details
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management practices to address should be reviewed and considered, and

underperformance of staff members and provide | appropriate actions taken:

better supervision and allocation of work.
(b) Despite the large number of management
positions, management systems and processes
are particularly lacking in the Legal Services
Office. Implementing fundamental
management practices to address the
underperformance of staff members and
provide better supervision and allocation of
work should produce efficiencies that can
result in reductions.

E&P recommends that the Judicial Council direct | 7-72. The Legal Services Office’s current level

the Administrative Director of the Courts to of approximately 75 positions, including more

consider SEC Recommendation 7-72(c) and than 50 attorney positions, should be reduced.

implement the necessary organizational and To achieve the reduction, the following areas

staffing changes, contingent upon the council’s should be reviewed and considered, and

approval of an organizational structure for the appropriate actions taken:

AOC and taking into account the results of the

classification and compensation studies to be (c) A large number of Legal Services Office

Completed

109

completed.

positions are dedicated to supporting the
Judicial Council and its various committees and
task forces. Assigning responsibility for
coordinating the AOC’s Judicial Council support
activities to the Executive Office under the
direction of the Chief of Staff will lead to
efficiencies that should result in reductions of
Legal Services Office positions dedicated to
these activities.

Report Detailg

Information on Judicial Council Directives

Page 40




STRATEGIC EVALUATION COMMITTEE (SEC)

NUMBER JupiciAL CouNciL DIRECTIVE STATUS
RECOMMENDATION
E&P recommends that the Judicial Council 7-72. The Legal Services Office’s current level
support SEC Recommendation 7-72(d) and direct | of approximately 75 positions, including more
the Administrative Director of the Courts to than 50 attorney positions, should be reduced.
report to the council on measures to streamline | To achieve the reduction, the following areas
and improve the AOC’s contracting processes should be reviewed and considered, and
110 and reduce contract-related work performed by | appropriate actions taken: Completed
this office. Report Details
(d) Implementation of the recommendations
designed to streamline and improve the AOC’s
contracting processes should reduce contract-
related work performed by the Legal Services
Office.
E&P recommends that the Judicial Council direct | 7-72. The Legal Services Office’s current level
the Administrative Director of the Courts to of approximately 75 positions, including more
consider SEC Recommendation 7-72 (e) and than 50 attorney positions, should be reduced.
implement the necessary organizational and To achieve the reduction, the following areas
staffing changes, contingent upon the council’s should be reviewed and considered, and
approval of an organizational structure for the appropriate actions taken:
AOC and taking into account the results of the
classification and compensation studies to be (e) The Legal Services Office has promoted and
. P . Completed
111 completed contributed to the “lawyerizing” of numerous

activities and functions in the AOC. There are
opportunities for work currently performed by
attorneys in the Rules and Projects,
Transactions and Business Operations, Real
Estate, and Labor and Employment units to be
performed by nonattorneys, resulting in
efficiencies and possible staff reductions.

Report Detailg
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E&P recommends that the Judicial Council direct | 7-72. The Legal Services Office’s current level
the Administrative Director of the Courts to of approximately 75 positions, including more
consider SEC Recommendation 7-72(f) and than 50 attorney positions, should be reduced.
implement the necessary organizational and To achieve the reduction, the following areas
staffing changes, contingent upon the council’s should be reviewed and considered, and
approval of an organizational structure for the appropriate actions taken:
112 AOC and taking into account the results of the completed.
- . ) Report Details
classification and compensation studies to be (f) Development and use of paralegal
completed. classifications, as found elsewhere in legal
services throughout both the public and
private sectors, could lead to the reduction of
attorney positions in the Legal Services Office.
E&P recommends that the Judicial Council 7-73. There currently are at least two positions
support SEC Recommendation 7-73 with no in the Legal Services Office that violate the
further action. The telecommuting status of one | AOC’s telecommuting policy. These should be Completed
113 position has ended and, as of September 7, 2012, | terminated immediately, resulting in - -
the telecommuting status of the second position | reductions. Nor should telecommuting be eport Details
will end. permitted for supervising attorneys in this
division.
E&P recommends that the Judicial Council direct | 7-74. As recommended elsewhere, the Judicial
the Administrative Director of the Courts to Council should assess the costs and benefits of In Progress
114 evaluate the costs and benefits of allocating staff | allocating staff attorneys and resources to - -
attorneys and resources to various advisory various advisory committees, task forces, and
committees, task forces, and working groups. working groups.
E&P recommends that the Judicial Council direct | 7-76. The role of the Chief Counsel should be
115 the Administrative Director of the Courts, as part | redefined to reflect the primary role of Completed

of the review of the AOC organizational
structure, to review current responsibilities and

providing legal advice and services, as opposed
to developing policy for the judicial branch.

Report Details
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clearly define the role of the Chief Counsel.
E&P recommends that the Judicial Council 7-77. This office must place greater emphasis
support SEC Recommendation 7-77(a) and (d), on being a service provider and in improving
and direct the Administrative Director of the how it provides services, including as follows:
Courts that the Office of the General Counsel
should employ and emphasize a customer (a) Most fundamentally, this division should Completed

service model of operation, recognizing a
primary goal of providing timely service and

employ and emphasize a customer service
model of operation — recognizing a primary

Report Detaild

116 advice to its clients, including to internal clients goal of providing timely service and advice to
in the AOC and to those courts that request legal | its clients, including to internal clients in the
advice or services from this office. AOC and to those courts that request legal
advice or services from this office.
E&P recommends that the Judicial Council direct | 7-77. This office must place greater emphasis
the Administrative Director of the Courts to on being a service provider and in improving
adopt an operations model whereby attorneys how it provides services, including as follows:
generally are housed at one location with
flexibility to adjust as necessary to meet court (b) This office should adopt an operations
117 needs regionally, including regional demand for model whereby its attorneys generally are Completed
additional attorney support and smaller courts housed at one location. This would eliminate
that have fewer staff for research and other legal | nonsupervision of some attorneys, promote
services. The location where attorneys report to | better and more regular supervision of staff
work should ensure proper supervision. attorneys, and promote better utilization of
available skills.
E&P recommends that the Judicial Council direct | 7-77. This office must place greater emphasis
the Administrative Director of the Courts that on being a service provider and in improving Completed
118 the Office of the General Counsel service model how it provides services, including as follows:

should emphasize that time is of the essence
when it comes to delivering advice and opinions

(c) The service model should emphasize that

Report Detailg
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to the courts; that recommendations and advice | time is of the essence when it comes to
to courts should include a full range of options delivering advice and opinions to the courts;
available to the courts; and that there must be a | that recommendations and advice to courts
greater recognition that the AOC'’s interests may | should include a full range of options available
conflict with the specific interests of the courts. to the courts; and that there must be a greater
Clearer procedures should be put in place to recognition that the AOC’s interests may
safeguard the interests of individual courts in conflict with the specific interests of the courts.
those instances when legitimate conflicts arise. Clearer procedures should be put in place to
safeguard the interests of individual courts in
those instances when legitimate conflicts arise.
E&P recommends that the Judicial Council direct | 7-77. This office must place greater emphasis
the Administrative Director of the Courts to place | on being a service provider and in improving
emphasis on reducing bottlenecks for advice, how it provides services, including as follows:
contracts, and other projects. More effective
119 tickler and tracking systems for opinions, (d) Emphasis must be placed on reducing Completed
contracts, and other documents should be put in | bottlenecks for advice, contracts, and other Report Detailg
place. projects. More effective tickler and tracking
systems for opinions, contracts, and other
documents should be put in place.
E&P recommends that the Judicial Council direct | 7-77. This office must place greater emphasis
the Administrative Director of the Courts that on being a service provider and in improving
court users of legal services should be surveyed how it provides services, including as follows:
periodically to determine if such services are Completed
120 performed in a timely and satisfactory manner. (e) Court users of legal services should be

surveyed periodically to determine if such
services are performed in a timely and
satisfactory manner.
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E&P recommends that the Judicial Council 7-78. The Administrative Director should
support SEC Recommendation 7-78 with no resolve issues that have existed between the Completed
121 further action, as the issues have been resolved. | HR Division and OGC, including by redefining - -
respective roles relating to employee discipline
or other HR functions.
E&P recommends that the Judicial Council direct | 7-79. The Judicial Council and/or
the Administrative Director of the Courts to Administrative Director should order an
order an independent review of the Office of independent review of this office’s use,
General Counsel’s use, selection, and selection, and management of outside legal
management of outside legal counsel to counsel to determine whether outside counsel
. ) . ) ) ) s . ) Completed
122 determine whether outside counsel is being is being utilized in a cost-effective manner.

utilized in a cost effective manner. Before
initiating the independent review, the
Administrative Director of the Courts must
provide a proposal with options for conducting
the review, including the associated costs.

Report Detaild

OFFicE OF COMMUNICATIONS (COMMUNICATIONS)

E&P recommends that the Judicial Council direct
the Administrative Director of the Courts to
consider SEC Recommendation 7-52 and

7-52. The Office of Communications should
remain in the Executive Office and under the
direction of a Chief of Staff. The Office of

Completed

123 implement the necessary organizational changes, | Communications manager position should be - -
contingent upon the council’s approval of an placed at the Senior Manager level. eport Details
organizational structure for the AOC.

E&P recommends that the Judicial Council direct | 7-53. The resources of this office, including the
the Administrative Director of the Courts, to the | Public Information Officer, should be made Completed
124 extent that resources are available, that Office of | more available to furnish increased media

Communication resources, including the Public
Information Officer, should be made more

relations services to courts requesting such
assistance.

Report Detaild
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available to furnish increased media relations
services to courts requesting such assistance
OFFICE OF EMERGENCY RESPONSE AND SECURITY (COURT OPERATIONS SERVICES)
E&P recommends that the Judicial Council direct | 7-54. There is no need for a stand-alone Office
the Administrative Director of the Courts to of Emergency Response and Security. Most
return to the Judicial Council with an analysis, necessary functions performed by the office
defining the necessary emergency response and | can be reassigned and absorbed by existing
security functions for the branch and a units in the Judicial and Court Operations
recommendation on the organizational plan for Services Division.
council approval.
7-55. The functions of this office should be
refocused and limited to those reasonably
required by statute or by the Rules of Court,
primarily including review of security plans for
new and existing facilities; review of court
security equipment, if requested by the courts; Completed

125

and review of emergency plans.

7-56. Reductions in this office are feasible. The
office cannot effectively provide branch-wide
judicial security and online protection for all
judicial officers. Positions allocated for such
functions should be eliminated. The
Administrative Director should evaluate
whether some activities undertaken by this
office are cost effective, such as judicial
security and online protection functions.

Report Detaild
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REGIONAL OFFICES

E&P recommends that the Judicial Council
support SEC Recommendation 7-84 with no
further action, as the Bay Area, Northern Central,
and Southern Regional Offices no longer have

7-84. The regional offices should cease to exist
as a separate division within AOC. The BANCRO
and SRO offices should close. Advocacy and
liaison services provided to the trial courts

Completed

126 any direct regional office staff. The Northern should be provided through the office of Trial

Central Regional Office has been reorganized as | Court Support and Liaison in the new Executive

the Trial Court Liaison Office reporting to the Office.

Executive Office.

E&P recommends that the Judicial Council direct | 7-85. Leases for space utilized by SRO and

the Administrative Director of the Courts to BANCRO should be renegotiated or terminated,

renegotiate or terminate, if possible, the leases if possible, as such lease costs cannot be

for space utilized by SRO and BANCRO. To the justified. To the extent AOC staff from other Completed
127 . . . . . . -

extent AOC staff from other divisions is assigned | divisions is assigned to work at leased space at Report Details

to work at leased space at the regional offices, the regional offices, the need for locating such

the need for locating such staff in currently staff in currently leased space should be

leased space should be reevaluated. reevaluated.

E&P recommends that the Judicial Council 7-86. While responsibility for essential services

support SEC Recommendation 7-86 and direct currently provided to courts through regional

the Administrative Director of the Courts to offices should be consolidated and placed

provide the council with an update on under the direction of Trial Court Support and Completed
128 . . .. . . . -

organizational changes made with the Liaison Services in the Executive Office, a

elimination of the regional office staff. physical office should be maintained in the

Northern California Region area to provide
some services to courts in the region.

E&P recommends that the Judicial Council direct | 7-87. The significant special projects previously

the Administrative Director of the Courts to assigned to the regional offices should be
129 consider placing the significant special projects placed under the direction of the Chief of Staff Completed

previously assigned to the regional offices under
the direction of the Chief of Staff in the Executive
Office, contingent upon council approval of the

in the Executive Office.
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organizational structure for the AOC.
TRIAL COURT ADMINISTRATIVE SERVICES OFFICE (TRIAL COURT ADMINISTRATIVE SERVICES)
E&P recommends that the Judicial Council direct | 7-47. TCAS should be made a unit under the
the Administrative Director of the Courts to Judicial and Court Administrative Services
consider SEC Recommendation 7-47 and Division, reporting to the Chief Administrative Completed
130 implement the necessary organizational and Officer. The TCAS Manager position should be -
staffing changes, contingent upon the council’s at the Senior Manager level.
approval of an organizational structure for the
AOC.
E&P recommends that the Judicial Council direct | 7-48. The Phoenix Financial System is in place
the Administrative Director of the Courts that, in all 58 superior courts; however, trial court Completed
131 subject to available resources, trial court use of use of the Phoenix HR/Payroll functionality - -
the Phoenix HR/Payroll functionality should should remain optional to individual trial eport Details
remain optional to individual trial courts. courts.
E&P recommends that the Judicial Council 7-49. As policy matters, it is recommended that
determine whether to continue with the charge- | the Judicial Council determine whether to
back model whereby courts reimburse the AOC continue with the charge-back model whereby
from their Trial Court Trust Fund allocations for courts reimburse the AOC from their Trial Completed
132 the courts’ use of the Phoenix financial system; Court Trust Fund allocations for the courts’ use - -
and whether the Los Angeles court will be of the Phoenix financial system; and whether
required to reimburse the AOC for use of the the Los Angeles court will be required to
Phoenix financial system. reimburse the AOC for use of the Phoenix
financial system.
E&P recommends that the Judicial Council 7-50. As with the Information Services Division,
support SEC Recommendation 7-50 and direct the AOC should determine whether to
133 the Administrative Director of the Courts, as part | continue use of multiple or overlapping Completed

of AOC long term planning, to conduct a review
and audit of all technology currently used in the
AOC, including an identification of efficiencies

technologies for similar functions, as using a
single technology could result in efficiencies
and savings, both operationally and in
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and cost savings from the use of a single personnel cost.
platform, and return to the council with a
progress report on the findings.
E&P recommends that the Judicial Council direct | 7-51. TCAS should continue to provide clear
the Administrative Director of the Courts that service-level agreements with respect to
the Trial Court Administrative Services division services provided to the courts. Completed

134

should continue to provide clear service-level
agreements with respect to services provided to
the courts.

Report Detailg

OFFICE OF COURT CONSTRUCTION AND MIANAGEMENT (CAPITAL PROGRA

M AND REAL ESTATE & FACILITIES MANAGEMENT)

E&P recommends that the Judicial Council direct
the Administrative Director of the Courts to
consider SEC Recommendation 7-64 and

7-64. The OCCM should be renamed Office of
Court Construction and Facilities Management
Services. The functions of this unit should be

Completed

135 implement the necessary organizational and placed under the Judicial and Court Operations -
staffing changes, contingent upon the council’s Services Division and reporting to the Chief
approval of an organizational structure for the Operating Officer. The manager of this unit
AOC. should be compensated at the same level.
E&P recommends that the Judicial Council direct | 7-65. A cost-benefit analysis of the entire scope
the Administrative Director of the Courts to of OCCM operations is needed.
136 evaluate and propose an approach to evaluate Completed
cp cost effectiveness for the entire scope of Office Report Details
of Court Construction and Management
operations.
E&P recommends that the Judicial Council direct | 7-65. A cost-benefit analysis of the entire scope
the Administrative Director of the Courts to of OCCM operations is needed.
136 evaluate and propose an approach to evaluate Completed
REFM | cost effectiveness for the entire scope of Office

of Court Construction and Management
operations.

Information on Judicial Council Directives

Page 49




STRATEGIC EVALUATION COMMITTEE (SEC)

NUMBER JupiciAL COUNCIL DIRECTIVE STATUS
RECOMMENDATION
E&P recommends that the Judicial Council direct | 7-66. The current facilities maintenance
the Administrative Director of the Courts to program appears inefficient and unnecessarily
consider SEC Recommendation 7-66 and, once costly. The consultant report is necessary and
organizational changes are made as approved by | should be considered part of a necessary
137 the Judicial Council, evaluate and make reevaluation of the program. Courts should be Completed
recommendations to the council on facilities given the option to assume responsibility for
maintenance program efficiencies, including maintenance of court facilities and for smaller-
broadening courts’ responsibilities for scale projects.
maintenance of court facilities and for smaller
scale projects.
E&P recommends that the Judicial Council direct | 7-67. Fiscal planning for facilities maintenance
the Administrative Director of the Courts to for new and existing facilities needs to become
consider SEC Recommendation 7-67 and, once an immediate priority, and revenue streams to
organizational changes are made as approved by | fund increased costs for maintenance of court
138 the Judicial Council, evaluate and make facilities must be identified and obtained. Completed
recommendations to the Judicial Council
regarding fiscal planning for facilities
maintenance for new and existing facilities and
revenue streams to fund increased costs for
maintenance of court facilities.
E&P recommends that the Judicial Council direct | 7-68. Staff reductions appear feasible in light of
the Administrative Director of the Courts, once the slowdown in new court construction and Completed
139 organizational changes are made as approved by | should be made accordingly. The Chief - -
the Judicial Council, to evaluate and make Operating Officer should be charged with
recommendations regarding staff reductions. implementing necessary reductions.
E&P recommends that the Judicial Council direct | 7-69. The use of temporary or other staff to
140 the Administrative Director of the Courts to circumvent the hiring freeze should cease. Completed

ensure that the employment of temporary or
other staff to circumvent a hiring freeze is not

Report Detailg
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NUMBER

JupiciAL CouNcIL DIRECTIVE

STRATEGIC EVALUATION COMMITTEE (SEC)
RECOMMENDATION

STATUS

permitted. The Administrative Director must
review all temporary staff assignments and
eliminate those that are being used to replace
positions subject to the hiring freeze. Temporary
employees should be limited to periods not
exceeding six months and should be used only in
limited circumstances of demonstrated need,
such as in the case of an emergency or to provide
a critical skill set not available through the use of
authorized employees.

141

E&P recommends that the Judicial Council direct
the Administrative Director of the Courts to
review, as part of the AOC-wide review of its
contracting processes, the contracting process
utilized by the Office of Court Construction and
Management.

7-70. The contracting process utilized by OCCM
needs to be improved. This process should be
reviewed as part of the AOC-wide review of its
contracting processes.

Completed
Report Detaild

OFFICE OF GOVERNMENTAL AFFAIRS (GOVERNMENTAL AFFAIRS)

E&P recommends that the Judicial Council direct
the Administrative Director of the Courts to
consider SEC Recommendation 7-80 and

7-80. The Office of Governmental Affairs
should be placed in the Executive Office, under
the direction of the Chief of Staff. The OGA

Completed

142 implement the necessary organizational and Manager position should be at the Senior -
) . - Report Details

staffing changes, contingent upon the council’s Manager level.

approval of an organizational structure for the

AOC.

E&P recommends that the Judicial Council direct | 7-81. The OGA should represent the interests

the Administrative Director of the Courts that of the judicial branch on the clear direction of Completed
143 the Office of Governmental Affairs (OGA) should | the Judicial Council and its Policy Coordination P

represent the interests of the judicial branch on
the clear direction of the Judicial Council and its

and Liaison Committee. The Chief of Staff
should take steps to ensure that the PCLC is

Report Detailg
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STRATEGIC EVALUATION COMMITTEE (SEC)

NUMBER JupiciAL CouNciL DIRECTIVE STATUS
RECOMMENDATION
Policy Coordination and Liaison Committee apprised fully of varying viewpoints of the
(PCLC), and take steps to ensure that the PCLCis | courts, court executive officers, and judges
apprised fully of varying viewpoints of the courts, | before determining legislation positions or
court executive officers, and judges before proposals.
determining legislation positions or proposals.
E&P recommends that the Judicial Council direct | 7-82. The Administrative Director should direct
the Administrative Director of the Courts that that attorney resources in the AOC be utilized
144 attorney resources in the AOC be utilized to best | to best leverage and draw on subject matter Completed
leverage and draw on subject matter expertise, expertise, which may assist OGA as legislative Report Details
which may assist OGA as legislative demands demands may require.
may require.
GRANTS RELATED
E&P recommends that the Judicial Council direct | 6-9. The Executive Leadership Team must
the Administrative Director of the Courts to develop and make public a description of the
propose to the council a process and policies for | AOC’s process for determining which grants to
pursuing grants. The process should mandate a pursue. The process should mandate a detailed
detailed impact analysis for every grant proposal, | impact analysis for every grant proposal,
including consideration of all anticipated impacts | including consideration of all anticipated
on the workload and resources of the courts and | impacts on the workload and resources of the
145 the impacts to the AOC as a whole. Until a courts and the impacts to the AOC as a whole. Completed

process of review and oversight is finalized, the
Administrative Director of the Courts must
approve the AOC’s engagement in all grant
proposals and agreements.

Only after such analysis should the Executive
Leadership Team make a determination
whether the AOC should pursue grant funding.

7-5. The Judicial Council should exercise
oversight to assure that grant-funded programs
are undertaken only when consistent with
predetermined, branch-wide policy and plans.

Report Detailg

Information on Judicial Council Directives

Page 52




NUMBER

JupiciAL CouNcIL DIRECTIVE

STRATEGIC EVALUATION COMMITTEE (SEC)
RECOMMENDATION

STATUS

The fiscal and operational impacts of grant-
funded programs on the courts should be
considered as part of the fiscal planning
process.

7-12. The Promising and Effective Programs
Unit functions are largely discretionary and
should be considered for reduction or
elimination, resulting in position savings.
Consideration should be given to the following.
Excerpt:

(f) The Fund Development Group concerns
itself with training to obtain grants, seeking
grants, and grant reporting. As is the case with
other divisions in the AOC, grants should be
sought in accordance with well-articulated
AOC-wide priorities, as established by the
Judicial Council. The Administrative Director
and the Judicial Council should develop written
policies and guidelines that control the pursuit
and acceptance of grants and other funding,
including utilizing a cost-benefit analysis.
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Key to Implementation Status Terms

Task Status

Pending Directive is pending.

Completed Directive is complete.

Implementation Progress

Implemented with no further action Implementation of the directive is considered

required/needed complete and there are no ongoing activities required
or needed.

Implemented and ongoing Implementation of the directive is considered

complete but the Judicial Council will continue to
follow the intent of the directive on an ongoing and
future basis (i.e. adherence to policies; focus on
ongoing customer service; etc.).

Implemented but in progress Implementation of this directive may be considered
pending or complete as activities are currently
underway to address the intent of the directive.

Unable to implement Implementation of this directive will not occur.

Pending implementation Implementation of this directive is pending.




Information on Judicial Council Directives

Council Directive 1

The Administrative Director of the Courts operates subject to the oversight of the Judicial Council. E&P
recommends that the Judicial Council direct the Administrative Director of the Courts to report to E&P before each

Judicial Council meeting on each item on this chart approved by the Judicial Council.

SEC Recommendation 7-1

The Administrative Director must operate subject to the oversight of the Judicial Council and will be charged with

implementing the recommendations in this report if so directed.

Reported By: Executive Office

Contact: Jody Patel, Chief of Staff

TASK

PENDING

CompLeTeD: Judicial Council staff developed a formal process for monitoring and reporting on the status of Judicial
council directives in 2012. This process has subsequently been modified to meet the needs of the Judicial Council, branch
customers, and stakeholders.

To implement this directive of the council, a formal process was established in 2012 that provides information
prepared by council staff leadership, in coordination with the Administrative Director and the Executive Team to
be shared by the Administrative Director with the Executive and Planning Committee (E&P) on all Judicial Council

approved recommendations.

For every council meeting (with the exception of 2 meetings per year that occur close together), council staff
prepare Activity Status Forms and/or council reports that are provided to the Administrative Director and the
Executive Team for review and approval. The status information from the Activity Forms is then included in a
Status Report provided by E&P to the council for each council meeting that includes the status for each and every
council directive. Each of the directives is also listed on the courts.ca.gov website and the current status is

updated accordingly.

In addition to regular reporting at council meetings, E&P requested that periodically, they meet as a group to
review the completed directives. The last meeting was held in September 2013 and included a review and

discussion of directives completed up to that point in time.

Please note, this process has evolved slightly from 2012 when we were providing Activity Status Forms for each of
the 151 directives at each and every council meeting. The documentation became unwieldy for council review and
so it was determined that the Activity Status Forms would still be completed, reviewed by council’s Executive

Team and maintained for E&P review meetings to explain in greater detail the implementation of the directives as

requested. The status of the directive is still updated each council meeting for outstanding directives.
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IMPLEMENTATION PROGRESS AS OF MARCH 2015

PENDING IMPLEMENTATION

IMPLEMENTED WITH NO FURTHER ACTION REQUIRED/NEEDED E UNABLE TO IMPLEMENT

X IMPLEMENTED AND ONGOING
IMPLEMENTED BUT IN PROGRESS
Council staff are currently reviewing the report format provided to council as well as the Restructuring web page

on the courts.ca.gov website to create a new means of providing this information to the council and to branch

stakeholders and will provide the new format at the April 16, 2015 council meeting.

ASSESSMENT OF IMPLEMENTATION

OTHER INFORMATION
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Council Directive 2

E&P recommends that the Judicial Council take an active role in overseeing and monitoring the AOC to ensure
transparency, accountability, and efficiency in the AOC’s operations and practices.

SEC Recommendation 4-1

The Judicial Council must take an active role in overseeing and monitoring the AOC and demanding transparency,
accountability, and efficiency in the AOC’s operations and practices.

Reported By: Executive and Planning Committee

Contact: Justice Douglas P. Miller, Chair of the Executive and Planning Committee

TAsSK
PENDING
COMPLETED

IMPLEMENTATION PROGRESS AS OF OCTOBER 2015

IMPLEMENTED AND ONGOING PENDING IMPLEMENTATION
IMPLEMENTED BUT IN PROGRESS

IMPLEMENTED WITH NO FURTHER ACTION REQUIRED/NEEDED E| UNABLE TO IMPLEMENT

ASSESSMENT OF IMPLEMENTATION

OTHER INFORMATION
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Council Directive 3

E&P recommends that the Judicial Council promote the primary role and orientation of the AOC as a service
provider to the Judicial Council and the courts for the benefit of the public.

SEC Recommendation 4-2

The primary role and orientation of the AOC must be as a service provider to the Judicial Council and the courts.

Reported By: Executive and Planning Committee

Contact: Justice Douglas P. Miller, Chair of the Executive and Planning Committee

TASK
PENDING
COMPLETED

IMPLEMENTATION PROGRESS AS OF OCTOBER 2015

IMPLEMENTED AND ONGOING PENDING IMPLEMENTATION
IMPLEMENTED BUT IN PROGRESS

IMPLEMENTED WITH NO FURTHER ACTION REQUIRED/NEEDED B UNABLE TO IMPLEMENT

ASSESSMENT OF IMPLEMENTATION

OTHER INFORMATION
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Council Directive 4

E&P recommends that the Judicial Council, in exercising its independent and ultimate governance authority over
the operations and practices of the AOC, must ensure that the AOC provide it with a comprehensive analysis,
including a business case analysis, a full range of options and impacts and pros and cons, before undertaking any
branch-wide project or initiative. In exercising its authority over committees, rules, grants, programs and projects,
the Judicial Council must ensure that the AOC provide it with a full range of options and impacts, including fiscal,

operational, and other impacts on the courts.

SEC Recommendation 4-3

In exercising its independent and ultimate governance authority over the operations and practices of the AOC, the
Judicial Council must demand that the AOC provide it with a business case analysis, including a full range of options
and impacts, before undertaking any branch-wide project or initiative. In exercising its authority over committees,

rules, grants, programs, and projects, the Judicial Council must demand that the AOC provide it with a full range of

options and impacts, including fiscal, operational, and other impacts on the courts.

Reported By: Executive and Planning Committee

Contact: Justice Douglas P. Miller, Chair of the Executive and Planning Committee

TASK
PENDING
COMPLETED

IMPLEMENTATION PROGRESS AS OF OCTOBER 2015

IMPLEMENTED WITH NO FURTHER ACTION REQUIRED/NEEDED UNABLE TO IMPLEMENT
IMPLEMENTED AND ONGOING PENDING IMPLEMENTATION
IMPLEMENTED BUT IN PROGRESS

ASSESSMENT OF IMPLEMENTATION

OTHER INFORMATION
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Council Directive 5

E&P recommends that the Judicial Council conduct an annual review of the performance of the Administrative
Director of the Courts (ADOC). The review must take into consideration input submitted by persons inside and
outside the judicial branch.

SEC Recommendation 4-4

The Judicial Council must conduct periodic reviews of the performance of the Administrative Director of the
Courts. These reviews must take into consideration input submitted by persons inside and outside the judicial

branch.

Reported By: Executive and Planning Committee

Contact: Justice Douglas P. Miller, Chair of the Executive and Planning Committee

TAsSK
PENDING
COMPLETED

IMPLEMENTATION PROGRESS AS OF AUGUST 2015

IMPLEMENTED WITH NO FURTHER ACTION REQUIRED/NEEDED UNABLE TO IMPLEMENT
IMPLEMENTED AND ONGOING PENDING IMPLEMENTATION
IMPLEMENTED BUT IN PROGRESS

ASSESSMENT OF IMPLEMENTATION

OTHER INFORMATION
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Council Directive

E&P recommends that the Judicial Council direct the Rules and Projects Committee, consistent with its
responsibility under rule 10.13 of the California Rules of Court, to establish and maintain a rule-making process
that is understandable and accessible to justice system partners and the public, to consider SEC Recommendation

6-8 and report on any changes to the rule-making process to the Judicial Council.

SEC Recommendation 6-8

The AOC must develop a process to better assess the fiscal and operational impacts of proposed rules on the
courts, including seeking earlier input from the courts before proposed rules are submitted for formal review. The
AOC should establish a process to survey judges and court executive officers about the fiscal and operational
impacts of rules that are adopted, and recommend revisions to the rules where appropriate. The AOC should

recommend changes in the rules process, for consideration by the Judicial Council, to limit the number of

proposals for new rules, including by focusing on rule changes that are required by statutory changes.

Reported By: Rules and Projects Committee

Contact: Hon. Harry E. Hull, Jr., Chair of the Rules and Projects Committee

Susan McMullan, Senior Attorney

TASK

PENDING

CompLETED: RUPRO has implemented changes that seek earlier input on rules proposals and will, as part of annual
agenda review, continue to review all advisory body proposals for rules and forms under RUPRO policies in effect at that
time (the current policy is to give priority to proposals that are statutorily required or promote cost savings or
efficiencies).

RUPRO began its efforts in 2011 to seek earlier input on rules proposals by working with the Joint Rules

Subcommittee of the Trial Court Presiding Judge Advisory Committee (TCPJAC) and the Court Executives Advisory

Committee.

In 2012, RUPRO created two priority levels for rules and forms proposals and directed the advisory bodies it
oversees that each proposal must have a stated priority level and, with limited exceptions, only those with priority
level 1 would be approved to develop during that year. Through the process for review and approval of annual
agendas of advisory bodies, RUPRO reviews the description of each proposal and its priority level. RUPRO
considers whether there is an urgent need for proposals and whether they will provide significant benefits to the

courts and public. Through the invitation-to-comment process, RUPRO is informed of the following:

e whether the proposal statutorily mandated or needed for consistency with statute

e how the proposal addresses the issue being raised

e whether the proposal is expected to provide cost savings

e implementation requirements of courts (i.e. need for training, revision of policies and procedures, etc.)
e whether the proposal has different impacts on courts of different sizes

Page 1



In, addition, in 2012, RUPRO asked advisory groups to suggest changes to rules and forms that could result in
significant cost savings or efficiencies for the courts, including suggestions for the suspension or repeal of rules.
Changes were made in response to the suggestions. RUPRO also revised the invitation to comment form to elicit

more information from courts on the need for and implementation requirements of proposals.

RUPRO will, as part of annual agenda review, continue to review all advisory body proposals for rules and forms
under RUPRO policies in effect at that time (the current policy is to give priority to proposals that are statutorily
required or promote cost savings or efficiencies). The RUPRO Chair will continue to meet with TCPJAC Executive

Committee on an ongoing basis to discuss the issues identified in this directive.

IMPLEMENTATION PROGRESS AS OF MARCH 2015

IMPLEMENTED WITH NO FURTHER ACTION REQUIRED/NEEDED UNABLE TO IMPLEMENT
X | IMPLEMENTED BUT ONGOING PENDING IMPLEMENTATION

IMPLEMENTED BUT IN PROGRESS

On an ongoing basis RUPRO will continue to review all advisory body proposals to ensure that there is an urgent

need for proposals and that that the proposals will provide significant benefits to the courts and public.

