A STUDY CF T HE

DEPARTMENT OF MOTOR VEHICLES

BY TEE

COMMISSION ON CALIFORNIA STATE GOVERNMENT ORGANIZATION AND ECONOMY

MAY 1977




STATE OF CALIFORNIA EDMUND G. BROWN JR., Governor

COMMISSION ON CALIFORNIA STATE GOVERNMENT ORGANIZATION AND ECONOMY
11th & L BUILDING, SUITE 550, {916} 445-2125 :
SACRAMENTO 95814

Chairman

NATHAN SHAPELL
Beverly Hills

Vice-Chairman

DONALD G. LIVINGSTON
Los Angeles

ALFRED E. ALOUIST May 1977
Senator, San Jose
MAURICE RENE CHEZ
Log Angeles

RDBERAT J. DeMONTE
Piedmant

JACK R.FENTON
Assemblyman, Maontebelio

Honorable Edmund G. Brown Jr.

H. HERBERT JACKSON

Sacramanta Governor, State of California

MILTON MARKS )

Senator, San Francisco -

AN g FOST Honorable James R. Milis

LLOYD RIGLER President pro Tempore, and to Members of the Senate
as Angales

CARMEN H. WARSCHAW

Los Angeles Honorable Leo T. McCarthy

Eretunivs Dirocsor Speaker, and to Members of the Assembly

For the past several years this Commission has had a continuing
interest in the operation of the State's vehicle emission contro]
program. Our first report on this subject was released in

January 1975. In the Spring of 1975, then Chairman Manning J. Post
was shocked to learn of a 50 percent error rate in information
supplied by the Department of Motor Vehicles, upon which the
Riverside Vehicle Emission Inspection Pilot Program was designed
and its facilities were constructed. The members were concerned
with this finding since emission control programs to be instituted
throughout the South Coast Air Basin, and eventually statewide,
were to be based on similar incorrect Department of Motor Vehicles
data. This would have resulted in the needless expenditure of
many millions of dollars.

Upon Tearning of this erroneous data, in addition to having concern
about other aspects of the operation of the department, the Chairmen
of the Senate and Assembly Committees on Transportation requested
this Commission to study the management and operation of the
Department of Motor Vehicles. The Commission concurred. Chairman
Shapell subsequently appointed a subcommittee of Manning J. Post,
Chairman, Maurice Rene Chez, and H. Herbert Jackson to determine

the scope of the study and to provide policy guidance and direction
to the Commission staff. The late Albert J. Veglia helped formulate
the study objective and scope and reviewed and concurred with the
findings and recommendations contained in the report. His expert
assistance, based on his many years experience at the Department of
Motor Vehicles, was an invaluable aid to the subcommittee and staff
in the conduct of the study. The Department has Tost a Jong-standing
friend and loyal supporter.
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The overall objective of our study was to evaluate the Department's
performance of its statutory functions and make recommendations in
sufficient detail to provide a basis for the Executive and Legislative
Branches to improve the efficiency and cost-effectiveness of the
Department.

When the Director, Herman Sillas, took office he announced, "The goal of
the Department must be TO PROVIDE A BETTER SOCIETY THAN WE PRESENTLY
BAVE."  However, little did most people realize the scope, variety, and
diversified program Mr. Sillas had in mind.

This Commission, after an exhaustive and thorough analysis of the projects
that have been launched, has come to the conclusion that the Department
of Motor Vehicles has been--and still js--conducting diversified programs
that have no direct bearing on the specific duties and responsibilities
the Department of Motor Vehicles was created to perform.

Although some of the special programs described in Section 2 may have

social merit, the Legislature has not appropriated funds nor given permission
to the Department of Motor Vehicles to conduct programs which are not
directly related to the department's basic mission, such as open house,
interdivisional conferences, community council programs, looz-a-ton,

mural projects, voter registration, distribution of farm labor ballots,
employee perception survey, women's exchange, child care center, child drop
center, consumer education and protection, paint-a-door project, exploring
bureaucracy, special activities to relieve employee drudgery, and so

forth.

The Commission strongly recommends and urges the legislative fiscal
committees' review of the department's expenditures for projects that

are not mandated by the Legislature. We feel the expenditures for
activities not related to the department's mandated functions should

also be reviewed by the legislative policy committees as to the propriety
of these special projects, and a judgment as to their value and cost,

and retention or discontinuance, be made by the Legislature.

The report that follows has two major sections. The first section is.a
complete evaluation of the department's operations divided into six major
divisions. This combined analysis has created 60 recommendations from
the Commission, which if implemented promptly, would create a savings of
millions of dollars a year.

