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Robert T. Welch

Wisconsin State Senator

 4+MEMORANDUM+$

TO: Legislative Colleagues
FR: Bob welchgjd
RE: Refermmgtheﬁudget Process in Wisconsin

DT: October 13,1999 -

Clearly, each and every one of us is concerned about the process in which the most recent State
Budget was agsembled and ’debated A

For several years I have been de"\eiopmﬁ a new Budget process—one that spreads the power o
more individuals, and opens the process to more scrutiny from the public and the press. The
attachments explain my pr_oposai,

We could reform the Budget process with a few simple rules changes.

I would like your input on this matter. Rather than point fingers or try to place partisan blame
for the debacle this vear, or even for the troubles surrounding previous Budgets, I am optimistic
that we can learn from our mistakes and move forward. I am hopeful we can reform the system
in such a way that the citizens of this state will be well-served.

Please let me know what vou think. I encourage your comments, suggestions and critiques.

Thank you.



- Reforming the Wisconsin Budget Process
- A Proposal By State Senator Bob Welch

October 1999




'Reforming the Wisconsin Budget Process
A Proposal By State Senator Bob Welch

Budget Introduction
" There would be no change in the manner in which in February of odd numbered years the Governor

introduces hts b;enniai budget proposal

__---'Jc;nt Fmance Actmn. Separation into approprratwn B:ils

" The Joint Committee on Finance would separate the Governor's proposal into 10 unique appropﬂat;on bills.

"~ Five of these bills would then be forwarded to the presiding officer of the Senate, the other five would be sent
* to the presiding officer of the Assembly. - The order would alternate with each budget.

- They ten appropriation bills would be:

1. General Government 6. Commerce, Agriculture and Workforce Development
2. Environment and Natural Resources 7. Health and Family Services
3. Education 8. Transportation
4, Taxation 9. Veterans and Military Affairs
_ 5‘ Justlce and Correctlons },G Bonding, Bu;ld;ng Program

?.-Jmnt Finance Actnon,. Expendtture Levels Set _ i
"By March 31%, the Committee would also forward to the legzsiature a jomt budget resoiutzon wh:ch estabilshes
a hard target appropriation/revenue level for each bill. Both houses must agree to this resolution by April 15.

‘The Legislature: Action of Separate Apprbpnation Bills
* The presiding offices of both houses would determine to which committee each appropriation bill would be
sent for further action.

Al ten bills must be acted upon by a committee in each house.

The standing committees would then forward the individual appropriation bills to their respective house for a
vote. The total expenditure of each individual bill (Fiscal note as amended) must not exceed the hard target
number set by the joint budget resolution. If it does the bill is automatically sent to finance for cuts.

The bills would follow the standard procedure for every bill in that upon approval by ane house it would be
messaged to the next house and then sent to committee for action before being reported out of the committee
and onto the floor.

Resolving Differences Between Assembly and Senate Versions of Individual Appropriation Bills

A separate conference committee would be established to reconcile the differences between the Assembly and
Senate versions of each individual appropriation bill. The Committee could not report out a bill that exceeds
the hard target appropriation number established by the joint budget resolution. Conference Committee
reports would then be sent to the legislature as non-amendabile for a final yes or no vote.




Reforming the WISCOI‘ISII‘l Budget Process
A Proposal By State Senator Bob Welch

» # Power over the budget would not be in the hands of two or even eight legislators.

# -Clearly, when too much power is conceni:rated in the hands of a few, part:sansh;p
| and personahty bog dawn poilcy and prcgress -

% The power over the two year Budget wouid be dlstrabuted among a greater
percentage of elected officials and the people would be better represented.

% The Budget process would be much more open to the pubiic and the press.

+* By spreading reépcnsibiiity to standing committees, the public and the press can get
-a ciear !ook as ta Who is pmposmg changes to the Governer s orzgmai pian

" % Because cf ;ncreased scrutmy, the prospects of 1egsslators ;nsertmg pork or
unrelated policy items into the budget are drastically diminished.

" % The spending levels could not increase as the budget process moved along. The
size of government would be set as of March 31.

% Any 'new found' surplus money discovered after March 31 could not be spent along
the way. Rather, action on any new surpius would be separate from the budget.

+* The July 1 target date for completion of the budget remains.

+ The entire budget process would not grind to a halt if there were problems
negotiating a few specific areas of disagreement.
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STATE OF WISCONSIN

Legislative Fiscal Bureau Department of Administration
Richard Chandler, State Budget Director
101 West Wilson

Madison, WT 33702

Robert W, Lang, Director
One East Main, Suite 301
Madison, W1 53703

June 9, 2000

Governor Tommy G. Thompson
State Capitol, Room 125 South
Madison, WI 53702

Senator Brian Burke

Co-Chair, Joint Committee on Finance
State Capitol, Room 316 South
Madison, W1 53702

Representative John Gard

Co-Chair, Joint Committee on Finance
State Capitol, Room 315 North
Madison, W1 53702

Dear Governor Thompson, Senator Burke and Representative Gard:

Attached is a copy of a consultant’s report regarding reengineering of the State of Wisconsin’s
budget system. This study was conducted by the consulting firm of Arthur Andersen LLP, under
the joint direction of the Department of Administration and the Legislative Fiscal Bureau.

In September, 1998, the Joint Committee on Finance released funding for a study related to the
redesign of the state budget system and approved the parameters for the study. The goals of the
study were to: (a) verify the core data and information needs of executive and legislative branch
participants in budget development and implementation; (b) document how or if these needs are
being addressed by agency and statewide procedures and systems; (¢) assess the advantages and
limitations .of the current budget system; and (d) outline small- and large-scale modifications
("reengineering”) to the current budget system, including the costs of these changes, that could
deliver specified benefits.

In preparing the report, Arthur Andersen documented the existing budget process by conducting
workshops with state agencies, the State Budget Office and the Legislative Fiscal Burean,
identifying advantages and limitations of the current system as a result of the workshops and
evaluating the data it gathered in comparison to three other states and its proprietary database.




The final report identifies two broad areas for improvement: (1) the budget information system;
and (2) certain budget processes. The report identifies potential modifications for the State to
consider including the development of an information systems plan related to the budget,
possible alternative budget systems the State may wish to further investigate, areas of improved
communications in the budget process and other specific information systems and budget process
changes. ' An executive summary of the report is provided on pages 3 to 15, with the specific
recommendations outlined on pages 10 to 14 of that summary.

The State Budget Office has already begun steps to implement some of the shorter-term
recommendations (such as improving the budget file maintenance process and improving
communications with state agencies). Further, the State Budget Office and the Legislative Fiscal
Bureau will have further discussions regarding the feasibility of, and possible timetable for,
implementation of other recommendations included in the report.

