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Introduction
To the Citizens of the Commonwealth:
In many ways, the Massachusetts economic success story is a national model. One
important part of this story deserves more attention: the improved management
of our state government.
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Over the past three years, all state managers, under the Governor's leadership, have
made a determined effort to use the state's resources wisely and carefully, to deliver
services more efficiently, and to pursue new and innovative ways to meet public
needs. As a result, we have saved money, improved services, and increased pro
ductivity. Because of these efforts, we have generated more than $ 3 50 million in
additional resources-through savings and the more aggressive collection of
federal reimbursements-which have made it possible for us to provide both better
services and tax relief. For example:
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• By making the most of the opportunity presented by the deregulated
telephone industry, Massachusetts has both gained better telephone service
and saved more than $3 million annually;
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• By remembering the lessons of the energy crises of the 1970s and planning j 1
1
more energy efficient operations, the state has saved more than $7.6 million 1:J,
II
annually;
'.(

• By increasing the number of businesses bidding on state jobs and acting as a 1
more attractive client for contractors to do business with, the state created a 1
more competitive purchasing environment and saved more than $ 26 million 1
1
I
since 1983; and
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• By demonstrating that services the state provides to human service clients are
eligible for federal reimbursements, the state has increased revenues by nearly �I
1.
$170 million since 1983.
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These are only a few of the Massachusetts managerial successes that are part of our
larger effort to create opportunity for every citizen in the Commonwealth. We in
state government are proud of these efforts; they are an important yardstick of how i�
It
well we are doing the job of delivering quality, cost-effective services.
11

There is clearly more that can be done. We will continue to be challenged by the
scale and complexity of Massachusetts state government, an enterprise that ineludes over 200 agencies that spend over $9 billion annually in the delivery of
public services ranging from day care for children and home care for the elderly
ii
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to the enforcement of drunk driving laws and the disposal of hazardous wastes.
Despite the work that we still need to do, it is nonetheless valuable to pause and
measure our progress. Therefore, we have prepared this set of reports to document
our success to date and specify where we plan to make further improvements in
the management of state government.
Those who take the time to read these reports will find much useful information,
much to be proud of , and much to praise. For all that remains to be done,
Massachusetts is today at the vanguard of the nation in innovative management.
The men and women who have done such an outstanding job of meeting the day
to-day responsibility of delivering timely, efficient , effective, and compassionate
services deserve the continued encouragement of all the people of Massachusetts.
State government's strides are due to them; the progress that will come in the years
ahead will be the result of their continued efforts. Together we are building a Com
monwealth where there truly is opportunity for all.

Frank T. Keefe, Secretary
Executive Office for
Administration and Finance

iii

,,

Iii

pi,'

•1'

II

I

11

II

I

l'

j

....____

Executive
Summary
The state's 351 cities and towns deliver important services to citizens and work
with state government to achieve public service objectives. The Commonwealth
provides assistance to these municipalities in a variety of important ways to help
them meet their responsibilities and use their limited resources efficiently.
The constraints of Proposition 2 1/2 have made it even more important that the
state assert its commitment to help local governments manage resources effect
ively. The substantial growth in local aid best demonstrates that commitment. In
addition, the state, through the Department of Revenue's (DOR) Division of Local
Services, has begun implementation of a Master Plan for Improving Local Govern
ment Fiscal Management. These initiatives, summarized here, have focused on im
proving fiscal, personnel, and general management.
Increased Local Aid: Since FY 1983, the state has increased direct local aid by
a record 5 2 % ; total direct aid and indirect assistance (such as assistance to hous
ing authorities, county courts, and local agencies) has increased by 55 % to a pro
posed total of$ 3. 5 billion for FY 1987. At the same time, the state has changed the
way it makes decisions about local aid funding and distribution. Before FY 1984,
budget sheets, called cherry sheets, giving estimates of local aid revenues to cities
and towns were mailed inJuly or August, after the municipalities had already ap
proved their budgets and started their fiscal year. The new local aid decision
making process, which emphasizes close cooperation among the governor, the
legislature, and the municipalities, enables the state to distribute cherry sheets in
March. Thus municipalities can make fiscal decisions.
Incentive Aid Program: In 1984, the Executive Office of Communities and
Development started a grant program designed to promote and support innovative
municipal management. The program funds projects that yield cost savings or im
provements in local management capacity.
Municipal Data Bank: DOR's Division of Local Services developed a computer
data base that contains comparative financial information on the state's 351
municipalities. The Division distributes financial reports derived from the data
base to municipalities to help them develop budgets, prepare financial plans, and
evaluate their fiscal position.
Uniform Municipal Accounting System: The Division of Local Services has
begun converting city and town accounting systems to the Uniform Municipal Ac
counting System. This new system will provide local officals with more relevant
and thorough reporting and financial information and thereby promote more cost
effective local management.