The second section explains in detail all of the projects that have
never been cleared or mandated by the Legislature as to whether they
should properly be placed into the DMV duties. They will substantiate
and clarify our recommendations related to Special Projects.
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The Commission has found evidence of poor management, faulty procedures
and misguided programs. Some examples are: the lack of an effective
cost accounting system prevents the determination of actual costss an
unacceptably high error rate of 8 percent in EDP input functions, as
compared to an error rate of one tenth of one percent in most commercial
operations; and, a disproportionately high increase in program cost
vis-a-vis results. There are, however, encouraging indications that the
department recognizes the need to evaluate all programs for effectiveness
and cost on an on-going basis. A program evaluation section was created
in July 1976. Later, during the 1977-78 budget preparation period, a
task force of managers was assembled to challenge all programs. They
developed approximately 50 recommendations.

The Commission considers these moves as preliminary steps in the right
direction. We trust our recommendations will assist DMY's management
in a continued effort to make the department moré efficient and cost-

" effective. T
z 5 .
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11.OYD E. RIGLER

p. 0. Box 828
Burbank, CA 91503

Subject: Acceptance of Commission Reports

My approval of this report is based on the assumption that
the factual data included therein are correct. 1 must label
the correctness of the facts as an assumption because I was
not directly or indirectly involved in the accumulation of
the facts nor in the supervision of this process.

The subject of most commission studies is contraversial, al-
sost by definition. There are many areas where the approach
is subjective. This subjectivity can materially affect the
data gathered.

I do not object to the subjectivity; it cannot be avoided.
But when a report is prepared by 2 consultant working under
the supervision of a sub-committee of which T am not part,
there is no way that 1 can validate the facts therein with-
out an exhaustive analysis and investigation which the pre-
sent procedures of the Commission preclude.
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SUMMARY OF RECOMMENDATIONS

This report contains €0 recommendations on the operation of the Department

of Motor Vehicles. Mast recommendations are in sufficient detail for the
department or the Legislature to initiate implementation of the recommendations.
Some recommendations will require either Legislative action or policy

decisions.

The following recommendations are divided into four major categories: (1
management procedures, (2) program effectiveness, (3) work processes, and

(4) policy decisions. Listed below are the major recommendations:

Section 1

I. MANAGEMENT AND _OPERATIONS

1. The department should immediate?y initiate an intensive management
training program. This proﬁram should include training in: (1)} modern
production management and control; (2) personnel; (3) computer sciences for
managers; (4) preparation of program budgets; and (5) basic principles of

cost accounting; and (6) inventory control. This should be ‘an on-going training
program, established in such a manner that specified training would be

required prior to promotion. The training courses should be commensurate

to the responsibilities and level of management.

2. The department shouid take immediate steps to reduce the error rate
on data being entered into the computer system. This will reguire some
form of verification of data prior to being forwarded to the Division of
Electronic Data Processing, as well as key entry verification of the data
as it is being entered inte the computer system.. The additional cost of
data verification should be offset by the savings realized by‘not having

errors to correct.
-1-




3. The Management Reporting and Control (MARC) program should be phased
out. After eight years in operation at an extremely high cost, the program
remains inefficient and unreliable. The function of setting work standards
or efficiency levels, as well as the preparation of the budget, should be
returned to the managers. These managers should be evaluated on their
performance and held accountable for the expenditure funds in the budget. The
Commission estimates these actions would produce substantial annual savings

and at the same time permit a more realistic cost evaluation cystem.

4. The Budget Officer should be given 1ine authority and should report

directly to the Chief Deputy Director. The Budget Officer, in conjunction

with the Legislative Analyst and the Department of Finance, should develop

a budget preparation system that would accurately reflect the department's
budgetary needs. In addition, the Budget Officer should develop the proposed

budget using the technique of ‘zero base budgeting.'

5. The department should recruit professionally trained accountants to
establish a cost accounting systeh. The staffing of this unit should be
sufficient to provide cost information to: (1) the Budget Cfficer for the
preparation of the budget, {(2) the managers as required for the operation
of their units, (3) the program evaluation unit for costibenefit and cost-
effectiveness analysis, and (4). the top administrators for decision-making
purposes. Among the first priorities of the cost accounting unit should
be: (a) determine the actual costs of collecting use taxes and in-lieu
taxes and adjust the allccation of costs to state and local agencies, (b)

determine the actual cost of jssuing drivers licenses, and registering




vehicles and boats, and (c) determine the cost for providing'associatéd

services which are not within the primary mission of the department.