We \_x_/_oull_d_'li_kg to thank Arthur Andersen for their work in conducting the study and preparing the
report. If you have questions about the report, please contact us.

Sinceréi_y;

Richard G. Chandler

Robert Wi, Lang

Director : _ State Budget Director

- Legislative Fiscal Bureau - : Department of Administration’
Attachment
ce: Méhﬁbers, Joint Committee on Finance

Me’in’bérs, Joint Committee on Legislative Organization
Senate and Assembly Chief Clerk

P



ARTHLUEANDERSEN

- State of Wisconsin
Budget Reengineering Study

May 2000

State Budget Review
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Executive Summary

Overview

Every two years the State of Wisconsin begins the process of developing and implementing a
biennial budget which will direct the activities of state agencies for the next two years. The
biennial budget establishes taxing and spending levels and modifies current state law.
Completing it involves the participation of state agencies, the Governor, and the Legislature.

The deveiopment of Wisconsin's biennial budget requires the coordination and successful
interaction of processes and information systems across state agencies, the Department of
Administration, and the Legislative Fiscal Bureau. This collection of processes and information
systems has evolved over the past 25 years incrementally and somewhat independently. No
guiding vision or plan has existed to direct the efforts of the different participants as each
worked to meet its own budget development needs.

This history of incremental and independent development has not prevented the state from
developing biennial budgets during these 25 vears. The processes and systems that have
developed over fime do work. However, at the start of the 2001-03 budget cycle, the state finds
itself with:

+ A central budget information system that is over 20 years old

o Separate accounting, payroll, and personnel systems that are not well connected to the
central budget system but which provide data required for budget development

o Avariety of agency information systems for budget development, ranging from simpie
spreadsheets to complex information systems

o Paper submission of the majority of agency budget requests
« Numerous agency processes for the development and submission of budget requests

« Staff spending time rekeying data and information from one system to another because
of the lack of electronic data transfers

The state is not unique in this respect. Other states and organizations face similar situations as
a result of the gradual development of processes and information systems. Some of these
states and organizations have taken steps 1o address the situation through the reengineering of
processes, the replacement of information systems or the development of electronic links
between systems.

Wisconsin has the opportunity to move from its current situation to a well-planned, seamless
budget development environment over the next several years. Other states, such as Missouri
and Montana, have recently made such moves through new information systems. In the future,
Wisconsin's budget development processes could be supported by one common information
system across all participants. This would allow the state to:

s« Ensure that all agencies have access to an information system for budget development

» Coilect or create all budget requests and supporting documents electronically and store
them in a common information system

+ Draw information from the common system to prepare different types of budget
documents (such as budget requests, public documents, and issue papers)

State of Wisconsin Budget Reengineering Study 3



« Collect related information from the accounting, payroll and personnel systems
electronically for budget development and presentations

« Publish budget information directly to the Internet for state employees and the public

This is one possible vision of Wisconsin's budget development future. The technologies
currently available to the state could support these and other features, or they could be used to
fill some basic gaps in today’s systems.

Project Summary

Arthur And_erée_n was engaged by the State of Wisconsin to conduct a high-level review of the
state’s budget development process and the information systems that support the process. The
study was conducted as a first step in addressing the current budget development situation.

The objectives of the project were to:

» Conduct a high-level review of the processes and systems used in the developrnent of
Wisconsin's biennial budget

» Ar_'_a_aiyzé data and information flows and requirements for executive and legislative
branch participants -

« Review the use and effectiveness of information technology in the budget process
+ Review budget processes and systems in three other states

* Provide a range of recommendations for improvement to the current budget process and
supporting systems and identify options for the future

The review in:cmdedcompatéhg best practices in budgeting and information technology fo
Wisconsin's budget development processes and systems. Arthur Andersen has identified a
number of best practices in the areas of budgeting and information technology, including:

« Linking budget development to strategy — budgets should be prepared to support
strategic goals. To create a strong link between budgeting and strategy, best practices
organizations clearly define their strategic goals before budgeting begins. They improve
procedures and information systems so that information is uniformly reported and
universally accessible, and provide training for budget developers so that they recognize
how their efforts affect the organization’s strategy.

¢ Reducing budget complexity and cycle time - organizations that streamline the
mechanics of budgeting develop budgets in a shorter time and at a lower cost. Best
practices organizations work to streamline procedures during the budget development
process (when information is collected to create budgets) and during the delivery
process {(when information about approved budgets is distributed for use in operations).

« Using technology to facilitate budget development - budget development, like other
business processes, can he made more efficient by using the right technologies.
Budgeting software is most useful when it integrates with the general accounting ledger
and allows managers o view budget data as they wish--by program or by division, for
example.

It is important to note that best practices may not be the appropriate practices in every case.
The context for the processes and information systems needs to be considered in determining
what is appropriate. For example, the appropriate level of integration between information

State of Wisconsin Budget Reengineering Study 4



systems may differ between (1) operating divisions in a corporate environment and (2) the three
separate branches of government in the state environment.

This review of the state’s budget processes and information systems focused on the
Department of Administration’s State Budget Office (SBQ), the Legislative Fiscal Bureau (LFB)
and their information systems. Information was collected on state agencies and other related
information systems at a high level. The review was conducted through meetings with state
staff, a survey of state agencies, interviews with executive budget officers in three other states
and review of best practices in the areas of information systems and budget development.

Issues of budget policy, such as guidelines for agency budget requests, were not included in
this review. Similarly, the legal requirements for the budget process were not reviewed. For
example, the due date for agencies to submit their budget requests to the SBO and LFB was
not evaluated. In addition, policy analysis methods and the decision-making processes of
elected officials involved in the budget process were also not a part of this review.

The participants in the review were grouped into four categories for this report. They are:

1. State Budget Office — this group is the participants from the Department of
Administration’s Division of Executive Budget and Finance.

Legislative Fiscal Bureau — this is the participants from the Legislative Fiscal Bureau.

3. Tier 1 Agencies — this group is the participants from those agencies that appear to have
the most developed or sophisticated budget development processes and information
systems.

4. Tier 2 Agencies - this group is the participants from those agencies that appear to have
reasonabie budget development processes but limited supporting information systems.

Key Terms

This report includes a number of terms that refer to specific information systems or may be
otherwise unfamiliar to readers. A complete glossary of terms is inciuded in the appendix. For
the executive summary, the following terms need to be noted:

o B-System — The B-System is the primary information system for the development of the
appropriation component (Chapter 20) in the Executive and Legislative budget bills. (See
glossary for definition of the different B-Forms used in this system.)

« Briefing System — This is a computer application used by the SBO to support the
development of the Governor's budget bill.

« Business Case — A business case is an analysis of the impact of implementing changes
(e.g., a new information system) on a business activity.