ASSESSMENT OF IMPLEMENTATION

Since RUPRO began its review and prioritization of rules and form proposals, the number of proposals has been
significantly reduced. For example in 2011, there were 64 proposals that circulated for comment; in 2014, the

number was reduced to 22.

OTHER INFORMATION
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Council Directive

E&P recommends that the Judicial Council direct the Administrative Director of the Courts to propose a procedure
to seek the fully informed input and collaboration of the courts before undertaking significant projects or
branchwide initiatives that affect the courts. The AOC should also seek the input of all stakeholder groups,

including the State Bar.

SEC Recommendation

The AOC must seek the fully informed input and collaboration of the courts before undertaking significant projects
or branch-wide initiatives that affect the courts.

Reported By: Finance

Contact: Zlatko Theodorovic, Director

TASK

PENDING

CompLETED: In August 2013, Council staff developed guidelines and a process for branchwide projects and other
significant initiatives to ensure a full and comprehensive cost-benefit analysis that includes the input and collaboration
of all stakeholders, a complete analysis of scope, accurate cost estimates and funding streams and associated controls,
documentation of the decision-making processes, and the full transparent consideration of fiscal, operational, and other
impacts to the courts and stakeholders.

Directives 7-13, 21, 40, 91, and 145 have been combined as part of a broader review and policy discussion relating
to the development of a cost benefit analysis proposal for the Judicial Council.

Council staff developed guidelines and a process for branchwide projects and other significant initiatives to ensure
a full and comprehensive cost-benefit analysis that includes the input and collaboration of all stakeholders, a
complete analysis of scope, accurate cost estimates and funding streams and associated controls, documentation
of the decision-making processes, and the full transparent consideration of fiscal, operational, and other impacts
to the courts and stakeholders. This was developed in August 2013.

The proposed "Guidelines for the Administration of Branchwide Projects and Initiatives" include the "Request for
Approval of Project Proposal" form. These guidelines require the full documented collaboration of all stakeholders
impacted by a project or initiative. The Executive Office has the sole discretion for determining when to utilize the
form for branchwide projects and initiatives.

These guidelines were presented to the Judicial Council at the December 13, 2013, council meeting

IMPLEMENTATION PROGRESS AS OF MARCH 2015

IMPLEMENTED AND ONGOING PENDING IMPLEMENTATION
IMPLEMENTED BUT IN PROGRESS

IMPLEMENTED WITH NO FURTHER ACTION REQUIRED/NEEDED B UNABLE TO IMPLEMENT

The directive implementation will remain ongoing as this tool will be used as necessary whenever there are
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projects or initiatives that meet the requirements for use of this cost benefit analysis form.

ASSESSMENT OF IMPLEMENTATION

After the guidelines were developed, Court Operations Services contacted Finance because there was a similar

process and form for seeking grant opportunities.

It was decided that the forms and guidelines should be merged to be applicable to both cost benefit analysis for
major programs and initiatives as well as grant opportunities. The forms were merged for this purpose.

Finance reports that Information Technology also has a cost benefit analysis form that they utilize and that future
activities will includes working with IT to determine if this form should be merged with the existing guidelines and

form.

Finance indicated that this process was designed for use of all branch funds and to-date, there have been no
major initiatives and so the process has not been utilized. For other minor funding needs, the council staff has
utilized the budget change proposal process. Additionally, it was clarified that although the formal cost benefit
analysis is not currently utilized for Court of Appeal funding decisions, it was designed for use for all judicial

branch entities.

A discussion was held by E&P where they asked questions about the threshold for when this tool should be
utilized. It was explained by SEC members that this grew out of concerns about CCMS and that this would be
utilized in those cases where a budget change proposal is not an option and there is the potential for the use of

all branch funds.

OTHER INFORMATION

Attachments:
e  Memo: Consider Guidelines and Process Recommendation, from Curt Soderlund to Hon. Steven
Jahr, November 25, 2013
e Guidelines for the Administration of Branchwide Projects and Initiatives (includes Request for
Approval of Project Proposal)
e Report to Judicial Council for meeting of December 12-13, 2013: AOC Restructuring: Implementation

of New Guidelines for Conducting Cost-Benefit Analysis for AOC Projects, December 13, 2013
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Judicial Council of California + Administrative Office of the Courts

455 Golden Gate Avenue - San Francisco, California 94102-3688

www.courts.ca.gov

REPORT TO THE JUDICIAL COUNCIL

For business meeting on December 12-13, 2013

Title Agenda Item Type
AOC Restructuring: Implementation of New Information Only
Guidelines for Conducting Cost-Benefit

Analysis for AOC Projects Effective Date

Not Applicable

Rules, Forms, Standards, or Statutes Affected
None Date of Report

December 13, 2013
Submitted by

Administrative Office of the Courts Contact
Curt Soderlund Fiscal Services Office
Chief Administrative Officer Zlatko Theodorovic, 916-263-1397

zlatko.theodorovic@jud.ca.gov

Zlatko Theodorovic
Director, Fiscal Services Office

Executive Summary

The AOC’s Chief Administrative Officer and director of the Fiscal Services Offices present this
informational report on efforts relating to the various common aspects of Judicial Council
Directives 7-13, 21, 40, 91, and 145 (directives), which were combined as part of a broader
review and policy discussion pertaining to the application of a cost-benefit/business case analysis
for AOC projects.

Background

The Judicial Council approved the directives as recommended by the Strategic Evaluation
Committee (SEC) pertaining to the way in which the Administrative Office of the Courts (AOC)
undertakes significant projects and branchwide initiatives. In their report, the SEC observed the
following:

“The AOC has failed to plan, manage, and monitor programs in a manner that seeks
critical collaboration and input from the courts. The AOC has undertaken significant and



far-reaching programs over the past decade, including CCMS, branch-wide financial
systems, court construction and facilities management, and others. The organization has
failed to adequately consider fiscal, operational, and other impacts of its programs and
projects on the courts. Projects have been undertaken without first conducting an
appropriate business case analysis to determine whether they are prudent.”

As noted, the SEC opined that there appeared to be a lack of uniform internal processes,
insufficient collaboration, and inadequate analysis associated with large scale endeavors. More
specifically, nearly all of the aforementioned directives relate to observations made by the SEC
relative to the California Court Case Management System initiative:

“The AOC’s process of planning and monitoring programs and projects has been lacking.
These deficiencies are best exemplified by the CCMS project with its lack of budgetary
planning, failure of budgetary controls, failure to identify a sustaining revenue source,
lack of an initial business case analysis and feasibility study, lack of sufficient court
commitment, and failure to openly disclose pertinent information about the project.”

To address these deficiencies, the SEC detailed a recommended approach:

“... The AOC Executive Leadership Team must begin to implement a formalized system
of program and project planning and monitoring that includes, at a minimum: a
collaborative planning process that utilizes a business case analysis and that includes an
analysis of impacts on courts at the outset of all projects; use of workload analyses where
appropriate; and development of general performance metrics for key AOC programs that
allow expected performance levels to be set and evaluated.”

In developing a response to the directives, AOC staff consulted with other state entities—such as
the Department of Finance and CalHR—on their respective processes in an effort to establish a
similar approach at the AOC that incorporates an appropriate level of review and cost-benefit
analysis for programs and projects initiated by the agency. As one example, staff utilized the
state Department of Finance’s Budget Analyst Guide as an initial framework. Specific guide
sections, such as Types of Analysis (Attachment A) and Analysis of Issues (Attachment B), were
also identified as potential training tools for AOC staff to demonstrate the basic elements of how
appropriate fiscal and programmatic analyses are completed. Since the material is general in
nature, each office and division would, in theory, be able to use these resources to meet the
individual needs of the program, whether it be completing a grant request for federal funds or a
budget change proposal, to name a few.

Following the review of external and existing internal processes, AOC staff developed guidelines
that seek to ensure that all elements within each of these 10 directives are adequately addressed.
These guidelines include a process for the approval of branchwide projects and other significant
initiatives, as well as an approach to conduct any necessary cost-benefit analysis. These elements
include:

e The input and collaboration of all stakeholders;
e A complete analysis of scope;


http://www.dof.ca.gov/fisa/bag/bagtoc.htm
http://www.dof.ca.gov/fisa/bag/typesof.htm
http://www.dof.ca.gov/fisa/bag/The%20analysis%20of%20Budget%20Issues.htm

e The development of accurate cost estimates and the identification of funding in constant
collaboration with the Fiscal Services Office;

e The application of cost and contract controls including monitoring;

e Full documentation of the decision-making processes; and

e Full transparent consideration of fiscal, operational, and other impacts to the courts and
stakeholders.

The "Guidelines for the Administration of Branchwide Projects and Initiatives” (Attachment C)
have been reviewed and approved by the Administrative Director of the Courts and will be
implemented agency-wide, effective the first quarter of 2014. Leading up to the implementation
date, the Fiscal Services Office will work with staff from the AOC Center for Judiciary
Education and Research to develop an appropriate training curriculum for management team
members, budget liaisons, and other applicable staff.

These guidelines address the SEC’s recommendation that a cost-benefit analysis should be
infused into the AOC’s decision-making process and to serve as a guide when considering any
new project or program, large scale or otherwise.

Enclosures

Attachment A: Department of Finance Budget Analyst Guide, Types of Analysis
Attachment B: Department of Finance Budget Analyst Guide, Analysis of Issues
Attachment C: Guidelines for the Administration of Branchwide Projects and Initiatives
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Attachment A

IFERMIA DEFARTHMENT OF FiINARKDE

TYPES OF ANALYSIS
BCPs or other issues involving a proposed augmentation

1. Have the department or group proposing the augmentation clarify
what the problem is. All too frequently problem statements are
either missing, too brief or too general to be sufficiently clear and
guantifiable, discuss symptoms rather than real problems, or are
stated in terms of the solution (e.g., "the problem is we don't have
the 14 additional staff we need"). The analyst's role is to find out if
there is a public need which is not being addressed, i.e., what is
the problem outside of building? Things like crime, pollution, and
poverty are possibilities; the lack of staff, microcomputers, and
travel funds are not. Moreover, the problem should be quantified
as much as possible so that a quantifiable solution can be arrived
at. This should address:

the extent of the problem

how this varies from a "normal" or acceptable situation
how many individuals are experiencing the problem
where this problem is located geographically

need statements should answer the question "why?"

©TQoo®

2. Consider Alternatives for Solving the Problem. Most BCPs
provide two: (1) do nothing and (2) accept our proposal. Do not be
deterred by the apparent lack of creativity on the part of some.
There is more than one way to solve a problem, especially in an
era of constantly changing technology. You might consider:

automation

program restructuring

restructuring systems and procedures
consolidation of functions

Qoo

3. The Key Element in a BCP (or other Proposal) is Data to justify
the resource level being proposed. Most proposals request
specific amounts of staff and funds. These requests should be
supported by equally specific calculations. To the extent that
specificity is lacking, the analyst may be required to fill in the gaps
in order to develop a recommendation. Usually, this kind of
analysis starts with a zero-augmentation assumption and builds in
components as they are specifically justified on an individual basis.

http://www.dof.ca.gov/fisa/bag/typesof.htm 11/25/2013
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Attachment A

For example, a particular solution may involve several different
types of staff in field offices, headquarters management, and in the
Administration Division, each developed on a different basis. In
summary, in this type of situation we start with zero and add in
resources as they are justified by specific calculations. As a
general rule, if you cannot understand were the number comes
from, do not add it in.

. If they lowballed the bill analysis, they should live with it in the
BCP.

Workload Issues

In past years, departments were usually funded for agreed to
workload increases. More often than not, in recent years with
severe budget restraints and no or insufficient funds available
to meet mandatory requirements, workload often is not
funded. Departments are required to redirect resources or
find other alternatives. Despite that, workload analysis is an
important Finance activity.

. The key variables in workload issues are:

a. the volume of work to be accomplished, generally
referred to as workload

b. the current staffing level

c. the workload completed with current staff

. The ratio of workload being currently completed to current staff will
usually provide a good estimate of the productivity rate. The ratio
of the workload to be accomplished to the productivity rate is the
number of staff required to complete that workload. Example—
CAL/OSHA elevator inspectors will inspect about 27,500 elevators
this year for safety requirements. Next year the number will
increase to 28,500. Currently there are 40 inspectors. How many
are needed for next year?

Answer 27.500 = (Number of
687.5 elevators
40 (1 inspector
can
inspect)
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28,500 _ 415 _(Number of
inspectors)
687.5 (needed )

Therefore, 1.5 additional inspectors would be justified on a
workload basis. Further, there is one clerical staff for every 4
inspectors in the program, so the addition of 1.5 inspectors
would justify 1.5 X .25 or 0.4 of a clerical position, for a total
of 1.9 PYs.

3. Sometimes it is necessary to pursue additional justification for the
volume of workload projected, depending on historical patterns.
Also there may be ways to increase current productivity rates
without adding staff by changing procedures or by automating
certain functions. The workload calculations should be performed
only after the analyst is satisfied with the data that goes into those
calculations.

4. Never accept a duty statement as workload justification. Anyone
can fill up 40 hours per week with activities. This has no
relationship to the external workload, how it is changing, and what
staffing implications it has.

5. Workload may fluctuate throughout the year. Our policy is usually
not to staff a unit for peak workload demands (with the possible
exception of temporary help funds where warranted, such as the
Franchise Tax Board), but rather to support staffing to process the
average workload level.

6. Workload standards are useful if they have been validated and we
have agreed to them. Departments should be encouraged to
develop them. Even if this hasn't been done prior to writing the
BCP, it may be possible to use time sheet and other activity data
to put together some useful standards. But be careful, before
proceeding, apply the workload standards to last year's work.

Does the analysis show it would require 20 PYs to do the work that
you know they did with 10 PYs?

7. Be careful of backlog statistics. There is a difference between and
backlog and a working inventory. A backlog measurement should
exclude:

a. workload which is currently being processed
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b. workload which can be processed in a reasonable or
statutorily required length of time

c. workload which has been set aside because it is
incomplete, waiting for additional information, or
otherwise cannot be processed.

National Association of State Budget Officers (NASBO)

For other types of analyses, see the NASBO training Series
Program, Module 6: Analytical Methods for Budget Analysts.

(March 3, 2011) (Analytic/BOS/PBM/APBM)
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ML FORNA DEPARTMENT OF FINANGE

ANALYSIS: Principles and Practices for DOF Analysts
What is Analysis?

Analysis is the process by which issues are separated into their component parts and each part
and the interaction among the parts are systematically investigated. Later the components of an
issue are put back together in a logical way to support a conclusion and recommendation.

You can also think of analysis as the process by which we attempt to answer such questions as
follows, regarding a proposal, activity, program or process.

e Who or what is affected?

e What is/are the effects?

e How and when does/will it operate?

e How much does/will it cost?

e Who is raising the issue or making the proposal, and why?

e How might the problem/issue be resolved?
And the final question upon completing an analysis should always be: "Does this make sense?"
Typical Types of Finance Analyses

Finance uses the analytic process to develop recommendations on budget proposals,
legislation, and other initiatives and issues that may financially impact the State. Preparing solid
recommendations is the foundation for our advisory role to the Governor's Office and our role in
representing the Administration.

1. Fiscal - Finance's primary role is to provide analyses of fiscal issues or problems. To that
end, we review budget change proposals, legislation, initiatives, regulations, and reports to
analyze fiscal impacts. Fiscal analyses answer such questions as: How much will (or
should) this proposal or program cost (or save) the State? How much revenue will it
generate?

2. Policy — While not our main role, Finance staff may also perform policy analysis such as
when reviewing legislative proposals. Policy analysis is intended to help decision-makers
make choices about governmental programs and governmental regulation of individuals and
organizations. Policy analysis focuses on such questions as: What is the likely impact of
this policy on the public in general, and on specific groups or organizations? Policy analysis
can be done from the perspective of known priorities and policies, or without such political
preconditions.

3. Policy combined with fiscal—Most often Finance’s analyses include a combination of
fiscal and policy issues. For example, Finance analysts review a Budget Change Proposal
to assess the reasonableness of the estimated fiscal impacts but also assess the proposed
policy objective in relation to the Administration’s priorities. The resulting recommendation
thus may indicate that the proposed funding augmentation (or reduction) should be modified
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depending on whether the policy objective is deemed to be of high or low priority by the
Administration. The recommendation may also suggest an option that provides a lower (or
higher) level of attainment of the policy objective, including arguments supporting that level.

Sometimes the deadline for an analysis is so short that the analysis must be “quick and dirty”
and largely based on assumptions since time is not available to gather more information. In
these cases it is helpful if the assumptions can be based on historical information or on data
from a similar program or activities. In other cases (such as when asked to prepare “Issue
Memos”), Finance may have time to prepare a more expansive analysis.

For more details on some of the specific types of items analyzed at Finance, see Bill Analysis,
and BCPs, Writing Effective.

Steps in Analysis

Academicians identify various analytical approaches, which can generally be
summarized into six basic steps. (See Analysis, Policy, and Problem Solving for a
detailed summary of various analytical approaches.)

1. Define the Problem

Clearly identify the stated issue/problem. Is there really a problem? Sift through

extraneous material to identify the real, underlying problem or need (which may not be

the same as the stated issue or problem).

¢ How big is the problem? Quantify, if possible.

e How did the problem arise? When? What perpetuates it? Outline the history of the
issue/problem.

e Who and/or what does the problem impact? When? What are the current laws,

regulations and/or programs addressing the problem?

2. Gather Information

e Consider: What do you need to know to define and analyze the issue/problem, and to
recommend a solution? How much time do you have?

e Ask questions (repeatedly if necessary) to get the information needed. Also be
conscious of and respect others’ time and workload constraints, however.

o Be skeptical. Challenge the sources; don’'t assume the information is correct. Try to
verify it or test it against other information to determine its accuracy or reasonableness.

e Think through varied viewpoints on the issue (not just the Administration’s current
perspective). Talk to both proponents and opponents to gain additional political and
programmatic insights.

e Ask follow up questions.

e If you cannot get the information you want in the time (or from the sources) available,
can you make assumptions to work around it or develop rough estimates? Document
the basis for your assumptions.

e Look at other previous analyses/studies of the issue.

e Note that if the time is late (after 5 p.m.) or short (“quick and dirty” analyses) you still
may be able to contact the Legislative Analysts’ staff, legislative committee staff, (or for
bills, the author's or sponsor’s office, too) for some information, even if the department
staff are not available.

3. Consider Alternatives

e What are all the feasible options? Consider for example, taking no action; altering an
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existing law, regulation, process, or program; creating a new law or program, etc.

What can government do (e.g., mandate, regulate, subsidize, create incentives, tax,
provide information, privatize), and what might be effective in this situation?

What other programs (public or private) or laws (state or federal) address this problem?
What have other states done to address this problem?

What has Finance recommended on this type of issue in the past?

Should the State be involved at all?

Determine Criteria for Evaluating Alternatives

Examples of criteria:

Efficiency - Cost-benefit, cost effectiveness, productivity

Equity - Is it fair? Who gains, who loses? By how much?

Effectiveness - Will it solve the problem? How much will it solve?

Feasibility - Legal, administrative, political (e.g., the current political environment)
Uncertainty and risk - What could go wrong? How costly? How likely?

Priority for funding given current state fiscal constraints and Administration policies
Consistency with Administration goals and policies and expectations

Evaluate Alternatives

Measure each alternative against the criteria.
Weigh the trade-offs (e.g., better service vs. higher cost; lower cost vs. higher risk)

Make Recommendation

Pull the information together to form conclusions, and then make recommendations.

Be creative. Policy analysis affords opportunities to develop creative compromises and
unique solutions to address problems. Although Finance is not a "think tank," we can
occasionally be the source of new policy ideas.

Anticipate the Administration. Try to recommend at least one option likely to be
preferred by the Administration (based on what you know of the current policies and
priorities).

Recommend more than one feasible alternative for the decision-makers to consider
(e.q., in times of limited funds recommend the preferred activity and funding level, and
some feasible lower level).

Review your analysis and ask if it all “makes sense.” Can a reader follow the logic from
the problem identification through the alternatives to the recommendation?

Check to see how critical any information (both included and omitted) is to the
recommendation.

Critique and supplement (or pare down) the information as needed.

D. Communicating Your Analysis
To be effective, an analysis must be clearly communicated to the decision-makers and other
interested parties.

1.

Types of Presentations

Oral presentations in meetings

Budget change proposal (BCP) write-ups
Bill analyses

Legislative testimony
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e Press packets or contacts

e Governor’s Budget Summary ("A-pages”) and other public reports

e Issue Memos

e One-on-one discussion/negotiation with LAO and departmental staff

2. Presentation Style

e« Narrow focus. Finance does not typically produce lengthy study reports that thoroughly
analyze all aspects of major policy issues. Finance's analyses tend to focus in on the
fiscal impacts to state government and, in particular, to the General Fund.

o Related to specific decisions. Our analyses tend to focus on information needed to
make a specific decision, and normally will recommend a specific action on an issue.

e Brief and clear. Finance does not get much time to speak its piece; often one or two
lead sentences have to carry the presentation.

¢ Unbiased/nonpartisan, but politically informed. Although we work for the Governor and
do analysis in the context of known Administration policy and perspective, Finance staff
should be prepared to argue all sides of an issue (e.g., in Administration decision-
making meetings). Recommendations on issues should reflect a balance between what
might be acceptable to the Administration, and other considerations, including other
viewpoints relevant to a decision. (Finance staff should not expect to promote personal
political views, however.)

e Original and active. Use active (not passive) voice as much as possible, and state your
thoughts without plagiarizing others’ analyses (e.g., departments’ analyses or
documents).

o Professional. Both oral and written presentations should be made keeping in mind our
professional staff role.

3. Traditional Biases of Finance

e Low cost/high benefit

e Proven effectiveness

e High priority

¢ Fundable by redirection of existing resources
e Consistent with Administration goals

4, Other Considerations

e Preparation. Finance staff are some of the main spokespersons for the Administration,
and as such are expected to be able to explain and defend the Administration’s position
(e.g., on budget proposals) before the Legislature and in answering press calls. Be sure
your analysis is adequate to support and defend the recommendations.

e Audience. Be aware of who reads and/or needs the information, and focus the
presentation to address their level(s) of knowledge. Give adequate information to
understand the issue and recommendation.

¢ Timing. Be sensitive to whether a decision maker can be receptive to a proposed policy
and whether the issue's time has come. Often we are not the best organization to raise
an issue; it may be better raised by agency/department staff or others with policy-making

http://www.dof.ca.gov/fisa/bag/The%?20analysis%200f%20Budget%20lss... 11/25/2013



THE ANALYSIS OF BUDGET ISSUES Page 5 of 7

E.

Attachment B

authority.

Respect for hierarchies. Finance staff should understand and respect the hierarchy of
Finance and of other departments and agencies we work with. It is important to
differentiate the positions that may be taken by various levels in a department and the
degree to which top management has (or has not) approved a particular position.
Flexibility. The Administration may decide on a different option that you recommend.
Be ready and willing to revise your analysis to further detail the selected option, and/or
reframe the issue, if necessary.

Disassociation. Although it can be hard to do, Finance staff should not let themselves
get too personally committed to policy recommendations they make or view
nonacceptance as a "personal defeat."

Developing Policy Analysis Skills/Knowledge

The foundation for any analysis is a thorough working knowledge of your program/subject
areas; the issues; and State processes, priorities, and fiscal constraints. The following are
some tips on the sources and types of information you should gather (an ongoing process), and
how to manage your time to complete analyses.

1.

o

Sources of Information.

Following are some suggested sources and methods for developing your policy
understanding and analytical skills. You will be engaged in many of these activities in
the course of your work, but take advantage of slow moments for further research and
discussion of policy issues in your area.

Read texts, articles, books, and analyses done by others (e.g., scholars,
advocates, the Legislative Analyst, Bureau of State Audits)

Learn the history (e.g., talk to or review written work of your predecessors on the
assignment)

Listen to others who already know the programs and issues well (e.qg., talk with
department staff when reviewing various documents)

Discuss issues with advocates and constituents

Take field trips to visit program staff and projects in the field
Learn by doing (jump into your assignment!)

Areas of Knowledge

Program Knowledge. The foundation for any analysis is a thorough working
knowledge of the program being addressed. No analytical technique can replace
basic information about how the program works. Such knowledge typically
includes: the program'’s purpose, who and how many it serves, what it provides,
how services are delivered, the current costs, criteria for expending the funds,
how the program evolved (e.g., what were key decision points in program’s
history), and the trends in terms of revenues, expenditures, staffing, and
workload data.

Knowledge of the State’s current fiscal situation and constitutional
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constraints. Less than ten percent of the budget is discretionary. Some of the key
factors limiting State expenditures are: the State Appropriations Limit (SAL),
Proposition 98, other Constitutional requirements, entitlement programs,
statutory COLAs, and legal obligations. Other constraints not set in the
Constitution or statute but which are as, or nearly as, restraining, include:
General Fund revenues, General Fund reserves, federal budget actions directly
affecting the State’s budget, tax expenditures, public safety expenditures,
revenue-producing activities, and budget agreements.

In analyzing budget issues, it is important to keep these factors in mind and know where
we are relative to the major constraints. This will tell you whether we have some
flexibility and can entertain discretionary proposals, or whether we’re going to have to
recommend reductions.

c. Knowledge of other Administration and Department of Finance Priorities. Current
State policies and priorities (such as those outlined in the Governor’'s Budget Summary
or Budget Highlights, or the State of the State Address) need to be taken into account
when analyzing an issue. Examples of recent State priorities include: (1) reducing
personnel years (PYs); (2) reducing General Fund expenditures; (3) attempting to help
the federal government reduce the federal deficit; (4) reforming welfare; and (5) making
the State more competitive.

Awareness of these policies helps analysts to frame questions and recommendations.

d. Knowledge of the Issue. Besides general program knowledge, specific information
about the issue being addressed is important to understanding proposed changes. For
example, analysts may prepare by researching the history of issues in their program
area, why the issues are (re)emerging, views of proponents and opponents, and what
this and other states are doing to address the issues.

3. Managing Your Analytical Time and Effort

e Get started early. Size things up. Decide when you need to start each task in order
to meet your deadline. Set a mental schedule (allowing for slippage).

Tell the department what information you need right away. Put requests in writing
(e.g., by email) when possible to confirm conversations and avoid misunderstandings
later. Set a deadline for receipt of this information which is early enough so that you
can ask for clarification, or request other information if this raises additional
questions.

e Follow up. Think about the information as it's being presented to you. Is it filling in
the gaps? What gaps remain? Take the initiative to ask follow-up questions and
probe when talking to department staff. It is relatively rare that your first set of
questions will elicit all of the information necessary for an analysis. Keep thinking of
what you need to resolve the issue.

e Stay on Course. Don't lose sight of your objective and deadline, or get sidetracked.
Make sure you understand what's central to the issue, and that you're getting the
information you need from department staff (i.e., what's relevant, not what's easy for
them to give you).

Periodically, review where you are relative to your objectives and schedule. Make
mid-course corrections as necessary. Raise problems to a higher level in DOF or the
line department, as appropriate.

e Stop when you have what you need or you have all you can get in the time
available. In the latter case, qualify your analysis by indicating the conclusions are
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based on the limited information available and noting any assumptions made.

e Getfeedback. Brainstorm ideas with your supervisor and peers. Discuss your
findings and conclusions with your managers and with the department. Run drafts of
your analysis and recommendations by your managers in advance of the deadline to
get their input early.

e  Critique your own work. Check and double check your calculations. Review your
analysis to see if there are further logical gaps that need to be filled in. See if your
factual information is correct, and if your argument holds up to criticism. Revise your
analysis if necessary.

e Keep records. Keep your notes, supporting data obtained, and calculations made in
a file for reference. (You'd be surprised how quickly people forget how they arrived
at certain numbers!)

e Be sensitive to other workload demands on staff with whom you are working. You
will likely need their assistance and cooperation in the future. Nevertheless, if they
won't give you the information for any of the following reasons:

- Because they've been appointed by the Governor

- They told the last analyst they had

- The last analyst they had didn't ask for this type of information
- It's not Finance's role

- They wouldn't ask for funding if they didn't need it

- They're stalling

- The Governor wants this done

- You don't have the professional qualifications

- The Director already agreed to this

you'll have to recommend disapproval of their request for lack of justification. Tell your
supervisor of the situation and discuss how to resolve it.

Rev.9/02 TRO
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GUIDELINES FOR THE ADMINISTRATION
OF BRANCHWIDE PROJECTS AND INITIATIVES

Policy Statement:

Unless contrary direction is provided by the Judicial Council, the initiation of branchwide
projects and other significant initiatives shall be preceded by a full and comprehensive cost-
benefit analysis that includes the input and collaboration of all stakeholders, a complete analysis
of scope, accurate cost estimates and funding streams and associated controls, documentation of
the decision-making processes, and the full transparent consideration of fiscal, operational, and
other impacts to the courts and stakeholders.

Overview:

The following guidelines have been established to assist with the preparation of formal project
proposals. They seek to implement a comprehensive process of programmatic and fiscal analysis
that ensures all costs and benefits are considered before a decision is made regarding whether to
proceed with a proposal within the Judicial Branch.

Process:

1. Issue or Concept Identification:

e Offices/divisions identify issue or concept (e.g., initiating new programs, expanding
existing programs, creation of new requirements on branch entities, requesting federal
or state grants, etc.)

e Office Director holds preliminary discussions with Division Chief

e Division Chief and Office Director present the issue to the Executive Office as an
informal concept

e Executive Office determines depth of analysis required and assigns the issue or
concept to the appropriate Office/Division for further evaluation.

e Executive Office determines if consultation with Judicial Council or the Executive
and Planning Committee is necessary based on factors such as funding needs, scope
of effort, and policy issues.

2. Preparation of Request for Approval of Project Proposal (RAPP) Form
e The RAPP, prepared in accordance with these guidelines, must be approved for every
project prior to the encumbrance or expenditure of funds on the project, including use
of staff resources on implementing the project.
e The RAPP establishes the business case for investment of branch resources in the
project by setting out the reasons for undertaking the project and analyzing its costs
and benefits, absent contrary direction from the Judicial Council.



e The Fiscal Services Office will conduct training for staff involved in the completion
of the RAPP form, with an emphasis on the Cost Considerations section, upon
request.

e Participation in the web-based training titled Analytical Thinking for Analysts
available through the California Department of Human Resources is encouraged:
http://www.calhr.ca.gov/Training/Pages/index-analytical-thinking-for-analysts.aspx

e Components of the RAPP Form

Requesting Office or Division

Date Prepared

Contact Information

Project Title

Summary

Summarized Estimated Costs

Proposal Review Routing

Associated JC Strategic Goal, if applicable

Project Scope

Stakeholders

Impact Analysis

Documentation of Decision-Making Process
. Cost Considerations

Authorization to Proceed (Office Director or Designee)

S3ITARTTSQ A0 o

3. The RAPP form should be forwarded to the appropriate Division Chief for review and
approval only after all issues raised by internal review have been addressed.

4. Briefing of Executive Office by Division Chief/Office Director
e Consider routing to appropriate Judicial Council committee (such as the Executive
and Planning Committee) or Judicial Council
e Consider discussion with Chief Justice
e Consider discussions with external stakeholders such as the courts or State Bar

5. Executive Office Action
e [f issue or concept was identified within the AOC, approve, disapprove, or return to
applicable office for further examination.
e Ifissue or concept was identified by the Judicial Council, respond to the Judicial
Council as directed with recommendation or act as directed by the Judicial Council.
Questions

Questions regarding these guidelines or the RAPP form can be directed to Bob Fleshman at
(415) 865-7531 or bob.fleshman@jud.ca.gov.

Rev. 12/13/13
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REQUEST FOR APPROVAL OF PROJECT PROPOSAL

Rev. 10/10/13

Requesting Office or Division

Date Prepared

Contact Information

Project Title

Summary
(Please provide 3 to 4 sentences briefly
describing your request.)

Summarized Estimated Costs
(Please differentiate between one-time and
ongoing costs, if applicable.)

Proposal Review Routing
(Please select as applicable.)

______Human Resources Office

___Legal Services Office

_____ Fiscal Services Office
______Information Technology Services Office

Office of Governmental Affairs

Other

Other

Executive Office

How does this proposal further
the goals of the Strategic and
Operational Plans for the Judicial
Branch?
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Project Scope

Please provide your business case analysis of the scope and direction of your project, including timeline.

Stakeholders
Please list your project’s stakeholders and what input they have provided for your project. Include any steps you took to inform
and collaborate with your stakeholders about your project.

Impact Analysis

Please describe the anticipated effect on workload and resources on the AOC or stakeholders directly or indirectly if this project
is approved. Consider staff time, additional funding, and other requirements involved in successfully administering and
implementing this project. Include offsets where applicable.

Documentation of Decision-Making Process
Please provide a summary of items you used to determine the need for this undertaking. Provide attachments where applicable.

Cost Considerations
Cost estimates must be developed in collaboration with the Fiscal Services Office.

Budget Augmentation

Required?
No
Yes If YES, indicate fiscal year(s) and associated amount: |
FY | FY | FY | FY
$ $ $ $
PROJECT COSTS
1. | Fiscal Year TOTAL
2. | One-Time Cost $
3. | Continuing Costs $
4. TOTAL PROJECT BUDGET | $ $ $ $

PROJECT FINANCIAL BENEFITS

5. | Cost Savings/Avoidances $ $ $ $

6. | Revenue Increase $ $ $ $
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Authorization to Proceed

I have reviewed this proposed project, the outcomes to be achieved and the impacts described
and approve the proposal to be submitted for consideration.

