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September 30, 2008

The Honorable Jim Gibbons
Office of the Governor

101 North Carson Street
Carson City, NV 89701

Dear Governor Gibbons,

The recommendations in this first report of the SAGE Commission are the result of our
staff and commissioners working closely with the appointed heads of several of your
principal agencies to bring forward and flesh out ideas which when implemented
could result in the savings of taxpayers’ money and in many instances also improve
services for our citizens.

As you know, we began our work by writing to your cabinet officers and inviting them
to offer their suggestions for streamlining their agencies. We also reviewed reports
made to previous governors and issues previously addressed by the Legislature on
which no action, or incomplete action was taken. This process resulted in dozens of
ideas which the Commission and staff have reviewed with assistance from State em-
ployees at many levels.

We have looked at these ideas and decided which to offer as recommendations now,
and which to assign to staff and Commission members for further investigation and
possible future recommendations. In some cases, agency suggestions are already in-
cluded in the respective agency’s budget request. The parallel SAGE recommendation
is offered as testament to the prudence of the proposal.

We expect during the course of our work to bring forward around 100 recommenda-
tions for your consideration. Most of these will have the potential to save at least
$100,000 the first year in which they are implemented and $1,000,000, or more, over
the five years after that.

Continued
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As you will note from our recommendations included in this report, some potential savings
could be considerably higher. It’s early yet to come to any conclusions regarding how much
money can be saved by this process of examining state government, but it is clear that the po-
tential is significant.

The Commission believes that many of our recommendations will grow out of ideas from State
employees and agency heads. In many cases they have offered up ideas in the past that were
never acted upon. Therefore, our next step is to solicit all Executive Branch employees for their
ideas for providing better service to our citizens for less money. University of Nevada, Reno is
our guide and partner in this undertaking. We will be looking for patterns in employee sugges-
tions and for breakthrough ideas as we undertake this work.

Ordinary citizens have also been communicating their ideas to the Commission. To make it eas-
ier for all to share ideas with us, we have established a web site (www.sagenevada.org) which

both reports on the work of the Commission and provides an easy way to communicate with us.

Following your request, we have kept the narrative part of our recommendations to a minimum.
However, please be assured that each recommendation was investigated and carefully consid-
ered by the Commission’s staff before it was presented to the entire Commission for their re-
view, discussion and final vote to include it in our report to you. Our staff would be pleased to
work with yours to answer any questions or offer guidance on implementation.

Sincerely,

B

Bruce R. James
Chairman


http://www.sagenevada.org
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Recommendation #1

Centralize billing for third party pay services in Mental Health and
Developmental Services (MHDS). Explore data processing improvements and
contracted billing services.

Issue:
The long-standing MHDS approach to collecting third party payments for services using three independent regional of-
fices (north, south, rural) with each office employing separate protocols is inefficient and results in lost revenue for the state.

Start-Up Cost Estimate: unknown

Saving/Enhanced Revenue Estimates: 1 Year: $2.4 million*

*net of start up cost estimate

5 Year: $12.0 million

Explanation:

Historically, MHDS has collected third party payments for services in a decentralized manner. There are three separate
regions (agencies) (north, south, rural) in the state.

By centralizing the MHDS billing/collections staff in one location (Carson City) MHDS can be more efficient and effec-
tive in collection efforts. MHDS has already begun this process and is transferring positions into the centralized unit. Proposed
agency budgets for Fiscal Years 2010 and 2011 have been built with expected additional revenue from collections based on this
change.

Additional revenue expected to be realized from centralizing the billing/collections staff is as follows:

Fiscal Year North South Rural
FY10 $585,000 $1,775,000 $0.00
FY11 $615,000 $1,805,000 $0.00

Once initial consolidation of the billing function is accomplished, improvements to automated systems need to be ex-
plored for additional efficiencies. In addition, a detailed evaluation of using an outside contractor for billing services versus the
state-operated billing services should be conducted.
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Recommendation #2

Staffing ratios in state operated psychiatric facilities
need to be evaluated against private sector and national norms

Issue:

Daily operating costs in the State’s three psychiatric hospitals are substantially higher than those in the private sector and
in other states due in large part to higher than normal staffing ratios. Although new facilities have been built, staffing ratios have
continued at the level required when facilities were inefficient.