» Information Systems Plan — An information systems plan provides direction for the use
of information technology in support of business needs. The planning process includes
detailed analysis of the business needs for a set of activities and an assessment of the
hardware and software requirements needed to support those business needs.

 Integration — The electronic sharing of data across different information systems is
described as integration. Integration between systems can range from fully integrated
(where systems easily share information electronically) to non-integrated (where
systems are separate from one another and do not share information electronically).

State of Wisconsin Budget Reengineering Study 5




o Wismart - The Wismart system (the state's central accounting system) is the primary
information system for execution and processing of operational budgets.

¢  PMIS - The Personnel Management informaf_ien System (PMIS) system is the primary
information system for the management of personnel positions within state agencies.
The PMIS system is used to reconcile positions within the budgeting process.

Findings

tnformation on the state’s current budget processes and information systems was collected
through workshops and meetings with state staff and a survey of state agencies. The
participants and surveys provided a range of perspectives on the processes and systems in use
today across state government for budget development.

The information collected was reviewed and assessed within a framework of five budget
development components. Chart 1: Wisconsin Budget Development Processes and Systems
Functional Summary presents a summary of the information provided on how well these five
components of the state’s budget process ‘function.” It ranks the five budget development
components for the state based on Arthur Andersen’s review and understanding of the
mformatlon coiiected through this review. The five components {with- W;scorzsm s status) are;

1. Qverall Budczet Development Prooess ihas is the set of actxvmes that begin with agency
development of budget requests and end with the transfer of budget data to the state’s
financial systems after the Governor signs the biennial budget bill.

Wisconsin's overall budget development process was viewed as functional by the
ma;or;ty of participants across all the groups. This message was repeated
numerous times during the review and concern was expressed that major
changes would lead to a less functional situation.

2. Internal Budget Development Processes — this is the set of processes related to budget
development that take place within‘an agency, the SBO or the LFB. The processes
differ within agencies and between agencies, the SBO and the LFB.

The internal budget processes used by participants from each group were
characterized more broadly than the overall process. The feedback ranged from

“it functions very well,” to "it functions”. No group described its internal budget
processes as non-functional.

3. B-System - this is the mainframe information system that is the primary system for
tracking and reporting budget data. The system was developed and is maintained by
the Department of Administration. it is over 20 years old.

The B-System’s funct:onahty and ability to meet stated business needs was
characterized more often in terms of functioning or functioning poorly. This does
not mean that the system is not working or that it is broken. Rather, it reflects the
ability of the system to meet the different types of requirements that were
identified or to be modified to address unmet needs that were raised. The system
contains some basic limitations that affect its ability to meet the needs of the
different groups. At the same time, the concern was often expressed that a new
system would lead to reduced functionality for participants.

4. Internal Information Systerns — these are the software systems and applications used to
support the internal budget development processes of agencies, the SBO and the LFB.
The systems range from spreadsheets to custom mainframe systems.

State of Wisconsin Budget Reengineering Study 6




The internal information systems of participants were generally characterized
more favorably than the B-System. The exception to this was with the Tier 2
agencies. These agencies generally possess minimal functionality in their
internal budget support information systems, often relying only on Excel
spreadsheets to automate calculations.

5. Integration of Information Systems — this is the level of electronic connectivity between
the different information systems that are used in the budget development process. The
systems include internal information systems, the B-System and other state information
systems such as payroll, PMIS and Wismart.

The integration of information systems in the budget process is at a low level and
the feedback during the review reflected this situation. Participants generally
identified current limitations and problems that could be traced to the lack of
integration between information systems.

Chart 1: Wisconsin Budget Development Processes
and Systems Functional Summary
State | Legislative
Sudget | cnl, | Tert | Ter:

Category Agencies | Agencies
Overall Budget Development Process O O O O
internal Budget Processes O . o O
ooy > o | & | @
Internal Information System(s) O 0 0 G
Integration of information Systems O O O Q
Functions Very | Functions Well Functions Functions Does Not

Well Poorly Function

Advantages and Limitations

A number of advantages and limitations in Wisconsin's current situation were identified through
this review. They reflect the summary of the state’s current situation as ranked across the five
budget development components.

Advantages

1. It Works — a consistent theme throughout the review was that the current mix of systems
and manual budgeting processes fulfill the current needs for Wisconsin budgeting.

State of Wisconsin Budget Reengineering Study 7



2. Data Requirements — the current processes and systems that lead to the development of
the state’s biennial budget provide most of the raw data required by participants.

3. B-System - the B-System supports the overall budget development process and the
other information systems developed by participants to support internal processes.

4. Agency Information Systems — the information systems that some state agencies have
developed are well-suited to meet their individually-identified requirements.

Limitations

1. Knowledge Sharing — the disparate information systems used to support the biennial
budgeting process do not promote the sharing of data and other information, ready
access to information or the ability to easily access budget data prepared elsewhere in
the process.

2. Information Requirements — the various state systems appear to contain the raw data
required by participants in the budgeting process. However, access to information is
difficult because systems are not integrated, data is maintained in different structures,
and the processes for distribution present barriers to participants.

3. Multiple Independent Information Systems - the B-System, Wismart, Payroll, PMIS,
agency information systems and the SBO Briefing System are independent information
systems supporting a common process. The limited ability to move data between the
systems requires the use of a number of manual processes and the need for separate
information systems to bring required information together from the different systems.

4. B-System — this system provides narrow functionality in support of budget development.
Manual work-arounds or separate systems are used to compensate for the system’s
limitations. The ability of the system to support changes in the budget process, such as
multiple budget bills, is limited and would likely require additional manual work-arounds.

5. Agency Information Systems — a range of information systems have been developed by
agencies to support internal budget development processes. These create additional
limitations because they are based on the B-System, the functionality and software
platform varies across agencies, and because any significant system modifications will
impact these systems as well.

6. IT Plan — the lack of an overall information techniology vision and plan for the state's
budget-related information systems allows participants to develop and maintain systems
separately. This study, which is the first step in developing a plan, reflects that this
limitation has been recognized.

Conclusions

Five key conclusions have been reached through this review of the state’s budgeting processes
and information systems. These conclusions, based on the information provided by participants
and agency surveys, interviews with executive budget officers in three other states and the
review of best practices, are:

1. The state’s current processes and supporting information systems appear sustainable.
However, this is not a zero-cost option. Continued spending may be required to maintain
the B-System at its current ievel of functionality. Spending is likely by agencies as they
continue to develop systems to compensate for the limitations of the B-System.

State of Wisconsin Budget Reengineering Study 8




2. The state needs to develop an information systems plan for the budget process. This will
inform and guide the selection of any new information system to support budget
deveiepment

3. Opportunities exist to improve the use of information technology in the state’s budget
deveiopment process. These opportunities exist within state agencies, between state
agencies and the SBO, and between the SBO and LFB.