Name (Office Director or Designee) Date

Notes/Comments



Information on Judicial Council Directives

Council Directive

E&P recommends that the Judicial Council direct the Administrative Director of the Courts to develop a procedure
to first employ a comprehensive analysis, including an appropriate business case analysis of the scope and
direction of significant projects or initiatives, taking into account the range of fiscal, operational, and other impacts
to the courts and stakeholders.

SEC Recommendation

The AOC must first employ an appropriate business case analysis of the scope and direction of significant projects

or initiatives, taking into account the range of fiscal, operational, and other impacts to the courts.

Reported By: Finance

Contact: Zlatko Theodorovic, Director

TASK

PENDING

CompLETED: In August 2013, Council staff developed guidelines and a process for branchwide projects and other
significant initiatives to ensure a full and comprehensive cost-benefit analysis that includes the input and collaboration
of all stakeholders, a complete analysis of scope, accurate cost estimates and funding streams and associated controls,
documentation of the decision-making processes, and the full transparent consideration of fiscal, operational, and other
impacts to the courts and stakeholders.

Directives 7-13, 21, 40, 91, and 145 have been combined as part of a broader review and policy discussion relating
to the development of a cost benefit analysis proposal for the Judicial Council.

Council staff developed guidelines and a process for branchwide projects and other significant initiatives to ensure
a full and comprehensive cost-benefit analysis that includes the input and collaboration of all stakeholders, a
complete analysis of scope, accurate cost estimates and funding streams and associated controls, documentation
of the decision-making processes, and the full transparent consideration of fiscal, operational, and other impacts

to the courts and stakeholders. This was developed in August 2013.

The proposed "Guidelines for the Administration of Branchwide Projects and Initiatives" include the "Request for
Approval of Project Proposal" form. These guidelines require the full documented collaboration of all stakeholders
impacted by a project or initiative. The Executive Office has the sole discretion for determining when to utilize the
form for branchwide projects and initiatives.

These guidelines were presented to the Judicial Council at the December 13, 2013, council meeting.

IMPLEMENTATION PROGRESS AS OF MARCH 2015
IMPLEMENTED WITH NO FURTHER ACTION REQUIRED/NEEDED B UNABLE TO IMPLEMENT

IMPLEMENTED AND ONGOING PENDING IMPLEMENTATION
IMPLEMENTED BUT IN PROGRESS

Page 1



The directive implementation will remain ongoing as this tool will be used as necessary whenever there are

projects or initiatives that meet the requirements for use of this cost benefit analysis form.
ASSESSMENT OF IMPLEMENTATION

After the guidelines were developed, Court Operations Services contacted Finance because there was a similar

process and form for seeking grant opportunities.

It was decided that the forms and guidelines should be merged to be applicable to both cost benefit analysis for
major programs and initiatives as well as grant opportunities. The forms were merged for this purpose.

Finance reports that Information Technology also has a cost benefit analysis form that they utilize and that future
activities will includes working with IT to determine if this form should be merged with the existing guidelines and

form.

Finance indicated that this process was designed for use of all branch funds and to-date, there have been no
major initiatives and so the process has not been utilized. For other minor funding needs, the council staff has
utilized the budget change proposal process. Additionally, it was clarified that although the formal cost benefit
analysis is not currently utilized for Court of Appeal funding decisions, it was designed for use for all judicial

branch entities.

A discussion was held by E&P where they asked questions about the threshold for when this tool should be
utilized. It was explained by SEC members that this grew out of concerns about CCMS and that this would be
utilized in those cases where a budget change proposal is not an option and there is the potential for the use of

all branch funds.

OTHER INFORMATION

Attachments:
e Memo: Consider Guidelines and Process Recommendation, from Curt Soderlund to Hon. Steven
Jahr, November 25, 2013
e Guidelines for the Administration of Branchwide Projects and Initiatives (includes Request for
Approval of Project Proposal)
e Report to Judicial Council for meeting of December 12-13, 2013: AOC Restructuring: Implementation
of New Guidelines for Conducting Cost-Benefit Analysis for AOC Projects, December 13, 2013
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REPORT TO THE JUDICIAL COUNCIL

For business meeting on December 12-13, 2013

Title Agenda Item Type
AOC Restructuring: Implementation of New Information Only
Guidelines for Conducting Cost-Benefit

Analysis for AOC Projects Effective Date

Not Applicable

Rules, Forms, Standards, or Statutes Affected
None Date of Report

December 13, 2013
Submitted by

Administrative Office of the Courts Contact
Curt Soderlund Fiscal Services Office
Chief Administrative Officer Zlatko Theodorovic, 916-263-1397

zlatko.theodorovic@jud.ca.gov

Zlatko Theodorovic
Director, Fiscal Services Office

Executive Summary

The AOC’s Chief Administrative Officer and director of the Fiscal Services Offices present this
informational report on efforts relating to the various common aspects of Judicial Council
Directives 7-13, 21, 40, 91, and 145 (directives), which were combined as part of a broader
review and policy discussion pertaining to the application of a cost-benefit/business case analysis
for AOC projects.

Background

The Judicial Council approved the directives as recommended by the Strategic Evaluation
Committee (SEC) pertaining to the way in which the Administrative Office of the Courts (AOC)
undertakes significant projects and branchwide initiatives. In their report, the SEC observed the
following:

“The AOC has failed to plan, manage, and monitor programs in a manner that seeks
critical collaboration and input from the courts. The AOC has undertaken significant and



far-reaching programs over the past decade, including CCMS, branch-wide financial
systems, court construction and facilities management, and others. The organization has
failed to adequately consider fiscal, operational, and other impacts of its programs and
projects on the courts. Projects have been undertaken without first conducting an
appropriate business case analysis to determine whether they are prudent.”

As noted, the SEC opined that there appeared to be a lack of uniform internal processes,
insufficient collaboration, and inadequate analysis associated with large scale endeavors. More
specifically, nearly all of the aforementioned directives relate to observations made by the SEC
relative to the California Court Case Management System initiative:

“The AOC’s process of planning and monitoring programs and projects has been lacking.
These deficiencies are best exemplified by the CCMS project with its lack of budgetary
planning, failure of budgetary controls, failure to identify a sustaining revenue source,
lack of an initial business case analysis and feasibility study, lack of sufficient court
commitment, and failure to openly disclose pertinent information about the project.”

To address these deficiencies, the SEC detailed a recommended approach:

“... The AOC Executive Leadership Team must begin to implement a formalized system
of program and project planning and monitoring that includes, at a minimum: a
collaborative planning process that utilizes a business case analysis and that includes an
analysis of impacts on courts at the outset of all projects; use of workload analyses where
appropriate; and development of general performance metrics for key AOC programs that
allow expected performance levels to be set and evaluated.”

In developing a response to the directives, AOC staff consulted with other state entities—such as
the Department of Finance and CalHR—on their respective processes in an effort to establish a
similar approach at the AOC that incorporates an appropriate level of review and cost-benefit
analysis for programs and projects initiated by the agency. As one example, staff utilized the
state Department of Finance’s Budget Analyst Guide as an initial framework. Specific guide
sections, such as Types of Analysis (Attachment A) and Analysis of Issues (Attachment B), were
also identified as potential training tools for AOC staff to demonstrate the basic elements of how
appropriate fiscal and programmatic analyses are completed. Since the material is general in
nature, each office and division would, in theory, be able to use these resources to meet the
individual needs of the program, whether it be completing a grant request for federal funds or a
budget change proposal, to name a few.

Following the review of external and existing internal processes, AOC staff developed guidelines
that seek to ensure that all elements within each of these 10 directives are adequately addressed.
These guidelines include a process for the approval of branchwide projects and other significant
initiatives, as well as an approach to conduct any necessary cost-benefit analysis. These elements
include:

e The input and collaboration of all stakeholders;
e A complete analysis of scope;


http://www.dof.ca.gov/fisa/bag/bagtoc.htm
http://www.dof.ca.gov/fisa/bag/typesof.htm
http://www.dof.ca.gov/fisa/bag/The%20analysis%20of%20Budget%20Issues.htm

e The development of accurate cost estimates and the identification of funding in constant
collaboration with the Fiscal Services Office;

e The application of cost and contract controls including monitoring;

e Full documentation of the decision-making processes; and

e Full transparent consideration of fiscal, operational, and other impacts to the courts and
stakeholders.

The "Guidelines for the Administration of Branchwide Projects and Initiatives” (Attachment C)
have been reviewed and approved by the Administrative Director of the Courts and will be
implemented agency-wide, effective the first quarter of 2014. Leading up to the implementation
date, the Fiscal Services Office will work with staff from the AOC Center for Judiciary
Education and Research to develop an appropriate training curriculum for management team
members, budget liaisons, and other applicable staff.

These guidelines address the SEC’s recommendation that a cost-benefit analysis should be
infused into the AOC’s decision-making process and to serve as a guide when considering any
new project or program, large scale or otherwise.

Enclosures

Attachment A: Department of Finance Budget Analyst Guide, Types of Analysis
Attachment B: Department of Finance Budget Analyst Guide, Analysis of Issues
Attachment C: Guidelines for the Administration of Branchwide Projects and Initiatives
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Attachment A

IFERMIA DEFARTHMENT OF FiINARKDE

TYPES OF ANALYSIS
BCPs or other issues involving a proposed augmentation

1. Have the department or group proposing the augmentation clarify
what the problem is. All too frequently problem statements are
either missing, too brief or too general to be sufficiently clear and
guantifiable, discuss symptoms rather than real problems, or are
stated in terms of the solution (e.g., "the problem is we don't have
the 14 additional staff we need"). The analyst's role is to find out if
there is a public need which is not being addressed, i.e., what is
the problem outside of building? Things like crime, pollution, and
poverty are possibilities; the lack of staff, microcomputers, and
travel funds are not. Moreover, the problem should be quantified
as much as possible so that a quantifiable solution can be arrived
at. This should address:

the extent of the problem

how this varies from a "normal" or acceptable situation
how many individuals are experiencing the problem
where this problem is located geographically

need statements should answer the question "why?"

©TQoo®

2. Consider Alternatives for Solving the Problem. Most BCPs
provide two: (1) do nothing and (2) accept our proposal. Do not be
deterred by the apparent lack of creativity on the part of some.
There is more than one way to solve a problem, especially in an
era of constantly changing technology. You might consider:

automation

program restructuring

restructuring systems and procedures
consolidation of functions

Qoo

3. The Key Element in a BCP (or other Proposal) is Data to justify
the resource level being proposed. Most proposals request
specific amounts of staff and funds. These requests should be
supported by equally specific calculations. To the extent that
specificity is lacking, the analyst may be required to fill in the gaps
in order to develop a recommendation. Usually, this kind of
analysis starts with a zero-augmentation assumption and builds in
components as they are specifically justified on an individual basis.

http://www.dof.ca.gov/fisa/bag/typesof.htm 11/25/2013
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For example, a particular solution may involve several different
types of staff in field offices, headquarters management, and in the
Administration Division, each developed on a different basis. In
summary, in this type of situation we start with zero and add in
resources as they are justified by specific calculations. As a
general rule, if you cannot understand were the number comes
from, do not add it in.

. If they lowballed the bill analysis, they should live with it in the
BCP.

Workload Issues

In past years, departments were usually funded for agreed to
workload increases. More often than not, in recent years with
severe budget restraints and no or insufficient funds available
to meet mandatory requirements, workload often is not
funded. Departments are required to redirect resources or
find other alternatives. Despite that, workload analysis is an
important Finance activity.

. The key variables in workload issues are:

a. the volume of work to be accomplished, generally
referred to as workload

b. the current staffing level

c. the workload completed with current staff

. The ratio of workload being currently completed to current staff will
usually provide a good estimate of the productivity rate. The ratio
of the workload to be accomplished to the productivity rate is the
number of staff required to complete that workload. Example—
CAL/OSHA elevator inspectors will inspect about 27,500 elevators
this year for safety requirements. Next year the number will
increase to 28,500. Currently there are 40 inspectors. How many
are needed for next year?

Answer 27.500 = (Number of
687.5 elevators
40 (1 inspector
can
inspect)

http://www.dof.ca.gov/fisa/bag/typesof.htm 11/25/2013
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28,500 _ 415 _(Number of
inspectors)
687.5 (needed )

Therefore, 1.5 additional inspectors would be justified on a
workload basis. Further, there is one clerical staff for every 4
inspectors in the program, so the addition of 1.5 inspectors
would justify 1.5 X .25 or 0.4 of a clerical position, for a total
of 1.9 PYs.

3. Sometimes it is necessary to pursue additional justification for the
volume of workload projected, depending on historical patterns.
Also there may be ways to increase current productivity rates
without adding staff by changing procedures or by automating
certain functions. The workload calculations should be performed
only after the analyst is satisfied with the data that goes into those
calculations.

4. Never accept a duty statement as workload justification. Anyone
can fill up 40 hours per week with activities. This has no
relationship to the external workload, how it is changing, and what
staffing implications it has.

5. Workload may fluctuate throughout the year. Our policy is usually
not to staff a unit for peak workload demands (with the possible
exception of temporary help funds where warranted, such as the
Franchise Tax Board), but rather to support staffing to process the
average workload level.

6. Workload standards are useful if they have been validated and we
have agreed to them. Departments should be encouraged to
develop them. Even if this hasn't been done prior to writing the
BCP, it may be possible to use time sheet and other activity data
to put together some useful standards. But be careful, before
proceeding, apply the workload standards to last year's work.

Does the analysis show it would require 20 PYs to do the work that
you know they did with 10 PYs?

7. Be careful of backlog statistics. There is a difference between and
backlog and a working inventory. A backlog measurement should
exclude:

a. workload which is currently being processed

http://www.dof.ca.gov/fisa/bag/typesof.htm 11/25/2013
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b. workload which can be processed in a reasonable or
statutorily required length of time

c. workload which has been set aside because it is
incomplete, waiting for additional information, or
otherwise cannot be processed.

National Association of State Budget Officers (NASBO)

For other types of analyses, see the NASBO training Series
Program, Module 6: Analytical Methods for Budget Analysts.

(March 3, 2011) (Analytic/BOS/PBM/APBM)

http://www.dof.ca.gov/fisa/bag/typesof.htm 11/25/2013
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ML FORNA DEPARTMENT OF FINANGE

ANALYSIS: Principles and Practices for DOF Analysts
What is Analysis?

Analysis is the process by which issues are separated into their component parts and each part
and the interaction among the parts are systematically investigated. Later the components of an
issue are put back together in a logical way to support a conclusion and recommendation.

You can also think of analysis as the process by which we attempt to answer such questions as
follows, regarding a proposal, activity, program or process.

e Who or what is affected?

e What is/are the effects?

e How and when does/will it operate?

e How much does/will it cost?

e Who is raising the issue or making the proposal, and why?

e How might the problem/issue be resolved?
And the final question upon completing an analysis should always be: "Does this make sense?"
Typical Types of Finance Analyses

Finance uses the analytic process to develop recommendations on budget proposals,
legislation, and other initiatives and issues that may financially impact the State. Preparing solid
recommendations is the foundation for our advisory role to the Governor's Office and our role in
representing the Administration.

1. Fiscal - Finance's primary role is to provide analyses of fiscal issues or problems. To that
end, we review budget change proposals, legislation, initiatives, regulations, and reports to
analyze fiscal impacts. Fiscal analyses answer such questions as: How much will (or
should) this proposal or program cost (or save) the State? How much revenue will it
generate?

2. Policy — While not our main role, Finance staff may also perform policy analysis such as
when reviewing legislative proposals. Policy analysis is intended to help decision-makers
make choices about governmental programs and governmental regulation of individuals and
organizations. Policy analysis focuses on such questions as: What is the likely impact of
this policy on the public in general, and on specific groups or organizations? Policy analysis
can be done from the perspective of known priorities and policies, or without such political
preconditions.

3. Policy combined with fiscal—Most often Finance’s analyses include a combination of
fiscal and policy issues. For example, Finance analysts review a Budget Change Proposal
to assess the reasonableness of the estimated fiscal impacts but also assess the proposed
policy objective in relation to the Administration’s priorities. The resulting recommendation
thus may indicate that the proposed funding augmentation (or reduction) should be modified

http://www.dof.ca.gov/fisa/bag/The%?20analysis%200f%20Budget%20lss... 11/25/2013
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depending on whether the policy objective is deemed to be of high or low priority by the
Administration. The recommendation may also suggest an option that provides a lower (or
higher) level of attainment of the policy objective, including arguments supporting that level.

Sometimes the deadline for an analysis is so short that the analysis must be “quick and dirty”
and largely based on assumptions since time is not available to gather more information. In
these cases it is helpful if the assumptions can be based on historical information or on data
from a similar program or activities. In other cases (such as when asked to prepare “Issue
Memos”), Finance may have time to prepare a more expansive analysis.

For more details on some of the specific types of items analyzed at Finance, see Bill Analysis,
and BCPs, Writing Effective.

Steps in Analysis

Academicians identify various analytical approaches, which can generally be
summarized into six basic steps. (See Analysis, Policy, and Problem Solving for a
detailed summary of various analytical approaches.)

1. Define the Problem

Clearly identify the stated issue/problem. Is there really a problem? Sift through

extraneous material to identify the real, underlying problem or need (which may not be

the same as the stated issue or problem).

¢ How big is the problem? Quantify, if possible.

e How did the problem arise? When? What perpetuates it? Outline the history of the
issue/problem.

e Who and/or what does the problem impact? When? What are the current laws,

regulations and/or programs addressing the problem?

2. Gather Information

e Consider: What do you need to know to define and analyze the issue/problem, and to
recommend a solution? How much time do you have?

e Ask questions (repeatedly if necessary) to get the information needed. Also be
conscious of and respect others’ time and workload constraints, however.

o Be skeptical. Challenge the sources; don’'t assume the information is correct. Try to
verify it or test it against other information to determine its accuracy or reasonableness.

e Think through varied viewpoints on the issue (not just the Administration’s current
perspective). Talk to both proponents and opponents to gain additional political and
programmatic insights.

e Ask follow up questions.

e If you cannot get the information you want in the time (or from the sources) available,
can you make assumptions to work around it or develop rough estimates? Document
the basis for your assumptions.

e Look at other previous analyses/studies of the issue.

e Note that if the time is late (after 5 p.m.) or short (“quick and dirty” analyses) you still
may be able to contact the Legislative Analysts’ staff, legislative committee staff, (or for
bills, the author's or sponsor’s office, too) for some information, even if the department
staff are not available.

3. Consider Alternatives

e What are all the feasible options? Consider for example, taking no action; altering an

11/25/2013
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existing law, regulation, process, or program; creating a new law or program, etc.

What can government do (e.g., mandate, regulate, subsidize, create incentives, tax,
provide information, privatize), and what might be effective in this situation?

What other programs (public or private) or laws (state or federal) address this problem?
What have other states done to address this problem?

What has Finance recommended on this type of issue in the past?

Should the State be involved at all?

Determine Criteria for Evaluating Alternatives

Examples of criteria:

Efficiency - Cost-benefit, cost effectiveness, productivity

Equity - Is it fair? Who gains, who loses? By how much?

Effectiveness - Will it solve the problem? How much will it solve?

Feasibility - Legal, administrative, political (e.g., the current political environment)
Uncertainty and risk - What could go wrong? How costly? How likely?

Priority for funding given current state fiscal constraints and Administration policies
Consistency with Administration goals and policies and expectations

Evaluate Alternatives

Measure each alternative against the criteria.
Weigh the trade-offs (e.g., better service vs. higher cost; lower cost vs. higher risk)

Make Recommendation

Pull the information together to form conclusions, and then make recommendations.

Be creative. Policy analysis affords opportunities to develop creative compromises and
unique solutions to address problems. Although Finance is not a "think tank," we can
occasionally be the source of new policy ideas.

Anticipate the Administration. Try to recommend at least one option likely to be
preferred by the Administration (based on what you know of the current policies and
priorities).

Recommend more than one feasible alternative for the decision-makers to consider
(e.q., in times of limited funds recommend the preferred activity and funding level, and
some feasible lower level).

Review your analysis and ask if it all “makes sense.” Can a reader follow the logic from
the problem identification through the alternatives to the recommendation?

Check to see how critical any information (both included and omitted) is to the
recommendation.

Critique and supplement (or pare down) the information as needed.

D. Communicating Your Analysis
To be effective, an analysis must be clearly communicated to the decision-makers and other
interested parties.

1.

Types of Presentations

Oral presentations in meetings

Budget change proposal (BCP) write-ups
Bill analyses

Legislative testimony

http://www.dof.ca.gov/fisa/bag/The%?20analysis%200f%20Budget%20lss... 11/25/2013
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e Press packets or contacts

e Governor’s Budget Summary ("A-pages”) and other public reports

e Issue Memos

e One-on-one discussion/negotiation with LAO and departmental staff

2. Presentation Style

e« Narrow focus. Finance does not typically produce lengthy study reports that thoroughly
analyze all aspects of major policy issues. Finance's analyses tend to focus in on the
fiscal impacts to state government and, in particular, to the General Fund.

o Related to specific decisions. Our analyses tend to focus on information needed to
make a specific decision, and normally will recommend a specific action on an issue.

e Brief and clear. Finance does not get much time to speak its piece; often one or two
lead sentences have to carry the presentation.

¢ Unbiased/nonpartisan, but politically informed. Although we work for the Governor and
do analysis in the context of known Administration policy and perspective, Finance staff
should be prepared to argue all sides of an issue (e.g., in Administration decision-
making meetings). Recommendations on issues should reflect a balance between what
might be acceptable to the Administration, and other considerations, including other
viewpoints relevant to a decision. (Finance staff should not expect to promote personal
political views, however.)

e Original and active. Use active (not passive) voice as much as possible, and state your
thoughts without plagiarizing others’ analyses (e.g., departments’ analyses or
documents).

o Professional. Both oral and written presentations should be made keeping in mind our
professional staff role.

3. Traditional Biases of Finance

e Low cost/high benefit

e Proven effectiveness

e High priority

¢ Fundable by redirection of existing resources
e Consistent with Administration goals

4, Other Considerations

e Preparation. Finance staff are some of the main spokespersons for the Administration,
and as such are expected to be able to explain and defend the Administration’s position
(e.g., on budget proposals) before the Legislature and in answering press calls. Be sure
your analysis is adequate to support and defend the recommendations.

e Audience. Be aware of who reads and/or needs the information, and focus the
presentation to address their level(s) of knowledge. Give adequate information to
understand the issue and recommendation.

¢ Timing. Be sensitive to whether a decision maker can be receptive to a proposed policy
and whether the issue's time has come. Often we are not the best organization to raise
an issue; it may be better raised by agency/department staff or others with policy-making

http://www.dof.ca.gov/fisa/bag/The%?20analysis%200f%20Budget%20lss... 11/25/2013
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authority.

Respect for hierarchies. Finance staff should understand and respect the hierarchy of
Finance and of other departments and agencies we work with. It is important to
differentiate the positions that may be taken by various levels in a department and the
degree to which top management has (or has not) approved a particular position.
Flexibility. The Administration may decide on a different option that you recommend.
Be ready and willing to revise your analysis to further detail the selected option, and/or
reframe the issue, if necessary.

Disassociation. Although it can be hard to do, Finance staff should not let themselves
get too personally committed to policy recommendations they make or view
nonacceptance as a "personal defeat."

Developing Policy Analysis Skills/Knowledge

The foundation for any analysis is a thorough working knowledge of your program/subject
areas; the issues; and State processes, priorities, and fiscal constraints. The following are
some tips on the sources and types of information you should gather (an ongoing process), and
how to manage your time to complete analyses.

1.

o

Sources of Information.

Following are some suggested sources and methods for developing your policy
understanding and analytical skills. You will be engaged in many of these activities in
the course of your work, but take advantage of slow moments for further research and
discussion of policy issues in your area.

Read texts, articles, books, and analyses done by others (e.g., scholars,
advocates, the Legislative Analyst, Bureau of State Audits)

Learn the history (e.g., talk to or review written work of your predecessors on the
assignment)

Listen to others who already know the programs and issues well (e.qg., talk with
department staff when reviewing various documents)

Discuss issues with advocates and constituents

Take field trips to visit program staff and projects in the field
Learn by doing (jump into your assignment!)

Areas of Knowledge

Program Knowledge. The foundation for any analysis is a thorough working
knowledge of the program being addressed. No analytical technique can replace
basic information about how the program works. Such knowledge typically
includes: the program'’s purpose, who and how many it serves, what it provides,
how services are delivered, the current costs, criteria for expending the funds,
how the program evolved (e.g., what were key decision points in program’s
history), and the trends in terms of revenues, expenditures, staffing, and
workload data.

Knowledge of the State’s current fiscal situation and constitutional
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constraints. Less than ten percent of the budget is discretionary. Some of the key
factors limiting State expenditures are: the State Appropriations Limit (SAL),
Proposition 98, other Constitutional requirements, entitlement programs,
statutory COLAs, and legal obligations. Other constraints not set in the
Constitution or statute but which are as, or nearly as, restraining, include:
General Fund revenues, General Fund reserves, federal budget actions directly
affecting the State’s budget, tax expenditures, public safety expenditures,
revenue-producing activities, and budget agreements.

In analyzing budget issues, it is important to keep these factors in mind and know where
we are relative to the major constraints. This will tell you whether we have some
flexibility and can entertain discretionary proposals, or whether we’re going to have to
recommend reductions.

c. Knowledge of other Administration and Department of Finance Priorities. Current
State policies and priorities (such as those outlined in the Governor’'s Budget Summary
or Budget Highlights, or the State of the State Address) need to be taken into account
when analyzing an issue. Examples of recent State priorities include: (1) reducing
personnel years (PYs); (2) reducing General Fund expenditures; (3) attempting to help
the federal government reduce the federal deficit; (4) reforming welfare; and (5) making
the State more competitive.

Awareness of these policies helps analysts to frame questions and recommendations.

d. Knowledge of the Issue. Besides general program knowledge, specific information
about the issue being addressed is important to understanding proposed changes. For
example, analysts may prepare by researching the history of issues in their program
area, why the issues are (re)emerging, views of proponents and opponents, and what
this and other states are doing to address the issues.

3. Managing Your Analytical Time and Effort

e Get started early. Size things up. Decide when you need to start each task in order
to meet your deadline. Set a mental schedule (allowing for slippage).

Tell the department what information you need right away. Put requests in writing
(e.g., by email) when possible to confirm conversations and avoid misunderstandings
later. Set a deadline for receipt of this information which is early enough so that you
can ask for clarification, or request other information if this raises additional
questions.

e Follow up. Think about the information as it's being presented to you. Is it filling in
the gaps? What gaps remain? Take the initiative to ask follow-up questions and
probe when talking to department staff. It is relatively rare that your first set of
questions will elicit all of the information necessary for an analysis. Keep thinking of
what you need to resolve the issue.

e Stay on Course. Don't lose sight of your objective and deadline, or get sidetracked.
Make sure you understand what's central to the issue, and that you're getting the
information you need from department staff (i.e., what's relevant, not what's easy for
them to give you).

Periodically, review where you are relative to your objectives and schedule. Make
mid-course corrections as necessary. Raise problems to a higher level in DOF or the
line department, as appropriate.

e Stop when you have what you need or you have all you can get in the time
available. In the latter case, qualify your analysis by indicating the conclusions are
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based on the limited information available and noting any assumptions made.

e Getfeedback. Brainstorm ideas with your supervisor and peers. Discuss your
findings and conclusions with your managers and with the department. Run drafts of
your analysis and recommendations by your managers in advance of the deadline to
get their input early.

e  Critique your own work. Check and double check your calculations. Review your
analysis to see if there are further logical gaps that need to be filled in. See if your
factual information is correct, and if your argument holds up to criticism. Revise your
analysis if necessary.

e Keep records. Keep your notes, supporting data obtained, and calculations made in
a file for reference. (You'd be surprised how quickly people forget how they arrived
at certain numbers!)

e Be sensitive to other workload demands on staff with whom you are working. You
will likely need their assistance and cooperation in the future. Nevertheless, if they
won't give you the information for any of the following reasons:

- Because they've been appointed by the Governor

- They told the last analyst they had

- The last analyst they had didn't ask for this type of information
- It's not Finance's role

- They wouldn't ask for funding if they didn't need it

- They're stalling

- The Governor wants this done

- You don't have the professional qualifications

- The Director already agreed to this

you'll have to recommend disapproval of their request for lack of justification. Tell your
supervisor of the situation and discuss how to resolve it.

Rev.9/02 TRO
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GUIDELINES FOR THE ADMINISTRATION
OF BRANCHWIDE PROJECTS AND INITIATIVES

Policy Statement:

Unless contrary direction is provided by the Judicial Council, the initiation of branchwide
projects and other significant initiatives shall be preceded by a full and comprehensive cost-
benefit analysis that includes the input and collaboration of all stakeholders, a complete analysis
of scope, accurate cost estimates and funding streams and associated controls, documentation of
the decision-making processes, and the full transparent consideration of fiscal, operational, and
other impacts to the courts and stakeholders.

Overview:

The following guidelines have been established to assist with the preparation of formal project
proposals. They seek to implement a comprehensive process of programmatic and fiscal analysis
that ensures all costs and benefits are considered before a decision is made regarding whether to
proceed with a proposal within the Judicial Branch.

Process:

1. Issue or Concept Identification:

e Offices/divisions identify issue or concept (e.g., initiating new programs, expanding
existing programs, creation of new requirements on branch entities, requesting federal
or state grants, etc.)

e Office Director holds preliminary discussions with Division Chief

e Division Chief and Office Director present the issue to the Executive Office as an
informal concept

e Executive Office determines depth of analysis required and assigns the issue or
concept to the appropriate Office/Division for further evaluation.

e Executive Office determines if consultation with Judicial Council or the Executive
and Planning Committee is necessary based on factors such as funding needs, scope
of effort, and policy issues.

2. Preparation of Request for Approval of Project Proposal (RAPP) Form
e The RAPP, prepared in accordance with these guidelines, must be approved for every
project prior to the encumbrance or expenditure of funds on the project, including use
of staff resources on implementing the project.
e The RAPP establishes the business case for investment of branch resources in the
project by setting out the reasons for undertaking the project and analyzing its costs
and benefits, absent contrary direction from the Judicial Council.



e The Fiscal Services Office will conduct training for staff involved in the completion
of the RAPP form, with an emphasis on the Cost Considerations section, upon
request.

e Participation in the web-based training titled Analytical Thinking for Analysts
available through the California Department of Human Resources is encouraged:
http://www.calhr.ca.gov/Training/Pages/index-analytical-thinking-for-analysts.aspx

e Components of the RAPP Form

Requesting Office or Division

Date Prepared

Contact Information

Project Title

Summary

Summarized Estimated Costs

Proposal Review Routing

Associated JC Strategic Goal, if applicable

Project Scope

Stakeholders

Impact Analysis

Documentation of Decision-Making Process
. Cost Considerations

Authorization to Proceed (Office Director or Designee)

S3ITARTTSQ A0 o

3. The RAPP form should be forwarded to the appropriate Division Chief for review and
approval only after all issues raised by internal review have been addressed.

4. Briefing of Executive Office by Division Chief/Office Director
e Consider routing to appropriate Judicial Council committee (such as the Executive
and Planning Committee) or Judicial Council
e Consider discussion with Chief Justice
e Consider discussions with external stakeholders such as the courts or State Bar

5. Executive Office Action
e [f issue or concept was identified within the AOC, approve, disapprove, or return to
applicable office for further examination.
e Ifissue or concept was identified by the Judicial Council, respond to the Judicial
Council as directed with recommendation or act as directed by the Judicial Council.
Questions

Questions regarding these guidelines or the RAPP form can be directed to Bob Fleshman at
(415) 865-7531 or bob.fleshman@jud.ca.gov.

Rev. 12/13/13


http://www.calhr.ca.gov/Training/Pages/index-analytical-thinking-for-analysts.aspx
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REQUEST FOR APPROVAL OF PROJECT PROPOSAL

Rev. 10/10/13

Requesting Office or Division

Date Prepared

Contact Information

Project Title

Summary
(Please provide 3 to 4 sentences briefly
describing your request.)

Summarized Estimated Costs
(Please differentiate between one-time and
ongoing costs, if applicable.)

Proposal Review Routing
(Please select as applicable.)

______Human Resources Office

___Legal Services Office

_____ Fiscal Services Office
______Information Technology Services Office

Office of Governmental Affairs

Other

Other

Executive Office

How does this proposal further
the goals of the Strategic and
Operational Plans for the Judicial
Branch?
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Project Scope

Please provide your business case analysis of the scope and direction of your project, including timeline.

Stakeholders
Please list your project’s stakeholders and what input they have provided for your project. Include any steps you took to inform
and collaborate with your stakeholders about your project.

Impact Analysis

Please describe the anticipated effect on workload and resources on the AOC or stakeholders directly or indirectly if this project
is approved. Consider staff time, additional funding, and other requirements involved in successfully administering and
implementing this project. Include offsets where applicable.

Documentation of Decision-Making Process
Please provide a summary of items you used to determine the need for this undertaking. Provide attachments where applicable.

Cost Considerations
Cost estimates must be developed in collaboration with the Fiscal Services Office.