II. Division of Administration

1. A1l research, statistical, operational and management analysis functions
should be reorganized into one unit. This unit should be staffed with |
professionally trained employees who have expertise in modern production
management, industrial engineering, statistics, economics and business
administration.

2. A1l business services functions throughout the department should
be consolidated within the business services unit in the Division of
Administration. Recruitment for business service personnel should include
individuals with backgrounds in business administration.

3, The department should computerize its accounting, cashiering, inventory

control and personnel records.

III. Division of Compliance

1. The Legislature should review the department's consumer protection
activfties. The program's statutory authority is not clear; its effectiveness
and cost-benefit ratio appear marginal; and it 1is cumbersome and confusing
to have two state.agencies investigating complaints about the sale and
repair of vehic}es._

2. If the Legislature decides the department should continue consumer
protection programs, clear statutory authority and more precise guidelines
as to the type and scope of consumer complaint investigations should be
established. In addition, the Legislature should decide whether to continue

financing these activities from the State Transportation Fund.

-3-




3. The Legislature should review the appropriateness of the department's
involvement, to the point of arrest, in investigating cases that would normally
be conducted by regular law enforcement agencies, such as grand theft,
receiving stolen goods, impersonating a peace officer and petty theft. The

five-week peace officer training program should be modified accordingly.

IV. Division of Vehicle Registration

1. The appropriate Legislative fiscal and policy committees, the
Legislative Analyst and the Department of Finance should review the current
reimbursement system for the cost of collecting taxes and fees for the
State Board of Equalization.

2. The department should further automate its vehicle registration
procedures in such a manner that the computer system can be updated with
as little manual keying of data as possible.

3. The department should take aggressive measures to reduce the vehicle
registration error rate on information put into the computer.

4. The department should undertake a program to evaluate the need for
hard copy file systems. If the need can be justified, the department should
investigate micro-photography for reducing the files to film.

5, Work procedures in the Division of Registration should be revised
so that the work flow will provide quality control, verification of
informatfon and security for documents.

6. The Legislature should review the off—hfghway,vehicle registration

program for deficiencies in the enforcement statutes. Costs are increasing

disproportionately to revenue.

T g sy e s e




7. The Legislature should make a policy decision as to the funding
source for DMV's participation in the California Law Enforcement Telecommuni-

cations System (CLETS). Currently it is financed from the Transportation

" Fund.

8. A study should be made of the feasibility of contracting with a
commercial banking institution to receive and deposit the department's
revenues. Such a "lock box" type operation would reduce the amount of time
during which checks and other payments are ib process.

9. Funding should be provided for the safety license program and the

program implemented as soon as possible.

V. Division of Drivers Licenses

1. The department should cease all reorganizational activities in the
Division of Drivers Licenses and concentrate all effort on improving the
efficiency and cost-effectiveness of each unit within the division.

2. The department should cease all activities on the multi-lingual
translation and printing of driver handbooks and driver tests until the
Legislature has had an opportunity to review the need and costs.

3. The group educational (GEM) program should be phased out, as its
effectiveness is either marginal or non-existent. This would produce an
estimated annual savings of $1.2 million.

4. The Legislature should evaluate the cost-effectiveness of the
warning letter and the informal hearing segment of the Post-Licensing and
Control Program. This evaluation should be done by someone outside the
department, such as the Legislative Analyst. The department's current

evaluation system is inadequate.




5. If the Legislature decides to continue any or all driver improvement
programs , the Vehicle Code should be amended to show the following: (a) the
authority, (b) the program scope and objectives, and (3) the establishment
of an on-going evaluation system, capable of illustrating the cost-benefit
and cost-effectiveness of each program. |

6. Inasmuch as many aspects of Financial Responsibility law are
unenforceable, it is recommended that a Tegislative committee study the
entire program in an effort to develop a workable system. If a practical
solution to the many enforcement problems are not attainable, the program
should be abolished.

7. The Financial Responsibility Act should be amended to require
financial responsibility on the person as well as the financial responsibility
on the vehicle that individual is operating.

8. The Legislature should consider waiving the requirement for filing
accident reports with the department if the parties involved in an accident
had financial responsibility. However, reports should be filed if the
accident caused injury or death, or if any operator was under the influence
of alcohol or drugs.

9. 1If the Legislature continues requiring accident reports, the minimum
property damage at which reborts are required should be increased to reflect
the subsiantia] increase in auto repair costs. There would be an undetermined
amount of savings because fewer accident reports would be filed.