Start-Up Cost Estimate: None identified
Saving/Enhanced Revenue Estimates: 1 Year: to be determined
5-Year: to be determined

Explanation:

The State, through the Division of Mental Health and Developmental Services (MHDS) and the Division of Child and
Family Services (DCFS) operates three psychiatric hospitals (2 adult, 1 children's) and one forensic facility. Daily operating costs
in these facilities are substantially higher than costs in some private facilities and other states' publicly operated hospitals. Higher
than normal staffing ratios drive this cost significantly. Higher staffing ratios were needed when the state utilized very ineffi-
cient, old hospitals built pre-1970. Over the past ten years, the state has built and opened three new state-of-the-art facilities
which should allow for improved efficiencies.
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Recommendation #3

Implement Managed Care for the Aged, Blind and Disabled (ABD) groups in the
Medicaid program in Clark and Washoe Counties, and expand Managed Care to
women and children in four rural counties (Carson, Douglas, Lyon and Storey).

Issue:

Managed Care, versus Fee-for-Service, is not currently mandated for the Aged, Blind and Disabled in any county or for
women and children in any rural county. Expanding the Managed Care approach to these additional recipient groups would be a
more cost effective means of providing these services to these populations.

Start-Up Cost Estimate: $225,000 - $425,000
Saving/Enhanced Revenue Estimates: 1 Year: $7.3 million
5 Year: $36.5 million

Explanation:

The ABD Managed Care pilot project and Rural County expansion have both been suggested by the Department of
HHS as options to save money. The ABD Managed Care plan was approved as a part of the 2007 Legislative Hearings. The
Rural County expansion was suggested as a way to save money during the recent necessary budget reductions. Neither program
has been implemented because of current economic conditions, and federal policy concerns which may require a waiver.

Expanding Managed Care to the Aged, Blind and Disabled (ABD) population was "priced" for the 2007 Legislative
session (decision unit E400, BA3243). Start-up costs were identified as totaling $222,650 at that time. These costs included
increased actuary services and increased quality review organization services. Estimated savings on switching ABD populations
to Managed Care in 2007 were $2.7 million for year one and $13.5 million over five years.

On expanding managed care to rural counties for families/children, no estimate exists for start-up costs; however, the
same issues noted above would apply on a smaller scale. If this change had been implemented for FY 2009, the savings over Fee
-for-service costs were estimated at $4.6 million for the first year and $23 million over five years.

Estimated savings in the first year may be affected by the expected overlay of previous Fee-for-service costs not yet
billed. When converting from a Fee-for-service plan to Managed Care plan, the State must expect to pay for "tail costs" (Fee-for
-service bills which come in after the conversion) at the same time it would be paying fixed rates in the Managed Care program.
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Recommendation #4

Acquire Distributive School Funding (DSA) for the Nevada Youth Training
Center (NYTC) at Elko which is currently a high-school-like facility that is
paid for with State general funds.

Issue:

The schools at the other Child and Family Services Division detention facilities are operated by the local school dis-
tricts and funded through the DSA. The Division is currently in discussions with Elko County School District in an attempt to
have the District take over the school. The Division also filed an application for a charter school, which would also result in
DSA funding.

Start-Up Cost Estimate None
Savings/Enhanced Revenue Estimates: 1 Year: $455,000
5-Year: $2.3 million

Explanation:

The average number of youths detained at NYTC during a year has been between 150 and 160. This student “count”
has not been included in the formula to determine guaranteed support through the DSA. Instead, a direct general fund appro-
priation has been made to Child and Family Services to operate the school.

The cost for fiscal year 2009 is budgeted at $1.4 million. This includes approximately $200,000 for a vocational educa-
tion program that the Division will continue to operate. The remaining $1.2 million savings will be reduced by the cost of pro-
viding the guaranteed support per pupil, currently estimated at $5,323 per pupil.

The Child and Family Services Division estimates a reduced student count for future years of about 140 youths in the
facility. This will result in a net savings to the general fund of about $455,000 per year.
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Recommendation #5

Complete the downsizing of the DMV night shift while maintaining the goal
of a five-day title turnaround time.