Budget Augmentation

Required?
No
Yes If YES, indicate fiscal year(s) and associated amount: |
FY | FY | FY | FY
$ $ $ $
PROJECT COSTS
1. | Fiscal Year TOTAL
2. | One-Time Cost $
3. | Continuing Costs $
4. TOTAL PROJECT BUDGET | $ $ $ $

PROJECT FINANCIAL BENEFITS

5. | Cost Savings/Avoidances $ $ $ $

6. | Revenue Increase $ $ $ $
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Authorization to Proceed

I have reviewed this proposed project, the outcomes to be achieved and the impacts described
and approve the proposal to be submitted for consideration.

Name (Office Director or Designee) Date

Notes/Comments



Information on Judicial Council Directives

Council Directive 9

E&P recommends that the Judicial Council direct the Administrative Director of the Courts to develop a procedure

for developing and communicating accurate cost estimates for projects, programs, and initiatives.

SEC Recommendation 7-59

The AOC must develop and communicate accurate cost estimates for projects, programs, and initiatives.

Reported By: Finance

Contact: Zlatko Theodorovic, Director

TASK

PENDING

ComPLETED: In August 2013, Council staff developed guidelines and a process for branchwide projects and other
significant initiatives to ensure a full and comprehensive cost-benefit analysis that includes the input and collaboration
of all stakeholders, a complete analysis of scope, accurate cost estimates and funding streams and associated controls,
documentation of the decision-making processes, and the full transparent consideration of fiscal, operational, and other
impacts to the courts and stakeholders.

Directives 7-13, 21, 40, 91, and 145 have been combined as part of a broader review and policy discussion relating

to the development of a cost benefit analysis proposal for the Judicial Council.

Council staff developed guidelines and a process for branchwide projects and other significant initiatives to ensure
a full and comprehensive cost-benefit analysis that includes the input and collaboration of all stakeholders, a
complete analysis of scope, accurate cost estimates and funding streams and associated controls, documentation
of the decision-making processes, and the full transparent consideration of fiscal, operational, and other impacts
to the courts and stakeholders. This was developed in August 2013.

The proposed "Guidelines for the Administration of Branchwide Projects and Initiatives" include the "Request for
Approval of Project Proposal" form. These guidelines require the full documented collaboration of all stakeholders
impacted by a project or initiative. The Executive Office has the sole discretion for determining when to utilize the
form for branchwide projects and initiatives.

These guidelines were presented to the Judicial Council at the December 13, 2013, council meeting.

IMPLEMENTATION PROGRESS AS OF MIARCH 2015

IMPLEMENTED WITH NO FURTHER ACTION REQUIRED/NEEDED UNABLE TO IMPLEMENT
IMPLEMENTED AND ONGOING PENDING IMPLEMENTATION
IMPLEMENTED BUT IN PROGRESS

The directive implementation will remain ongoing as this tool will be used as necessary whenever there are
projects or initiatives that meet the requirements for use of this cost benefit analysis form.

Page 1



ASSESSMENT OF IMPLEMENTATION

After the guidelines were developed, Court Operations Services contacted Finance because there was a similar

process and form for seeking grant opportunities.

It was decided that the forms and guidelines should be merged to be applicable to both cost benefit analysis for
major programs and initiatives as well as grant opportunities. The forms were merged for this purpose.

Finance reports that Information Technology also has a cost benefit analysis form that they utilize and that future
activities will includes working with IT to determine if this form should be merged with the existing guidelines and

form.

Finance indicated that this process was designed for use of all branch funds and to-date, there have been no
major initiatives and so the process has not been utilized. For other minor funding needs, the council staff has
utilized the budget change proposal process. Additionally, it was clarified that although the formal cost benefit
analysis is not currently utilized for Court of Appeal funding decisions, it was designed for use for all judicial

branch entities.

A discussion was held by E&P where they asked questions about the threshold for when this tool should be
utilized. It was explained by SEC members that this grew out of concerns about CCMS and that this would be
utilized in those cases where a budget change proposal is not an option and there is the potential for the use of all

branch funds.

OTHER INFORMATION

Attachments:
e Memo: Consider Guidelines and Process Recommendation, from Curt Soderlund to Hon. Steven
Jahr, November 25, 2013
e Guidelines for the Administration of Branchwide Projects and Initiatives (includes Request for
Approval of Project Proposal)
e Report to Judicial Council for meeting of December 12-13, 2013: AOC Restructuring: Implementation
of New Guidelines for Conducting Cost-Benefit Analysis for AOC Projects, December 13, 2013

Information on Judicial Council Directives Page 2



























Judicial Council of California + Administrative Office of the Courts

455 Golden Gate Avenue - San Francisco, California 94102-3688

www.courts.ca.gov

REPORT TO THE JUDICIAL COUNCIL

For business meeting on December 12-13, 2013

Title Agenda Item Type
AOC Restructuring: Implementation of New Information Only
Guidelines for Conducting Cost-Benefit

Analysis for AOC Projects Effective Date

Not Applicable

Rules, Forms, Standards, or Statutes Affected
None Date of Report

December 13, 2013
Submitted by

Administrative Office of the Courts Contact
Curt Soderlund Fiscal Services Office
Chief Administrative Officer Zlatko Theodorovic, 916-263-1397

zlatko.theodorovic@jud.ca.gov

Zlatko Theodorovic
Director, Fiscal Services Office

Executive Summary

The AOC’s Chief Administrative Officer and director of the Fiscal Services Offices present this
informational report on efforts relating to the various common aspects of Judicial Council
Directives 7-13, 21, 40, 91, and 145 (directives), which were combined as part of a broader
review and policy discussion pertaining to the application of a cost-benefit/business case analysis
for AOC projects.

Background

The Judicial Council approved the directives as recommended by the Strategic Evaluation
Committee (SEC) pertaining to the way in which the Administrative Office of the Courts (AOC)
undertakes significant projects and branchwide initiatives. In their report, the SEC observed the
following:

“The AOC has failed to plan, manage, and monitor programs in a manner that seeks
critical collaboration and input from the courts. The AOC has undertaken significant and



far-reaching programs over the past decade, including CCMS, branch-wide financial
systems, court construction and facilities management, and others. The organization has
failed to adequately consider fiscal, operational, and other impacts of its programs and
projects on the courts. Projects have been undertaken without first conducting an
appropriate business case analysis to determine whether they are prudent.”

As noted, the SEC opined that there appeared to be a lack of uniform internal processes,
insufficient collaboration, and inadequate analysis associated with large scale endeavors. More
specifically, nearly all of the aforementioned directives relate to observations made by the SEC
relative to the California Court Case Management System initiative:

“The AOC’s process of planning and monitoring programs and projects has been lacking.
These deficiencies are best exemplified by the CCMS project with its lack of budgetary
planning, failure of budgetary controls, failure to identify a sustaining revenue source,
lack of an initial business case analysis and feasibility study, lack of sufficient court
commitment, and failure to openly disclose pertinent information about the project.”

To address these deficiencies, the SEC detailed a recommended approach:

“... The AOC Executive Leadership Team must begin to implement a formalized system
of program and project planning and monitoring that includes, at a minimum: a
collaborative planning process that utilizes a business case analysis and that includes an
analysis of impacts on courts at the outset of all projects; use of workload analyses where
appropriate; and development of general performance metrics for key AOC programs that
allow expected performance levels to be set and evaluated.”

In developing a response to the directives, AOC staff consulted with other state entities—such as
the Department of Finance and CalHR—on their respective processes in an effort to establish a
similar approach at the AOC that incorporates an appropriate level of review and cost-benefit
analysis for programs and projects initiated by the agency. As one example, staff utilized the
state Department of Finance’s Budget Analyst Guide as an initial framework. Specific guide
sections, such as Types of Analysis (Attachment A) and Analysis of Issues (Attachment B), were
also identified as potential training tools for AOC staff to demonstrate the basic elements of how
appropriate fiscal and programmatic analyses are completed. Since the material is general in
nature, each office and division would, in theory, be able to use these resources to meet the
individual needs of the program, whether it be completing a grant request for federal funds or a
budget change proposal, to name a few.

Following the review of external and existing internal processes, AOC staff developed guidelines
that seek to ensure that all elements within each of these 10 directives are adequately addressed.
These guidelines include a process for the approval of branchwide projects and other significant
initiatives, as well as an approach to conduct any necessary cost-benefit analysis. These elements
include:

e The input and collaboration of all stakeholders;
e A complete analysis of scope;


http://www.dof.ca.gov/fisa/bag/bagtoc.htm
http://www.dof.ca.gov/fisa/bag/typesof.htm
http://www.dof.ca.gov/fisa/bag/The%20analysis%20of%20Budget%20Issues.htm

e The development of accurate cost estimates and the identification of funding in constant
collaboration with the Fiscal Services Office;

e The application of cost and contract controls including monitoring;

e Full documentation of the decision-making processes; and

e Full transparent consideration of fiscal, operational, and other impacts to the courts and
stakeholders.

The "Guidelines for the Administration of Branchwide Projects and Initiatives” (Attachment C)
have been reviewed and approved by the Administrative Director of the Courts and will be
implemented agency-wide, effective the first quarter of 2014. Leading up to the implementation
date, the Fiscal Services Office will work with staff from the AOC Center for Judiciary
Education and Research to develop an appropriate training curriculum for management team
members, budget liaisons, and other applicable staff.

These guidelines address the SEC’s recommendation that a cost-benefit analysis should be
infused into the AOC’s decision-making process and to serve as a guide when considering any
new project or program, large scale or otherwise.

Enclosures

Attachment A: Department of Finance Budget Analyst Guide, Types of Analysis
Attachment B: Department of Finance Budget Analyst Guide, Analysis of Issues
Attachment C: Guidelines for the Administration of Branchwide Projects and Initiatives



Types of Analysis Page 1 of 4

Attachment A

IFERMIA DEFARTHMENT OF FiINARKDE

TYPES OF ANALYSIS
BCPs or other issues involving a proposed augmentation

1. Have the department or group proposing the augmentation clarify
what the problem is. All too frequently problem statements are
either missing, too brief or too general to be sufficiently clear and
guantifiable, discuss symptoms rather than real problems, or are
stated in terms of the solution (e.g., "the problem is we don't have
the 14 additional staff we need"). The analyst's role is to find out if
there is a public need which is not being addressed, i.e., what is
the problem outside of building? Things like crime, pollution, and
poverty are possibilities; the lack of staff, microcomputers, and
travel funds are not. Moreover, the problem should be quantified
as much as possible so that a quantifiable solution can be arrived
at. This should address:

the extent of the problem

how this varies from a "normal" or acceptable situation
how many individuals are experiencing the problem
where this problem is located geographically

need statements should answer the question "why?"

©TQoo®

2. Consider Alternatives for Solving the Problem. Most BCPs
provide two: (1) do nothing and (2) accept our proposal. Do not be
deterred by the apparent lack of creativity on the part of some.
There is more than one way to solve a problem, especially in an
era of constantly changing technology. You might consider:

automation

program restructuring

restructuring systems and procedures
consolidation of functions

Qoo

3. The Key Element in a BCP (or other Proposal) is Data to justify
the resource level being proposed. Most proposals request
specific amounts of staff and funds. These requests should be
supported by equally specific calculations. To the extent that
specificity is lacking, the analyst may be required to fill in the gaps
in order to develop a recommendation. Usually, this kind of
analysis starts with a zero-augmentation assumption and builds in
components as they are specifically justified on an individual basis.

http://www.dof.ca.gov/fisa/bag/typesof.htm 11/25/2013
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For example, a particular solution may involve several different
types of staff in field offices, headquarters management, and in the
Administration Division, each developed on a different basis. In
summary, in this type of situation we start with zero and add in
resources as they are justified by specific calculations. As a
general rule, if you cannot understand were the number comes
from, do not add it in.

. If they lowballed the bill analysis, they should live with it in the
BCP.

Workload Issues

In past years, departments were usually funded for agreed to
workload increases. More often than not, in recent years with
severe budget restraints and no or insufficient funds available
to meet mandatory requirements, workload often is not
funded. Departments are required to redirect resources or
find other alternatives. Despite that, workload analysis is an
important Finance activity.

. The key variables in workload issues are:

a. the volume of work to be accomplished, generally
referred to as workload

b. the current staffing level

c. the workload completed with current staff

. The ratio of workload being currently completed to current staff will
usually provide a good estimate of the productivity rate. The ratio
of the workload to be accomplished to the productivity rate is the
number of staff required to complete that workload. Example—
CAL/OSHA elevator inspectors will inspect about 27,500 elevators
this year for safety requirements. Next year the number will
increase to 28,500. Currently there are 40 inspectors. How many
are needed for next year?

Answer 27.500 = (Number of
687.5 elevators
40 (1 inspector
can
inspect)

http://www.dof.ca.gov/fisa/bag/typesof.htm 11/25/2013
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28,500 _ 415 _(Number of
inspectors)
687.5 (needed )

Therefore, 1.5 additional inspectors would be justified on a
workload basis. Further, there is one clerical staff for every 4
inspectors in the program, so the addition of 1.5 inspectors
would justify 1.5 X .25 or 0.4 of a clerical position, for a total
of 1.9 PYs.

3. Sometimes it is necessary to pursue additional justification for the
volume of workload projected, depending on historical patterns.
Also there may be ways to increase current productivity rates
without adding staff by changing procedures or by automating
certain functions. The workload calculations should be performed
only after the analyst is satisfied with the data that goes into those
calculations.

4. Never accept a duty statement as workload justification. Anyone
can fill up 40 hours per week with activities. This has no
relationship to the external workload, how it is changing, and what
staffing implications it has.

5. Workload may fluctuate throughout the year. Our policy is usually
not to staff a unit for peak workload demands (with the possible
exception of temporary help funds where warranted, such as the
Franchise Tax Board), but rather to support staffing to process the
average workload level.

6. Workload standards are useful if they have been validated and we
have agreed to them. Departments should be encouraged to
develop them. Even if this hasn't been done prior to writing the
BCP, it may be possible to use time sheet and other activity data
to put together some useful standards. But be careful, before
proceeding, apply the workload standards to last year's work.

Does the analysis show it would require 20 PYs to do the work that
you know they did with 10 PYs?

7. Be careful of backlog statistics. There is a difference between and
backlog and a working inventory. A backlog measurement should
exclude:

a. workload which is currently being processed

http://www.dof.ca.gov/fisa/bag/typesof.htm 11/25/2013
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b. workload which can be processed in a reasonable or
statutorily required length of time

c. workload which has been set aside because it is
incomplete, waiting for additional information, or
otherwise cannot be processed.

National Association of State Budget Officers (NASBO)

For other types of analyses, see the NASBO training Series
Program, Module 6: Analytical Methods for Budget Analysts.

(March 3, 2011) (Analytic/BOS/PBM/APBM)

http://www.dof.ca.gov/fisa/bag/typesof.htm 11/25/2013
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A.

Attachment B

ML FORNA DEPARTMENT OF FINANGE

ANALYSIS: Principles and Practices for DOF Analysts
What is Analysis?

Analysis is the process by which issues are separated into their component parts and each part
and the interaction among the parts are systematically investigated. Later the components of an
issue are put back together in a logical way to support a conclusion and recommendation.

You can also think of analysis as the process by which we attempt to answer such questions as
follows, regarding a proposal, activity, program or process.

e Who or what is affected?

e What is/are the effects?

e How and when does/will it operate?

e How much does/will it cost?

e Who is raising the issue or making the proposal, and why?

e How might the problem/issue be resolved?
And the final question upon completing an analysis should always be: "Does this make sense?"
Typical Types of Finance Analyses

Finance uses the analytic process to develop recommendations on budget proposals,
legislation, and other initiatives and issues that may financially impact the State. Preparing solid
recommendations is the foundation for our advisory role to the Governor's Office and our role in
representing the Administration.

1. Fiscal - Finance's primary role is to provide analyses of fiscal issues or problems. To that
end, we review budget change proposals, legislation, initiatives, regulations, and reports to
analyze fiscal impacts. Fiscal analyses answer such questions as: How much will (or
should) this proposal or program cost (or save) the State? How much revenue will it
generate?

2. Policy — While not our main role, Finance staff may also perform policy analysis such as
when reviewing legislative proposals. Policy analysis is intended to help decision-makers
make choices about governmental programs and governmental regulation of individuals and
organizations. Policy analysis focuses on such questions as: What is the likely impact of
this policy on the public in general, and on specific groups or organizations? Policy analysis
can be done from the perspective of known priorities and policies, or without such political
preconditions.

3. Policy combined with fiscal—Most often Finance’s analyses include a combination of
fiscal and policy issues. For example, Finance analysts review a Budget Change Proposal
to assess the reasonableness of the estimated fiscal impacts but also assess the proposed
policy objective in relation to the Administration’s priorities. The resulting recommendation
thus may indicate that the proposed funding augmentation (or reduction) should be modified

http://www.dof.ca.gov/fisa/bag/The%?20analysis%200f%20Budget%20lss... 11/25/2013
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depending on whether the policy objective is deemed to be of high or low priority by the
Administration. The recommendation may also suggest an option that provides a lower (or
higher) level of attainment of the policy objective, including arguments supporting that level.

Sometimes the deadline for an analysis is so short that the analysis must be “quick and dirty”
and largely based on assumptions since time is not available to gather more information. In
these cases it is helpful if the assumptions can be based on historical information or on data
from a similar program or activities. In other cases (such as when asked to prepare “Issue
Memos”), Finance may have time to prepare a more expansive analysis.

For more details on some of the specific types of items analyzed at Finance, see Bill Analysis,
and BCPs, Writing Effective.

Steps in Analysis

Academicians identify various analytical approaches, which can generally be
summarized into six basic steps. (See Analysis, Policy, and Problem Solving for a
detailed summary of various analytical approaches.)

1. Define the Problem

Clearly identify the stated issue/problem. Is there really a problem? Sift through

extraneous material to identify the real, underlying problem or need (which may not be

the same as the stated issue or problem).

¢ How big is the problem? Quantify, if possible.

e How did the problem arise? When? What perpetuates it? Outline the history of the
issue/problem.

e Who and/or what does the problem impact? When? What are the current laws,

regulations and/or programs addressing the problem?

2. Gather Information

e Consider: What do you need to know to define and analyze the issue/problem, and to
recommend a solution? How much time do you have?

e Ask questions (repeatedly if necessary) to get the information needed. Also be
conscious of and respect others’ time and workload constraints, however.

o Be skeptical. Challenge the sources; don’'t assume the information is correct. Try to
verify it or test it against other information to determine its accuracy or reasonableness.

e Think through varied viewpoints on the issue (not just the Administration’s current
perspective). Talk to both proponents and opponents to gain additional political and
programmatic insights.

e Ask follow up questions.

e If you cannot get the information you want in the time (or from the sources) available,
can you make assumptions to work around it or develop rough estimates? Document
the basis for your assumptions.

e Look at other previous analyses/studies of the issue.

e Note that if the time is late (after 5 p.m.) or short (“quick and dirty” analyses) you still
may be able to contact the Legislative Analysts’ staff, legislative committee staff, (or for
bills, the author's or sponsor’s office, too) for some information, even if the department
staff are not available.

3. Consider Alternatives

e What are all the feasible options? Consider for example, taking no action; altering an

11/25/2013
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existing law, regulation, process, or program; creating a new law or program, etc.

What can government do (e.g., mandate, regulate, subsidize, create incentives, tax,
provide information, privatize), and what might be effective in this situation?

What other programs (public or private) or laws (state or federal) address this problem?
What have other states done to address this problem?

What has Finance recommended on this type of issue in the past?

Should the State be involved at all?

Determine Criteria for Evaluating Alternatives

Examples of criteria:

Efficiency - Cost-benefit, cost effectiveness, productivity

Equity - Is it fair? Who gains, who loses? By how much?

Effectiveness - Will it solve the problem? How much will it solve?

Feasibility - Legal, administrative, political (e.g., the current political environment)
Uncertainty and risk - What could go wrong? How costly? How likely?

Priority for funding given current state fiscal constraints and Administration policies
Consistency with Administration goals and policies and expectations

Evaluate Alternatives

Measure each alternative against the criteria.
Weigh the trade-offs (e.g., better service vs. higher cost; lower cost vs. higher risk)

Make Recommendation

Pull the information together to form conclusions, and then make recommendations.

Be creative. Policy analysis affords opportunities to develop creative compromises and
unique solutions to address problems. Although Finance is not a "think tank," we can
occasionally be the source of new policy ideas.

Anticipate the Administration. Try to recommend at least one option likely to be
preferred by the Administration (based on what you know of the current policies and
priorities).

Recommend more than one feasible alternative for the decision-makers to consider
(e.q., in times of limited funds recommend the preferred activity and funding level, and
some feasible lower level).

Review your analysis and ask if it all “makes sense.” Can a reader follow the logic from
the problem identification through the alternatives to the recommendation?

Check to see how critical any information (both included and omitted) is to the
recommendation.

Critique and supplement (or pare down) the information as needed.

D. Communicating Your Analysis
To be effective, an analysis must be clearly communicated to the decision-makers and other
interested parties.

1.

Types of Presentations

Oral presentations in meetings

Budget change proposal (BCP) write-ups
Bill analyses

Legislative testimony

http://www.dof.ca.gov/fisa/bag/The%?20analysis%200f%20Budget%20lss... 11/25/2013
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e Press packets or contacts

e Governor’s Budget Summary ("A-pages”) and other public reports

e Issue Memos

e One-on-one discussion/negotiation with LAO and departmental staff

2. Presentation Style

e« Narrow focus. Finance does not typically produce lengthy study reports that thoroughly
analyze all aspects of major policy issues. Finance's analyses tend to focus in on the
fiscal impacts to state government and, in particular, to the General Fund.

o Related to specific decisions. Our analyses tend to focus on information needed to
make a specific decision, and normally will recommend a specific action on an issue.

e Brief and clear. Finance does not get much time to speak its piece; often one or two
lead sentences have to carry the presentation.

¢ Unbiased/nonpartisan, but politically informed. Although we work for the Governor and
do analysis in the context of known Administration policy and perspective, Finance staff
should be prepared to argue all sides of an issue (e.g., in Administration decision-
making meetings). Recommendations on issues should reflect a balance between what
might be acceptable to the Administration, and other considerations, including other
viewpoints relevant to a decision. (Finance staff should not expect to promote personal
political views, however.)

e Original and active. Use active (not passive) voice as much as possible, and state your
thoughts without plagiarizing others’ analyses (e.g., departments’ analyses or
documents).

o Professional. Both oral and written presentations should be made keeping in mind our
professional staff role.

3. Traditional Biases of Finance

e Low cost/high benefit

e Proven effectiveness

e High priority

¢ Fundable by redirection of existing resources
e Consistent with Administration goals

4, Other Considerations

e Preparation. Finance staff are some of the main spokespersons for the Administration,
and as such are expected to be able to explain and defend the Administration’s position
(e.g., on budget proposals) before the Legislature and in answering press calls. Be sure
your analysis is adequate to support and defend the recommendations.

e Audience. Be aware of who reads and/or needs the information, and focus the
presentation to address their level(s) of knowledge. Give adequate information to
understand the issue and recommendation.

¢ Timing. Be sensitive to whether a decision maker can be receptive to a proposed policy
and whether the issue's time has come. Often we are not the best organization to raise
an issue; it may be better raised by agency/department staff or others with policy-making

http://www.dof.ca.gov/fisa/bag/The%?20analysis%200f%20Budget%20lss... 11/25/2013
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authority.

Respect for hierarchies. Finance staff should understand and respect the hierarchy of
Finance and of other departments and agencies we work with. It is important to
differentiate the positions that may be taken by various levels in a department and the
degree to which top management has (or has not) approved a particular position.
Flexibility. The Administration may decide on a different option that you recommend.
Be ready and willing to revise your analysis to further detail the selected option, and/or
reframe the issue, if necessary.

Disassociation. Although it can be hard to do, Finance staff should not let themselves
get too personally committed to policy recommendations they make or view
nonacceptance as a "personal defeat."

Developing Policy Analysis Skills/Knowledge

The foundation for any analysis is a thorough working knowledge of your program/subject
areas; the issues; and State processes, priorities, and fiscal constraints. The following are
some tips on the sources and types of information you should gather (an ongoing process), and
how to manage your time to complete analyses.

1.

o

Sources of Information.

Following are some suggested sources and methods for developing your policy
understanding and analytical skills. You will be engaged in many of these activities in
the course of your work, but take advantage of slow moments for further research and
discussion of policy issues in your area.

Read texts, articles, books, and analyses done by others (e.g., scholars,
advocates, the Legislative Analyst, Bureau of State Audits)

Learn the history (e.g., talk to or review written work of your predecessors on the
assignment)

Listen to others who already know the programs and issues well (e.qg., talk with
department staff when reviewing various documents)

Discuss issues with advocates and constituents

Take field trips to visit program staff and projects in the field
Learn by doing (jump into your assignment!)

Areas of Knowledge

Program Knowledge. The foundation for any analysis is a thorough working
knowledge of the program being addressed. No analytical technique can replace
basic information about how the program works. Such knowledge typically
includes: the program'’s purpose, who and how many it serves, what it provides,
how services are delivered, the current costs, criteria for expending the funds,
how the program evolved (e.g., what were key decision points in program’s
history), and the trends in terms of revenues, expenditures, staffing, and
workload data.

Knowledge of the State’s current fiscal situation and constitutional

http://www.dof.ca.gov/fisa/bag/The%?20analysis%200f%20Budget%20lss... 11/25/2013



THE ANALYSIS OF BUDGET ISSUES Page 6 of 7
Attachment B

constraints. Less than ten percent of the budget is discretionary. Some of the key
factors limiting State expenditures are: the State Appropriations Limit (SAL),
Proposition 98, other Constitutional requirements, entitlement programs,
statutory COLAs, and legal obligations. Other constraints not set in the
Constitution or statute but which are as, or nearly as, restraining, include:
General Fund revenues, General Fund reserves, federal budget actions directly
affecting the State’s budget, tax expenditures, public safety expenditures,
revenue-producing activities, and budget agreements.

In analyzing budget issues, it is important to keep these factors in mind and know where
we are relative to the major constraints. This will tell you whether we have some
flexibility and can entertain discretionary proposals, or whether we’re going to have to
recommend reductions.

c. Knowledge of other Administration and Department of Finance Priorities. Current
State policies and priorities (such as those outlined in the Governor’'s Budget Summary
or Budget Highlights, or the State of the State Address) need to be taken into account
when analyzing an issue. Examples of recent State priorities include: (1) reducing
personnel years (PYs); (2) reducing General Fund expenditures; (3) attempting to help
the federal government reduce the federal deficit; (4) reforming welfare; and (5) making
the State more competitive.

Awareness of these policies helps analysts to frame questions and recommendations.

d. Knowledge of the Issue. Besides general program knowledge, specific information
about the issue being addressed is important to understanding proposed changes. For
example, analysts may prepare by researching the history of issues in their program
area, why the issues are (re)emerging, views of proponents and opponents, and what
this and other states are doing to address the issues.

3. Managing Your Analytical Time and Effort

e Get started early. Size things up. Decide when you need to start each task in order
to meet your deadline. Set a mental schedule (allowing for slippage).

Tell the department what information you need right away. Put requests in writing
(e.g., by email) when possible to confirm conversations and avoid misunderstandings
later. Set a deadline for receipt of this information which is early enough so that you
can ask for clarification, or request other information if this raises additional
questions.

e Follow up. Think about the information as it's being presented to you. Is it filling in
the gaps? What gaps remain? Take the initiative to ask follow-up questions and
probe when talking to department staff. It is relatively rare that your first set of
questions will elicit all of the information necessary for an analysis. Keep thinking of
what you need to resolve the issue.

e Stay on Course. Don't lose sight of your objective and deadline, or get sidetracked.
Make sure you understand what's central to the issue, and that you're getting the
information you need from department staff (i.e., what's relevant, not what's easy for
them to give you).

Periodically, review where you are relative to your objectives and schedule. Make
mid-course corrections as necessary. Raise problems to a higher level in DOF or the
line department, as appropriate.

e Stop when you have what you need or you have all you can get in the time
available. In the latter case, qualify your analysis by indicating the conclusions are
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based on the limited information available and noting any assumptions made.

e Getfeedback. Brainstorm ideas with your supervisor and peers. Discuss your
findings and conclusions with your managers and with the department. Run drafts of
your analysis and recommendations by your managers in advance of the deadline to
get their input early.

e  Critique your own work. Check and double check your calculations. Review your
analysis to see if there are further logical gaps that need to be filled in. See if your
factual information is correct, and if your argument holds up to criticism. Revise your
analysis if necessary.

e Keep records. Keep your notes, supporting data obtained, and calculations made in
a file for reference. (You'd be surprised how quickly people forget how they arrived
at certain numbers!)

e Be sensitive to other workload demands on staff with whom you are working. You
will likely need their assistance and cooperation in the future. Nevertheless, if they
won't give you the information for any of the following reasons:

- Because they've been appointed by the Governor

- They told the last analyst they had

- The last analyst they had didn't ask for this type of information
- It's not Finance's role

- They wouldn't ask for funding if they didn't need it

- They're stalling

- The Governor wants this done

- You don't have the professional qualifications

- The Director already agreed to this

you'll have to recommend disapproval of their request for lack of justification. Tell your
supervisor of the situation and discuss how to resolve it.

Rev.9/02 TRO
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GUIDELINES FOR THE ADMINISTRATION
OF BRANCHWIDE PROJECTS AND INITIATIVES

Policy Statement:

Unless contrary direction is provided by the Judicial Council, the initiation of branchwide
projects and other significant initiatives shall be preceded by a full and comprehensive cost-
benefit analysis that includes the input and collaboration of all stakeholders, a complete analysis
of scope, accurate cost estimates and funding streams and associated controls, documentation of
the decision-making processes, and the full transparent consideration of fiscal, operational, and
other impacts to the courts and stakeholders.

Overview:

The following guidelines have been established to assist with the preparation of formal project
proposals. They seek to implement a comprehensive process of programmatic and fiscal analysis
that ensures all costs and benefits are considered before a decision is made regarding whether to
proceed with a proposal within the Judicial Branch.

Process:

1. Issue or Concept Identification:

e Offices/divisions identify issue or concept (e.g., initiating new programs, expanding
existing programs, creation of new requirements on branch entities, requesting federal
or state grants, etc.)

e Office Director holds preliminary discussions with Division Chief

e Division Chief and Office Director present the issue to the Executive Office as an
informal concept

e Executive Office determines depth of analysis required and assigns the issue or
concept to the appropriate Office/Division for further evaluation.

e Executive Office determines if consultation with Judicial Council or the Executive
and Planning Committee is necessary based on factors such as funding needs, scope
of effort, and policy issues.

2. Preparation of Request for Approval of Project Proposal (RAPP) Form
e The RAPP, prepared in accordance with these guidelines, must be approved for every
project prior to the encumbrance or expenditure of funds on the project, including use
of staff resources on implementing the project.
e The RAPP establishes the business case for investment of branch resources in the
project by setting out the reasons for undertaking the project and analyzing its costs
and benefits, absent contrary direction from the Judicial Council.



e The Fiscal Services Office will conduct training for staff involved in the completion
of the RAPP form, with an emphasis on the Cost Considerations section, upon
request.

e Participation in the web-based training titled Analytical Thinking for Analysts
available through the California Department of Human Resources is encouraged:
http://www.calhr.ca.gov/Training/Pages/index-analytical-thinking-for-analysts.aspx

e Components of the RAPP Form

Requesting Office or Division

Date Prepared

Contact Information

Project Title

Summary

Summarized Estimated Costs

Proposal Review Routing

Associated JC Strategic Goal, if applicable

Project Scope

Stakeholders

Impact Analysis

Documentation of Decision-Making Process
. Cost Considerations

Authorization to Proceed (Office Director or Designee)

S3ITARTTSQ A0 o

3. The RAPP form should be forwarded to the appropriate Division Chief for review and
approval only after all issues raised by internal review have been addressed.

4. Briefing of Executive Office by Division Chief/Office Director
e Consider routing to appropriate Judicial Council committee (such as the Executive
and Planning Committee) or Judicial Council
e Consider discussion with Chief Justice
e Consider discussions with external stakeholders such as the courts or State Bar

5. Executive Office Action
e [f issue or concept was identified within the AOC, approve, disapprove, or return to
applicable office for further examination.
e Ifissue or concept was identified by the Judicial Council, respond to the Judicial
Council as directed with recommendation or act as directed by the Judicial Council.
Questions

Questions regarding these guidelines or the RAPP form can be directed to Bob Fleshman at
(415) 865-7531 or bob.fleshman@jud.ca.gov.

Rev. 12/13/13
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REQUEST FOR APPROVAL OF PROJECT PROPOSAL

Rev. 10/10/13

Requesting Office or Division

Date Prepared

Contact Information

Project Title

Summary
(Please provide 3 to 4 sentences briefly
describing your request.)

Summarized Estimated Costs
(Please differentiate between one-time and
ongoing costs, if applicable.)

Proposal Review Routing
(Please select as applicable.)

______Human Resources Office

___Legal Services Office

_____ Fiscal Services Office
______Information Technology Services Office

Office of Governmental Affairs

Other

Other

Executive Office

How does this proposal further
the goals of the Strategic and
Operational Plans for the Judicial
Branch?
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Project Scope

Please provide your business case analysis of the scope and direction of your project, including timeline.