4. Wisconsin faces challenges similar to those faced in the three states interviewed in this
report. Those states appear to have addressed many of the challenges through new
information systems. Each state has taken a very different approach.

5. Significant staff time is spent to compensate for the limitations of the current information
systems used in budget development. This time is spent because the systems are not
integrated, and they lack required functionality. Improving integration and functionality
would allow this staff time to be focused on the more important budget development
activities.

Modifiéatibns for Consideration by the State

A number of pcss&bte modifi c:atzons exist for short and long-term improvements in the budget
development processes and information systems. These possible modifications present
opportunities for the state to increase the functionality of the information systems used, provide
more flexibility in the event of changes in the structure of the budget process, reduce staff time
spent on current processes, and to improve the availability of information to decision makers
and staff.

Tables 1 and Z summarize the possible modifications. Table 1 relates to information systems
and table 2 relates to budget development processes. Each table includes four elements for
each possible modification. The first is the name of the modification; the second is the
estimated cost range for:that modification; the third is an estimated timeline range for
completing the modification; and the fourth is a description of possible benefits and
disadvantages related to the modifications.

Information Systems

Modifications related to the state’s information system are listed in table 1 and provide several
alternatives to the current information system structure. The first step for the state is to develop
an information systems plan for the budget process. This will define the business requirements
for the system and the context which the new system would be operating. The plan will then
provide guidance and direction in determining the next steps. If the state determines to
implement a new budget information system, several options exist. Four of these are identified
for consideration {items 2.a. through 2.c. and 3). Options 2.a. through 2.c. reflect different
approaches to implementing a new information system in support of the state's budget process.
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TABLE 1: Possible Information System
Actions and Modifications

Description of Possible Action or Estimated Cost Estimated
Modification Range Timeline
1. Develop an Information Systems Plan $0 to $150,000 1 -2 months

Potential Benefits:

Provide information technology benchmarking information

Set organizational and budgeting process planning assumptions
Create a high-level process framework including information
requirements needed to manage the organization

o Summarize existing IT strengths, weaknesses and expenditures

e Assess existing IT support structures

« Create application architecture schematics (current and target)

» Prepare a high-level implementation plan including costs, resource
requirements and timeframes

» Develop an application migration plan

« Detail a business case including costs and benefits associated with IT
projects

e Provide an implementation road map

2. Implement a New Budget Information System (see2a-¢) (see 2a-c)
2.a. Implement a Commercial Budget Module 30.5M to §3+ M 18 — 28 months

Potential Benefits:

. & »

On-line access to budget information

Integration between statewide information systems

Align the account code structure in Wismart and the budget system
Creation of a central database to support budget development and
analysis in state agencies, the SBO and the LFB

Potentiai Disadvantages:

*
*

Significant customization may be required depending on the module
Limited support for different agency processes depending on the module

Operation of multiple systems if separate agency systems are retained in

addition to the module

State of Wisconsin Budget Reengineering Study
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2.b. Implement Electronic Forms to Support $0.5Mto $1+ M 9 — 24 months
the Budget Process

Potential Benefits:

+ On-line access to budget information

Automate creation and management of budget documents

Integration between statewide information systems

Electronic submission of budget requests and supporting documents

Align the account code structure in Wismart and the budget system

Creation of a central database to support budget development and

analysis in state agencies, the SBO and the LFB

Potential Disadvantage:

+ Operation of multiple systems if separate agency systems are retained in
addition to the electronic forms

* & ® = »

2.c. Implement a Data Warehouse to Improve $0.5Mto $3+ M 6 to 14 months
Information Access

Potential Benefits:

* Provide an integrated “view” of all disparate systems involved with the
budgeting process

e Set standard definitions and data structures across the budgeting process

* Enhance existing systems rather than replacing them

+ Provide information access to all participants of the budgeting process

Potential Disadvantages:

» Operation of multiple systems because this retains separate agency
systems.

+« Complex systems structure including multiple source systems to feed
data to data warehouse

3. Implement a New Budget Development Tool for $0 to $250,000 8 to 20 months
the SBO and LFB

Potential Benefits:

» Integration between statewide information systems

* Electronic submission of budget forms, narratives and supporting
documents
Tracking budget recommendations and changes
Production of budget documents (briefing papers, issue papers, budget
books, budget summaries)

Potential Disadvantage:

» Operation of multiple systems because this retains separate agency
systems

4. Create an Internet Portal (Web Site) for Budget $0 to $150,000+ 4 — 12 months
Development
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Potential Benefits:

+ Improve access to information

+ Reduce staff time conducting research

« Improve distribution of budgeting materials and electronic templates
Potential Disadvantage:

s Increase workload to ensure accurate and current information

5. Modifications for B-3 Reports | WithinBase | 1-2months

Potential Benefits:

» Improve process for revisions and updates during the budget process

« Highlight the impact of DINs and statutory language requests on program
revenue appropriations and segregated funds

e Support easier determination of GPR-earned amounts

6. Develop Excel Workbooks for B-10 Forms [ WithinBase | 1-2months

Potential Benefits:
» Reduce the staff time spent gathering information from different sources
« Improve tracking and updating through the budget process

Budget Processes

Modifications to the biennial budget processes that the information system supports would
improve budget development with or without modifications to these supporting information
systems as identified in table 1. Possible modifications listed in table 2 relate to
communications about budget development, strategic planning and budgeting and assessing
the budget development process.

TABLE 2: Possible Budget Process Modifications

Description of Possible Action or Estimated Cost Estimated
Modification Range Timeline
1. Improve Communications Within Base 1 — 2 months

Potential Benefits:

» Establish common expectations and understanding

Share information on agency budget practices and systems
Provide greater executive guidance

Improve training

Create a feedback process

* & & @
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2. Establish an Executive Agency Planning Within Base 1 —~3 months

Process

Potential Benefits:

Link budgeting to strategic planning

Reduce the number of budget requests developed by executive agencies
Reduce the workioad on agency staff, SBO staff and LFB staff

Focus efforts on executive agency requests that were linked to the
strategic plan and to requests from the Legislative and Judicial branches
Potential Disadvantage:

Budget items not developed in the agency phase may evolve into high-
priority items during later phases

3. Establish Performance indicators for the Budget Within Base 2 - 3 months

Process

Potential Benefits:

.