10. A study should be conducted to determine the feasibility of finding
some form of fault or culpability after an accident. The department should
record accidents only on the driving record of the individual determined
to be at fault. This is to protect the innocent victims from paying

increased insurance premiums.




11. The Legislature should decide Whether the Division of Drivers
Licenses should continue to be a primary source of photographs for law
enforcement agencies, as the cost of this service is borne by the State
Transportation Fund. Consideration should be given to transferring this
function to the Department of Justice.

12. Phase out the Soundex file system at an annual savings of $700,000.

13. Section 12804(d) of the Vehicle Code should be amended to include
the following: |

(a) The department should be given the authority to perform
on-site inspections of trucking firms or carriers who are authorized to
submit certificates of driving experience in 1ieu of taking a driving test.

7 (b) The Department of Motor Vehicles and the California Highway
Patrol should establish guidelines and minimum standards for a trucking
company or carrier to qualify for issuing certificates of driving experience.’

(¢} The department should be authorized to collect fees to
cover the cost of processing a trucking company's application to issue
driving experience certificates as well as processing the certificates
of the individual.

(d) There should be a periodic renewal of these authorizations

for trucking firms to issue driving experience certificates.

VI. Division of Field Office Operations -

1. The three regional_manager positions should be eliminated and
their responsibilities transferred to the district managers. In addition
to the salary savings, this change would provide a more direct line of

authority between the headguarters and the field offices.
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2. The assistant field-office manager should be eliminated in all
field offices and the senior supervisor should be trained to fill in for
the field office manager in his absence. This would produce even more
salary savings.

3. The department should establish a program to transfer some of the
management responsibilities from headguarters and the districts to the
f1e1d_office managers. Field office managers should have the same
discretionary management latitude as the 1ine headquarters processing

personnel,

Section 2

Special Programs

1. The Legislature should review the department's expenditures for
projects that are not mandated by the Legislature. The Commission considers
jnappropriate the large expenditure of State Transportation Funds for

activities not related to the department's mandated function.




CHAPTER 1, MANAGEMENT AND OPERATIONS

{(bjectives and Structure

The stated objectives of the department are:

1.

To protect public interest by identifying ownership through the process
of vehicle registrations. '

To promote safety cn highways by licensing and controlling dfivers.

To provide public protection by licensing and regulating occupations and
business related to manufacturé, transport sale and disposal of vehicles
and to the instruction of drivers in safe operation on the highways.

To provide a source of compensation through the Combu]sory Financial
Responsibility Law to those who suffer injury or damage to property fin
automobile accidents.

To provide services, not directly related to motor vehicles or drivers'
Ticensing, to the public and to other state agencies as required by

statute.

However, the current director has a much broader view of the department's

mission. In a cover letter dated January 1976 which accompanied the

department's Long Range Plan, the director set the tone and direction of

his administration.

"The goal of the Department must be TO PROVIDE A BETTER SOCIETY
THAN WE PRESENTLY HAVE. We implement that goal by providing
greater service. - This goal permeates all issues and objectives
of the Long Range Plan.

"We have a facilities resource. We have not only buildings, but
communication networks. Traditionally, they have been used in a
very limited area: registration of motor vehicles and issuance of
drivers licenses. Now we are exploring the greater potential of
our 147 field offices and their two-way communication networks.

~-0.




e have disbursed farm labor ballots. ke have registered voters.

e have painted some murals, piloted child-care and child-drop

‘programs, and opened up our conference rooms to the public. I

think we have only started to make our offices and their walls and

their equipment the public resource they have the potential to be.

"We should also view our personnel as a resource and the communities

we serve as a resource. Our employees have skills and ideas which

really haven't been effectively tapped or utilized. Meeting the

needs of the public is not incompatible with meeting the needs of

the employees. Developing the public as a resource will make it

easier to develop the employee as a resource.”
In the fiscal year 1976-77, the department will process an estimated 17,110,000
vehicle registrations, issue apprdximately 4,790,000 drivers licenses, maintain
records on 13,719,000 cutstanding drivers licenses, issue 407,000 jdentification

cards and process 546,000 undocumented vessel registrations.

To perform these duties, the Department maintains 147 field offices and employs
approximately 7,735 staff-years of labor. The budget of the department for
fiscal 1976-77 is $131,854,143.

There are three top administrators in the department. The Director is appointed
by the Governor and is accountable to the Secretary of the Business and

Transportation Agency.