Issue:

Vehicle title processing improvements have allowed DMV to keep title turnaround time to within its goal of
five days, allowing it to phase in transfer of two night shift FTE into existing vacancies on the day shift, while maintaining the
turnaround time goal.

Start-Up Cost Estimate: None
Savings/Enhanced Revenue Estimates: 1 Year: $94,000

5-Year: $470,000
Explanation:

DMV currently processes over 400,000 title requests annually. In FY2002, DMV processed 343,000 title requests with
a 14-day turnaround time. By FY 2008, 419,000 requests were processed in three days, in part due to a night shift supervisor
and six technicians. Processing improvements will allow reductions in that staffing while maintaining the turnaround time goal,
especially as a significant decrease in vehicle sales statewide has caused the number of requests to decline.

DMV will continue to monitor turnaround times, but expects that the goal can be maintained even when the economy
rebounds.
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Recommendation #6

Identify and coordinate the activities of all departments, agencies and institu-
tions of the Executive Department that administer programs for the treatment
of drug and alcohol abuse, or which provide funding to local governments for
such programs.

Issue:

A report and recommendations on the subject matter of this recommendation mandated by Section
188.7 from Senate Bill 8 of the 20™ Special Legislative Session to be submitted to the Governor by De-
cember 1, 2004, was never completed or submitted.

Start-Up Cost Estimate: To be determined
Savings/Enhanced Revenue Estimates: 1 Year: Unknown

5-Year: Unknown
Explanation:

Section 188.7 from Senate Bill 8 of the 20™ Special Legislative Session directed that the Budget
Division of the Department of Administration and the Fiscal Analysis Division of the Legislative Counsel
Bureau jointly identify all departments, institutions and agencies of the Executive Department that admin-
ister programs for the treatment of drug and alcohol abuse, or which provide funding to local governments
for such programs, and to develop a proposal for coordinating such programs to reduce the administrative
costs associated with such programs and maximize the use of state revenues being expended for such pro-
grams.

This report with its recommendations was never completed and the coordination of such activities
has not been implemented. The cost savings and maximization of the use of state revenues anticipated
likewise have not yet been realized. This recommendation aims to achieve those ends.
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Recommendation #7

Establish a program similar to the US Government Printing Office ""GPO
Express' schedules, providing steeply discounted digital printing, copying,
finishing, delivery and other services by vendors on-line and at any of their
outlets throughout the State, using access cards which document and bill all
transactions electronically.

Issue:

State offices spend $2.5-$4.3 million on printing with the State Printing Unit and $5.6-$9.6 million
with private vendors annually. Differences between State Printing Unit records and those provided by the
State Budget Division on printing spending by State agencies suggest that printing purchases are charged
to a variety of general ledger accounts. This discrepancy notwithstanding, a program like GPO Express
should be established, where the State would specify and publish a price list for digital printing and related
services, similar to the FedEx Office GPO Express schedule, specifying ordering and payment methodolo-
gies and terms, and contracting with any digital printer in the State willing to accept those terms. Such a
system would result in significant savings for printing and shipping costs of digitally printed matter for tax-
payer supported government agencies throughout the State, while continuing the State Printing Unit option
for agency digital printing jobs which are more conveniently or more economically done by the State Print-
ing Unit.

Start-Up Cost Estimate: None
Savings/Enhanced Revenue Estimates: 1 Year: $700,000

5-Year: $3.5 million
Explanation:

The State Administrative Manual provides that all State printing and binding be done on a competi-
tive basis and further advises that it is in the best interest of the State to do business with the State Printing
Unit, “whenever possible.” Sixty-six percent of that Unit’s current business supports State executive
branch agencies, 25%, the legislative branch, 6%, cities and counties and 3%, the judicial branch.

The US Government Printing Office (GPO) has established a “GPO Express” system of schedules
with FedEx Office, providing savings on advertised pricing for digital printing, copying, finishing, delivery
and other services. These services are provided to US Government agencies on line and at any of its 1500
outlets anywhere in the United States, using individual access cards, which document and bill all transac-
tions electronically to the GPO.