Stakeholders
Please list your project’s stakeholders and what input they have provided for your project. Include any steps you took to inform
and collaborate with your stakeholders about your project.

Impact Analysis

Please describe the anticipated effect on workload and resources on the AOC or stakeholders directly or indirectly if this project
is approved. Consider staff time, additional funding, and other requirements involved in successfully administering and
implementing this project. Include offsets where applicable.

Documentation of Decision-Making Process
Please provide a summary of items you used to determine the need for this undertaking. Provide attachments where applicable.

Cost Considerations
Cost estimates must be developed in collaboration with the Fiscal Services Office.

Budget Augmentation

Required?
No
Yes If YES, indicate fiscal year(s) and associated amount: |
FY | FY | FY | FY
$ $ $ $
PROJECT COSTS
1. | Fiscal Year TOTAL
2. | One-Time Cost $
3. | Continuing Costs $
4. TOTAL PROJECT BUDGET | $ $ $ $

PROJECT FINANCIAL BENEFITS

5. | Cost Savings/Avoidances $ $ $ $

6. | Revenue Increase $ $ $ $
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Authorization to Proceed

I have reviewed this proposed project, the outcomes to be achieved and the impacts described
and approve the proposal to be submitted for consideration.

Name (Office Director or Designee) Date

Notes/Comments



Information on Judicial Council Directives

Council Directive ]

E&P recommends that the Judicial Council direct the Administrative Director of the Courts to develop a procedure
to apply proper cost and contract controls and monitoring, including independent assessment and verification, for
significant projects and programs.

SEC Recommendation 7-60

The AOC must apply proper cost and contract controls and monitoring, including independent assessment and

verification, for significant projects and programs.

Reported By: Finance

Contact: Zlatko Theodorovic, Director

TASK

PENDING

CoMmPLETED: In August 2013, Council staff developed guidelines and a process for branchwide projects and other
significant initiatives to ensure a full and comprehensive cost-benefit analysis that includes the input and collaboration
of all stakeholders, a complete analysis of scope, accurate cost estimates and funding streams and associated controls,
documentation of the decision-making processes, and the full transparent consideration of fiscal, operational, and other
impacts to the courts and stakeholders.

Directives 7-13, 21, 40, 91, and 145 have been combined as part of a broader review and policy discussion relating

to the development of a cost benefit analysis proposal for the Judicial Council.

Council staff developed guidelines and a process for branchwide projects and other significant initiatives to ensure
a full and comprehensive cost-benefit analysis that includes the input and collaboration of all stakeholders, a
complete analysis of scope, accurate cost estimates and funding streams and associated controls, documentation
of the decision-making processes, and the full transparent consideration of fiscal, operational, and other impacts
to the courts and stakeholders. This was developed in August 2013.

The proposed "Guidelines for the Administration of Branchwide Projects and Initiatives" include the "Request for
Approval of Project Proposal" form. These guidelines require the full documented collaboration of all stakeholders
impacted by a project or initiative. The Executive Office has the sole discretion for determining when to utilize the
form for branchwide projects and initiatives.

These guidelines were presented to the Judicial Council at the December 13, 2013, council meeting.

IMPLEMENTATION PROGRESS AS OF MARCH 2015
IMPLEMENTED WITH NO FURTHER ACTION REQUIRED/NEEDED UNABLE TO IMPLEMENT
IMPLEMENTED AND ONGOING PENDING IMPLEMENTATION

IMPLEMENTED BUT IN PROGRESS

The directive implementation will remain ongoing as this tool will be used as necessary whenever there are
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projects or initiatives that meet the requirements for use of this cost benefit analysis form.
ASSESSMENT OF IMPLEMENTATION

After the guidelines were developed, Court Operations Services contacted Finance because there was a similar

process and form for seeking grant opportunities.

It was decided that the forms and guidelines should be merged to be applicable to both cost benefit analysis for

major programs and initiatives as well as grant opportunities. The forms were merged for this purpose.

Finance reports that Information Technology also has a cost benefit analysis form that they utilize and that future
activities will includes working with IT to determine if this form should be merged with the existing guidelines and

form.

Finance indicated that this process was designed for use of all branch funds and to-date, there have been no
major initiatives and so the process has not been utilized. For other minor funding needs, the council staff has
utilized the budget change proposal process. Additionally, it was clarified that although the formal cost benefit
analysis is not currently utilized for Court of Appeal funding decisions, it was designed for use for all judicial

branch entities.

A discussion was held by E&P where they asked questions about the threshold for when this tool should be
utilized. It was explained by SEC members that this grew out of concerns about CCMS and that this would be
utilized in those cases where a budget change proposal is not an option and there is the potential for the use of all

branch funds.

OTHER INFORMATION

Attachments:
e Memo: Consider Guidelines and Process Recommendation, from Curt Soderlund to Hon. Steven
Jahr, November 25, 2013
e Guidelines for the Administration of Branchwide Projects and Initiatives (includes Request for
Approval of Project Proposal)
e Report to Judicial Council for meeting of December 12-13, 2013: AOC Restructuring: Implementation
of New Guidelines for Conducting Cost-Benefit Analysis for AOC Projects, December 13, 2013

Information on Judicial Council Directives Page 2



























Judicial Council of California + Administrative Office of the Courts

455 Golden Gate Avenue - San Francisco, California 94102-3688

www.courts.ca.gov

REPORT TO THE JUDICIAL COUNCIL

For business meeting on December 12-13, 2013

Title Agenda Item Type
AOC Restructuring: Implementation of New Information Only
Guidelines for Conducting Cost-Benefit

Analysis for AOC Projects Effective Date

Not Applicable

Rules, Forms, Standards, or Statutes Affected
None Date of Report

December 13, 2013
Submitted by

Administrative Office of the Courts Contact
Curt Soderlund Fiscal Services Office
Chief Administrative Officer Zlatko Theodorovic, 916-263-1397

zlatko.theodorovic@jud.ca.gov

Zlatko Theodorovic
Director, Fiscal Services Office

Executive Summary

The AOC’s Chief Administrative Officer and director of the Fiscal Services Offices present this
informational report on efforts relating to the various common aspects of Judicial Council
Directives 7-13, 21, 40, 91, and 145 (directives), which were combined as part of a broader
review and policy discussion pertaining to the application of a cost-benefit/business case analysis
for AOC projects.

Background

The Judicial Council approved the directives as recommended by the Strategic Evaluation
Committee (SEC) pertaining to the way in which the Administrative Office of the Courts (AOC)
undertakes significant projects and branchwide initiatives. In their report, the SEC observed the
following:

“The AOC has failed to plan, manage, and monitor programs in a manner that seeks
critical collaboration and input from the courts. The AOC has undertaken significant and



far-reaching programs over the past decade, including CCMS, branch-wide financial
systems, court construction and facilities management, and others. The organization has
failed to adequately consider fiscal, operational, and other impacts of its programs and
projects on the courts. Projects have been undertaken without first conducting an
appropriate business case analysis to determine whether they are prudent.”

As noted, the SEC opined that there appeared to be a lack of uniform internal processes,
insufficient collaboration, and inadequate analysis associated with large scale endeavors. More
specifically, nearly all of the aforementioned directives relate to observations made by the SEC
relative to the California Court Case Management System initiative:

“The AOC’s process of planning and monitoring programs and projects has been lacking.
These deficiencies are best exemplified by the CCMS project with its lack of budgetary
planning, failure of budgetary controls, failure to identify a sustaining revenue source,
lack of an initial business case analysis and feasibility study, lack of sufficient court
commitment, and failure to openly disclose pertinent information about the project.”

To address these deficiencies, the SEC detailed a recommended approach:

“... The AOC Executive Leadership Team must begin to implement a formalized system
of program and project planning and monitoring that includes, at a minimum: a
collaborative planning process that utilizes a business case analysis and that includes an
analysis of impacts on courts at the outset of all projects; use of workload analyses where
appropriate; and development of general performance metrics for key AOC programs that
allow expected performance levels to be set and evaluated.”

In developing a response to the directives, AOC staff consulted with other state entities—such as
the Department of Finance and CalHR—on their respective processes in an effort to establish a
similar approach at the AOC that incorporates an appropriate level of review and cost-benefit
analysis for programs and projects initiated by the agency. As one example, staff utilized the
state Department of Finance’s Budget Analyst Guide as an initial framework. Specific guide
sections, such as Types of Analysis (Attachment A) and Analysis of Issues (Attachment B), were
also identified as potential training tools for AOC staff to demonstrate the basic elements of how
appropriate fiscal and programmatic analyses are completed. Since the material is general in
nature, each office and division would, in theory, be able to use these resources to meet the
individual needs of the program, whether it be completing a grant request for federal funds or a
budget change proposal, to name a few.

Following the review of external and existing internal processes, AOC staff developed guidelines
that seek to ensure that all elements within each of these 10 directives are adequately addressed.
These guidelines include a process for the approval of branchwide projects and other significant
initiatives, as well as an approach to conduct any necessary cost-benefit analysis. These elements
include:

e The input and collaboration of all stakeholders;
e A complete analysis of scope;


http://www.dof.ca.gov/fisa/bag/bagtoc.htm
http://www.dof.ca.gov/fisa/bag/typesof.htm
http://www.dof.ca.gov/fisa/bag/The%20analysis%20of%20Budget%20Issues.htm

e The development of accurate cost estimates and the identification of funding in constant
collaboration with the Fiscal Services Office;

e The application of cost and contract controls including monitoring;

e Full documentation of the decision-making processes; and

e Full transparent consideration of fiscal, operational, and other impacts to the courts and
stakeholders.

The "Guidelines for the Administration of Branchwide Projects and Initiatives” (Attachment C)
have been reviewed and approved by the Administrative Director of the Courts and will be
implemented agency-wide, effective the first quarter of 2014. Leading up to the implementation
date, the Fiscal Services Office will work with staff from the AOC Center for Judiciary
Education and Research to develop an appropriate training curriculum for management team
members, budget liaisons, and other applicable staff.

These guidelines address the SEC’s recommendation that a cost-benefit analysis should be
infused into the AOC’s decision-making process and to serve as a guide when considering any
new project or program, large scale or otherwise.

Enclosures

Attachment A: Department of Finance Budget Analyst Guide, Types of Analysis
Attachment B: Department of Finance Budget Analyst Guide, Analysis of Issues
Attachment C: Guidelines for the Administration of Branchwide Projects and Initiatives
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IFERMIA DEFARTHMENT OF FiINARKDE

TYPES OF ANALYSIS
BCPs or other issues involving a proposed augmentation

1. Have the department or group proposing the augmentation clarify
what the problem is. All too frequently problem statements are
either missing, too brief or too general to be sufficiently clear and
guantifiable, discuss symptoms rather than real problems, or are
stated in terms of the solution (e.g., "the problem is we don't have
the 14 additional staff we need"). The analyst's role is to find out if
there is a public need which is not being addressed, i.e., what is
the problem outside of building? Things like crime, pollution, and
poverty are possibilities; the lack of staff, microcomputers, and
travel funds are not. Moreover, the problem should be quantified
as much as possible so that a quantifiable solution can be arrived
at. This should address:

the extent of the problem

how this varies from a "normal" or acceptable situation
how many individuals are experiencing the problem
where this problem is located geographically

need statements should answer the question "why?"

©TQoo®

2. Consider Alternatives for Solving the Problem. Most BCPs
provide two: (1) do nothing and (2) accept our proposal. Do not be
deterred by the apparent lack of creativity on the part of some.
There is more than one way to solve a problem, especially in an
era of constantly changing technology. You might consider:

automation

program restructuring

restructuring systems and procedures
consolidation of functions

Qoo

3. The Key Element in a BCP (or other Proposal) is Data to justify
the resource level being proposed. Most proposals request
specific amounts of staff and funds. These requests should be
supported by equally specific calculations. To the extent that
specificity is lacking, the analyst may be required to fill in the gaps
in order to develop a recommendation. Usually, this kind of
analysis starts with a zero-augmentation assumption and builds in
components as they are specifically justified on an individual basis.

http://www.dof.ca.gov/fisa/bag/typesof.htm 11/25/2013
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For example, a particular solution may involve several different
types of staff in field offices, headquarters management, and in the
Administration Division, each developed on a different basis. In
summary, in this type of situation we start with zero and add in
resources as they are justified by specific calculations. As a
general rule, if you cannot understand were the number comes
from, do not add it in.

. If they lowballed the bill analysis, they should live with it in the
BCP.

Workload Issues

In past years, departments were usually funded for agreed to
workload increases. More often than not, in recent years with
severe budget restraints and no or insufficient funds available
to meet mandatory requirements, workload often is not
funded. Departments are required to redirect resources or
find other alternatives. Despite that, workload analysis is an
important Finance activity.

. The key variables in workload issues are:

a. the volume of work to be accomplished, generally
referred to as workload

b. the current staffing level

c. the workload completed with current staff

. The ratio of workload being currently completed to current staff will
usually provide a good estimate of the productivity rate. The ratio
of the workload to be accomplished to the productivity rate is the
number of staff required to complete that workload. Example—
CAL/OSHA elevator inspectors will inspect about 27,500 elevators
this year for safety requirements. Next year the number will
increase to 28,500. Currently there are 40 inspectors. How many
are needed for next year?

Answer 27.500 = (Number of
687.5 elevators
40 (1 inspector
can
inspect)

http://www.dof.ca.gov/fisa/bag/typesof.htm 11/25/2013
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28,500 _ 415 _(Number of
inspectors)
687.5 (needed )

Therefore, 1.5 additional inspectors would be justified on a
workload basis. Further, there is one clerical staff for every 4
inspectors in the program, so the addition of 1.5 inspectors
would justify 1.5 X .25 or 0.4 of a clerical position, for a total
of 1.9 PYs.

3. Sometimes it is necessary to pursue additional justification for the
volume of workload projected, depending on historical patterns.
Also there may be ways to increase current productivity rates
without adding staff by changing procedures or by automating
certain functions. The workload calculations should be performed
only after the analyst is satisfied with the data that goes into those
calculations.

4. Never accept a duty statement as workload justification. Anyone
can fill up 40 hours per week with activities. This has no
relationship to the external workload, how it is changing, and what
staffing implications it has.

5. Workload may fluctuate throughout the year. Our policy is usually
not to staff a unit for peak workload demands (with the possible
exception of temporary help funds where warranted, such as the
Franchise Tax Board), but rather to support staffing to process the
average workload level.

6. Workload standards are useful if they have been validated and we
have agreed to them. Departments should be encouraged to
develop them. Even if this hasn't been done prior to writing the
BCP, it may be possible to use time sheet and other activity data
to put together some useful standards. But be careful, before
proceeding, apply the workload standards to last year's work.

Does the analysis show it would require 20 PYs to do the work that
you know they did with 10 PYs?

7. Be careful of backlog statistics. There is a difference between and
backlog and a working inventory. A backlog measurement should
exclude:

a. workload which is currently being processed

http://www.dof.ca.gov/fisa/bag/typesof.htm 11/25/2013



Types of Analysis Page 4 of 4

Attachment A

b. workload which can be processed in a reasonable or
statutorily required length of time

c. workload which has been set aside because it is
incomplete, waiting for additional information, or
otherwise cannot be processed.

National Association of State Budget Officers (NASBO)

For other types of analyses, see the NASBO training Series
Program, Module 6: Analytical Methods for Budget Analysts.

(March 3, 2011) (Analytic/BOS/PBM/APBM)
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Attachment B

ML FORNA DEPARTMENT OF FINANGE

ANALYSIS: Principles and Practices for DOF Analysts
What is Analysis?

Analysis is the process by which issues are separated into their component parts and each part
and the interaction among the parts are systematically investigated. Later the components of an
issue are put back together in a logical way to support a conclusion and recommendation.

You can also think of analysis as the process by which we attempt to answer such questions as
follows, regarding a proposal, activity, program or process.

e Who or what is affected?

e What is/are the effects?

e How and when does/will it operate?

e How much does/will it cost?

e Who is raising the issue or making the proposal, and why?

e How might the problem/issue be resolved?
And the final question upon completing an analysis should always be: "Does this make sense?"
Typical Types of Finance Analyses

Finance uses the analytic process to develop recommendations on budget proposals,
legislation, and other initiatives and issues that may financially impact the State. Preparing solid
recommendations is the foundation for our advisory role to the Governor's Office and our role in
representing the Administration.

1. Fiscal - Finance's primary role is to provide analyses of fiscal issues or problems. To that
end, we review budget change proposals, legislation, initiatives, regulations, and reports to
analyze fiscal impacts. Fiscal analyses answer such questions as: How much will (or
should) this proposal or program cost (or save) the State? How much revenue will it
generate?

2. Policy — While not our main role, Finance staff may also perform policy analysis such as
when reviewing legislative proposals. Policy analysis is intended to help decision-makers
make choices about governmental programs and governmental regulation of individuals and
organizations. Policy analysis focuses on such questions as: What is the likely impact of
this policy on the public in general, and on specific groups or organizations? Policy analysis
can be done from the perspective of known priorities and policies, or without such political
preconditions.

3. Policy combined with fiscal—Most often Finance’s analyses include a combination of
fiscal and policy issues. For example, Finance analysts review a Budget Change Proposal
to assess the reasonableness of the estimated fiscal impacts but also assess the proposed
policy objective in relation to the Administration’s priorities. The resulting recommendation
thus may indicate that the proposed funding augmentation (or reduction) should be modified

http://www.dof.ca.gov/fisa/bag/The%?20analysis%200f%20Budget%20lss... 11/25/2013
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depending on whether the policy objective is deemed to be of high or low priority by the
Administration. The recommendation may also suggest an option that provides a lower (or
higher) level of attainment of the policy objective, including arguments supporting that level.

Sometimes the deadline for an analysis is so short that the analysis must be “quick and dirty”
and largely based on assumptions since time is not available to gather more information. In
these cases it is helpful if the assumptions can be based on historical information or on data
from a similar program or activities. In other cases (such as when asked to prepare “Issue
Memos”), Finance may have time to prepare a more expansive analysis.

For more details on some of the specific types of items analyzed at Finance, see Bill Analysis,
and BCPs, Writing Effective.

Steps in Analysis

Academicians identify various analytical approaches, which can generally be
summarized into six basic steps. (See Analysis, Policy, and Problem Solving for a
detailed summary of various analytical approaches.)

1. Define the Problem

Clearly identify the stated issue/problem. Is there really a problem? Sift through

extraneous material to identify the real, underlying problem or need (which may not be

the same as the stated issue or problem).

¢ How big is the problem? Quantify, if possible.

e How did the problem arise? When? What perpetuates it? Outline the history of the
issue/problem.

e Who and/or what does the problem impact? When? What are the current laws,

regulations and/or programs addressing the problem?

2. Gather Information

e Consider: What do you need to know to define and analyze the issue/problem, and to
recommend a solution? How much time do you have?

e Ask questions (repeatedly if necessary) to get the information needed. Also be
conscious of and respect others’ time and workload constraints, however.

o Be skeptical. Challenge the sources; don’'t assume the information is correct. Try to
verify it or test it against other information to determine its accuracy or reasonableness.

e Think through varied viewpoints on the issue (not just the Administration’s current
perspective). Talk to both proponents and opponents to gain additional political and
programmatic insights.

e Ask follow up questions.

e If you cannot get the information you want in the time (or from the sources) available,
can you make assumptions to work around it or develop rough estimates? Document
the basis for your assumptions.

e Look at other previous analyses/studies of the issue.

e Note that if the time is late (after 5 p.m.) or short (“quick and dirty” analyses) you still
may be able to contact the Legislative Analysts’ staff, legislative committee staff, (or for
bills, the author's or sponsor’s office, too) for some information, even if the department
staff are not available.

3. Consider Alternatives

e What are all the feasible options? Consider for example, taking no action; altering an
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existing law, regulation, process, or program; creating a new law or program, etc.

What can government do (e.g., mandate, regulate, subsidize, create incentives, tax,
provide information, privatize), and what might be effective in this situation?

What other programs (public or private) or laws (state or federal) address this problem?
What have other states done to address this problem?

What has Finance recommended on this type of issue in the past?

Should the State be involved at all?

Determine Criteria for Evaluating Alternatives

Examples of criteria:

Efficiency - Cost-benefit, cost effectiveness, productivity

Equity - Is it fair? Who gains, who loses? By how much?

Effectiveness - Will it solve the problem? How much will it solve?

Feasibility - Legal, administrative, political (e.g., the current political environment)
Uncertainty and risk - What could go wrong? How costly? How likely?

Priority for funding given current state fiscal constraints and Administration policies
Consistency with Administration goals and policies and expectations

Evaluate Alternatives

Measure each alternative against the criteria.
Weigh the trade-offs (e.g., better service vs. higher cost; lower cost vs. higher risk)

Make Recommendation

Pull the information together to form conclusions, and then make recommendations.

Be creative. Policy analysis affords opportunities to develop creative compromises and
unique solutions to address problems. Although Finance is not a "think tank," we can
occasionally be the source of new policy ideas.

Anticipate the Administration. Try to recommend at least one option likely to be
preferred by the Administration (based on what you know of the current policies and
priorities).

Recommend more than one feasible alternative for the decision-makers to consider
(e.q., in times of limited funds recommend the preferred activity and funding level, and
some feasible lower level).

Review your analysis and ask if it all “makes sense.” Can a reader follow the logic from
the problem identification through the alternatives to the recommendation?

Check to see how critical any information (both included and omitted) is to the
recommendation.

Critique and supplement (or pare down) the information as needed.

D. Communicating Your Analysis
To be effective, an analysis must be clearly communicated to the decision-makers and other
interested parties.

1.

Types of Presentations

Oral presentations in meetings

Budget change proposal (BCP) write-ups
Bill analyses

Legislative testimony
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e Press packets or contacts

e Governor’s Budget Summary ("A-pages”) and other public reports

e Issue Memos

e One-on-one discussion/negotiation with LAO and departmental staff

2. Presentation Style

e« Narrow focus. Finance does not typically produce lengthy study reports that thoroughly
analyze all aspects of major policy issues. Finance's analyses tend to focus in on the
fiscal impacts to state government and, in particular, to the General Fund.

o Related to specific decisions. Our analyses tend to focus on information needed to
make a specific decision, and normally will recommend a specific action on an issue.

e Brief and clear. Finance does not get much time to speak its piece; often one or two
lead sentences have to carry the presentation.

¢ Unbiased/nonpartisan, but politically informed. Although we work for the Governor and
do analysis in the context of known Administration policy and perspective, Finance staff
should be prepared to argue all sides of an issue (e.g., in Administration decision-
making meetings). Recommendations on issues should reflect a balance between what
might be acceptable to the Administration, and other considerations, including other
viewpoints relevant to a decision. (Finance staff should not expect to promote personal
political views, however.)

e Original and active. Use active (not passive) voice as much as possible, and state your
thoughts without plagiarizing others’ analyses (e.g., departments’ analyses or
documents).

o Professional. Both oral and written presentations should be made keeping in mind our
professional staff role.

3. Traditional Biases of Finance

e Low cost/high benefit

e Proven effectiveness

e High priority

¢ Fundable by redirection of existing resources
e Consistent with Administration goals

4, Other Considerations

e Preparation. Finance staff are some of the main spokespersons for the Administration,
and as such are expected to be able to explain and defend the Administration’s position
(e.g., on budget proposals) before the Legislature and in answering press calls. Be sure
your analysis is adequate to support and defend the recommendations.

e Audience. Be aware of who reads and/or needs the information, and focus the
presentation to address their level(s) of knowledge. Give adequate information to
understand the issue and recommendation.

¢ Timing. Be sensitive to whether a decision maker can be receptive to a proposed policy
and whether the issue's time has come. Often we are not the best organization to raise
an issue; it may be better raised by agency/department staff or others with policy-making
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authority.

Respect for hierarchies. Finance staff should understand and respect the hierarchy of
Finance and of other departments and agencies we work with. It is important to
differentiate the positions that may be taken by various levels in a department and the
degree to which top management has (or has not) approved a particular position.
Flexibility. The Administration may decide on a different option that you recommend.
Be ready and willing to revise your analysis to further detail the selected option, and/or
reframe the issue, if necessary.

Disassociation. Although it can be hard to do, Finance staff should not let themselves
get too personally committed to policy recommendations they make or view
nonacceptance as a "personal defeat."

Developing Policy Analysis Skills/Knowledge

The foundation for any analysis is a thorough working knowledge of your program/subject
areas; the issues; and State processes, priorities, and fiscal constraints. The following are
some tips on the sources and types of information you should gather (an ongoing process), and
how to manage your time to complete analyses.

1.

o

Sources of Information.

Following are some suggested sources and methods for developing your policy
understanding and analytical skills. You will be engaged in many of these activities in
the course of your work, but take advantage of slow moments for further research and
discussion of policy issues in your area.

Read texts, articles, books, and analyses done by others (e.g., scholars,
advocates, the Legislative Analyst, Bureau of State Audits)

Learn the history (e.g., talk to or review written work of your predecessors on the
assignment)

Listen to others who already know the programs and issues well (e.qg., talk with
department staff when reviewing various documents)

Discuss issues with advocates and constituents

Take field trips to visit program staff and projects in the field
Learn by doing (jump into your assignment!)

Areas of Knowledge

Program Knowledge. The foundation for any analysis is a thorough working
knowledge of the program being addressed. No analytical technique can replace
basic information about how the program works. Such knowledge typically
includes: the program'’s purpose, who and how many it serves, what it provides,
how services are delivered, the current costs, criteria for expending the funds,
how the program evolved (e.g., what were key decision points in program’s
history), and the trends in terms of revenues, expenditures, staffing, and
workload data.

Knowledge of the State’s current fiscal situation and constitutional
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constraints. Less than ten percent of the budget is discretionary. Some of the key
factors limiting State expenditures are: the State Appropriations Limit (SAL),
Proposition 98, other Constitutional requirements, entitlement programs,
statutory COLAs, and legal obligations. Other constraints not set in the
Constitution or statute but which are as, or nearly as, restraining, include:
General Fund revenues, General Fund reserves, federal budget actions directly
affecting the State’s budget, tax expenditures, public safety expenditures,
revenue-producing activities, and budget agreements.

In analyzing budget issues, it is important to keep these factors in mind and know where
we are relative to the major constraints. This will tell you whether we have some
flexibility and can entertain discretionary proposals, or whether we’re going to have to
recommend reductions.

c. Knowledge of other Administration and Department of Finance Priorities. Current
State policies and priorities (such as those outlined in the Governor’'s Budget Summary
or Budget Highlights, or the State of the State Address) need to be taken into account
when analyzing an issue. Examples of recent State priorities include: (1) reducing
personnel years (PYs); (2) reducing General Fund expenditures; (3) attempting to help
the federal government reduce the federal deficit; (4) reforming welfare; and (5) making
the State more competitive.

Awareness of these policies helps analysts to frame questions and recommendations.

d. Knowledge of the Issue. Besides general program knowledge, specific information
about the issue being addressed is important to understanding proposed changes. For
example, analysts may prepare by researching the history of issues in their program
area, why the issues are (re)emerging, views of proponents and opponents, and what
this and other states are doing to address the issues.

3. Managing Your Analytical Time and Effort

e Get started early. Size things up. Decide when you need to start each task in order
to meet your deadline. Set a mental schedule (allowing for slippage).

Tell the department what information you need right away. Put requests in writing
(e.g., by email) when possible to confirm conversations and avoid misunderstandings
later. Set a deadline for receipt of this information which is early enough so that you
can ask for clarification, or request other information if this raises additional
questions.

e Follow up. Think about the information as it's being presented to you. Is it filling in
the gaps? What gaps remain? Take the initiative to ask follow-up questions and
probe when talking to department staff. It is relatively rare that your first set of
questions will elicit all of the information necessary for an analysis. Keep thinking of
what you need to resolve the issue.

e Stay on Course. Don't lose sight of your objective and deadline, or get sidetracked.
Make sure you understand what's central to the issue, and that you're getting the
information you need from department staff (i.e., what's relevant, not what's easy for
them to give you).

Periodically, review where you are relative to your objectives and schedule. Make
mid-course corrections as necessary. Raise problems to a higher level in DOF or the
line department, as appropriate.

e Stop when you have what you need or you have all you can get in the time
available. In the latter case, qualify your analysis by indicating the conclusions are
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based on the limited information available and noting any assumptions made.

e Getfeedback. Brainstorm ideas with your supervisor and peers. Discuss your
findings and conclusions with your managers and with the department. Run drafts of
your analysis and recommendations by your managers in advance of the deadline to
get their input early.

e  Critique your own work. Check and double check your calculations. Review your
analysis to see if there are further logical gaps that need to be filled in. See if your
factual information is correct, and if your argument holds up to criticism. Revise your
analysis if necessary.

e Keep records. Keep your notes, supporting data obtained, and calculations made in
a file for reference. (You'd be surprised how quickly people forget how they arrived
at certain numbers!)

e Be sensitive to other workload demands on staff with whom you are working. You
will likely need their assistance and cooperation in the future. Nevertheless, if they
won't give you the information for any of the following reasons:

- Because they've been appointed by the Governor

- They told the last analyst they had

- The last analyst they had didn't ask for this type of information
- It's not Finance's role

- They wouldn't ask for funding if they didn't need it

- They're stalling

- The Governor wants this done

- You don't have the professional qualifications

- The Director already agreed to this

you'll have to recommend disapproval of their request for lack of justification. Tell your
supervisor of the situation and discuss how to resolve it.

Rev.9/02 TRO
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GUIDELINES FOR THE ADMINISTRATION
OF BRANCHWIDE PROJECTS AND INITIATIVES

Policy Statement:

Unless contrary direction is provided by the Judicial Council, the initiation of branchwide
projects and other significant initiatives shall be preceded by a full and comprehensive cost-
benefit analysis that includes the input and collaboration of all stakeholders, a complete analysis
of scope, accurate cost estimates and funding streams and associated controls, documentation of
the decision-making processes, and the full transparent consideration of fiscal, operational, and
other impacts to the courts and stakeholders.

Overview:

The following guidelines have been established to assist with the preparation of formal project
proposals. They seek to implement a comprehensive process of programmatic and fiscal analysis
that ensures all costs and benefits are considered before a decision is made regarding whether to
proceed with a proposal within the Judicial Branch.

Process:

1. Issue or Concept Identification:

e Offices/divisions identify issue or concept (e.g., initiating new programs, expanding
existing programs, creation of new requirements on branch entities, requesting federal
or state grants, etc.)

e Office Director holds preliminary discussions with Division Chief

e Division Chief and Office Director present the issue to the Executive Office as an
informal concept

e Executive Office determines depth of analysis required and assigns the issue or
concept to the appropriate Office/Division for further evaluation.

e Executive Office determines if consultation with Judicial Council or the Executive
and Planning Committee is necessary based on factors such as funding needs, scope
of effort, and policy issues.

2. Preparation of Request for Approval of Project Proposal (RAPP) Form
e The RAPP, prepared in accordance with these guidelines, must be approved for every
project prior to the encumbrance or expenditure of funds on the project, including use
of staff resources on implementing the project.
e The RAPP establishes the business case for investment of branch resources in the
project by setting out the reasons for undertaking the project and analyzing its costs
and benefits, absent contrary direction from the Judicial Council.



e The Fiscal Services Office will conduct training for staff involved in the completion
of the RAPP form, with an emphasis on the Cost Considerations section, upon
request.

e Participation in the web-based training titled Analytical Thinking for Analysts
available through the California Department of Human Resources is encouraged:
http://www.calhr.ca.gov/Training/Pages/index-analytical-thinking-for-analysts.aspx

e Components of the RAPP Form

Requesting Office or Division

Date Prepared

Contact Information

Project Title

Summary

Summarized Estimated Costs

Proposal Review Routing

Associated JC Strategic Goal, if applicable

Project Scope

Stakeholders

Impact Analysis

Documentation of Decision-Making Process
. Cost Considerations

Authorization to Proceed (Office Director or Designee)

S3ITARTTSQ A0 o

3. The RAPP form should be forwarded to the appropriate Division Chief for review and
approval only after all issues raised by internal review have been addressed.

4. Briefing of Executive Office by Division Chief/Office Director
e Consider routing to appropriate Judicial Council committee (such as the Executive
and Planning Committee) or Judicial Council
e Consider discussion with Chief Justice
e Consider discussions with external stakeholders such as the courts or State Bar

5. Executive Office Action
e [f issue or concept was identified within the AOC, approve, disapprove, or return to
applicable office for further examination.
e Ifissue or concept was identified by the Judicial Council, respond to the Judicial
Council as directed with recommendation or act as directed by the Judicial Council.
Questions

Questions regarding these guidelines or the RAPP form can be directed to Bob Fleshman at
(415) 865-7531 or bob.fleshman@jud.ca.gov.

Rev. 12/13/13
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REQUEST FOR APPROVAL OF PROJECT PROPOSAL

Rev. 10/10/13

Requesting Office or Division

Date Prepared

Contact Information

Project Title

Summary
(Please provide 3 to 4 sentences briefly
describing your request.)

Summarized Estimated Costs
(Please differentiate between one-time and
ongoing costs, if applicable.)

Proposal Review Routing
(Please select as applicable.)