The second is the Chief Deputy Director, appointed by the Director and
accountable for the every day operations of the department. The third is
the Deputy Director for Planning and Research, who is also appointed by

the Director.

The departmént is organized into six functional divisions: ﬁ1) Administration,
(2) Drivers Licenses, (3) Field Office Cperations, (4) Vehicle Registration,
(5) Compliance, and {6) Electronic Data Processing (EDP)." Each division

is headed by a civil service division chief who is accountable to the Chief
Deputy Director. Chart 1-1 illustrates DMV's organizational structure as

of June 1, 1974.
-10-
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Deficiencies in Management

Resistance to Change A1l five current division chiefs started their careers

in field offices and worked their way up the civil service ladder to top
management. They have survived many changes in the department's organization,
functions, and directorship. In contrast, Directors and Deputy Directors

are appointed and serve a 1imited term. The resulting confrontation between
the appcinted managers and civil service managers tends to intensify a
resistance to change by the latter career managers. Civil service managers
generally approach'a suggested change by developing reasons why it shouid

not be made.

Even though newly appointed Directors may have excellent ideas on improving

efficiency, the number of changes actually implemented has been minimal.

This resistance to change is not unique in state government, but is extremely
intense in DMV because of the organizational structure and the way it has
grown into an overwhelming bureaucracy. Previous directors have fostered

this attitude by permitting the various divisions to operate almost autonomously.

The current director has attempted to break down the interdivisional
isolation by rotating managers, and this has been somewhat successful.
There is no evidence that the almost parochial management concepts of the
top civil servants was changed by the rotation. And the rotation had a
negative effect in the Division of Drivers Licenses. (This is discussed

in detail in Chapter 5.) The department is largely a "closed shop." Other
state workers generally cannot compete effectively for DMV management
posftiohs.

To qualify, an applicant must have at least one year's experience in the

-12-




department, or four years' experience working with regulations governing
vehicle registration or drivers licenses. If an outsider clears this hurdle,
he must then pass ah oral examinafion. And because the examining board
includes DMV staff, a person working for promotion within the department
tends to be favored over an outsider. There are a few exceptions, when

the department seeks highly specialized skills and must recruit from the
outside. But the overall system effectively bars outsiders from DMV
management positions, and thus precludes the introductioh of new management

talents, ingenuity and creativity.

The department and the State Personnel Board have overlooked some of the
necessary qua1ificatiohs and experience in assigning or promoting individuals
to highly specialized positions, such as accounting, computer and operational
systems analyst and management analysts. The fact that a person has spent
many years as a driver license examiner or registering vehicles does not

in itself qualify him to be an accountant, fiscal officer or a division

chief.

Inefficient Use_of Talent One of the Commission's most disappointing findings

was that the department does not effectively utilize the talents of many of
its employees. During the course of our study, more than 100 employees

and managers were interviewed and observed on the job.

Many emp10yees recognized archaic work procedures and inefficiencies
earTy in their DMV careers. But most follow the unspoken rule established
by their_superiors: "Don't make waves.” They feel their careers with the

department may be jeopardized if they pursue changes which would challenge

-13-




the overall system. The department does from time to time, make procedural

changes, but these do not generally threaten the entrenched bureaucratic

structures.

Managers in Name Only DMV's operational procedures, developed over the past

30 years, are published in numerous manuals for each division, some exceeding
1,000 pages. The rigorously followed manuals have become such a controlling
force in the department's operation that managers and employees alike view

them virtually as law. WHhat has evolved is management by manuals.

At the same time, the management reporting and control (MARC) program, not
the manager, develops the staffing levels for each function and even 1its
preliminary budget. (A detailed analysis of MARC is found in the section

relating to Fiscal Operations.)

"Non-managing” managers are most visable in the field office operation. A1l
the tools to be a manager have been stripped from them. The current
Director, Herman Sillas, essentially stated this point:

"Today many field office managers are not managers, but supervisors.
They do not set policy. They do not hire. What happens is that,
if someone knows how to register an automobile thoroughly, we
slowly move him or her into a managerial position. Registering a
vehicle has nothing to do with the ability to manage. DMV has to
take on the tremendous process of producing and selecting managers.
Managers must be advised of their new, greater responsibilities;
they must be trained to perform them; then their performances must

be evaluated, using valid measurements.”

However, despite this laudable goal, this Commission found no evidence that

the training or selection of managers has been improved.