1

Incentive Aid Program

,

Technical Fiscal Assistance Program: The Division of Local Services has
established a municipal management consulting service to work with cities and , ·
towns, at their request, to develop short- and long-range measures to promote fiscal
stability.
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Inmate Work Crews: The Department of Corrections has expanded a work pro1
gram in which inmates from minimum security and pre-release facilities perform 1
maintenance functions for municipalities. The program has yielded annual sav- 1
ings of more than $268,000 to the municipalities.
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Incentive Aid
Program
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The Executive Office of Communities and Development (EOCD) works with local
governments to promote sound municipal management and to ensure effective
delivery of services. For this purpose, EOCD began the Incentive Aid Program
in 1984 to improve the management of cities, towns, and school districts.
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State Action
The Incentive Aid Program awards grants in eight project categories, as listed in
the boxed insert.

Municipal Grant Classifications
lnterlocal Cooperation: Shared service delivery programs, such as code en
forcement or traffic engineering, among municipalities.
School/Municipal Cooperation: Shared administrative systems, such as
personnel administration or purchasing, between school and municipal
management.
Professionalism: Introduction of new positions in the fields of general
management, finance, planning, personnel, and technical specialties.
Service and Operations Improvements: Improvements in management
structure, systems, and operations, such as public works reorganization or the
creation of a finance department.
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Incentive Aid Program

Management Development: Improvements in the skills of management
personnel and elected or appointed policymakers.
Innovative Projects: Introduction of new methods of service delivery.
Mini-Grants: Grants of$3,000 or less to fund eligible one-time special projects.
Circuit Riders: Administrative staff to boards of selectmen shared by several
small municipalities.
To encourage participation in the program, EOCD has initiated an aggressive
outreach campaign. Staff members visit communities, organize regional meetings
to encourage interlocal and school-municipal cooperation projects, and encourage
regional planning agencies and educational collaboratives to prepare grant applica
tions for smaller cities, towns, and school districts.
EOCD staff then reviews all grant applications that are submitted. In addition, the
Department of Education reviews applications related to school management.
Finally, data processing consultants from the MITRE Corporation review certain
technical proposals. The staff of the MITRE Corporation donate their expertise
without charge. Following these evaluations, EOCD makes grant awards.

Financial Benefits
During FY 1985, EOCD awarded 151 grants totaling$1. 5 million to 181 jurisdic
tions. During FY 1986, EOCD awarded 181 additional grants totaling$1.89 million
to 230 cities, towns, and schools. It also provided$400,000 in second-year fun
ding for FY 1985 awards. It will award the balance of its FY 1986 appropriation
of$3 million by July 1, 1986. The boxed insert shows the distribution of grants
within each award category, and a sampling of grants awarded since the start of
FY 1985 follows.

Municipal Grant Distribution
Category
lnterlocal Cooperation
School/Municipal Cooperation
Professionalism
Service and Operation Improvements
Management Development
Innovative Projects
Circuit Riders
TOTAL

Number of
Grants
19
67
55
42
40
14

6

332

Value of
Grants
$ 259,070
666,018
980,543
456,051
525,727
253,647
75,000
3,392,954
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Incentive Aid Program

Interlocal Cooperation: Police-Fire Management Information System: With
an $18,000 Incentive Aid grant, the North Shore communities of Ipswich and
Danvers developed software for a police-fire management information system. In
addition, they have contacted other communities that might be able to adapt and
use the system. The cost of similar software programs, had the towns purchased ! �O
them privately, would have been close to $100,000.
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School/Municipal Cooperation: The town administrator and the school
superintendent in Franklin are sharing the services of a personnel administrator.
The personnel administrator helps the town and school department manage com
pensation and benefit programs, recruitment and hiring of employees, civil ser
vice procedures, and personnel policies. An Incentive Aid grant of $18,750 par
tially supports the salary for this position.