Recent meetings with FedEx Office officials confirm corporate interest in providing this same sort
of contractual arrangement with the State of Nevada. The State could also elect to offer FedEx Office
schedules to any qualified digital printer in the State under similar terms and conditions as provided by the
GPO Express contract. Government agencies typically are seeking convenience and rapid turnaround on
digital print orders, which means they often pay retail premiums for such work. Since many State agency
offices are not located in convenient proximity to the State Printing Unit, such statewide digital printing
arrangements would not only cost far less, they would increase productivity, as well.
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Recommendation #8

Examine ways to use the Indigent Accident Fund/Supplemental Relief Fund
for federal matching funds to the Medicaid and Nevada Check Up programs.

Issue:

The state is disregarding $25-50 million dollars per year in federal matching funds for the Medicaid
and Nevada Check Up programs because of legislative restrictions on application of the Indigent Accident
Fund and the Supplemental Relief Fund.

Start-Up Cost Estimate: Unknown
Saving/Enhanced Revenue Estimates: 1 Year: $25 - $50 million

5 Year: $125 - $250 million
Explanation:

Property tax rates include 2.5¢ per $100 to support medical care for indigent (poor) individuals who
experience automobile accidents or catastrophic (over $25,000 health care) events. This creates approxi-
mately $25 million per year in the Indigent Accident Fund and Supplemental Income Fund (IAF/SAF).

Currently, no federal matching funds are obtained for this revenue, with the exception of a very
small amount used to support a waiver (HIFA) in the Medicaid program to provide health care to pregnant
women and low-income employees in small businesses.

If the state law directing how IAF/SAF funds can be expended was changed to allow for reimburse-
ment of care provided to Medicaid eligible individuals and Nevada Check Up eligible children, then these
funds would become eligible for Federal matching. The federal matching rate in the Medicaid program is
50% state/50% federal. The federal matching rate in the Check Up Program (children) is approximately
34% state/66% federal. This would result in an additional $25million to $50 million per year in reimburse-
ment money available for county hospitals.

It is estimated that the Nevada Check Up program alone could use the entire additional amount
generated from federal matching funds. In addressing this legislative change, care should be taken to en-
sure that the resulting increase in funds continues to be directed to the current recipients of IAF/
Supplemental funds, namely hospitals and counties. At the very least, they should be protected from any
decrease in current fund levels.
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Recommendation #9

Appoint a competent, disinterested third party to review the available options and
recommend the most cost effective solution for the DMV auto insurance verifica-
tion program to reduce the number of uninsured motorists currently driving ille-
gally in Nevada to 10% or less.

Issue:

Private vendors and insurance industry executives believe that for start up costs of $1 million and
$700,000 annually, they can achieve a reduction of at least ten percent in Nevada’s current 17-19% unin-
sured motorist population, beginning in 2009. DMV leadership prefers to do this work using its existing
workforce to completely rewrite its insurance verification software by January 2010, at a cost of $387,000
and 23 FTE to operate the system after that.

Start-Up Cost Estimate: unknown
Savings/Enhanced Revenue Estimates: 1 Year: $3.5 million

5-Year: $20.9 million
Explanation:

Nevada currently has 17-19% of its motorists driving uninsured motor vehicles. It is estimated that
by cutting the uninsured population by 10%, the approximately 180,000 additional insured vehicles would
generate $3.8 million annually in additional 3.5% insurance premium tax revenues.

On September 9, the Interim Finance Committee approved $387,000 for the DMV to design and
develop what DMV characterizes as “modifications to the insurance program” in-house. Of the funding
approved, $106,736 is for IT overtime hours and $266,490 for contract programmer hours. They intend to
commence this work in January 2009, and estimate completion one year later.

Insurers characterize the work required as “a complete rewrite of the insurance verification soft-
ware.” They currently report to DMV using outdated magnetic tapes and disks, while DMV uses 20 FTEs
to resolve the resultant insurance issues by telephone, because it has no upload, download or email com-
munication capacity to generate prompt, accurate enforcement and collection actions. Utah, Texas, Flor-
ida, Wyoming, New Mexico and Colorado have successfully hired outside vendors, some of whom have
over 10 years’ experience in this field, to resolve similar uninsured motorist issues.