______Human Resources Office

___Legal Services Office

_____ Fiscal Services Office
______Information Technology Services Office

Office of Governmental Affairs

Other

Other

Executive Office

How does this proposal further
the goals of the Strategic and
Operational Plans for the Judicial
Branch?
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Project Scope

Please provide your business case analysis of the scope and direction of your project, including timeline.

Stakeholders
Please list your project’s stakeholders and what input they have provided for your project. Include any steps you took to inform
and collaborate with your stakeholders about your project.

Impact Analysis

Please describe the anticipated effect on workload and resources on the AOC or stakeholders directly or indirectly if this project
is approved. Consider staff time, additional funding, and other requirements involved in successfully administering and
implementing this project. Include offsets where applicable.

Documentation of Decision-Making Process
Please provide a summary of items you used to determine the need for this undertaking. Provide attachments where applicable.

Cost Considerations
Cost estimates must be developed in collaboration with the Fiscal Services Office.

Budget Augmentation

Required?
No
Yes If YES, indicate fiscal year(s) and associated amount: |
FY | FY | FY | FY
$ $ $ $
PROJECT COSTS
1. | Fiscal Year TOTAL
2. | One-Time Cost $
3. | Continuing Costs $
4. TOTAL PROJECT BUDGET | $ $ $ $

PROJECT FINANCIAL BENEFITS

5. | Cost Savings/Avoidances $ $ $ $

6. | Revenue Increase $ $ $ $
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Authorization to Proceed

I have reviewed this proposed project, the outcomes to be achieved and the impacts described
and approve the proposal to be submitted for consideration.

Name (Office Director or Designee) Date

Notes/Comments



Information on Judicial Council Directives

Council Directive k!

E&P recommends that the Judicial Council direct the Administrative Director of the Courts to develop a procedure
to maintain proper documentation and records of its decision making process for significant projects and
programs.

SEC Recommendation 7-61

The AOC must maintain proper documentation and records of its decision making process for significant projects

and programs.

Reported By:  |Finance

Contact: Zlatko Theodorovic, Director

TASK

PENDING

ComPLETED: In August 2013, Council staff developed guidelines and a process for branchwide projects and other
significant initiatives to ensure a full and comprehensive cost-benefit analysis that includes the input and collaboration
of all stakeholders, a complete analysis of scope, accurate cost estimates and funding streams and associated controls,
documentation of the decision-making processes, and the full transparent consideration of fiscal, operational, and other
impacts to the courts and stakeholders.

Directives 7-13, 21, 40, 91, and 145 have been combined as part of a broader review and policy discussion relating

to the development of a cost benefit analysis proposal for the Judicial Council.

Council staff developed guidelines and a process for branchwide projects and other significant initiatives to ensure
a full and comprehensive cost-benefit analysis that includes the input and collaboration of all stakeholders, a
complete analysis of scope, accurate cost estimates and funding streams and associated controls, documentation
of the decision-making processes, and the full transparent consideration of fiscal, operational, and other impacts
to the courts and stakeholders. This was developed in August 2013.

The proposed "Guidelines for the Administration of Branchwide Projects and Initiatives" include the "Request for
Approval of Project Proposal" form. These guidelines require the full documented collaboration of all stakeholders
impacted by a project or initiative. The Executive Office has the sole discretion for determining when to utilize the
form for branchwide projects and initiatives.

These guidelines were presented to the Judicial Council at the December 13, 2013, council meeting.

IMPLEMENTATION PROGRESS AS OF MARCH 2015
IMPLEMENTED WITH NO FURTHER ACTION REQUIRED/NEEDED UNABLE TO IMPLEMENT
IMPLEMENTED AND ONGOING PENDING IMPLEMENTATION

IMPLEMENTED BUT IN PROGRESS

The directive implementation will remain ongoing as this tool will be used as necessary whenever there are
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projects or initiatives that meet the requirements for use of this cost benefit analysis form.
ASSESSMENT OF IMPLEMENTATION

After the guidelines were developed, Court Operations Services contacted Finance because there was a similar

process and form for seeking grant opportunities.

It was decided that the forms and guidelines should be merged to be applicable to both cost benefit analysis for
major programs and initiatives as well as grant opportunities. The forms were merged for this purpose.

Finance reports that Information Technology also has a cost benefit analysis form that they utilize and that future
activities will includes working with IT to determine if this form should be merged with the existing guidelines and

form.

Finance indicated that this process was designed for use of all branch funds and to-date, there have been no
major initiatives and so the process has not been utilized. For other minor funding needs, the council staff has
utilized the budget change proposal process. Additionally, it was clarified that although the formal cost benefit
analysis is not currently utilized for Court of Appeal funding decisions, it was designed for use for all judicial

branch entities.

A discussion was held by E&P where they asked questions about the threshold for when this tool should be
utilized. It was explained by SEC members that this grew out of concerns about CCMS and that this would be
utilized in those cases where a budget change proposal is not an option and there is the potential for the use of all

branch funds.

OTHER INFORMATION

Attachments:
e  Memo: Consider Guidelines and Process Recommendation, from Curt Soderlund to Hon. Steven
Jahr, November 25, 2013
e Guidelines for the Administration of Branchwide Projects and Initiatives (includes Request for
Approval of Project Proposal)
e Report to Judicial Council for meeting of December 12-13, 2013: AOC Restructuring: Implementation

of New Guidelines for Conducting Cost-Benefit Analysis for AOC Projects, December 13, 2013

Information on Judicial Council Directives Page 2



























Judicial Council of California + Administrative Office of the Courts

455 Golden Gate Avenue - San Francisco, California 94102-3688

www.courts.ca.gov

REPORT TO THE JUDICIAL COUNCIL

For business meeting on December 12-13, 2013

Title Agenda Item Type
AOC Restructuring: Implementation of New Information Only
Guidelines for Conducting Cost-Benefit

Analysis for AOC Projects Effective Date

Not Applicable

Rules, Forms, Standards, or Statutes Affected
None Date of Report

December 13, 2013
Submitted by

Administrative Office of the Courts Contact
Curt Soderlund Fiscal Services Office
Chief Administrative Officer Zlatko Theodorovic, 916-263-1397

zlatko.theodorovic@jud.ca.gov

Zlatko Theodorovic
Director, Fiscal Services Office

Executive Summary

The AOC’s Chief Administrative Officer and director of the Fiscal Services Offices present this
informational report on efforts relating to the various common aspects of Judicial Council
Directives 7-13, 21, 40, 91, and 145 (directives), which were combined as part of a broader
review and policy discussion pertaining to the application of a cost-benefit/business case analysis
for AOC projects.

Background

The Judicial Council approved the directives as recommended by the Strategic Evaluation
Committee (SEC) pertaining to the way in which the Administrative Office of the Courts (AOC)
undertakes significant projects and branchwide initiatives. In their report, the SEC observed the
following:

“The AOC has failed to plan, manage, and monitor programs in a manner that seeks
critical collaboration and input from the courts. The AOC has undertaken significant and



far-reaching programs over the past decade, including CCMS, branch-wide financial
systems, court construction and facilities management, and others. The organization has
failed to adequately consider fiscal, operational, and other impacts of its programs and
projects on the courts. Projects have been undertaken without first conducting an
appropriate business case analysis to determine whether they are prudent.”

As noted, the SEC opined that there appeared to be a lack of uniform internal processes,
insufficient collaboration, and inadequate analysis associated with large scale endeavors. More
specifically, nearly all of the aforementioned directives relate to observations made by the SEC
relative to the California Court Case Management System initiative:

“The AOC’s process of planning and monitoring programs and projects has been lacking.
These deficiencies are best exemplified by the CCMS project with its lack of budgetary
planning, failure of budgetary controls, failure to identify a sustaining revenue source,
lack of an initial business case analysis and feasibility study, lack of sufficient court
commitment, and failure to openly disclose pertinent information about the project.”

To address these deficiencies, the SEC detailed a recommended approach:

“... The AOC Executive Leadership Team must begin to implement a formalized system
of program and project planning and monitoring that includes, at a minimum: a
collaborative planning process that utilizes a business case analysis and that includes an
analysis of impacts on courts at the outset of all projects; use of workload analyses where
appropriate; and development of general performance metrics for key AOC programs that
allow expected performance levels to be set and evaluated.”

In developing a response to the directives, AOC staff consulted with other state entities—such as
the Department of Finance and CalHR—on their respective processes in an effort to establish a
similar approach at the AOC that incorporates an appropriate level of review and cost-benefit
analysis for programs and projects initiated by the agency. As one example, staff utilized the
state Department of Finance’s Budget Analyst Guide as an initial framework. Specific guide
sections, such as Types of Analysis (Attachment A) and Analysis of Issues (Attachment B), were
also identified as potential training tools for AOC staff to demonstrate the basic elements of how
appropriate fiscal and programmatic analyses are completed. Since the material is general in
nature, each office and division would, in theory, be able to use these resources to meet the
individual needs of the program, whether it be completing a grant request for federal funds or a
budget change proposal, to name a few.

Following the review of external and existing internal processes, AOC staff developed guidelines
that seek to ensure that all elements within each of these 10 directives are adequately addressed.
These guidelines include a process for the approval of branchwide projects and other significant
initiatives, as well as an approach to conduct any necessary cost-benefit analysis. These elements
include:

e The input and collaboration of all stakeholders;
e A complete analysis of scope;


http://www.dof.ca.gov/fisa/bag/bagtoc.htm
http://www.dof.ca.gov/fisa/bag/typesof.htm
http://www.dof.ca.gov/fisa/bag/The%20analysis%20of%20Budget%20Issues.htm

e The development of accurate cost estimates and the identification of funding in constant
collaboration with the Fiscal Services Office;

e The application of cost and contract controls including monitoring;

e Full documentation of the decision-making processes; and

e Full transparent consideration of fiscal, operational, and other impacts to the courts and
stakeholders.

The "Guidelines for the Administration of Branchwide Projects and Initiatives” (Attachment C)
have been reviewed and approved by the Administrative Director of the Courts and will be
implemented agency-wide, effective the first quarter of 2014. Leading up to the implementation
date, the Fiscal Services Office will work with staff from the AOC Center for Judiciary
Education and Research to develop an appropriate training curriculum for management team
members, budget liaisons, and other applicable staff.

These guidelines address the SEC’s recommendation that a cost-benefit analysis should be
infused into the AOC’s decision-making process and to serve as a guide when considering any
new project or program, large scale or otherwise.

Enclosures

Attachment A: Department of Finance Budget Analyst Guide, Types of Analysis
Attachment B: Department of Finance Budget Analyst Guide, Analysis of Issues
Attachment C: Guidelines for the Administration of Branchwide Projects and Initiatives



Types of Analysis Page 1 of 4

Attachment A

IFERMIA DEFARTHMENT OF FiINARKDE

TYPES OF ANALYSIS
BCPs or other issues involving a proposed augmentation

1. Have the department or group proposing the augmentation clarify
what the problem is. All too frequently problem statements are
either missing, too brief or too general to be sufficiently clear and
guantifiable, discuss symptoms rather than real problems, or are
stated in terms of the solution (e.g., "the problem is we don't have
the 14 additional staff we need"). The analyst's role is to find out if
there is a public need which is not being addressed, i.e., what is
the problem outside of building? Things like crime, pollution, and
poverty are possibilities; the lack of staff, microcomputers, and
travel funds are not. Moreover, the problem should be quantified
as much as possible so that a quantifiable solution can be arrived
at. This should address:

the extent of the problem

how this varies from a "normal" or acceptable situation
how many individuals are experiencing the problem
where this problem is located geographically

need statements should answer the question "why?"

©TQoo®

2. Consider Alternatives for Solving the Problem. Most BCPs
provide two: (1) do nothing and (2) accept our proposal. Do not be
deterred by the apparent lack of creativity on the part of some.
There is more than one way to solve a problem, especially in an
era of constantly changing technology. You might consider:

automation

program restructuring

restructuring systems and procedures
consolidation of functions

Qoo

3. The Key Element in a BCP (or other Proposal) is Data to justify
the resource level being proposed. Most proposals request
specific amounts of staff and funds. These requests should be
supported by equally specific calculations. To the extent that
specificity is lacking, the analyst may be required to fill in the gaps
in order to develop a recommendation. Usually, this kind of
analysis starts with a zero-augmentation assumption and builds in
components as they are specifically justified on an individual basis.

http://www.dof.ca.gov/fisa/bag/typesof.htm 11/25/2013
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For example, a particular solution may involve several different
types of staff in field offices, headquarters management, and in the
Administration Division, each developed on a different basis. In
summary, in this type of situation we start with zero and add in
resources as they are justified by specific calculations. As a
general rule, if you cannot understand were the number comes
from, do not add it in.

. If they lowballed the bill analysis, they should live with it in the
BCP.

Workload Issues

In past years, departments were usually funded for agreed to
workload increases. More often than not, in recent years with
severe budget restraints and no or insufficient funds available
to meet mandatory requirements, workload often is not
funded. Departments are required to redirect resources or
find other alternatives. Despite that, workload analysis is an
important Finance activity.

. The key variables in workload issues are:

a. the volume of work to be accomplished, generally
referred to as workload

b. the current staffing level

c. the workload completed with current staff

. The ratio of workload being currently completed to current staff will
usually provide a good estimate of the productivity rate. The ratio
of the workload to be accomplished to the productivity rate is the
number of staff required to complete that workload. Example—
CAL/OSHA elevator inspectors will inspect about 27,500 elevators
this year for safety requirements. Next year the number will
increase to 28,500. Currently there are 40 inspectors. How many
are needed for next year?

Answer 27.500 = (Number of
687.5 elevators
40 (1 inspector
can
inspect)
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28,500 _ 415 _(Number of
inspectors)
687.5 (needed )

Therefore, 1.5 additional inspectors would be justified on a
workload basis. Further, there is one clerical staff for every 4
inspectors in the program, so the addition of 1.5 inspectors
would justify 1.5 X .25 or 0.4 of a clerical position, for a total
of 1.9 PYs.

3. Sometimes it is necessary to pursue additional justification for the
volume of workload projected, depending on historical patterns.
Also there may be ways to increase current productivity rates
without adding staff by changing procedures or by automating
certain functions. The workload calculations should be performed
only after the analyst is satisfied with the data that goes into those
calculations.

4. Never accept a duty statement as workload justification. Anyone
can fill up 40 hours per week with activities. This has no
relationship to the external workload, how it is changing, and what
staffing implications it has.

5. Workload may fluctuate throughout the year. Our policy is usually
not to staff a unit for peak workload demands (with the possible
exception of temporary help funds where warranted, such as the
Franchise Tax Board), but rather to support staffing to process the
average workload level.

6. Workload standards are useful if they have been validated and we
have agreed to them. Departments should be encouraged to
develop them. Even if this hasn't been done prior to writing the
BCP, it may be possible to use time sheet and other activity data
to put together some useful standards. But be careful, before
proceeding, apply the workload standards to last year's work.

Does the analysis show it would require 20 PYs to do the work that
you know they did with 10 PYs?

7. Be careful of backlog statistics. There is a difference between and
backlog and a working inventory. A backlog measurement should
exclude:

a. workload which is currently being processed
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b. workload which can be processed in a reasonable or
statutorily required length of time

c. workload which has been set aside because it is
incomplete, waiting for additional information, or
otherwise cannot be processed.

National Association of State Budget Officers (NASBO)

For other types of analyses, see the NASBO training Series
Program, Module 6: Analytical Methods for Budget Analysts.

(March 3, 2011) (Analytic/BOS/PBM/APBM)
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ML FORNA DEPARTMENT OF FINANGE

ANALYSIS: Principles and Practices for DOF Analysts
What is Analysis?

Analysis is the process by which issues are separated into their component parts and each part
and the interaction among the parts are systematically investigated. Later the components of an
issue are put back together in a logical way to support a conclusion and recommendation.

You can also think of analysis as the process by which we attempt to answer such questions as
follows, regarding a proposal, activity, program or process.

e Who or what is affected?

e What is/are the effects?

e How and when does/will it operate?

e How much does/will it cost?

e Who is raising the issue or making the proposal, and why?

e How might the problem/issue be resolved?
And the final question upon completing an analysis should always be: "Does this make sense?"
Typical Types of Finance Analyses

Finance uses the analytic process to develop recommendations on budget proposals,
legislation, and other initiatives and issues that may financially impact the State. Preparing solid
recommendations is the foundation for our advisory role to the Governor's Office and our role in
representing the Administration.

1. Fiscal - Finance's primary role is to provide analyses of fiscal issues or problems. To that
end, we review budget change proposals, legislation, initiatives, regulations, and reports to
analyze fiscal impacts. Fiscal analyses answer such questions as: How much will (or
should) this proposal or program cost (or save) the State? How much revenue will it
generate?

2. Policy — While not our main role, Finance staff may also perform policy analysis such as
when reviewing legislative proposals. Policy analysis is intended to help decision-makers
make choices about governmental programs and governmental regulation of individuals and
organizations. Policy analysis focuses on such questions as: What is the likely impact of
this policy on the public in general, and on specific groups or organizations? Policy analysis
can be done from the perspective of known priorities and policies, or without such political
preconditions.

3. Policy combined with fiscal—Most often Finance’s analyses include a combination of
fiscal and policy issues. For example, Finance analysts review a Budget Change Proposal
to assess the reasonableness of the estimated fiscal impacts but also assess the proposed
policy objective in relation to the Administration’s priorities. The resulting recommendation
thus may indicate that the proposed funding augmentation (or reduction) should be modified
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depending on whether the policy objective is deemed to be of high or low priority by the
Administration. The recommendation may also suggest an option that provides a lower (or
higher) level of attainment of the policy objective, including arguments supporting that level.

Sometimes the deadline for an analysis is so short that the analysis must be “quick and dirty”
and largely based on assumptions since time is not available to gather more information. In
these cases it is helpful if the assumptions can be based on historical information or on data
from a similar program or activities. In other cases (such as when asked to prepare “Issue
Memos”), Finance may have time to prepare a more expansive analysis.

For more details on some of the specific types of items analyzed at Finance, see Bill Analysis,
and BCPs, Writing Effective.

Steps in Analysis

Academicians identify various analytical approaches, which can generally be
summarized into six basic steps. (See Analysis, Policy, and Problem Solving for a
detailed summary of various analytical approaches.)

1. Define the Problem

Clearly identify the stated issue/problem. Is there really a problem? Sift through

extraneous material to identify the real, underlying problem or need (which may not be

the same as the stated issue or problem).

¢ How big is the problem? Quantify, if possible.

e How did the problem arise? When? What perpetuates it? Outline the history of the
issue/problem.

e Who and/or what does the problem impact? When? What are the current laws,

regulations and/or programs addressing the problem?

2. Gather Information

e Consider: What do you need to know to define and analyze the issue/problem, and to
recommend a solution? How much time do you have?

e Ask questions (repeatedly if necessary) to get the information needed. Also be
conscious of and respect others’ time and workload constraints, however.

o Be skeptical. Challenge the sources; don’'t assume the information is correct. Try to
verify it or test it against other information to determine its accuracy or reasonableness.

e Think through varied viewpoints on the issue (not just the Administration’s current
perspective). Talk to both proponents and opponents to gain additional political and
programmatic insights.

e Ask follow up questions.

e If you cannot get the information you want in the time (or from the sources) available,
can you make assumptions to work around it or develop rough estimates? Document
the basis for your assumptions.

e Look at other previous analyses/studies of the issue.

e Note that if the time is late (after 5 p.m.) or short (“quick and dirty” analyses) you still
may be able to contact the Legislative Analysts’ staff, legislative committee staff, (or for
bills, the author's or sponsor’s office, too) for some information, even if the department
staff are not available.

3. Consider Alternatives

e What are all the feasible options? Consider for example, taking no action; altering an
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existing law, regulation, process, or program; creating a new law or program, etc.

What can government do (e.g., mandate, regulate, subsidize, create incentives, tax,
provide information, privatize), and what might be effective in this situation?

What other programs (public or private) or laws (state or federal) address this problem?
What have other states done to address this problem?

What has Finance recommended on this type of issue in the past?

Should the State be involved at all?

Determine Criteria for Evaluating Alternatives

Examples of criteria:

Efficiency - Cost-benefit, cost effectiveness, productivity

Equity - Is it fair? Who gains, who loses? By how much?

Effectiveness - Will it solve the problem? How much will it solve?

Feasibility - Legal, administrative, political (e.g., the current political environment)
Uncertainty and risk - What could go wrong? How costly? How likely?

Priority for funding given current state fiscal constraints and Administration policies
Consistency with Administration goals and policies and expectations

Evaluate Alternatives

Measure each alternative against the criteria.
Weigh the trade-offs (e.g., better service vs. higher cost; lower cost vs. higher risk)

Make Recommendation

Pull the information together to form conclusions, and then make recommendations.

Be creative. Policy analysis affords opportunities to develop creative compromises and
unique solutions to address problems. Although Finance is not a "think tank," we can
occasionally be the source of new policy ideas.

Anticipate the Administration. Try to recommend at least one option likely to be
preferred by the Administration (based on what you know of the current policies and
priorities).

Recommend more than one feasible alternative for the decision-makers to consider
(e.q., in times of limited funds recommend the preferred activity and funding level, and
some feasible lower level).

Review your analysis and ask if it all “makes sense.” Can a reader follow the logic from
the problem identification through the alternatives to the recommendation?

Check to see how critical any information (both included and omitted) is to the
recommendation.

Critique and supplement (or pare down) the information as needed.

D. Communicating Your Analysis
To be effective, an analysis must be clearly communicated to the decision-makers and other
interested parties.

1.

Types of Presentations

Oral presentations in meetings

Budget change proposal (BCP) write-ups
Bill analyses

Legislative testimony
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e Press packets or contacts

e Governor’s Budget Summary ("A-pages”) and other public reports

e Issue Memos

e One-on-one discussion/negotiation with LAO and departmental staff

2. Presentation Style

e« Narrow focus. Finance does not typically produce lengthy study reports that thoroughly
analyze all aspects of major policy issues. Finance's analyses tend to focus in on the
fiscal impacts to state government and, in particular, to the General Fund.

o Related to specific decisions. Our analyses tend to focus on information needed to
make a specific decision, and normally will recommend a specific action on an issue.

e Brief and clear. Finance does not get much time to speak its piece; often one or two
lead sentences have to carry the presentation.

¢ Unbiased/nonpartisan, but politically informed. Although we work for the Governor and
do analysis in the context of known Administration policy and perspective, Finance staff
should be prepared to argue all sides of an issue (e.g., in Administration decision-
making meetings). Recommendations on issues should reflect a balance between what
might be acceptable to the Administration, and other considerations, including other
viewpoints relevant to a decision. (Finance staff should not expect to promote personal
political views, however.)

e Original and active. Use active (not passive) voice as much as possible, and state your
thoughts without plagiarizing others’ analyses (e.g., departments’ analyses or
documents).

o Professional. Both oral and written presentations should be made keeping in mind our
professional staff role.

3. Traditional Biases of Finance

e Low cost/high benefit

e Proven effectiveness

e High priority

¢ Fundable by redirection of existing resources
e Consistent with Administration goals

4, Other Considerations

e Preparation. Finance staff are some of the main spokespersons for the Administration,
and as such are expected to be able to explain and defend the Administration’s position
(e.g., on budget proposals) before the Legislature and in answering press calls. Be sure
your analysis is adequate to support and defend the recommendations.

e Audience. Be aware of who reads and/or needs the information, and focus the
presentation to address their level(s) of knowledge. Give adequate information to
understand the issue and recommendation.

¢ Timing. Be sensitive to whether a decision maker can be receptive to a proposed policy
and whether the issue's time has come. Often we are not the best organization to raise
an issue; it may be better raised by agency/department staff or others with policy-making
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authority.

Respect for hierarchies. Finance staff should understand and respect the hierarchy of
Finance and of other departments and agencies we work with. It is important to
differentiate the positions that may be taken by various levels in a department and the
degree to which top management has (or has not) approved a particular position.
Flexibility. The Administration may decide on a different option that you recommend.
Be ready and willing to revise your analysis to further detail the selected option, and/or
reframe the issue, if necessary.

Disassociation. Although it can be hard to do, Finance staff should not let themselves
get too personally committed to policy recommendations they make or view
nonacceptance as a "personal defeat."

Developing Policy Analysis Skills/Knowledge

The foundation for any analysis is a thorough working knowledge of your program/subject
areas; the issues; and State processes, priorities, and fiscal constraints. The following are
some tips on the sources and types of information you should gather (an ongoing process), and
how to manage your time to complete analyses.

1.

o

Sources of Information.

Following are some suggested sources and methods for developing your policy
understanding and analytical skills. You will be engaged in many of these activities in
the course of your work, but take advantage of slow moments for further research and
discussion of policy issues in your area.

Read texts, articles, books, and analyses done by others (e.g., scholars,
advocates, the Legislative Analyst, Bureau of State Audits)

Learn the history (e.g., talk to or review written work of your predecessors on the
assignment)

Listen to others who already know the programs and issues well (e.qg., talk with
department staff when reviewing various documents)

Discuss issues with advocates and constituents

Take field trips to visit program staff and projects in the field
Learn by doing (jump into your assignment!)

Areas of Knowledge

Program Knowledge. The foundation for any analysis is a thorough working
knowledge of the program being addressed. No analytical technique can replace
basic information about how the program works. Such knowledge typically
includes: the program'’s purpose, who and how many it serves, what it provides,
how services are delivered, the current costs, criteria for expending the funds,
how the program evolved (e.g., what were key decision points in program’s
history), and the trends in terms of revenues, expenditures, staffing, and
workload data.

Knowledge of the State’s current fiscal situation and constitutional
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constraints. Less than ten percent of the budget is discretionary. Some of the key
factors limiting State expenditures are: the State Appropriations Limit (SAL),
Proposition 98, other Constitutional requirements, entitlement programs,
statutory COLAs, and legal obligations. Other constraints not set in the
Constitution or statute but which are as, or nearly as, restraining, include:
General Fund revenues, General Fund reserves, federal budget actions directly
affecting the State’s budget, tax expenditures, public safety expenditures,
revenue-producing activities, and budget agreements.

In analyzing budget issues, it is important to keep these factors in mind and know where
we are relative to the major constraints. This will tell you whether we have some
flexibility and can entertain discretionary proposals, or whether we’re going to have to
recommend reductions.

c. Knowledge of other Administration and Department of Finance Priorities. Current
State policies and priorities (such as those outlined in the Governor’'s Budget Summary
or Budget Highlights, or the State of the State Address) need to be taken into account
when analyzing an issue. Examples of recent State priorities include: (1) reducing
personnel years (PYs); (2) reducing General Fund expenditures; (3) attempting to help
the federal government reduce the federal deficit; (4) reforming welfare; and (5) making
the State more competitive.

Awareness of these policies helps analysts to frame questions and recommendations.

d. Knowledge of the Issue. Besides general program knowledge, specific information
about the issue being addressed is important to understanding proposed changes. For
example, analysts may prepare by researching the history of issues in their program
area, why the issues are (re)emerging, views of proponents and opponents, and what
this and other states are doing to address the issues.

3. Managing Your Analytical Time and Effort

e Get started early. Size things up. Decide when you need to start each task in order
to meet your deadline. Set a mental schedule (allowing for slippage).

Tell the department what information you need right away. Put requests in writing
(e.g., by email) when possible to confirm conversations and avoid misunderstandings
later. Set a deadline for receipt of this information which is early enough so that you
can ask for clarification, or request other information if this raises additional
questions.

e Follow up. Think about the information as it's being presented to you. Is it filling in
the gaps? What gaps remain? Take the initiative to ask follow-up questions and
probe when talking to department staff. It is relatively rare that your first set of
questions will elicit all of the information necessary for an analysis. Keep thinking of
what you need to resolve the issue.

e Stay on Course. Don't lose sight of your objective and deadline, or get sidetracked.
Make sure you understand what's central to the issue, and that you're getting the
information you need from department staff (i.e., what's relevant, not what's easy for
them to give you).

Periodically, review where you are relative to your objectives and schedule. Make
mid-course corrections as necessary. Raise problems to a higher level in DOF or the
line department, as appropriate.

e Stop when you have what you need or you have all you can get in the time
available. In the latter case, qualify your analysis by indicating the conclusions are
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based on the limited information available and noting any assumptions made.

e Getfeedback. Brainstorm ideas with your supervisor and peers. Discuss your
findings and conclusions with your managers and with the department. Run drafts of
your analysis and recommendations by your managers in advance of the deadline to
get their input early.

e  Critique your own work. Check and double check your calculations. Review your
analysis to see if there are further logical gaps that need to be filled in. See if your
factual information is correct, and if your argument holds up to criticism. Revise your
analysis if necessary.

e Keep records. Keep your notes, supporting data obtained, and calculations made in
a file for reference. (You'd be surprised how quickly people forget how they arrived
at certain numbers!)

e Be sensitive to other workload demands on staff with whom you are working. You
will likely need their assistance and cooperation in the future. Nevertheless, if they
won't give you the information for any of the following reasons:

- Because they've been appointed by the Governor

- They told the last analyst they had

- The last analyst they had didn't ask for this type of information
- It's not Finance's role

- They wouldn't ask for funding if they didn't need it

- They're stalling

- The Governor wants this done

- You don't have the professional qualifications

- The Director already agreed to this

you'll have to recommend disapproval of their request for lack of justification. Tell your
supervisor of the situation and discuss how to resolve it.

Rev.9/02 TRO
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GUIDELINES FOR THE ADMINISTRATION
OF BRANCHWIDE PROJECTS AND INITIATIVES

Policy Statement:

Unless contrary direction is provided by the Judicial Council, the initiation of branchwide
projects and other significant initiatives shall be preceded by a full and comprehensive cost-
benefit analysis that includes the input and collaboration of all stakeholders, a complete analysis
of scope, accurate cost estimates and funding streams and associated controls, documentation of
the decision-making processes, and the full transparent consideration of fiscal, operational, and
other impacts to the courts and stakeholders.

Overview:

The following guidelines have been established to assist with the preparation of formal project
proposals. They seek to implement a comprehensive process of programmatic and fiscal analysis
that ensures all costs and benefits are considered before a decision is made regarding whether to
proceed with a proposal within the Judicial Branch.

Process:

1. Issue or Concept Identification:

e Offices/divisions identify issue or concept (e.g., initiating new programs, expanding
existing programs, creation of new requirements on branch entities, requesting federal
or state grants, etc.)

e Office Director holds preliminary discussions with Division Chief

e Division Chief and Office Director present the issue to the Executive Office as an
informal concept

e Executive Office determines depth of analysis required and assigns the issue or
concept to the appropriate Office/Division for further evaluation.

e Executive Office determines if consultation with Judicial Council or the Executive
and Planning Committee is necessary based on factors such as funding needs, scope
of effort, and policy issues.

2. Preparation of Request for Approval of Project Proposal (RAPP) Form
e The RAPP, prepared in accordance with these guidelines, must be approved for every
project prior to the encumbrance or expenditure of funds on the project, including use
of staff resources on implementing the project.
e The RAPP establishes the business case for investment of branch resources in the
project by setting out the reasons for undertaking the project and analyzing its costs
and benefits, absent contrary direction from the Judicial Council.



e The Fiscal Services Office will conduct training for staff involved in the completion
of the RAPP form, with an emphasis on the Cost Considerations section, upon
request.

e Participation in the web-based training titled Analytical Thinking for Analysts
available through the California Department of Human Resources is encouraged:
http://www.calhr.ca.gov/Training/Pages/index-analytical-thinking-for-analysts.aspx

e Components of the RAPP Form

Requesting Office or Division

Date Prepared

Contact Information

Project Title

Summary

Summarized Estimated Costs

Proposal Review Routing

Associated JC Strategic Goal, if applicable

Project Scope

Stakeholders

Impact Analysis

Documentation of Decision-Making Process
. Cost Considerations

Authorization to Proceed (Office Director or Designee)

S3ITARTTSQ A0 o

3. The RAPP form should be forwarded to the appropriate Division Chief for review and
approval only after all issues raised by internal review have been addressed.

4. Briefing of Executive Office by Division Chief/Office Director
e Consider routing to appropriate Judicial Council committee (such as the Executive
and Planning Committee) or Judicial Council
e Consider discussion with Chief Justice
e Consider discussions with external stakeholders such as the courts or State Bar

5. Executive Office Action
e [f issue or concept was identified within the AOC, approve, disapprove, or return to
applicable office for further examination.
e Ifissue or concept was identified by the Judicial Council, respond to the Judicial
Council as directed with recommendation or act as directed by the Judicial Council.
Questions

Questions regarding these guidelines or the RAPP form can be directed to Bob Fleshman at
(415) 865-7531 or bob.fleshman@jud.ca.gov.

Rev. 12/13/13
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REQUEST FOR APPROVAL OF PROJECT PROPOSAL

Rev. 10/10/13

Requesting Office or Division

Date Prepared

Contact Information

Project Title

Summary
(Please provide 3 to 4 sentences briefly
describing your request.)

Summarized Estimated Costs
(Please differentiate between one-time and
ongoing costs, if applicable.)

Proposal Review Routing
(Please select as applicable.)

______Human Resources Office

___Legal Services Office

_____ Fiscal Services Office
______Information Technology Services Office

Office of Governmental Affairs

Other

Other

Executive Office

How does this proposal further
the goals of the Strategic and
Operational Plans for the Judicial
Branch?
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Project Scope

Please provide your business case analysis of the scope and direction of your project, including timeline.