Provide information across state government to assist in the improvement
of the process

Assess the potential impact of automation

Direct resources towards value-added activities

Reduce or eliminate non-value-added activities

Potential Disadvantages:

Additional staff effort to provide information for indicators
Misinterpretation of indicators

Separating impact on indicators of policy decisions and operational
decisions

4. Improve File Maintenance for the Biennial Within Base 1 -3 months

Budget

Potential Benefits:

Alert agencies to changes in budget structure and provide agencies with
an opportunity to comment on the operational impacts of file maintenance
Alert agencies to budget structure changes (such as new numerics) that
require changes in the coding of expenses

Reduce the amount of time required for completion of B-9 forms during
the establishment of adjusted base budgets

Potential Disadvantage:

May delay the completion of file maintenance at the end of the budget
process
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5. Improve File Maintenance before the Base Within Base 1 -2 months
Reconciliation Process

Potential Benefits:

« Reduce the amount of work that is concentrated during the summer
months in the budget development process
Improve the process of establishing base budgets

* Provide improved distribution and tracking of the document between the
SBO, LFB and each agency
Potential Disadvantage:

+ Possible conflicts with agency budget development timetables

Next Steps

These modifications offer a number of avenues to the state for addressing the limitations
identified in the current budgeting processes and information systems. The timing for taking the
next steps on these modifications is outlined below.

Immediate Actions

A number of the possible modifications either set the direction for subsequent actions or wiil be
of value during the 2001 — 03 budget process. Therefore, the state should consider immediate
action on the following items ~

+ Developing an information systems plan

s Modifying B-3 reports

+ Developing an Excel workbook for B-10 forms

. tmp%oi}ing.'communioaﬁons

« Establishing an Executive agency planning process

+ Improving file maintenance before the base reconciliation process

Long-Term Actions

Several of the modifications identified for information systems present different options for a
new information system. The information systemns plan will assist the state in selecting which
option to pursue. Other modifications take place later in the budget cycle and can be pursued in
the future. These longer-term action items are:

+ Impiementing a new budget information system

e Creating an Internet portal for budget development

¢ Establishing performance indicators for the budget process
+ Improving file maintenance for the biennial budget process

State of Wisconsin Budget Reengineering Study 14




Acknowledgements

Arthur Andersen would like to thank the state staff from many agencies who participated in this
review and the members of the advisory committee. Their input to the project was invaluable.
In addition, Arthur Andersen would like to thank those executive budget officers from Arizona,

Missouri and Montana who were interviewed regarding the budget processes and systems in
those states.

State of Wisconsin Budget Reengineering Study 15




Project Approach

Arthur Aré_der'_sen was engaged by the Department of Administration’s State Budget Office (SBO)
and Legislative Fiscal Bureau (LFB) to conduct a high-level review of the state’s biennial budget
process and the information systems that support the process. The objectives were to:

« Conduct a high level review of the processes and systems used in the development of
Wisconsin's biennial budget

« Analyze data and information flows and requirements for executive and legislative
branch participants

+ Review the use and effectiveness of information technology in the budget process
« Review budget processes and systems in three other states

» Provide a range of recommendations for improvement to the current budget process and
supporting systems and identify options for the future

The project consisted of the following four phases.
Phase |

In Phase | Arthur Andersen gathered and documented information about existing budget
processes through workshops with state participants. The workshops included the SBO, the
LFB, large state agencies, small and medium state agencies, and the project advisory
committee. In addition, each state agency had the opportunity to respond to a survey on the
State of Wisconsin's biennial budget process. Twenty-six (26) agencies responded to the
survey.

Phasell

In Phase Il Arthur Andersen identified advantages and limitations in the State of Wisconsin's
biennial budget process and identified opportunities to make process improvements o the
current system. This was based on the information collected in phase | and follow-up
discussions.

Phase Il

In phase 11l Arthur Andersen evaluated alternate budget information that could be generated
from the budget system. Arthur Andersen’s proprietary Global Best Practices™ knowledge
pase and interviews with three other states were used to provide best practice information
and to identify opportunities for improvement.

Phase IV

The final phase of the project was the preparation of this report describing a high-level
continuum of changes and technology options based on the results of phases | through Il
and delivery of the report to the SBO and the LFB.

This phased project approach provided a top-down and bottom-up review of the current state
budget process and the information systems that support it. The project advisory committee
provided the perspective of budget directors and agency managers toward the budget process,
how the process fits within state agency activities, and the issues and limitations presented to
state agencies by the current processes and systems. The workshops with state agency staff,
the SBO and the LFB provided information on how the current processes and systems operate,
the flow of information between participants, and the barriers currently present. The advisory
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committee and meetings with agency staff provided information at a high level on the business
requirements of state agencies, the SBO and the LFB with respect to the development and
implementation of biennial budgets and how the current processes and systems do and do not
meet those needs.

The project’s focus was on the processes and systems of state agencies, the SBO and the LFB
in the development and enactment of Wisconsin's biennial budget. The processes of state
agencies were reviewed and evaluated at a high level. The processes of the SBO and LFB
were reviewed and evaluated in greater detail. The statutes that govern the state’s biennial
budgeting, the policies of budget development, and the policies and decisions of the budgeting
process were not included in the reviews undertaken in this project.
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Wi-sconsih State Budget Process

The State cf W;sconsun budgets on a two-year cycle with fiscal years running from July 1to
June 30. The current biennial budget is for the period July 1, 1999 to June 30, 2001. This two-
year cycle contains two fiscal years (July 1, 1999 - June 30, 20{30 and July 1, 2000 — June 30,
2001). The state’s biennial budget process leads to the establishment of budget amounts for
each of these fiscal years.

A recommended state budget is presented by the Governor to the Legislature in January —
February of odd-numbered years. For example, Governor Thompson introduced the 1999-01
biennial budget in February 1999. The budget bill establishes appropriation amounts for state
agency expenditures, sets barrowmg limits and amends state iaw.

The _development of the biennial budget is supported by a number of processes and information
systems in state agencies, the SBO and the LFB. These processes and information systems
support the development of state agency budget requests, the Executive Budget Bill, the Joint
Committee on Finance budget amendment and, ultimately, the enacted state budget.
Deveiopment of the biennial budget takes approximately two years, beginning in November —
December of odd numbered years and lasting through August — October of odd numbered
years. Several state agencies began their budget development for the 2001-03 biennial budget
in November 1999,

The development of Wisconsin's biennial budget is separated into three phases of activity in this
report. Each phas_e reflects where the focus of budget development is for a certain period of
time. The first is the State Agency Phase, the second is the Executive Phase, and the third is
the Legasiatwe Phase. Each phase includes paraiiei and interconnected processes in state
agencies, the SBO and the LFB. -

The developrnent process is summarized.in chart 2: Overview of Budget Development
Processes. It summarizes the activities being conducted by state agencies, the SBO and the
LFB during the three phases of the budget process and shows how the focus of activity moves
across the participants over time. The process begins with state agencies, then shifts to the
SBO on September 15 in even-numbered years. With the presentation of the Governor's
budget to the Legislature in January — February of odd-numbered years, the focus then moves
to the Legislature and the LFB.
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CHART % Overview of Budget Development Processes