Part-time Managers A large percentage of managers interviewed indicated

they are able to devote only approximately half of their working hours to
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actually managing their respective units. They have been assigned to task
forces, special projects, pitot prdjects, oral examination boards, grievance
committees, training programs, and required "rap sessions.” In addition,
they must attend countless meetings, conduct studies, write reports and
prepare special replies to sensitive correspondence. Managers in the
department have been away from their primary responsibilities for two to
three weeks at a time. Even the best of managers would have difficulty
doing an effective job by devoting only half his energies to his primary
respons ibitities. This poor management practice tends to be symptomatic

of a massive bureaucracy.

When an organization like DMV becomes so large and complex that a farge
part of a manager's efforts is diverted from his primary duty, the operation
becomes inefficient and ineffective, costs are stretched out of proportion
and the system controls the manager, yather than the manager controlling

the system. There is strong evidence that this is occurring in DMV.

Inefficient EDP Operations Although various functions of the department

are ideally suited for computer application, many managers ineffectively
and inefficiently utilize computer capabilities. This problem stems both

from managers being untrained in computer sciences and from poor management

practices.

The overall error rate of DMV computer operations is seven to eight percent,
excessively high in view of the cost to correct these errors. If a private
enterprise, such as a banking operation or a large retail operation, had

an error rate of eight percent, it would not be in business very Tong.
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However, the Commission was surprised to find employees are told that an
error rate of even three percent is within acceptable 1imits. It should
be management's responsibility to strive for a zero error rate even though ac

achieving it may be virtually jmpossible.

In addition, this error rate has fostered a feeling among most managers
that computer data is unreliable. To compensate, managers maintain
extensive and costly hard copy files as back-up for computer data. Thus,

they continue to accept sub-standard performances from EDP without taking

corrective action.

1f they were really managing and had an understanding of computer technology,
- they would have made the necessary changes to ensure accurate and reliable
cDP data. Glaring examples of this data duplication are in the Division

of Registration and Division of Drivers Licenses. (A detailed analysis

and recommendations concerning these divisions can be found in Chapters 4

and 5.)

In two operations the managers do use the computer system effectively: the
Drivers License Issuing Unit and Vehicle Registrations Central Inquiry. We
feel the success and efficiency of these two units can largely be attributed
to the management practices. For example, the error rate in the former
Drivers License Issuing Unit is kept to 2.8 percent, nearly one third the

rate in other computer operations.

The area of Commissionconcern is DMV's proposed computer system expansion
and management's ability to gear up for the projected tremendous fincrease
in workload. The department is already contacting'major computer

manufacturers who may bid on the project.
-16-




A major part of the projected workload increase is from the State Department
of Justice's program of Law Enforcement Telecommunication System (CLETS),
which has direct access into the department's computer for vehicle registration

and drivers license information.

In addition, future projects now in the planning or implementation stages,
will have an even greater impact. They include parking citation collection,
administrative adjudication of traffic offenses and on—the-sbct issuance of

drivers license and vehicle registrations.

The total effect of all these projects would triple the workload of the
department's computer system. Currently, the computer processes approximately
49.8 million inquiries a year. By 1985, that is estimated to rise to 146.1
million inquiries. The Commission is concerned that managers who are not
trained in computer sciences are the same managers who have outlined the

needs for the new computer system.

Labor-intensive Management From top tc bottom, the department's operation

is 'labor intensive,' freely using manpower to perform the task, instead of
adopting a more 'capital intensive' approach by purchasing machines to do

the work.

For example, vehicle registration stickers are stapled to esach one of the
16 million registration cards by hand, not with automatic staplers. And
the stamping of numbers in three places on registration documents is alse

a manual operation--48 million strokes by hand-held stamping machines.

The department's mountain of paper work and massive file system are other

indications of management's labor-intensive philosophy. It also reflects
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on the inability or reluctance of managers to reduce the dependency on

labor by using modern technology, such as micro-photography and computers.

As an illustration of management's propensity to generate paper work, the
Division of Vehicle Registration has a unit of 36 employees solely to

file correspondence, including maintaining cross-reference files of
1,000,000 index cards. Although there are only about 17 million registéred
vehicles in the state, the department maintains €4 million records and

files over 26 million vehicle documents each year.

In two divisions, there are 317 full-time employees who do nothing but

maintain files. And this is only the tip of the iceberg. The very

expens ive manpower to produce documents and maintain the files is one of

the department's most costly operations.