Stakeholders
Please list your project’s stakeholders and what input they have provided for your project. Include any steps you took to inform
and collaborate with your stakeholders about your project.

Impact Analysis

Please describe the anticipated effect on workload and resources on the AOC or stakeholders directly or indirectly if this project
is approved. Consider staff time, additional funding, and other requirements involved in successfully administering and
implementing this project. Include offsets where applicable.

Documentation of Decision-Making Process
Please provide a summary of items you used to determine the need for this undertaking. Provide attachments where applicable.

Cost Considerations
Cost estimates must be developed in collaboration with the Fiscal Services Office.

Budget Augmentation

Required?
No
Yes If YES, indicate fiscal year(s) and associated amount: |
FY | FY | FY | FY
$ $ $ $
PROJECT COSTS
1. | Fiscal Year TOTAL
2. | One-Time Cost $
3. | Continuing Costs $
4. TOTAL PROJECT BUDGET | $ $ $ $

PROJECT FINANCIAL BENEFITS

5. | Cost Savings/Avoidances $ $ $ $

6. | Revenue Increase $ $ $ $
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Authorization to Proceed

I have reviewed this proposed project, the outcomes to be achieved and the impacts described
and approve the proposal to be submitted for consideration.

Name (Office Director or Designee) Date

Notes/Comments



Information on Judicial Council Directives

Council Directive VA

E&P recommends that the Judicial Council direct the Administrative Director of the Courts to develop a procedure
to identify and secure sufficient funding and revenue streams necessary to support projects and programs, before
undertaking them.

SEC Recommendation 7-62

The AOC must identify and secure sufficient funding and revenue streams necessary to support projects and

programs, before undertaking them.

Reported By: Finance

Contact: Zlatko Theodorovic, Director

TASK

PENDING

CoMmPLETED: In August 2013, Council staff developed guidelines and a process for branchwide projects and other
significant initiatives to ensure a full and comprehensive cost-benefit analysis that includes the input and collaboration
of all stakeholders, a complete analysis of scope, accurate cost estimates and funding streams and associated controls,
documentation of the decision-making processes, and the full transparent consideration of fiscal, operational, and other
impacts to the courts and stakeholders.

Directives 7-13, 21, 40, 91, and 145 have been combined as part of a broader review and policy discussion relating

to the development of a cost benefit analysis proposal for the Judicial Council.

Council staff developed guidelines and a process for branchwide projects and other significant initiatives to ensure
a full and comprehensive cost-benefit analysis that includes the input and collaboration of all stakeholders, a
complete analysis of scope, accurate cost estimates and funding streams and associated controls, documentation
of the decision-making processes, and the full transparent consideration of fiscal, operational, and other impacts
to the courts and stakeholders. This was developed in August 2013.

The proposed "Guidelines for the Administration of Branchwide Projects and Initiatives" include the "Request for
Approval of Project Proposal" form. These guidelines require the full documented collaboration of all stakeholders
impacted by a project or initiative. The Executive Office has the sole discretion for determining when to utilize the
form for branchwide projects and initiatives.

These guidelines were presented to the Judicial Council at the December 13, 2013, council meeting.

IMPLEMENTATION PROGRESS AS OF MARCH 2015
IMPLEMENTED WITH NO FURTHER ACTION REQUIRED/NEEDED UNABLE TO IMPLEMENT
IMPLEMENTED AND ONGOING PENDING IMPLEMENTATION

IMPLEMENTED BUT IN PROGRESS

The directive implementation will remain ongoing as this tool will be used as necessary whenever there are
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projects or initiatives that meet the requirements for use of this cost benefit analysis form.

ASSESSMENT OF IMPLEMENTATION

After the guidelines were developed, Court Operations Services contacted Finance because there was a similar

process and form for seeking grant opportunities.

It was decided that the forms and guidelines should be merged to be applicable to both cost benefit analysis for

major programs and initiatives as well as grant opportunities. The forms were merged for this purpose.

Finance reports that Information Technology also has a cost benefit analysis form that they utilize and that future
activities will includes working with IT to determine if this form should be merged with the existing guidelines and

form.

Finance indicated that this process was designed for use of all branch funds and to-date, there have been no
major initiatives and so the process has not been utilized. For other minor funding needs, the council staff has
utilized the budget change proposal process. Additionally, it was clarified that although the formal cost benefit
analysis is not currently utilized for Court of Appeal funding decisions, it was designed for use for all judicial

branch entities.

A discussion was held by E&P where they asked questions about the threshold for when this tool should be
utilized. It was explained by SEC members that this grew out of concerns about CCMS and that this would be
utilized in those cases where a budget change proposal is not an option and there is the potential for the use of all

branch funds.

OTHER INFORMATION

Attachments:
e Memo: Consider Guidelines and Process Recommendation, from Curt Soderlund to Hon. Steven
Jahr, November 25, 2013
e Guidelines for the Administration of Branchwide Projects and Initiatives (includes Request for
Approval of Project Proposal)
e Report to Judicial Council for meeting of December 12-13, 2013: AOC Restructuring: Implementation
of New Guidelines for Conducting Cost-Benefit Analysis for AOC Projects, December 13, 2013
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Judicial Council of California + Administrative Office of the Courts

455 Golden Gate Avenue - San Francisco, California 94102-3688

www.courts.ca.gov

REPORT TO THE JUDICIAL COUNCIL

For business meeting on December 12-13, 2013

Title Agenda Item Type
AOC Restructuring: Implementation of New Information Only
Guidelines for Conducting Cost-Benefit

Analysis for AOC Projects Effective Date

Not Applicable

Rules, Forms, Standards, or Statutes Affected
None Date of Report

December 13, 2013
Submitted by
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Executive Summary

The AOC’s Chief Administrative Officer and director of the Fiscal Services Offices present this
informational report on efforts relating to the various common aspects of Judicial Council
Directives 7-13, 21, 40, 91, and 145 (directives), which were combined as part of a broader
review and policy discussion pertaining to the application of a cost-benefit/business case analysis
for AOC projects.

Background

The Judicial Council approved the directives as recommended by the Strategic Evaluation
Committee (SEC) pertaining to the way in which the Administrative Office of the Courts (AOC)
undertakes significant projects and branchwide initiatives. In their report, the SEC observed the
following:

“The AOC has failed to plan, manage, and monitor programs in a manner that seeks
critical collaboration and input from the courts. The AOC has undertaken significant and



far-reaching programs over the past decade, including CCMS, branch-wide financial
systems, court construction and facilities management, and others. The organization has
failed to adequately consider fiscal, operational, and other impacts of its programs and
projects on the courts. Projects have been undertaken without first conducting an
appropriate business case analysis to determine whether they are prudent.”

As noted, the SEC opined that there appeared to be a lack of uniform internal processes,
insufficient collaboration, and inadequate analysis associated with large scale endeavors. More
specifically, nearly all of the aforementioned directives relate to observations made by the SEC
relative to the California Court Case Management System initiative:

“The AOC’s process of planning and monitoring programs and projects has been lacking.
These deficiencies are best exemplified by the CCMS project with its lack of budgetary
planning, failure of budgetary controls, failure to identify a sustaining revenue source,
lack of an initial business case analysis and feasibility study, lack of sufficient court
commitment, and failure to openly disclose pertinent information about the project.”

To address these deficiencies, the SEC detailed a recommended approach:

“... The AOC Executive Leadership Team must begin to implement a formalized system
of program and project planning and monitoring that includes, at a minimum: a
collaborative planning process that utilizes a business case analysis and that includes an
analysis of impacts on courts at the outset of all projects; use of workload analyses where
appropriate; and development of general performance metrics for key AOC programs that
allow expected performance levels to be set and evaluated.”

In developing a response to the directives, AOC staff consulted with other state entities—such as
the Department of Finance and CalHR—on their respective processes in an effort to establish a
similar approach at the AOC that incorporates an appropriate level of review and cost-benefit
analysis for programs and projects initiated by the agency. As one example, staff utilized the
state Department of Finance’s Budget Analyst Guide as an initial framework. Specific guide
sections, such as Types of Analysis (Attachment A) and Analysis of Issues (Attachment B), were
also identified as potential training tools for AOC staff to demonstrate the basic elements of how
appropriate fiscal and programmatic analyses are completed. Since the material is general in
nature, each office and division would, in theory, be able to use these resources to meet the
individual needs of the program, whether it be completing a grant request for federal funds or a
budget change proposal, to name a few.

Following the review of external and existing internal processes, AOC staff developed guidelines
that seek to ensure that all elements within each of these 10 directives are adequately addressed.
These guidelines include a process for the approval of branchwide projects and other significant
initiatives, as well as an approach to conduct any necessary cost-benefit analysis. These elements
include:

e The input and collaboration of all stakeholders;
e A complete analysis of scope;


http://www.dof.ca.gov/fisa/bag/bagtoc.htm
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e The development of accurate cost estimates and the identification of funding in constant
collaboration with the Fiscal Services Office;

e The application of cost and contract controls including monitoring;

e Full documentation of the decision-making processes; and

e Full transparent consideration of fiscal, operational, and other impacts to the courts and
stakeholders.

The "Guidelines for the Administration of Branchwide Projects and Initiatives” (Attachment C)
have been reviewed and approved by the Administrative Director of the Courts and will be
implemented agency-wide, effective the first quarter of 2014. Leading up to the implementation
date, the Fiscal Services Office will work with staff from the AOC Center for Judiciary
Education and Research to develop an appropriate training curriculum for management team
members, budget liaisons, and other applicable staff.

These guidelines address the SEC’s recommendation that a cost-benefit analysis should be
infused into the AOC’s decision-making process and to serve as a guide when considering any
new project or program, large scale or otherwise.

Enclosures

Attachment A: Department of Finance Budget Analyst Guide, Types of Analysis
Attachment B: Department of Finance Budget Analyst Guide, Analysis of Issues
Attachment C: Guidelines for the Administration of Branchwide Projects and Initiatives
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IFERMIA DEFARTHMENT OF FiINARKDE

TYPES OF ANALYSIS
BCPs or other issues involving a proposed augmentation

1. Have the department or group proposing the augmentation clarify
what the problem is. All too frequently problem statements are
either missing, too brief or too general to be sufficiently clear and
guantifiable, discuss symptoms rather than real problems, or are
stated in terms of the solution (e.g., "the problem is we don't have
the 14 additional staff we need"). The analyst's role is to find out if
there is a public need which is not being addressed, i.e., what is
the problem outside of building? Things like crime, pollution, and
poverty are possibilities; the lack of staff, microcomputers, and
travel funds are not. Moreover, the problem should be quantified
as much as possible so that a quantifiable solution can be arrived
at. This should address:

the extent of the problem

how this varies from a "normal" or acceptable situation
how many individuals are experiencing the problem
where this problem is located geographically

need statements should answer the question "why?"

©TQoo®

2. Consider Alternatives for Solving the Problem. Most BCPs
provide two: (1) do nothing and (2) accept our proposal. Do not be
deterred by the apparent lack of creativity on the part of some.
There is more than one way to solve a problem, especially in an
era of constantly changing technology. You might consider:

automation

program restructuring

restructuring systems and procedures
consolidation of functions

Qoo

3. The Key Element in a BCP (or other Proposal) is Data to justify
the resource level being proposed. Most proposals request
specific amounts of staff and funds. These requests should be
supported by equally specific calculations. To the extent that
specificity is lacking, the analyst may be required to fill in the gaps
in order to develop a recommendation. Usually, this kind of
analysis starts with a zero-augmentation assumption and builds in
components as they are specifically justified on an individual basis.

http://www.dof.ca.gov/fisa/bag/typesof.htm 11/25/2013
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For example, a particular solution may involve several different
types of staff in field offices, headquarters management, and in the
Administration Division, each developed on a different basis. In
summary, in this type of situation we start with zero and add in
resources as they are justified by specific calculations. As a
general rule, if you cannot understand were the number comes
from, do not add it in.

. If they lowballed the bill analysis, they should live with it in the
BCP.

Workload Issues

In past years, departments were usually funded for agreed to
workload increases. More often than not, in recent years with
severe budget restraints and no or insufficient funds available
to meet mandatory requirements, workload often is not
funded. Departments are required to redirect resources or
find other alternatives. Despite that, workload analysis is an
important Finance activity.

. The key variables in workload issues are:

a. the volume of work to be accomplished, generally
referred to as workload

b. the current staffing level

c. the workload completed with current staff

. The ratio of workload being currently completed to current staff will
usually provide a good estimate of the productivity rate. The ratio
of the workload to be accomplished to the productivity rate is the
number of staff required to complete that workload. Example—
CAL/OSHA elevator inspectors will inspect about 27,500 elevators
this year for safety requirements. Next year the number will
increase to 28,500. Currently there are 40 inspectors. How many
are needed for next year?

Answer 27.500 = (Number of
687.5 elevators
40 (1 inspector
can
inspect)

http://www.dof.ca.gov/fisa/bag/typesof.htm 11/25/2013
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28,500 _ 415 _(Number of
inspectors)
687.5 (needed )

Therefore, 1.5 additional inspectors would be justified on a
workload basis. Further, there is one clerical staff for every 4
inspectors in the program, so the addition of 1.5 inspectors
would justify 1.5 X .25 or 0.4 of a clerical position, for a total
of 1.9 PYs.

3. Sometimes it is necessary to pursue additional justification for the
volume of workload projected, depending on historical patterns.
Also there may be ways to increase current productivity rates
without adding staff by changing procedures or by automating
certain functions. The workload calculations should be performed
only after the analyst is satisfied with the data that goes into those
calculations.

4. Never accept a duty statement as workload justification. Anyone
can fill up 40 hours per week with activities. This has no
relationship to the external workload, how it is changing, and what
staffing implications it has.

5. Workload may fluctuate throughout the year. Our policy is usually
not to staff a unit for peak workload demands (with the possible
exception of temporary help funds where warranted, such as the
Franchise Tax Board), but rather to support staffing to process the
average workload level.

6. Workload standards are useful if they have been validated and we
have agreed to them. Departments should be encouraged to
develop them. Even if this hasn't been done prior to writing the
BCP, it may be possible to use time sheet and other activity data
to put together some useful standards. But be careful, before
proceeding, apply the workload standards to last year's work.

Does the analysis show it would require 20 PYs to do the work that
you know they did with 10 PYs?

7. Be careful of backlog statistics. There is a difference between and
backlog and a working inventory. A backlog measurement should
exclude:

a. workload which is currently being processed

http://www.dof.ca.gov/fisa/bag/typesof.htm 11/25/2013
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b. workload which can be processed in a reasonable or
statutorily required length of time

c. workload which has been set aside because it is
incomplete, waiting for additional information, or
otherwise cannot be processed.

National Association of State Budget Officers (NASBO)

For other types of analyses, see the NASBO training Series
Program, Module 6: Analytical Methods for Budget Analysts.

(March 3, 2011) (Analytic/BOS/PBM/APBM)

http://www.dof.ca.gov/fisa/bag/typesof.htm 11/25/2013
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A.

Attachment B

ML FORNA DEPARTMENT OF FINANGE

ANALYSIS: Principles and Practices for DOF Analysts
What is Analysis?

Analysis is the process by which issues are separated into their component parts and each part
and the interaction among the parts are systematically investigated. Later the components of an
issue are put back together in a logical way to support a conclusion and recommendation.

You can also think of analysis as the process by which we attempt to answer such questions as
follows, regarding a proposal, activity, program or process.

e Who or what is affected?

e What is/are the effects?

e How and when does/will it operate?

e How much does/will it cost?

e Who is raising the issue or making the proposal, and why?

e How might the problem/issue be resolved?
And the final question upon completing an analysis should always be: "Does this make sense?"
Typical Types of Finance Analyses

Finance uses the analytic process to develop recommendations on budget proposals,
legislation, and other initiatives and issues that may financially impact the State. Preparing solid
recommendations is the foundation for our advisory role to the Governor's Office and our role in
representing the Administration.

1. Fiscal - Finance's primary role is to provide analyses of fiscal issues or problems. To that
end, we review budget change proposals, legislation, initiatives, regulations, and reports to
analyze fiscal impacts. Fiscal analyses answer such questions as: How much will (or
should) this proposal or program cost (or save) the State? How much revenue will it
generate?

2. Policy — While not our main role, Finance staff may also perform policy analysis such as
when reviewing legislative proposals. Policy analysis is intended to help decision-makers
make choices about governmental programs and governmental regulation of individuals and
organizations. Policy analysis focuses on such questions as: What is the likely impact of
this policy on the public in general, and on specific groups or organizations? Policy analysis
can be done from the perspective of known priorities and policies, or without such political
preconditions.

3. Policy combined with fiscal—Most often Finance’s analyses include a combination of
fiscal and policy issues. For example, Finance analysts review a Budget Change Proposal
to assess the reasonableness of the estimated fiscal impacts but also assess the proposed
policy objective in relation to the Administration’s priorities. The resulting recommendation
thus may indicate that the proposed funding augmentation (or reduction) should be modified

http://www.dof.ca.gov/fisa/bag/The%?20analysis%200f%20Budget%20lss... 11/25/2013
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depending on whether the policy objective is deemed to be of high or low priority by the
Administration. The recommendation may also suggest an option that provides a lower (or
higher) level of attainment of the policy objective, including arguments supporting that level.

Sometimes the deadline for an analysis is so short that the analysis must be “quick and dirty”
and largely based on assumptions since time is not available to gather more information. In
these cases it is helpful if the assumptions can be based on historical information or on data
from a similar program or activities. In other cases (such as when asked to prepare “Issue
Memos”), Finance may have time to prepare a more expansive analysis.

For more details on some of the specific types of items analyzed at Finance, see Bill Analysis,
and BCPs, Writing Effective.

Steps in Analysis

Academicians identify various analytical approaches, which can generally be
summarized into six basic steps. (See Analysis, Policy, and Problem Solving for a
detailed summary of various analytical approaches.)

1. Define the Problem

Clearly identify the stated issue/problem. Is there really a problem? Sift through

extraneous material to identify the real, underlying problem or need (which may not be

the same as the stated issue or problem).

¢ How big is the problem? Quantify, if possible.

e How did the problem arise? When? What perpetuates it? Outline the history of the
issue/problem.

e Who and/or what does the problem impact? When? What are the current laws,

regulations and/or programs addressing the problem?

2. Gather Information

e Consider: What do you need to know to define and analyze the issue/problem, and to
recommend a solution? How much time do you have?

e Ask questions (repeatedly if necessary) to get the information needed. Also be
conscious of and respect others’ time and workload constraints, however.

o Be skeptical. Challenge the sources; don’'t assume the information is correct. Try to
verify it or test it against other information to determine its accuracy or reasonableness.

e Think through varied viewpoints on the issue (not just the Administration’s current
perspective). Talk to both proponents and opponents to gain additional political and
programmatic insights.

e Ask follow up questions.

e If you cannot get the information you want in the time (or from the sources) available,
can you make assumptions to work around it or develop rough estimates? Document
the basis for your assumptions.

e Look at other previous analyses/studies of the issue.

e Note that if the time is late (after 5 p.m.) or short (“quick and dirty” analyses) you still
may be able to contact the Legislative Analysts’ staff, legislative committee staff, (or for
bills, the author's or sponsor’s office, too) for some information, even if the department
staff are not available.

3. Consider Alternatives

e What are all the feasible options? Consider for example, taking no action; altering an

11/25/2013
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existing law, regulation, process, or program; creating a new law or program, etc.

What can government do (e.g., mandate, regulate, subsidize, create incentives, tax,
provide information, privatize), and what might be effective in this situation?

What other programs (public or private) or laws (state or federal) address this problem?
What have other states done to address this problem?

What has Finance recommended on this type of issue in the past?

Should the State be involved at all?

Determine Criteria for Evaluating Alternatives

Examples of criteria:

Efficiency - Cost-benefit, cost effectiveness, productivity

Equity - Is it fair? Who gains, who loses? By how much?

Effectiveness - Will it solve the problem? How much will it solve?

Feasibility - Legal, administrative, political (e.g., the current political environment)
Uncertainty and risk - What could go wrong? How costly? How likely?

Priority for funding given current state fiscal constraints and Administration policies
Consistency with Administration goals and policies and expectations

Evaluate Alternatives

Measure each alternative against the criteria.
Weigh the trade-offs (e.g., better service vs. higher cost; lower cost vs. higher risk)

Make Recommendation

Pull the information together to form conclusions, and then make recommendations.

Be creative. Policy analysis affords opportunities to develop creative compromises and
unique solutions to address problems. Although Finance is not a "think tank," we can
occasionally be the source of new policy ideas.

Anticipate the Administration. Try to recommend at least one option likely to be
preferred by the Administration (based on what you know of the current policies and
priorities).

Recommend more than one feasible alternative for the decision-makers to consider
(e.q., in times of limited funds recommend the preferred activity and funding level, and
some feasible lower level).

Review your analysis and ask if it all “makes sense.” Can a reader follow the logic from
the problem identification through the alternatives to the recommendation?

Check to see how critical any information (both included and omitted) is to the
recommendation.

Critique and supplement (or pare down) the information as needed.

D. Communicating Your Analysis
To be effective, an analysis must be clearly communicated to the decision-makers and other
interested parties.

1.

Types of Presentations

Oral presentations in meetings

Budget change proposal (BCP) write-ups
Bill analyses

Legislative testimony

http://www.dof.ca.gov/fisa/bag/The%?20analysis%200f%20Budget%20lss... 11/25/2013
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e Press packets or contacts

e Governor’s Budget Summary ("A-pages”) and other public reports

e Issue Memos

e One-on-one discussion/negotiation with LAO and departmental staff

2. Presentation Style

e« Narrow focus. Finance does not typically produce lengthy study reports that thoroughly
analyze all aspects of major policy issues. Finance's analyses tend to focus in on the
fiscal impacts to state government and, in particular, to the General Fund.

o Related to specific decisions. Our analyses tend to focus on information needed to
make a specific decision, and normally will recommend a specific action on an issue.

e Brief and clear. Finance does not get much time to speak its piece; often one or two
lead sentences have to carry the presentation.

¢ Unbiased/nonpartisan, but politically informed. Although we work for the Governor and
do analysis in the context of known Administration policy and perspective, Finance staff
should be prepared to argue all sides of an issue (e.g., in Administration decision-
making meetings). Recommendations on issues should reflect a balance between what
might be acceptable to the Administration, and other considerations, including other
viewpoints relevant to a decision. (Finance staff should not expect to promote personal
political views, however.)

e Original and active. Use active (not passive) voice as much as possible, and state your
thoughts without plagiarizing others’ analyses (e.g., departments’ analyses or
documents).

o Professional. Both oral and written presentations should be made keeping in mind our
professional staff role.

3. Traditional Biases of Finance

e Low cost/high benefit

e Proven effectiveness

e High priority

¢ Fundable by redirection of existing resources
e Consistent with Administration goals

4, Other Considerations

e Preparation. Finance staff are some of the main spokespersons for the Administration,
and as such are expected to be able to explain and defend the Administration’s position
(e.g., on budget proposals) before the Legislature and in answering press calls. Be sure
your analysis is adequate to support and defend the recommendations.

e Audience. Be aware of who reads and/or needs the information, and focus the
presentation to address their level(s) of knowledge. Give adequate information to
understand the issue and recommendation.

¢ Timing. Be sensitive to whether a decision maker can be receptive to a proposed policy
and whether the issue's time has come. Often we are not the best organization to raise
an issue; it may be better raised by agency/department staff or others with policy-making

http://www.dof.ca.gov/fisa/bag/The%?20analysis%200f%20Budget%20lss... 11/25/2013
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authority.

Respect for hierarchies. Finance staff should understand and respect the hierarchy of
Finance and of other departments and agencies we work with. It is important to
differentiate the positions that may be taken by various levels in a department and the
degree to which top management has (or has not) approved a particular position.
Flexibility. The Administration may decide on a different option that you recommend.
Be ready and willing to revise your analysis to further detail the selected option, and/or
reframe the issue, if necessary.

Disassociation. Although it can be hard to do, Finance staff should not let themselves
get too personally committed to policy recommendations they make or view
nonacceptance as a "personal defeat."

Developing Policy Analysis Skills/Knowledge

The foundation for any analysis is a thorough working knowledge of your program/subject
areas; the issues; and State processes, priorities, and fiscal constraints. The following are
some tips on the sources and types of information you should gather (an ongoing process), and
how to manage your time to complete analyses.

1.

o

Sources of Information.

Following are some suggested sources and methods for developing your policy
understanding and analytical skills. You will be engaged in many of these activities in
the course of your work, but take advantage of slow moments for further research and
discussion of policy issues in your area.

Read texts, articles, books, and analyses done by others (e.g., scholars,
advocates, the Legislative Analyst, Bureau of State Audits)

Learn the history (e.g., talk to or review written work of your predecessors on the
assignment)

Listen to others who already know the programs and issues well (e.qg., talk with
department staff when reviewing various documents)

Discuss issues with advocates and constituents

Take field trips to visit program staff and projects in the field
Learn by doing (jump into your assignment!)

Areas of Knowledge

Program Knowledge. The foundation for any analysis is a thorough working
knowledge of the program being addressed. No analytical technique can replace
basic information about how the program works. Such knowledge typically
includes: the program'’s purpose, who and how many it serves, what it provides,
how services are delivered, the current costs, criteria for expending the funds,
how the program evolved (e.g., what were key decision points in program’s
history), and the trends in terms of revenues, expenditures, staffing, and
workload data.

Knowledge of the State’s current fiscal situation and constitutional
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constraints. Less than ten percent of the budget is discretionary. Some of the key
factors limiting State expenditures are: the State Appropriations Limit (SAL),
Proposition 98, other Constitutional requirements, entitlement programs,
statutory COLAs, and legal obligations. Other constraints not set in the
Constitution or statute but which are as, or nearly as, restraining, include:
General Fund revenues, General Fund reserves, federal budget actions directly
affecting the State’s budget, tax expenditures, public safety expenditures,
revenue-producing activities, and budget agreements.

In analyzing budget issues, it is important to keep these factors in mind and know where
we are relative to the major constraints. This will tell you whether we have some
flexibility and can entertain discretionary proposals, or whether we’re going to have to
recommend reductions.

c. Knowledge of other Administration and Department of Finance Priorities. Current
State policies and priorities (such as those outlined in the Governor’'s Budget Summary
or Budget Highlights, or the State of the State Address) need to be taken into account
when analyzing an issue. Examples of recent State priorities include: (1) reducing
personnel years (PYs); (2) reducing General Fund expenditures; (3) attempting to help
the federal government reduce the federal deficit; (4) reforming welfare; and (5) making
the State more competitive.

Awareness of these policies helps analysts to frame questions and recommendations.

d. Knowledge of the Issue. Besides general program knowledge, specific information
about the issue being addressed is important to understanding proposed changes. For
example, analysts may prepare by researching the history of issues in their program
area, why the issues are (re)emerging, views of proponents and opponents, and what
this and other states are doing to address the issues.

3. Managing Your Analytical Time and Effort

e Get started early. Size things up. Decide when you need to start each task in order
to meet your deadline. Set a mental schedule (allowing for slippage).

Tell the department what information you need right away. Put requests in writing
(e.g., by email) when possible to confirm conversations and avoid misunderstandings
later. Set a deadline for receipt of this information which is early enough so that you
can ask for clarification, or request other information if this raises additional
questions.

e Follow up. Think about the information as it's being presented to you. Is it filling in
the gaps? What gaps remain? Take the initiative to ask follow-up questions and
probe when talking to department staff. It is relatively rare that your first set of
questions will elicit all of the information necessary for an analysis. Keep thinking of
what you need to resolve the issue.

e Stay on Course. Don't lose sight of your objective and deadline, or get sidetracked.
Make sure you understand what's central to the issue, and that you're getting the
information you need from department staff (i.e., what's relevant, not what's easy for
them to give you).

Periodically, review where you are relative to your objectives and schedule. Make
mid-course corrections as necessary. Raise problems to a higher level in DOF or the
line department, as appropriate.

e Stop when you have what you need or you have all you can get in the time
available. In the latter case, qualify your analysis by indicating the conclusions are
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based on the limited information available and noting any assumptions made.

e Getfeedback. Brainstorm ideas with your supervisor and peers. Discuss your
findings and conclusions with your managers and with the department. Run drafts of
your analysis and recommendations by your managers in advance of the deadline to
get their input early.

e  Critique your own work. Check and double check your calculations. Review your
analysis to see if there are further logical gaps that need to be filled in. See if your
factual information is correct, and if your argument holds up to criticism. Revise your
analysis if necessary.

e Keep records. Keep your notes, supporting data obtained, and calculations made in
a file for reference. (You'd be surprised how quickly people forget how they arrived
at certain numbers!)

e Be sensitive to other workload demands on staff with whom you are working. You
will likely need their assistance and cooperation in the future. Nevertheless, if they
won't give you the information for any of the following reasons:

- Because they've been appointed by the Governor

- They told the last analyst they had

- The last analyst they had didn't ask for this type of information
- It's not Finance's role

- They wouldn't ask for funding if they didn't need it

- They're stalling

- The Governor wants this done

- You don't have the professional qualifications

- The Director already agreed to this

you'll have to recommend disapproval of their request for lack of justification. Tell your
supervisor of the situation and discuss how to resolve it.

Rev.9/02 TRO
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GUIDELINES FOR THE ADMINISTRATION
OF BRANCHWIDE PROJECTS AND INITIATIVES

Policy Statement:

Unless contrary direction is provided by the Judicial Council, the initiation of branchwide
projects and other significant initiatives shall be preceded by a full and comprehensive cost-
benefit analysis that includes the input and collaboration of all stakeholders, a complete analysis
of scope, accurate cost estimates and funding streams and associated controls, documentation of
the decision-making processes, and the full transparent consideration of fiscal, operational, and
other impacts to the courts and stakeholders.

Overview:

The following guidelines have been established to assist with the preparation of formal project
proposals. They seek to implement a comprehensive process of programmatic and fiscal analysis
that ensures all costs and benefits are considered before a decision is made regarding whether to
proceed with a proposal within the Judicial Branch.

Process:

1. Issue or Concept Identification:

e Offices/divisions identify issue or concept (e.g., initiating new programs, expanding
existing programs, creation of new requirements on branch entities, requesting federal
or state grants, etc.)

e Office Director holds preliminary discussions with Division Chief

e Division Chief and Office Director present the issue to the Executive Office as an
informal concept

e Executive Office determines depth of analysis required and assigns the issue or
concept to the appropriate Office/Division for further evaluation.

e Executive Office determines if consultation with Judicial Council or the Executive
and Planning Committee is necessary based on factors such as funding needs, scope
of effort, and policy issues.

2. Preparation of Request for Approval of Project Proposal (RAPP) Form
e The RAPP, prepared in accordance with these guidelines, must be approved for every
project prior to the encumbrance or expenditure of funds on the project, including use
of staff resources on implementing the project.
e The RAPP establishes the business case for investment of branch resources in the
project by setting out the reasons for undertaking the project and analyzing its costs
and benefits, absent contrary direction from the Judicial Council.



e The Fiscal Services Office will conduct training for staff involved in the completion
of the RAPP form, with an emphasis on the Cost Considerations section, upon
request.

e Participation in the web-based training titled Analytical Thinking for Analysts
available through the California Department of Human Resources is encouraged:
http://www.calhr.ca.gov/Training/Pages/index-analytical-thinking-for-analysts.aspx

e Components of the RAPP Form

Requesting Office or Division

Date Prepared

Contact Information

Project Title

Summary

Summarized Estimated Costs

Proposal Review Routing

Associated JC Strategic Goal, if applicable

Project Scope

Stakeholders

Impact Analysis

Documentation of Decision-Making Process
. Cost Considerations

Authorization to Proceed (Office Director or Designee)

S3ITARTTSQ A0 o

3. The RAPP form should be forwarded to the appropriate Division Chief for review and
approval only after all issues raised by internal review have been addressed.

4. Briefing of Executive Office by Division Chief/Office Director
e Consider routing to appropriate Judicial Council committee (such as the Executive
and Planning Committee) or Judicial Council
e Consider discussion with Chief Justice
e Consider discussions with external stakeholders such as the courts or State Bar

5. Executive Office Action
e [f issue or concept was identified within the AOC, approve, disapprove, or return to
applicable office for further examination.
e Ifissue or concept was identified by the Judicial Council, respond to the Judicial
Council as directed with recommendation or act as directed by the Judicial Council.
Questions

Questions regarding these guidelines or the RAPP form can be directed to Bob Fleshman at
(415) 865-7531 or bob.fleshman@jud.ca.gov.

Rev. 12/13/13
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REQUEST FOR APPROVAL OF PROJECT PROPOSAL

Rev. 10/10/13

Requesting Office or Division

Date Prepared

Contact Information

Project Title

Summary
(Please provide 3 to 4 sentences briefly
describing your request.)

Summarized Estimated Costs
(Please differentiate between one-time and
ongoing costs, if applicable.)

Proposal Review Routing
(Please select as applicable.)

______Human Resources Office

___Legal Services Office

_____ Fiscal Services Office
______Information Technology Services Office

Office of Governmental Affairs

Other

Other

Executive Office

How does this proposal further
the goals of the Strategic and
Operational Plans for the Judicial
Branch?
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Project Scope

Please provide your business case analysis of the scope and direction of your project, including timeline.