Actors State Agency Phase Executive Phase Legislativ 5

»  Track Exec. & Leg. Actions
«  Provide Information

«  Update Budget Systems

« LUpload Operating Budgets

State

. 5 it o 5
Agencies ubmit Budget Cuts

«  Submit Addendums

|

i +  Provide Information to SBO
]

|

]

Agencies submit budgets to
Bk focus shifts to SBO

» Provide Information to LFB

« Track Leg. Actions

»  Provide Yeto Analysis

+ Update Ch.20 for LFEB & Vetoes

+  Budget Training for Agencies
SHO + Budget Instructions to Agenciesf—
+ Base Reconciliation

. Governor's Budget
subsnitted; focus shifts to LER

v Agency Reguest Summary

+  Reviews B-9 reconciliation o v Reconcile to Adjusted Bases

L8 + Reviews adjusted base budgets «  Informationaf Papers & Generat |
Fund Estimate
{
Time - >
January Sept. 15 Jan-Feb Aug-Qct
{Bven Years) {Even Years} {Qdd Years; {Ocdd Years)
Statutory Date for
Budget Submission to DOA
State Agency Phase

This is the first phase in the development of the state's biennial budget and lasts seven to eight
months. 1t is called the State Agency Phase because this is where the majority of budget work
is taking place during this time. Agencies are preparing budget requests to be submitted to the
SBO and LFB on September 15 of the even-numbered fiscal year. The processes used by
state agencies to develop their budget requests differ across state agencies and reflect a
number of agency characteristics, including agency size, funding sources, board oversight and
relationships with outside organizations. The information systems used to support budget
development also vary across state agencies, ranging from desktop software (e.g., Microsoft
Excel) o mainframe systems.

State agencies use these different processes and systems to develop budget requests that
need to contain similar information and must be submitted in the same format to the SBO and
LFB and for entry into the B-System. This format is dictated by the current B-System'’s data
requirements, the other data requirements of the budget process, and the State Budget
Instructions issued by the SBO.

The agency activities include:

« Developing internal budget instructions — several agencies develop and distribute
internal budget instructions to guide the development of their budget requests. These
are released prior fo the SBO's budget instructions.

« Establishing budget priorities — agencies determine the themes and priorities for their
budget requests and identify areas for further budget development.
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« Preparing program revenue and segregated fund estimates — agencies with programs
funded through program revenues and segregated funds prepare estimates of the funds
available and summarize the information on B-3 forms.

« B-1 reconciliation — agency staff compare PMIS information on B-1 forms to B-System
information on B-9 forms to reconcile position authority between the two systems.

« Payroll reconciliation — the payroll system and PMIS system are compared and
reconciled by agency staff.

« B-9 reconciliation — agency staff, in conjunction with the SBO, use the B-9 form to
reconcile the B-System with the final Chapter 20 schedule to establish adjusted base
budgets and the class 2000 decision items.

« Completing standard budget adjustments — agency staff prepare a number of standard
decision items using information from a variety of sources, including the Department of
Administration, PMIS and agency operations information. The standard adjustments
include:

Turnover Reduction

Remove Non-Continuing Elements from Base
Full Funding of Continuing Salaries & Fringe

Full Funding of Financial Services Charges
Reclassifications

Qvertime

Night and Weekend Differential

Fifth Week of Vacation as Cash

Full Funding of Lease Costs & Directed Moves
Minor Transfers Within Same Alpha Appropriation

« Conducting research and analysis on budget issues — staff research budget and policy
areas identified for development into budget requests.

« Preparing statutory language requests — agencies submit drafting instructions to the
Legislative Reference Bureau to implement agency budget requests.

» Preparing and completing B-forms (B-2, B-3, B-5, B-§, B-10; see glossary for definitions
of the different B-Forms) — state agencies prepare the B-forms required for submission
of their budget requests. The forms are typically needed fo support any changes to the
current budget being requested by the agency.

« Submitting budget requests — agencies are to submit their budget requests, complete
with supporting documentation and decision narratives, by September 15 of even-
numbered years. The preparation of the agency budget request submissions involves
drawing documents and information from a number of sources and may involve manual
coliating.

State agencies use different processes and systems to accomplish these budget development
activities. Smaller agencies may have only a couple of staff assigned to work on budget
development and may use Excel spreadsheets to automate B-2 forms. Moderate-sized
agencies have larger numbers of staff working on budget development and involve program
staff in the process. These agencies may be using Excel, Access or the state’'s B-System to
prepare budget documents. The state’s largest agencies all have a significant number of
budget and program staff involved in the development of the biennial budget and have
information systems (Access, the B-System or a separate mainframe system) to support their
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efforts. The survey of approximately 50 state agencies indicated that, of the 26 responding
agencies, 20 had either no system to support the budget process (9) or used Excel
spreadsheets (11). The other six used an Access application, the B-System or another
mainframe system.

During the state agency phase the SBO's activities include:

« Distributing SBO budget instructions ~ the instructions include guidance on major policy
items for the upcoming budget, the budget timetable, information on preparing budget
requests and other related information.

« Providing B-2 files (via Excel) to agencies — the SBO distributes data to agencies on
their current budget authority from the B-System via Excel spreadsheets.

+ Distributing B-1 forms to agencies — B-1 forms are provided to agencies for the purpose
of reconciling positions with the B-System, developing full funding requests for positions
and identifying position authority that is expiring.

« B-9 reconciliation — B-9 forms are worksheets (hardcopy) produced by the SBC for
agencies to use in establishing their base budgets.

» Update B-System — the SBO performs file maintenance to update the B-System to
reflect approved changes.

s Distribute Adjuéted Base B-2 Information — agencies receive their adjusted base B-2
printouts from the SBO following the approval of B-9 changes.

The LFB reviews B-8 reconciliation and adjusted base budgets during the state agency phase.
Fiscal analysts from the LFB may participate in the process of B-9 reconciliation to assist in
interpreting._Leg_i_slaiive intent and appropriation changes.

Executive Phase

The second phase in the development of the biennial budget is the Executive Phase. This
phase begins when agencies submit budget requests to the SBO on September 15 (even-
numbered years) and ends with the publication of the Executive Budget Bill in January or
February (odd-numbered years).

Agency budget requests are provided via hardcopy to the SBO. Some agencies also submit
portions of their requests electronically. The majority of information is provided as hardcopy.
The requests include budget data for the B-System, other budgeting data, decision item
narratives and supporting documentation for agency requests. Statutory language requests
may or may not be included with agency budget requests.