Professionalism: Bridgewater Executive Secretary: In FY 1985, Bridgewater
received a grant to fund a portion of the salary for an executive secretary. The grant
will support a part of his salary for three years, after which the town will assume
responsibility for 100% of the employee's salary. One of the executive secretary's
first projects was to involve department heads and committee chairmen in
developing a list of 1985 goals for the Board of Selectmen. He helped the select
men hire a new town accountant by recruiting and screening candidates, conduc
ting interviews, and recommending candidates. Recognizing the important role
of the budget in shaping policy choices, he also established a schedule for budget �18
submissions to his office and to the advisory committee, prepared a comprehen
sive financial analysis report, and helped department heads and committee
chairmen prepare their budget requests.
Service Improvement: Property Disposal Clearinghouse: Boston received a
$21,000 grant to coordinate the functions of seven departments involved in tax
title, foreclosure, property disposition, and redevelopment. The city also established a residential property board responsible for the disposition of surplus and aban
doned property. The board has created a map to track abandoned property and
centralized services for prospective developers of abandoned property.
Management Development: Professional Skills Workshop for Small-Town
Officials: The towns of West Newbury, Rowley, Georgetown, Groveland, and
Merrimac received a joint Incentive Aid grant to train town employees and appointed and elected officials in important areas of municipal management. Because
these small towns have few full-time employees and even fewer paid professional
staff, appointed and elected officials must assume some of the burden of manage
ment. Topics covered in the training program include public hearing and open
meeting law requirements, bids and contracts procedures, risk management, and
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developments in municipal liability. Each of the participating communities hosted
a training session, and when the sessions ended, the participating officials estab
lished an informal network so that continuing mutual support could be maintained.

jontact
For more information on the Incentive Aid Program, contact Dick Kobayashi,
Deputy Assistant Secretary, Executive Office of Communities and Development
(617)727-3253.

, Municipal
Data Bank
For local governments to make budgets, prepare financial plans, and evaluate their
fiscal positions effectively, they need both data on their own financial performance
and on their performance relative to that of other municipalities. As part of its
Master Plan for Improving Local Government Fiscal Management, DOR's Divi
sion of Local Services developed a computer system in 1983 to provide
comparative information on municipal financial management.

: 3tate Action
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The system, known as the Municipal Data Bank, is a mainframe computer data base
containing comparative financial information on the Commonwealth's 351 cities
and towns. Its purposes are detailed in the boxed insert. Data are gathered from
the financial reports filed with the Division each year and are provided in the form
of printouts. The first set of reports, an introductory packet, was distributed to
local officials in the fall of 1984. A year later, the Division issued a revised set of
reports. Suggestions for the revisions had come from recipients.

l

Municipal Data Bank Purposes
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• Provides centralized storage of information required for various purposes
by local officials and interested organizations and institutions.
• Develops an overview of the financial condition of local governments in
the Commonwealth.
• Prepares comparative cost data for any set of municipalities or districts.
■

■

■
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Municipal Data Bank

• Helps local officials in measuring the efficiency and effectiveness of local
government operations.
• Measures the fiscal stress of cities and towns and provides a basis for pro
jecting and managing future fiscal problems.
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• Improves disclosure of financial and other data on local governments for
the investment community and the general public.
Several reports from the data bank are available to communities at no charge. A stan
dard packet is mailed to officials in each community every year; customized
reports are also available on request. Categories of data available include municipal
revenues and expenditures, debt, cash management, tax base, local aid, ·
'·
demographics, and county receipts, payments, and debt.
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In 1985, the Division conducted a series of workshops throughout the state to ,i
show municipal managers ways they can use the data bank to improve financial
planning. Among the topics covered in these workshops were:
• Analysis of local financial trends;
• Budget development;
• User fee analysis; and
• Planning and managing debt.

Contact

,-

For more information on the Municipal Data Bank, contact A. Louis Hayward,,;
Chief, Municipal Data Management and Technical Assistance Bureau, Division of ! '.
·
Local Services (617)727-9260.

Uniform Municipal
Accounting System
With the growth in the scope and complexity of public sector services, comes the:
need for improved fiscal control and accountability. Moreover, taxpayers and the
financial community must have accurate financial information to assess the health :.
of their investments in local government.
To help local governments meet these demands, in 1982 the Bureau of Accounts of the Division of Local Services produced the Uniform Municipal

------------------------------------------------.'
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Accounting System (UMAS) manual as part of its Master Plan for Improv
ing Local Government Fiscal Management. UMAS is a comprehensive and
practical accounting system that conforms to G enerally Accepted Accounting Prin
ciples (GAAP). GAAP has become the professional standard for governmental ac
counting. It promotes sound financial reporting and management and is recom
mended by Moody's, Standard & Poor's, and other financial analysts on whom
local governments depend for an evaluation of their fiscal health. The benefits of
UMAS are listed in the boxed insert.

Benefits of Uniform
Municipal Accounting System
• G reater uniformity and comparability of data among cities and towns, in
cluding those in other states.
• Accountability to taxpayers and the financial community.
• Easy-to-understand financial information that helps officials manage
municipal budgeting and financial planning.
• The potential for improved credit ratings, which yield savings in interest costs.
• Simpler preparation of financial statements and footnote disclosures.
• An enlarged revenue data base that provides each community with more
detailed accounting information.