At an initial cost of $1 million and $700,000 annually thereafter, or about 50 cents per vehicle, Ne-
vada could generate sufficient previously unpaid tax revenues to offset the costs of these contracts and cut
its DMV workforce by up to 23 enforcement FTEs, as well.
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Recommendation #10

Close the Nevada State Prison in Carson City immediately.

Issue:

Established in 1862, the Nevada State Prison in Carson City is one of the oldest prisons still operat-
ing in the United States at a cost to the state of $19 million annually. In addition, there exists a 104-page
list of capital improvements required to bring this facility up to code at a cost estimated at between 40 and
50 million dollars.

Start-Up Cost Estimate: To be determined
Savings/Enhanced Revenue Estimates: 1 Year: $19 million

5-Year: $140 million
Explanation:

A maximum security facility until 1989, this Nevada State Prison currently houses medium security
inmates who are employed in a variety of work assignments, including the State License Plate factory. De-
sign capacity of the facility is 591, but it currently houses 905 inmates. It has a total staff of 211. Both
inmates and staff could be accommodated in other facilities throughout the State. The prison has serious
current problems with both water and sewage. Lines of sight available in the facility require more staff per
inmate than in newer facilities. There have been discussions and attempts to close the facility for at least
ten years largely because of its poor condition and the mounting costs of upkeep.

An alternative to full closure is a partial closure by reopening the upper yard (units 6-13) and bring-
ing it into the perimeter of the adjacent Warms Springs Correctional Center after certain capital improve-
ments are completed at that facility. This alternative involves the expense of a new perimeter fence for the
resulting institution and maintaining retained portions of a very old facility at a time of constrained state
resources. However, the license plate plant and other prison industries which are located in the upper yard
could then be retained, using inmates from Warm Springs in the interim by requiring Prison Industries pay
for an officer to move them as required, and for the necessary utilities to keep these operations functioning.
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Recommendation #11

Evaluate a four-day work week for all non-critical Nevada State employees
beginning October, 2009.

Issue:

The State could realize significant potential savings in operation of state-owned buildings, reduc-
tions in vehicle emissions and enhanced State employee morale by providing all non-essential Nevada
State services during four, ten-hour days per week, Monday-Thursday, instead of the current five, eight-
hour days per week, Monday-Friday.

Start-Up Cost Estimate: To be determined
Savings/Enhanced Revenue Estimates: 1 Year: $10 million

5-Year: $50 million
Explanation:

On August 4, 2008, the State of Utah began a one-year pilot program of four, 10-hour shifts, Mon-
day-Thursday, for all State agencies. Agency managers have the discretion to schedule staff, but Utah’s
standard business hours will be 7:00 am-6:00 pm, Monday-Thursday. Public universities, the State court
system, prisons and other critical services are exempt. This program will remain in effect for one year,
until August, 2009, when the program will be evaluated and a determination made regarding continuing or
terminating the program.

Utah expects to save significant monetary resources with this program, primarily in building opera-
tional costs and by spreading the load on its transportation infrastructure, while reducing energy use and
resulting CO2 emissions. Its initial estimates of cost savings were $14 million, with about 17,000 of its
employees estimated to be affected by the new working hours. These estimates will be replaced by actual
data, beginning January, 2009. The State also expects to improve provision of services to its citizens by
extending them beyond the traditional hours of the workday. Utah officials also believe it will improve the
quality of life of its employees and increase its ability to attract new talent into State government.

This recommendation anticipates that Nevada would effect the necessary legislative and executive
authorizations to begin immediately to work with its neighbor in Utah to follow these evaluations of both
the cost and non-monetary impacts of Utah’s experiment with an altered work week. It anticipates that by
October, 2009, or shortly thereafter, Nevada could make a fully informed decision to commence its own
experimentation with an altered work week, based on its own independent evaluations of Utah’s pilot pro-
gram. Costs and savings estimates in this recommendation are based on about 15,000 State employees be-
ing impacted in any Nevada pilot program.

Although most states have an optional four-day work week option for their employees, Utah is the
first to try a mandatory four-day work week. Such programs are fairly common among city and county
governments nationwide, including Henderson and North Las Vegas, NV, and are becoming more so due
to higher fuel prices and the overall fiscal pressures facing governments at all levels across the country.