The project’s survey of state agencies collected information on the format used to submit budget
requests. Table 3 shows how 26 agencies reported submitting budget requests to the SBO for
the 1989-01 budget. The majority of agencies that responded to the survey used hardcopy
budget submissions.
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TABLE 3: Survey Results - How Agencies Submit B-Forms
B-Form
Submitted Via B-2 |B-3 |B5 B6 B7 B8 |B-10

A. On-line access to the B- 2 0 0 0 1 0 0
System {hosted by DOA)
B. Areplica of the B-System 0 0 0 0 0 0 0
(hosted by the agency)
C. Data Tape 1 0 0 0 0 4] 0
D. Microsoft Access file 1 1 0 0 1 1 0
E. Microsoft Excel file 0 1 0 0 0 0 2
F. Hardcopy 15 19 20 18 19 14 16
G. Other 0 0 0 0 0 1 1
B.and F. 1 0 0 0 0 0 0
D. and F. 1 1 1 1 1 1 1
E.and F. 5 4 4 4 3 3 6
No Response 0 0 1 3 1 8 0

The main use of the state’s central budget development information system, the B-System,
begins at this point in the process. All agency budget requests are loaded into the B-System for
the development of the Executive Budget Bill. The information is either keyed into the B-System
by SBO staff or loaded electronically. The only agencies that provide information electronically
are the UW System and the Departments of Transportation, Agriculture, Trade, and Consumer
Protection, Public Instruction, Natural Resources, Corrections, and Health and Family Services.
The UW and Department of Transportation use their own internal systems; the other five
departments are able to directly access the B-System.

The SBO uses a number of information systerns in its processing of agency requests and the
development of the Executive Budget Bill. These include the Briefing System (a Microsoft
Access application), the B-System, Microsoft Word and Microsoft Excel. These systems are
used to support a number of processes, including tracking agency budget requests and the
Governor's recommendations, analyzing budget requests, preparing statutory language
requests, preparing Executive Budget Bill information and tracking fund balances. The
applications and systems are primarily stand-alone and are designed to automate specific
activities in the SBO. The B-System and Briefing System are designed to allow downloads and
uploads of data and file maintenance on the B-System that is performed automatically by the
Briefing System for the Executive Budget Bill.

The activities of the SBO during this phase include:

« Receiving agency budget requests — agency budget requests are due to the SBO and
LFB by September 15.

» Updating the B-System to reflect agency budget requests — the B-System is updated
based on agency budget requests. The file maintenance for the requests is transmitted
to the SBO either via hardcopy (which is keyed into the B-System} or electronically.

« Reviewing agency requests for compliance with budget instructions — SBO analysts
review requests to determine compliance with the state’s budget instructions.
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» Preparing November 20 Report — the SBO prepares a report by November 20 for the
Governor and Legislature detailing agency budget requests and includes information on
estimated revenue from the Department of Revenue.

« Analyzing agency requests — analysts in the SBO review and analyze agency budget
requests.

« Preparing statutory language requests — the SBO is responsibie for having drafted all
statutory language for inclusion in the budget after September 15.

« Preparing budget recommendations — the SBO provides budget recommendations to the
Secretary of Administration and the Governor for their consideration.

+ Tracking decisions using the Briefing System — the SBO uses its own information
system, referred to as the Briefing System, to prepare information for the Secretary of
Administration and Governor.

« Reconciling the Briefing System and B-System — decisions on the budget are tracked in
the Briefing System until the Executive Budget is finalized. At that point the Briefing
System performs file maintenance for the B-System and then SBO analysts reconcile
the two systems to ensure that the data was transferred correctly.

« Compiling the Chapter 20 — the B-System automatically creates a file for Chapter 20 of
the state statutes when the Executive Budget is complete.

« Reconciling the budget bill and drafting requests — SBO analysts review the Executive
Budget bill to ensure that the approved drafting requests have been included and that all
changes are tracked to a decision item.

» Publishing the Executive Budget Book and supporting documents- the SBO publishes
the executive Budget Book and other supporting information containing the Governor's
budge’_c recommendations.

State agencies provide information to the SBO and LFB on their budget requests during this
phase. In addition, they may be required to submit budget reduction plans, addendums or
changes to budget requests, and share information on their budget requests with interested
organizations and groups.

The LFB begins to review agency budget requests and prepares an overview summary of
requests for the Legislature. This overview summary does not describe each of the budget
items requested by agencies, only those that meet specific criteria set by the Bureau. In
addition, the LFB prepares a general fund revenue estimate for release in January of odd-
numbered years. This process, while separate from budget development, impacts the budget
process because of the information it provides to the Legislature on general fund revenues
available for allocation in the budget.

Legislative Phase

The third phase in the development of the biennial budget is the Legislative Phase. This phase
begins with the release of the Executive Budget in January — February of odd-numbered years
and ends when the budget bill is signed and operating budgets are loaded into Wismart.

The Executive Budget recommendations are provided to the LFB through the Executive Budget
Bill, B-System and the Executive Budget Book. The budget bill includes the Chapter 20
schedule based on the Executive Budget. The B-System data is provided to the LFB via Excel
downloads. The LFB does not have on-line access to the B-System.
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The LFB uses Microsoft Excel and Word to support its summarization and analysis of the
Executive Budget Bill. The activities of the LFB include:

» Executive Budget Summary — the LFB prepares a summary document that notes every
itern included in the Executive Budget Bill. This includes all fiscal and statutory language
elements of the bill. The summary forms the basis for future summaries as the
Legislature develops its budget. The summary is produced in Microsoft Word with
Excel-based tables.

« Analyzing budget recommendations — LFB analysts review and analyze the components
of the Governor's budget request.

« Preparing statutory language requests — LFB analysts prepare statutory language
drafting requests based on Legislative actions during the budget process

» Provide Legislative Briefings ~ LFB analysts brief Joint Committee on Finance (JFC)
members on the Governor's budget and specific issues.

« Developing Issue Papers - The LFB summary precedes JFC hearings and executive
sessions. Following Committee hearings on the budget, issue papers that identify
budget alternatives are prepared by the LFB for Committee members' use in their
deliberations on the budget.

« Staffing of Legislative Meetings- the LFB presents issue papers to the JFC at executive
sessions.

» Preparing Motions — LFB analysts draft motions for individual JFC members for
consideration at executive sessions.

s Preparing File Maintenance — Based on JFC actions, LFB analysts prepare Chapter 20
file maintenance for entry by the Department of Administration.

« Developing the Substitute Budget Amendment — The LFB and Legislative Reference
Bureau work together to prepare a substitute budget amendment reflecting JFC actions.

e Preparing JFC Summary — the LFB releases a new summary document on the budget to
reflect the actions of the JFC. This summary builds upon the LFB's summary of the
Executive Budget Bill.

« Supporting Legislative Caucuses ~ the LFB assists the members and staffs of the
different caucuses during the budget process of the Senate and Assembly.

» Preparing Senate and Assembly Comparative Summary — following the Senate and
Assembly actions on the budget bill, the LFB prepares a summary comparing the actions
of the two houses. This summary indicates differences in the budget positions of the two
houses.