While work procedures designed by the department's managers are inefficient

and archaic, the civil service system also contributes to the labor

intensive system. For example, one civil service specification for Manager I
requires that he "supervise a large group of emp?oyees.”' This is not an
incentive for a manager to reduce the number of employees under his
supervision. Indeed, it is subtle pressure for managers to design work
processes with as many employees as possible to obtain the necessary

gualifications for promotion to a higher management level and pay scale.

Fiscal Operations

The Management Reporting and Control (MARC) Program  In 1968, the department

jmplemented the MARC system as a management tool to determine appropriate
staffing levels and work efficiency of all reporting units. Information
derived from MARC is also used to develop budget requests and cost aT]bcations.
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Basically, MARC assigns each function or task an "engineered work standard,"
derived from procedures similar to time and motion studies. Various functions
are grouped into MARC reporting units which report their activities daily

to the MARC headquarters unit. This data is fed into the computer system

which periodicale generates reports indicating the efficiency of each unit.

In principle, the MARC program is an excellent tool to inform top administrators
on the efficiency of this very large and very complex department. In reality,
the MARC program, as it is being used by the department, is an inefficient,

unreliable and extremely costly system.

In September 1973, a private consulting firm concluded that the MARC program

had serious problems:

"Currently, the Management and Reporting Control Program is without
controls. Once again, the current level of direction and emphasis,
in our judgement, is unsatisfactory and will produce a program in
name only. ... Data is not current and controls are ineffective.
Because of a variety of reasons ... time standards and report data,
particularly the utilization figures, are not fully representative
of actual conditions and efforts.”

Despite sucp criticism'the department continued to permit the MARC program
to deteriorate to such a degree that the data produced by the program was
almost meaningless. In December 1976, the Joint Legislative Audit Committee,
Office of the Auditor General, issued a report on the inaccurate methods

of establishing staffing needs. It concluded that the MARC work standards

had not been revised and the information generated by MARC is unreliable.

During our Commission's study, which was in progress at the same time as
the Auditor General's numerous MARC work standards were reviewed. Some

had not been revised since 1968 when the MARC program was first implemented.
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In one case, changes in an entire operation altered the work procedures
of approximately 150 employees, but the MARC standards remained unchanged

for over one year.

Because there is a complete absence of a cost accounting system in the
department, no one Knows how much the MARC program costs. It is estimated
that the department wili spend $903,295 just in salaries and staff benefits
for the MARC analysts during fiscal 1976-77. This expenditure does not
include the cost for the computer or the staff time to keep running tallies

on the work activities and the preparation of reporis for the MARC

headquarters unit.

Recognizing the serious problems in the MARC program, the Director has

begun an extensive program to up-date all MARC standards by March 1, 1977.
The Commission questioned whether the effort and cost of updating MARC
standards is justified in view of the problems that have plagued the program
since its implementation. The Director responded, "I didn't want to kill

the program until I found out whether it would work or not.”

Many methods are used to develop and establish work standards for given
tasks, but almost all employ an analysis of each phase of the function.
Private industry has been using and refining engineered work standards

techniques for many years to increase productivity and measure efficiency.

However, DMV does not engineer work standards according to established
standards and techniques employed by private enterprise. Few, if any,
of the traditional engineering analysis techniques are used by the MARC

analyst to set work standards. Additionally, most MARC analysts have had
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neither the formal training nor the necessary experience to engineer work
standards. In reviewing the backgrounds of 41 MARC analysts, only seven

had work experience that could be related to MARC and only two had educational
backgrounds of value in setting MARC standards. None were specifically and

formally trained to develop engineered work standards.

Furthermore, before a work standard can be engineered for a function, it
is essential that the analyst thoroughly understand that function and how

it interfaces with other functions within the work flow.

Nearly all of the numerous managers and supervisors interviewed oﬁ their
perception of the MARC program stated: (1) the work standards do not reflect
the actual conditions or efforts; (2) MARC analysts do not understand the
functions for which they were setting standards; (3) analysts do not work
with the managers and supervisors when they are developing standards; (4)
MARC standards are not revised on a timely basis when a function is changed;
(5) MARC analysts do not have the background or experience to set standards:
and (6) MARC reports are 1ittle help to a manager in the decision-making

process because they are not current.

Besides issuing drivers licenses and registering vehicles, the department
collects fees, in lieu taxes and use taxes for other agencies and is
reimbursed for the administrative costs of this service. There is strong

evidence that the amount of administrative costs collected by the department

are 1inaccurate.