Stakeholders
Please list your project’s stakeholders and what input they have provided for your project. Include any steps you took to inform
and collaborate with your stakeholders about your project.

Impact Analysis

Please describe the anticipated effect on workload and resources on the AOC or stakeholders directly or indirectly if this project
is approved. Consider staff time, additional funding, and other requirements involved in successfully administering and
implementing this project. Include offsets where applicable.

Documentation of Decision-Making Process
Please provide a summary of items you used to determine the need for this undertaking. Provide attachments where applicable.

Cost Considerations
Cost estimates must be developed in collaboration with the Fiscal Services Office.

Budget Augmentation

Required?
No
Yes If YES, indicate fiscal year(s) and associated amount: |
FY | FY | FY | FY
$ $ $ $
PROJECT COSTS
1. | Fiscal Year TOTAL
2. | One-Time Cost $
3. | Continuing Costs $
4. TOTAL PROJECT BUDGET | $ $ $ $

PROJECT FINANCIAL BENEFITS

5. | Cost Savings/Avoidances $ $ $ $

6. | Revenue Increase $ $ $ $
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Authorization to Proceed

I have reviewed this proposed project, the outcomes to be achieved and the impacts described
and approve the proposal to be submitted for consideration.

Name (Office Director or Designee) Date

Notes/Comments



Information on Judicial Council Directives

Council Directive k]

E&P recommends that the Judicial Council direct the Administrative Director of the Courts to develop a procedure

to accurately report and make available information on potential costs of projects and impacts on the courts.

SEC Recommendation 7-63

The AOC must accurately report and make available information on potential costs of projects and impacts on the
courts.

Reported By: Finance

Contact: Zlatko Theodorovic, Director

TASK

PENDING

CompLETED: In August 2013, Council staff developed guidelines and a process for branchwide projects and other
significant initiatives to ensure a full and comprehensive cost-benefit analysis that includes the input and collaboration
of all stakeholders, a complete analysis of scope, accurate cost estimates and funding streams and associated controls,
documentation of the decision-making processes, and the full transparent consideration of fiscal, operational, and other
impacts to the courts and stakeholders.

Directives 7-13, 21, 40, 91, and 145 have been combined as part of a broader review and policy discussion relating
to the development of a cost benefit analysis proposal for the Judicial Council.

Council staff developed guidelines and a process for branchwide projects and other significant initiatives to ensure
a full and comprehensive cost-benefit analysis that includes the input and collaboration of all stakeholders, a
complete analysis of scope, accurate cost estimates and funding streams and associated controls, documentation
of the decision-making processes, and the full transparent consideration of fiscal, operational, and other impacts

to the courts and stakeholders. This was developed in August 2013.

The proposed "Guidelines for the Administration of Branchwide Projects and Initiatives" include the "Request for
Approval of Project Proposal" form. These guidelines require the full documented collaboration of all stakeholders
impacted by a project or initiative. The Executive Office has the sole discretion for determining when to utilize the
form for branchwide projects and initiatives.

These guidelines were presented to the Judicial Council at the December 13, 2013, council meeting.

IMPLEMENTATION PROGRESS AS OF MARCH 2015

IMPLEMENTED WITH NO FURTHER ACTION REQUIRED/NEEDED UNABLE TO IMPLEMENT
IMPLEMENTED AND ONGOING PENDING IMPLEMENTATION
IMPLEMENTED BUT IN PROGRESS

The directive implementation will remain ongoing as this tool will be used as necessary whenever there are

projects or initiatives that meet the requirements for use of this cost benefit analysis form.

Page 1



ASSESSMENT OF IMPLEMENTATION

After the guidelines were developed, Court Operations Services contacted Finance because there was a similar

process and form for seeking grant opportunities.

It was decided that the forms and guidelines should be merged to be applicable to both cost benefit analysis for
major programs and initiatives as well as grant opportunities. The forms were merged for this purpose.

Finance reports that Information Technology also has a cost benefit analysis form that they utilize and that future
activities will includes working with IT to determine if this form should be merged with the existing guidelines and

form.

Finance indicated that this process was designed for use of all branch funds and to-date, there have been no
major initiatives and so the process has not been utilized. For other minor funding needs, the council staff has
utilized the budget change proposal process. Additionally, it was clarified that although the formal cost benefit
analysis is not currently utilized for Court of Appeal funding decisions, it was designed for use for all judicial

branch entities.

A discussion was held by E&P where they asked questions about the threshold for when this tool should be
utilized. It was explained by SEC members that this grew out of concerns about CCMS and that this would be
utilized in those cases where a budget change proposal is not an option and there is the potential for the use of all

branch funds.

OTHER INFORMATION

Attachments:
e Memo: Consider Guidelines and Process Recommendation, from Curt Soderlund to Hon. Steven
Jahr, November 25, 2013
e Guidelines for the Administration of Branchwide Projects and Initiatives (includes Request for
Approval of Project Proposal)
e Report to Judicial Council for meeting of December 12-13, 2013: AOC Restructuring: Implementation
of New Guidelines for Conducting Cost-Benefit Analysis for AOC Projects, December 13, 2013

Information on Judicial Council Directives Page 2



























Judicial Council of California + Administrative Office of the Courts

455 Golden Gate Avenue - San Francisco, California 94102-3688

www.courts.ca.gov

REPORT TO THE JUDICIAL COUNCIL

For business meeting on December 12-13, 2013

Title Agenda Item Type
AOC Restructuring: Implementation of New Information Only
Guidelines for Conducting Cost-Benefit

Analysis for AOC Projects Effective Date

Not Applicable

Rules, Forms, Standards, or Statutes Affected
None Date of Report

December 13, 2013
Submitted by

Administrative Office of the Courts Contact
Curt Soderlund Fiscal Services Office
Chief Administrative Officer Zlatko Theodorovic, 916-263-1397

zlatko.theodorovic@jud.ca.gov

Zlatko Theodorovic
Director, Fiscal Services Office

Executive Summary

The AOC’s Chief Administrative Officer and director of the Fiscal Services Offices present this
informational report on efforts relating to the various common aspects of Judicial Council
Directives 7-13, 21, 40, 91, and 145 (directives), which were combined as part of a broader
review and policy discussion pertaining to the application of a cost-benefit/business case analysis
for AOC projects.

Background

The Judicial Council approved the directives as recommended by the Strategic Evaluation
Committee (SEC) pertaining to the way in which the Administrative Office of the Courts (AOC)
undertakes significant projects and branchwide initiatives. In their report, the SEC observed the
following:

“The AOC has failed to plan, manage, and monitor programs in a manner that seeks
critical collaboration and input from the courts. The AOC has undertaken significant and



far-reaching programs over the past decade, including CCMS, branch-wide financial
systems, court construction and facilities management, and others. The organization has
failed to adequately consider fiscal, operational, and other impacts of its programs and
projects on the courts. Projects have been undertaken without first conducting an
appropriate business case analysis to determine whether they are prudent.”

As noted, the SEC opined that there appeared to be a lack of uniform internal processes,
insufficient collaboration, and inadequate analysis associated with large scale endeavors. More
specifically, nearly all of the aforementioned directives relate to observations made by the SEC
relative to the California Court Case Management System initiative:

“The AOC’s process of planning and monitoring programs and projects has been lacking.
These deficiencies are best exemplified by the CCMS project with its lack of budgetary
planning, failure of budgetary controls, failure to identify a sustaining revenue source,
lack of an initial business case analysis and feasibility study, lack of sufficient court
commitment, and failure to openly disclose pertinent information about the project.”

To address these deficiencies, the SEC detailed a recommended approach:

“... The AOC Executive Leadership Team must begin to implement a formalized system
of program and project planning and monitoring that includes, at a minimum: a
collaborative planning process that utilizes a business case analysis and that includes an
analysis of impacts on courts at the outset of all projects; use of workload analyses where
appropriate; and development of general performance metrics for key AOC programs that
allow expected performance levels to be set and evaluated.”

In developing a response to the directives, AOC staff consulted with other state entities—such as
the Department of Finance and CalHR—on their respective processes in an effort to establish a
similar approach at the AOC that incorporates an appropriate level of review and cost-benefit
analysis for programs and projects initiated by the agency. As one example, staff utilized the
state Department of Finance’s Budget Analyst Guide as an initial framework. Specific guide
sections, such as Types of Analysis (Attachment A) and Analysis of Issues (Attachment B), were
also identified as potential training tools for AOC staff to demonstrate the basic elements of how
appropriate fiscal and programmatic analyses are completed. Since the material is general in
nature, each office and division would, in theory, be able to use these resources to meet the
individual needs of the program, whether it be completing a grant request for federal funds or a
budget change proposal, to name a few.

Following the review of external and existing internal processes, AOC staff developed guidelines
that seek to ensure that all elements within each of these 10 directives are adequately addressed.
These guidelines include a process for the approval of branchwide projects and other significant
initiatives, as well as an approach to conduct any necessary cost-benefit analysis. These elements
include:

e The input and collaboration of all stakeholders;
e A complete analysis of scope;


http://www.dof.ca.gov/fisa/bag/bagtoc.htm
http://www.dof.ca.gov/fisa/bag/typesof.htm
http://www.dof.ca.gov/fisa/bag/The%20analysis%20of%20Budget%20Issues.htm

e The development of accurate cost estimates and the identification of funding in constant
collaboration with the Fiscal Services Office;

e The application of cost and contract controls including monitoring;

e Full documentation of the decision-making processes; and

e Full transparent consideration of fiscal, operational, and other impacts to the courts and
stakeholders.

The "Guidelines for the Administration of Branchwide Projects and Initiatives” (Attachment C)
have been reviewed and approved by the Administrative Director of the Courts and will be
implemented agency-wide, effective the first quarter of 2014. Leading up to the implementation
date, the Fiscal Services Office will work with staff from the AOC Center for Judiciary
Education and Research to develop an appropriate training curriculum for management team
members, budget liaisons, and other applicable staff.

These guidelines address the SEC’s recommendation that a cost-benefit analysis should be
infused into the AOC’s decision-making process and to serve as a guide when considering any
new project or program, large scale or otherwise.

Enclosures

Attachment A: Department of Finance Budget Analyst Guide, Types of Analysis
Attachment B: Department of Finance Budget Analyst Guide, Analysis of Issues
Attachment C: Guidelines for the Administration of Branchwide Projects and Initiatives
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Attachment A

IFERMIA DEFARTHMENT OF FiINARKDE

TYPES OF ANALYSIS
BCPs or other issues involving a proposed augmentation

1. Have the department or group proposing the augmentation clarify
what the problem is. All too frequently problem statements are
either missing, too brief or too general to be sufficiently clear and
guantifiable, discuss symptoms rather than real problems, or are
stated in terms of the solution (e.g., "the problem is we don't have
the 14 additional staff we need"). The analyst's role is to find out if
there is a public need which is not being addressed, i.e., what is
the problem outside of building? Things like crime, pollution, and
poverty are possibilities; the lack of staff, microcomputers, and
travel funds are not. Moreover, the problem should be quantified
as much as possible so that a quantifiable solution can be arrived
at. This should address:

the extent of the problem

how this varies from a "normal" or acceptable situation
how many individuals are experiencing the problem
where this problem is located geographically

need statements should answer the question "why?"

©TQoo®

2. Consider Alternatives for Solving the Problem. Most BCPs
provide two: (1) do nothing and (2) accept our proposal. Do not be
deterred by the apparent lack of creativity on the part of some.
There is more than one way to solve a problem, especially in an
era of constantly changing technology. You might consider:

automation

program restructuring

restructuring systems and procedures
consolidation of functions

Qoo

3. The Key Element in a BCP (or other Proposal) is Data to justify
the resource level being proposed. Most proposals request
specific amounts of staff and funds. These requests should be
supported by equally specific calculations. To the extent that
specificity is lacking, the analyst may be required to fill in the gaps
in order to develop a recommendation. Usually, this kind of
analysis starts with a zero-augmentation assumption and builds in
components as they are specifically justified on an individual basis.

http://www.dof.ca.gov/fisa/bag/typesof.htm 11/25/2013
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For example, a particular solution may involve several different
types of staff in field offices, headquarters management, and in the
Administration Division, each developed on a different basis. In
summary, in this type of situation we start with zero and add in
resources as they are justified by specific calculations. As a
general rule, if you cannot understand were the number comes
from, do not add it in.

. If they lowballed the bill analysis, they should live with it in the
BCP.

Workload Issues

In past years, departments were usually funded for agreed to
workload increases. More often than not, in recent years with
severe budget restraints and no or insufficient funds available
to meet mandatory requirements, workload often is not
funded. Departments are required to redirect resources or
find other alternatives. Despite that, workload analysis is an
important Finance activity.

. The key variables in workload issues are:

a. the volume of work to be accomplished, generally
referred to as workload

b. the current staffing level

c. the workload completed with current staff

. The ratio of workload being currently completed to current staff will
usually provide a good estimate of the productivity rate. The ratio
of the workload to be accomplished to the productivity rate is the
number of staff required to complete that workload. Example—
CAL/OSHA elevator inspectors will inspect about 27,500 elevators
this year for safety requirements. Next year the number will
increase to 28,500. Currently there are 40 inspectors. How many
are needed for next year?

Answer 27.500 = (Number of
687.5 elevators
40 (1 inspector
can
inspect)

http://www.dof.ca.gov/fisa/bag/typesof.htm 11/25/2013
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28,500 _ 415 _(Number of
inspectors)
687.5 (needed )

Therefore, 1.5 additional inspectors would be justified on a
workload basis. Further, there is one clerical staff for every 4
inspectors in the program, so the addition of 1.5 inspectors
would justify 1.5 X .25 or 0.4 of a clerical position, for a total
of 1.9 PYs.

3. Sometimes it is necessary to pursue additional justification for the
volume of workload projected, depending on historical patterns.
Also there may be ways to increase current productivity rates
without adding staff by changing procedures or by automating
certain functions. The workload calculations should be performed
only after the analyst is satisfied with the data that goes into those
calculations.

4. Never accept a duty statement as workload justification. Anyone
can fill up 40 hours per week with activities. This has no
relationship to the external workload, how it is changing, and what
staffing implications it has.

5. Workload may fluctuate throughout the year. Our policy is usually
not to staff a unit for peak workload demands (with the possible
exception of temporary help funds where warranted, such as the
Franchise Tax Board), but rather to support staffing to process the
average workload level.

6. Workload standards are useful if they have been validated and we
have agreed to them. Departments should be encouraged to
develop them. Even if this hasn't been done prior to writing the
BCP, it may be possible to use time sheet and other activity data
to put together some useful standards. But be careful, before
proceeding, apply the workload standards to last year's work.

Does the analysis show it would require 20 PYs to do the work that
you know they did with 10 PYs?

7. Be careful of backlog statistics. There is a difference between and
backlog and a working inventory. A backlog measurement should
exclude:

a. workload which is currently being processed

http://www.dof.ca.gov/fisa/bag/typesof.htm 11/25/2013
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b. workload which can be processed in a reasonable or
statutorily required length of time

c. workload which has been set aside because it is
incomplete, waiting for additional information, or
otherwise cannot be processed.

National Association of State Budget Officers (NASBO)

For other types of analyses, see the NASBO training Series
Program, Module 6: Analytical Methods for Budget Analysts.

(March 3, 2011) (Analytic/BOS/PBM/APBM)

http://www.dof.ca.gov/fisa/bag/typesof.htm 11/25/2013
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A.

Attachment B

ML FORNA DEPARTMENT OF FINANGE

ANALYSIS: Principles and Practices for DOF Analysts
What is Analysis?

Analysis is the process by which issues are separated into their component parts and each part
and the interaction among the parts are systematically investigated. Later the components of an
issue are put back together in a logical way to support a conclusion and recommendation.

You can also think of analysis as the process by which we attempt to answer such questions as
follows, regarding a proposal, activity, program or process.

e Who or what is affected?

e What is/are the effects?

e How and when does/will it operate?

e How much does/will it cost?

e Who is raising the issue or making the proposal, and why?

e How might the problem/issue be resolved?
And the final question upon completing an analysis should always be: "Does this make sense?"
Typical Types of Finance Analyses

Finance uses the analytic process to develop recommendations on budget proposals,
legislation, and other initiatives and issues that may financially impact the State. Preparing solid
recommendations is the foundation for our advisory role to the Governor's Office and our role in
representing the Administration.

1. Fiscal - Finance's primary role is to provide analyses of fiscal issues or problems. To that
end, we review budget change proposals, legislation, initiatives, regulations, and reports to
analyze fiscal impacts. Fiscal analyses answer such questions as: How much will (or
should) this proposal or program cost (or save) the State? How much revenue will it
generate?

2. Policy — While not our main role, Finance staff may also perform policy analysis such as
when reviewing legislative proposals. Policy analysis is intended to help decision-makers
make choices about governmental programs and governmental regulation of individuals and
organizations. Policy analysis focuses on such questions as: What is the likely impact of
this policy on the public in general, and on specific groups or organizations? Policy analysis
can be done from the perspective of known priorities and policies, or without such political
preconditions.

3. Policy combined with fiscal—Most often Finance’s analyses include a combination of
fiscal and policy issues. For example, Finance analysts review a Budget Change Proposal
to assess the reasonableness of the estimated fiscal impacts but also assess the proposed
policy objective in relation to the Administration’s priorities. The resulting recommendation
thus may indicate that the proposed funding augmentation (or reduction) should be modified

http://www.dof.ca.gov/fisa/bag/The%?20analysis%200f%20Budget%20lss... 11/25/2013
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depending on whether the policy objective is deemed to be of high or low priority by the
Administration. The recommendation may also suggest an option that provides a lower (or
higher) level of attainment of the policy objective, including arguments supporting that level.

Sometimes the deadline for an analysis is so short that the analysis must be “quick and dirty”
and largely based on assumptions since time is not available to gather more information. In
these cases it is helpful if the assumptions can be based on historical information or on data
from a similar program or activities. In other cases (such as when asked to prepare “Issue
Memos”), Finance may have time to prepare a more expansive analysis.

For more details on some of the specific types of items analyzed at Finance, see Bill Analysis,
and BCPs, Writing Effective.

Steps in Analysis

Academicians identify various analytical approaches, which can generally be
summarized into six basic steps. (See Analysis, Policy, and Problem Solving for a
detailed summary of various analytical approaches.)

1. Define the Problem

Clearly identify the stated issue/problem. Is there really a problem? Sift through

extraneous material to identify the real, underlying problem or need (which may not be

the same as the stated issue or problem).

¢ How big is the problem? Quantify, if possible.

e How did the problem arise? When? What perpetuates it? Outline the history of the
issue/problem.

e Who and/or what does the problem impact? When? What are the current laws,

regulations and/or programs addressing the problem?

2. Gather Information

e Consider: What do you need to know to define and analyze the issue/problem, and to
recommend a solution? How much time do you have?

e Ask questions (repeatedly if necessary) to get the information needed. Also be
conscious of and respect others’ time and workload constraints, however.

o Be skeptical. Challenge the sources; don’'t assume the information is correct. Try to
verify it or test it against other information to determine its accuracy or reasonableness.

e Think through varied viewpoints on the issue (not just the Administration’s current
perspective). Talk to both proponents and opponents to gain additional political and
programmatic insights.

e Ask follow up questions.

e If you cannot get the information you want in the time (or from the sources) available,
can you make assumptions to work around it or develop rough estimates? Document
the basis for your assumptions.

e Look at other previous analyses/studies of the issue.

e Note that if the time is late (after 5 p.m.) or short (“quick and dirty” analyses) you still
may be able to contact the Legislative Analysts’ staff, legislative committee staff, (or for
bills, the author's or sponsor’s office, too) for some information, even if the department
staff are not available.

3. Consider Alternatives

e What are all the feasible options? Consider for example, taking no action; altering an

11/25/2013
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existing law, regulation, process, or program; creating a new law or program, etc.

What can government do (e.g., mandate, regulate, subsidize, create incentives, tax,
provide information, privatize), and what might be effective in this situation?

What other programs (public or private) or laws (state or federal) address this problem?
What have other states done to address this problem?

What has Finance recommended on this type of issue in the past?

Should the State be involved at all?

Determine Criteria for Evaluating Alternatives

Examples of criteria:

Efficiency - Cost-benefit, cost effectiveness, productivity

Equity - Is it fair? Who gains, who loses? By how much?

Effectiveness - Will it solve the problem? How much will it solve?

Feasibility - Legal, administrative, political (e.g., the current political environment)
Uncertainty and risk - What could go wrong? How costly? How likely?

Priority for funding given current state fiscal constraints and Administration policies
Consistency with Administration goals and policies and expectations

Evaluate Alternatives

Measure each alternative against the criteria.
Weigh the trade-offs (e.g., better service vs. higher cost; lower cost vs. higher risk)

Make Recommendation

Pull the information together to form conclusions, and then make recommendations.

Be creative. Policy analysis affords opportunities to develop creative compromises and
unique solutions to address problems. Although Finance is not a "think tank," we can
occasionally be the source of new policy ideas.

Anticipate the Administration. Try to recommend at least one option likely to be
preferred by the Administration (based on what you know of the current policies and
priorities).

Recommend more than one feasible alternative for the decision-makers to consider
(e.q., in times of limited funds recommend the preferred activity and funding level, and
some feasible lower level).

Review your analysis and ask if it all “makes sense.” Can a reader follow the logic from
the problem identification through the alternatives to the recommendation?

Check to see how critical any information (both included and omitted) is to the
recommendation.

Critique and supplement (or pare down) the information as needed.

D. Communicating Your Analysis
To be effective, an analysis must be clearly communicated to the decision-makers and other
interested parties.

1.

Types of Presentations

Oral presentations in meetings

Budget change proposal (BCP) write-ups
Bill analyses

Legislative testimony

http://www.dof.ca.gov/fisa/bag/The%?20analysis%200f%20Budget%20lss... 11/25/2013
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e Press packets or contacts

e Governor’s Budget Summary ("A-pages”) and other public reports

e Issue Memos

e One-on-one discussion/negotiation with LAO and departmental staff

2. Presentation Style

e« Narrow focus. Finance does not typically produce lengthy study reports that thoroughly
analyze all aspects of major policy issues. Finance's analyses tend to focus in on the
fiscal impacts to state government and, in particular, to the General Fund.

o Related to specific decisions. Our analyses tend to focus on information needed to
make a specific decision, and normally will recommend a specific action on an issue.

e Brief and clear. Finance does not get much time to speak its piece; often one or two
lead sentences have to carry the presentation.

¢ Unbiased/nonpartisan, but politically informed. Although we work for the Governor and
do analysis in the context of known Administration policy and perspective, Finance staff
should be prepared to argue all sides of an issue (e.g., in Administration decision-
making meetings). Recommendations on issues should reflect a balance between what
might be acceptable to the Administration, and other considerations, including other
viewpoints relevant to a decision. (Finance staff should not expect to promote personal
political views, however.)

e Original and active. Use active (not passive) voice as much as possible, and state your
thoughts without plagiarizing others’ analyses (e.g., departments’ analyses or
documents).

o Professional. Both oral and written presentations should be made keeping in mind our
professional staff role.

3. Traditional Biases of Finance

e Low cost/high benefit

e Proven effectiveness

e High priority

¢ Fundable by redirection of existing resources
e Consistent with Administration goals

4, Other Considerations

e Preparation. Finance staff are some of the main spokespersons for the Administration,
and as such are expected to be able to explain and defend the Administration’s position
(e.g., on budget proposals) before the Legislature and in answering press calls. Be sure
your analysis is adequate to support and defend the recommendations.

e Audience. Be aware of who reads and/or needs the information, and focus the
presentation to address their level(s) of knowledge. Give adequate information to
understand the issue and recommendation.

¢ Timing. Be sensitive to whether a decision maker can be receptive to a proposed policy
and whether the issue's time has come. Often we are not the best organization to raise
an issue; it may be better raised by agency/department staff or others with policy-making

http://www.dof.ca.gov/fisa/bag/The%?20analysis%200f%20Budget%20lss... 11/25/2013
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authority.

Respect for hierarchies. Finance staff should understand and respect the hierarchy of
Finance and of other departments and agencies we work with. It is important to
differentiate the positions that may be taken by various levels in a department and the
degree to which top management has (or has not) approved a particular position.
Flexibility. The Administration may decide on a different option that you recommend.
Be ready and willing to revise your analysis to further detail the selected option, and/or
reframe the issue, if necessary.

Disassociation. Although it can be hard to do, Finance staff should not let themselves
get too personally committed to policy recommendations they make or view
nonacceptance as a "personal defeat."

Developing Policy Analysis Skills/Knowledge

The foundation for any analysis is a thorough working knowledge of your program/subject
areas; the issues; and State processes, priorities, and fiscal constraints. The following are
some tips on the sources and types of information you should gather (an ongoing process), and
how to manage your time to complete analyses.

1.

o

Sources of Information.

Following are some suggested sources and methods for developing your policy
understanding and analytical skills. You will be engaged in many of these activities in
the course of your work, but take advantage of slow moments for further research and
discussion of policy issues in your area.

Read texts, articles, books, and analyses done by others (e.g., scholars,
advocates, the Legislative Analyst, Bureau of State Audits)

Learn the history (e.g., talk to or review written work of your predecessors on the
assignment)

Listen to others who already know the programs and issues well (e.qg., talk with
department staff when reviewing various documents)

Discuss issues with advocates and constituents

Take field trips to visit program staff and projects in the field
Learn by doing (jump into your assignment!)

Areas of Knowledge

Program Knowledge. The foundation for any analysis is a thorough working
knowledge of the program being addressed. No analytical technique can replace
basic information about how the program works. Such knowledge typically
includes: the program'’s purpose, who and how many it serves, what it provides,
how services are delivered, the current costs, criteria for expending the funds,
how the program evolved (e.g., what were key decision points in program’s
history), and the trends in terms of revenues, expenditures, staffing, and
workload data.

Knowledge of the State’s current fiscal situation and constitutional
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constraints. Less than ten percent of the budget is discretionary. Some of the key
factors limiting State expenditures are: the State Appropriations Limit (SAL),
Proposition 98, other Constitutional requirements, entitlement programs,
statutory COLAs, and legal obligations. Other constraints not set in the
Constitution or statute but which are as, or nearly as, restraining, include:
General Fund revenues, General Fund reserves, federal budget actions directly
affecting the State’s budget, tax expenditures, public safety expenditures,
revenue-producing activities, and budget agreements.

In analyzing budget issues, it is important to keep these factors in mind and know where
we are relative to the major constraints. This will tell you whether we have some
flexibility and can entertain discretionary proposals, or whether we’re going to have to
recommend reductions.

c. Knowledge of other Administration and Department of Finance Priorities. Current
State policies and priorities (such as those outlined in the Governor’'s Budget Summary
or Budget Highlights, or the State of the State Address) need to be taken into account
when analyzing an issue. Examples of recent State priorities include: (1) reducing
personnel years (PYs); (2) reducing General Fund expenditures; (3) attempting to help
the federal government reduce the federal deficit; (4) reforming welfare; and (5) making
the State more competitive.

Awareness of these policies helps analysts to frame questions and recommendations.

d. Knowledge of the Issue. Besides general program knowledge, specific information
about the issue being addressed is important to understanding proposed changes. For
example, analysts may prepare by researching the history of issues in their program
area, why the issues are (re)emerging, views of proponents and opponents, and what
this and other states are doing to address the issues.

3. Managing Your Analytical Time and Effort

e Get started early. Size things up. Decide when you need to start each task in order
to meet your deadline. Set a mental schedule (allowing for slippage).

Tell the department what information you need right away. Put requests in writing
(e.g., by email) when possible to confirm conversations and avoid misunderstandings
later. Set a deadline for receipt of this information which is early enough so that you
can ask for clarification, or request other information if this raises additional
questions.

e Follow up. Think about the information as it's being presented to you. Is it filling in
the gaps? What gaps remain? Take the initiative to ask follow-up questions and
probe when talking to department staff. It is relatively rare that your first set of
questions will elicit all of the information necessary for an analysis. Keep thinking of
what you need to resolve the issue.

e Stay on Course. Don't lose sight of your objective and deadline, or get sidetracked.
Make sure you understand what's central to the issue, and that you're getting the
information you need from department staff (i.e., what's relevant, not what's easy for
them to give you).

Periodically, review where you are relative to your objectives and schedule. Make
mid-course corrections as necessary. Raise problems to a higher level in DOF or the
line department, as appropriate.

e Stop when you have what you need or you have all you can get in the time
available. In the latter case, qualify your analysis by indicating the conclusions are
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based on the limited information available and noting any assumptions made.

e Getfeedback. Brainstorm ideas with your supervisor and peers. Discuss your
findings and conclusions with your managers and with the department. Run drafts of
your analysis and recommendations by your managers in advance of the deadline to
get their input early.

e  Critique your own work. Check and double check your calculations. Review your
analysis to see if there are further logical gaps that need to be filled in. See if your
factual information is correct, and if your argument holds up to criticism. Revise your
analysis if necessary.

e Keep records. Keep your notes, supporting data obtained, and calculations made in
a file for reference. (You'd be surprised how quickly people forget how they arrived
at certain numbers!)

e Be sensitive to other workload demands on staff with whom you are working. You
will likely need their assistance and cooperation in the future. Nevertheless, if they
won't give you the information for any of the following reasons:

- Because they've been appointed by the Governor

- They told the last analyst they had

- The last analyst they had didn't ask for this type of information
- It's not Finance's role

- They wouldn't ask for funding if they didn't need it

- They're stalling

- The Governor wants this done

- You don't have the professional qualifications

- The Director already agreed to this

you'll have to recommend disapproval of their request for lack of justification. Tell your
supervisor of the situation and discuss how to resolve it.

Rev.9/02 TRO
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GUIDELINES FOR THE ADMINISTRATION
OF BRANCHWIDE PROJECTS AND INITIATIVES

Policy Statement:

Unless contrary direction is provided by the Judicial Council, the initiation of branchwide
projects and other significant initiatives shall be preceded by a full and comprehensive cost-
benefit analysis that includes the input and collaboration of all stakeholders, a complete analysis
of scope, accurate cost estimates and funding streams and associated controls, documentation of
the decision-making processes, and the full transparent consideration of fiscal, operational, and
other impacts to the courts and stakeholders.

Overview:

The following guidelines have been established to assist with the preparation of formal project
proposals. They seek to implement a comprehensive process of programmatic and fiscal analysis
that ensures all costs and benefits are considered before a decision is made regarding whether to
proceed with a proposal within the Judicial Branch.

Process:

1. Issue or Concept Identification:

e Offices/divisions identify issue or concept (e.g., initiating new programs, expanding
existing programs, creation of new requirements on branch entities, requesting federal
or state grants, etc.)

e Office Director holds preliminary discussions with Division Chief

e Division Chief and Office Director present the issue to the Executive Office as an
informal concept

e Executive Office determines depth of analysis required and assigns the issue or
concept to the appropriate Office/Division for further evaluation.

e Executive Office determines if consultation with Judicial Council or the Executive
and Planning Committee is necessary based on factors such as funding needs, scope
of effort, and policy issues.

2. Preparation of Request for Approval of Project Proposal (RAPP) Form
e The RAPP, prepared in accordance with these guidelines, must be approved for every
project prior to the encumbrance or expenditure of funds on the project, including use
of staff resources on implementing the project.
e The RAPP establishes the business case for investment of branch resources in the
project by setting out the reasons for undertaking the project and analyzing its costs
and benefits, absent contrary direction from the Judicial Council.



e The Fiscal Services Office will conduct training for staff involved in the completion
of the RAPP form, with an emphasis on the Cost Considerations section, upon
request.

e Participation in the web-based training titled Analytical Thinking for Analysts
available through the California Department of Human Resources is encouraged:
http://www.calhr.ca.gov/Training/Pages/index-analytical-thinking-for-analysts.aspx

e Components of the RAPP Form

Requesting Office or Division

Date Prepared

Contact Information

Project Title

Summary

Summarized Estimated Costs

Proposal Review Routing

Associated JC Strategic Goal, if applicable

Project Scope

Stakeholders

Impact Analysis

Documentation of Decision-Making Process
. Cost Considerations

Authorization to Proceed (Office Director or Designee)

S3ITARTTSQ A0 o

3. The RAPP form should be forwarded to the appropriate Division Chief for review and
approval only after all issues raised by internal review have been addressed.

4. Briefing of Executive Office by Division Chief/Office Director
e Consider routing to appropriate Judicial Council committee (such as the Executive
and Planning Committee) or Judicial Council
e Consider discussion with Chief Justice
e Consider discussions with external stakeholders such as the courts or State Bar

5. Executive Office Action
e [f issue or concept was identified within the AOC, approve, disapprove, or return to
applicable office for further examination.
e Ifissue or concept was identified by the Judicial Council, respond to the Judicial
Council as directed with recommendation or act as directed by the Judicial Council.
Questions

Questions regarding these guidelines or the RAPP form can be directed to Bob Fleshman at
(415) 865-7531 or bob.fleshman@jud.ca.gov.

Rev. 12/13/13
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REQUEST FOR APPROVAL OF PROJECT PROPOSAL

Rev. 10/10/13

Requesting Office or Division

Date Prepared

Contact Information

Project Title

Summary
(Please provide 3 to 4 sentences briefly
describing your request.)

Summarized Estim