+ Staffing the Conference Committee — the LFB provides staff support to the Committee of
Conference during its deliberations on the Assembly and Senate versions of the biennial
budget.

o Preparing Chapter 20 File Maintenance - the LFB prepares Chapter 20 file maintenance
for preparation of the enrolled bill. This file maintenance is sent to the Department of
Administration for entry into Chapter 20.

State of Wisconsin Budget Reengineering Study 24




Developing the Enrolled Budget Bill — the LFB and LRB work together to prepare the
final -enrolled budget bill for the Governor's consideration.

Preparing summary of enrolled bill and updating the B-2 system for legislative action.

Summarizing Executive Vetoes — the LFB prepares a summary of the partial vetoes
made by the Governor to the enrolled budget bill.

Publishing Final Budget Summary - The LFB prepares a final comparative summary of
actions on the Governor's budget which includes changes made to the JFC budget by
the Legislature, the Governor's partial vetoes and any legislative action on gubernatorial
vetoes.

The SRO's activities in this phase include:

Supporting Executive Budget Recommendations — the SBO provides information and
support for recommendations in the Governor's Budget. This includes meeting with LFB
analysts, legislators and interested member of the public.

Attending JFC hearings and executive sessions — the SBO attends the budget hearings
and executive sessions of the JFC during its review of the biennial budget.

Tracking Legisiative Actions — the SBO tracks the budget decisions of the Legislature
and how these decisions change the Governor's recommendations.

Preparing Veto Documents — SBO analysts prepare information for the Governor's use
during the veto process, work with the LRB to prepare vetoes and develop portions of
the Governor's veto message.

State agency activities during this phase include:

-

Monitoring Budget Status — state agencies track the impact of Executive and Legislative
budget_ recommendations on their programs and operations.

Attending JFC hearings and executive sessions — state agencies are requested to testify
at JFC hearings on their budgets and staff attends JFC Executive sessions to monitor

budget actions.

Providing Veto Recommendations — state agencies provide veto recommendations to
the Governor following the enroliment of the budget bill.

Implementing Operating Budgets — state agencies work with DOA and the LFB to
understand Executive and Legislative budget intent and to load operating budgets into
Wismart following passage of the budget bill.

State of Wisconsin Budget Reengineering Study 25




information Systems

The biennial budget process is supported by vastly distinct and disparate information systems.
These information systems range from applications built using desktop tools (e.g., Microsoft
Excel) to legacy mainframe systems. Based on the high-level review conducted of information
systems in this project, it appears that Wisconsin's agency and statewide budgeting processes
are supported by the information systems identified below.

Focus Systems
The review focused on the following information systems:

« B-System - The B-System is the primary information system for the development of the
appropriation component (Chapter 20) in the Executive and Legislative budget bills

+ SBO Briefing System — The Briefing System is the primary information system for
development and maintenance of the budget book preparation documents for the State
Budget Office.

« Disparate Agency Systems - These systems are primarily stand-alone systems or
budgeting tools developed for specific tasks related to budget development including
providing data for the budgeting process. The systems are not well integrated with one
another and do not provide strong support for the budgeting processes. A number of
manual work-arounds and manual steps are required to keep data consistent between
systems.

+ Legislative Fiscal Bureau Systems - The Legislative Fiscal Bureau uses a number of
information systems and applications to assist its work in support of the Legislature
during the biennial budget process. These include the B-System, Wismart and Microsoft
Excel and Word.

Indirect Systems
The following information systems were identified as related to the budget development process
but were not part of the focus of the review:

+ Wismart- Wismart system is the primary information system for executing and
processing operational budgets.

s PMIS - The PMIS system is the primary information system for the managing of
personnel positions within state agencies. The PMIS system is used to reconcile
positions within the budgeting process. (Additional information on this system is
included in the appendix.}

+ Payroll — The payroll system contains actual expenditure information related to payroll.

The B-System

The B-System is the primary information system for developing the appropriation component
(Chapter 20) in the Executive and Legislative budget bills. The B-system was a "focus” system
discussed throughout this review.

This mainframe-based system was developed by the Department of Administration over 20
years ago. It has been heavily modified for maintenance during these 20 years and now
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consists of many programming languages and architecture components. The B-System is fairly
specialized in that it receives input from the B-2, B-5 and B-6 forms for the following budgeting
processes:

» Preparing of agency budgets

» Tracking changes in agency budgets from the time requests are submitted through
Gubemnatorial vetoes and Legislative overrides

» Producing reports showing agency appropriation and position authority including
underlying details

* Preparing tables for the SBO's November 20 report

The primary outputs from the B-System are the Chapter 20 schedule, the November 20" report,
the final decision item funding levels and annual budget data for Wismart. The Chapter 20
schedule and B-System serve as control tools for state government on the authorized
expenditures and position authority of state agencies. The November 20" report summarizes
agency budget requests for the upcoming biennial. The B-System is not designed as a
management tool for use by the state in the delivery of programs and execution of agency
budgets. The system is not intended to support operational decision making at the agency
level.

The Chapter 20 schedule is prepared by the B-System as a separate file that draws data from
other B-System files. This file is maintained in the B-System and is sent to the LRB for the
preparation of the budget bill's appropriations schedule. The file is first created for the
Executive Budget Bill. The file is updated only once or twice thereafter by the LFB to reflect
tegislative actions and the final budget bill with Gubernatorial vetoes. This file maintenance is
done by the Department of Administration based on instructions from the LFB.

Maintaining of the B-System to support its current functionality is an on-going activity for the
Department of Administration. The Department completed a number of significant maintenance
tasks during September — December 1999, including updating code and addressing Y2K
concerns. These maintenance activities are complicated because of fragmented mainframe
infrastructure including programming languages and programming standards. Department staff
have recently invested approximately 1,000+ hours to maintain the system and preserve its
current functionality while bringing it up to the department's IT standards for Y2K compliance.
The Department funds the costs associated with the maintenance efforts.

The B-System, Wismart, PMIS and the Payroll systems are classified as the common
applications related to the budget process. These applications are hosted by the Department of
Administration and are utilized by state agencies, the SBO and the LFB during the budget
process. The other systems that were identified in this review are specific fo certain participants
in the process.

The relationships between the four common applications are summarized in Chart 3: Common
Applications. The lines between the different applications represent the electronic sharing of
information. This chart shows that there is limited information sharing between the four
common applications and that it is one-way between the different systems. For example, the B-
System is able to send budget data to Wismart for operating budgets. However, Wismart is not
able to send any data to the B-System.

Chart 3 also shows that the Chapter 20 schedule of appropriations is produced from the B-
System. Chapter 20 is created as s file using data from the B-System and is sent electronically
to the Legislative Reference Bureau for incorporation into the budget bifl document.
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