State Action
The Commonwealth allocated more than $1 million to support the conversion of
city and town accounting systems to UMAS. Conversion began in FY 1982 when
the Bureau of Accounts issued the UMAS manual and 50 communities completed
the process. However, the conversion process proved so complex that most com
munities found they needed outside assistance.
Funding to provide this assistance to other communities came in FY 1985; the
Bureau then selected 54 communities to work with ten independent public ac
counting firms under the direction of the Bureau of Accounts. One reason the Divi
sion chose this approach was to avoid hiring many new staff members for a short
term, one-time project. In addition, most of the accounting firms had already
worked with the communities involved; their familiarity with those communities
has made the conversion process easier.

Contact
For more information on UMAS programs, contact Kenneth A. Marchurs, Direc
tor, Bureau of Accounts, Division of Local Services (617)727-4401.
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Technical Fiscal
Assistance Program
Local government finance officials face new and complex problems; some result 1
directly or indirectly from Proposition 2 1/2, others stem from statewide or national economic conditions. To help communities address these problems and to !
improve financial management in local government, the Division of Local Ser
vices offers consulting services on a range of municipal finance topics.
These consulting services are yet another component of the Division's Master Plan
for Improving Local Government Fiscal Management. Experts from the Division's
Municipal Data Management and Technical Assistance Bureau (MOM/TAB) as well
as other bureaus in the Division make up the consulting teams. The Division pro
vides these services at no charge to the community.
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State Action
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The Bureau offers two types of assistance: a complete financial management
analysis and targeted assistance for specific problems.
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Financial Management Analysis: When a city or town needs a better understan-1
ding of its financial condition, the Bureau conducts a comprehensive study to iden-,
tify the community's financial strengths and weaknesses. With the community's
i
finance officers, the MOM/TAB reviews financial management systems as well as �U
revenues, operating expenditures, reserves, fixed costs, debt, and economic and:
demographic factors. Following the review, the staff prepares recommendations
for solving problems and making improvements in financial management prac
tices. Throughout the process, the Bureau emphasizes the importance of work
ing with the local officials to diagnose problems and formulate solutions.
Targeted Assistance for Specific Problems: MOM/TAB staff members also help
implement specific financial management improvements. A request for this'
assistance may result from a financial management analysis or may come directly from a local official who has identified a financial management problem. The
technical assistance projects listed in the boxed insert suggest the range of issues
that the MOM/TAB addresses.

1

Technical Assistance Projects
• Financial analysis of capital projects.
• Program budgeting system for school department.
• Health insurance cost containment.
• Purchasing system.
• Revenue/expenditure projections.
• Analysis of ambulance service costs.
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For more information on the technical assistance program, contact A. Louis
Hayward, Chief, Municipal Data Management and Technical Assistance Bureau,
Division of Local Services (617)727-9260.

Inmate
Work Crews
T he 1980 passage of Proposition 2 1/2 and the elimination of the federally-funded
CETA Public Service Employment Program forced many municipalities to make
sharp personnel reductions. Most often, local officials reduced their public works
and parks department staffs rather than eliminate public safety or teaching per
sonnel. As a result, many maintenance functions such as building repairs, park
landscaping, and ongoing preventive maintenance tasks suffered.

,tate Action
Since 1980, the Department of Correction has expanded a program in
which inmates from minimum security and pre-release facilities work for
local communities across the state. Crews of two to seven persons from the
Bay State Correctional Center, the Boston Pre-Release Center, the Park Drive Pre
Release Center, the Northeast Correctional Center, MCI Lancaster, MCI Shirley,
and MCI Warwick have completed a number of projects for localities that could
not otherwise afford the necessary labor. A list of these projects follows.

Work Crew Projects
• Painting schools, police and fire stations, town halls, and senior citizens
centers.
• Cleaning parks, recreational fields, MDC properties, cemetaries, and local
roadways.
• Helping local public works crews clean up after natural disasters like bliz
zards or hurricanes.
• Restoring 11 national historic sites originally built by the Shakers in Shirley.
• Performing groundskeeping and landscaping work in state forests and
recreation areas.
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Inmate Work Crews
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The superintendent of each correctional facility assigns inmate work crews to local:
projects on a first-come, first-serve basis. The superintendent and the local officiah
usually know each other; indeed many local officials serve on the Institution Ad-1
visory Committee that supports these work programs.
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Financial Benefits
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The Department of Correction estimates that work crews supply a minimum ol
80,000 hours of labor annually to these municipal work projects. Demand for the
services has increased steadily since 1980 and now exceeds the supply of available
workers. Were municipalities to pay for these same services at the minimum wage,
the annual cost would be $268,000; because most municipalities would pay more
than the minimum wage of$3. 35 to their employees, this program has really saved
more.
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Contact
For more information on inmate work crews, contact Michael V. Fair, Commis
sioner, Department of Correction (617)727-3301.
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