For example, the department collects a use tax for the State Board of

Equa]izatioh, which in turn allocates the revenues to the counties in

-21-




the Bay Area Rapid Transif District. Because the administrative cosfs

which the Board pays are based upon inaccurate MARC standards, those billed
costs are also inaccurate. It is possible that the department may be under-
charging or overcharging thé Board. No one knows what the actual costs of
collecting these revenues are because the department does not have a cost

accounting system or cher procedure to determine these costs.

. The problem of the inaccurate administrative costs to the Board are further
: compoundedrby the department in having an 8.3 percent error rate of coding
and key entering into the computer the use tax code on transactions for the
Board. This monitored error rate covered a period of only two weeks and

approximately 12,500 transactions. Exhibit 1-1 Tists these errors.

The potential fiscal impact of MARC's inaccuracy becomes more serious
considering the fact that DMV will be reimbursed an estimated $7.13 million
in fiscal 1976-77 for all such collection services, many of which are

charged solely by MARC standards.

Incidentally, this reimbursement problem is not new and nct totally due
to MARC. As early as December 1966, before MARC, it was brought to the

department's attention by the Department of General Services.

MARC is also the cornerstone of DMV's annual budget. Although the state
has been on a 'program budgeting' system since 1968, DMV stiil prepares an
organizational budget similar to a line item budget, then transforms this

into a program budget format using the MARC program.

The total dollar amounts and personnel requirements of the organizational
budget and the program budget are the same. However, the similarity
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between the two budgets ends here. The budget transformation process
becomes an administrative jungle of personnel and cost allocations by
program to all units, divisions and functions of the department. And

most of these allocations are based upon the unreliable MARC work standards.

The dual system of organizational and program budgets creates confusion 1in
trying to determine the personnel and cost allocated to perform a certain
function. For example, in the fiscal 1976-77 organizational budget, the
Diyision of Driver's Licenses was authorized 1,548 positions. Yet under
_the-program'budgets "driver licensing and control" is authorized 2,867.4
personne]-yeérs. This difference of 1,319.4 personnel-years is assigned
by the MARC program to other divisions which supposedly do wbrk for the

driver's license and control program. {See Exhibit 1-2.)

The inaccuracy of the department's budget process can be determined by the
amount of budgeted but unused funds returned by the department. In each
of the past five years, the department has returned budgeted funds for a
total of $24,275,270. (See Exhibit 1-3.) However, the department claims
these as "savings" resulting from operational efficiency, rather than
overbudgeting due to an inadequate budget preparation procedure. And a
return as high as the 8.71 percent in 1971-72 is beyond the realm of a

permissable error.

The Commission has also found that because of DMVs organizational structure,
the Budget Officer has 1ittle or no line management authority. Basically., |
top administrators perceive the Budget Officer's function as someone to
put together a proposed budget by plugging in the appropriate figures. For =

example, the Director went through a zero base budgeting process with each
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division during the final preparation phase of the budget. This was done
without the budget officer, the one person with all the facts and figures

that the top administrator should have had for advice and counsel.

DMV Budget Trends  An in-depth analysis of the budget was not made by the

commission, as this is an annual project of the Legislative Analyst and the
Department of Finance. But we did produce a summary analysis of trends and

the causes of the budget increases.

A meaningful comparison of budget increases among DMV and other state agencies
s virtually impossible because of the differing impact of external factors
beyond the department's control, such as inflation, salary adjustments, and
staff benefits. Because the department is labor-intensive, the impact of

a general state salary increase on DMV could be greater than on other state

agencies.

Some of the significant trends in DMVs expenditure of budget funds are unique
to the department while others are common +o all state agencies. The budget
for the department has increased from 84,496,785 for fiscal 1972-73 to
$131,854,143 in fiscal 1976-77, or a 53,8 percent increase. (See Exhibit 1-4.)

In the same period, DMVs personnel requirements increased from 6,606.2 man-
years to 7,833.6 man-years, O 19.5 percent. Approximately 74.4 percent of
the department's budget is payed for personnel. Salaries for the department
have increased from $51,160;636 to $91,173,421 between fiscal 1969-70 and

1975-76, or 78.2 percent. ({See Exhibit 1-5.)

There are four significant changes in the allocation of funds to programs

within the department. First, in the fiscal years 1973-74 and 1974-75
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there were large increases in the administrative costs. These increases
ranged from a low of 27.4 percent to a high of 65.3 percent in all program
categories. This trend of disproportionate increases in administrative
costs is continuing. The ratio of administrators to employees has increased
34,7 percent in the last five'year period. Total administrative costs over

the five year period has increased 136.1 percent.

The department has become top=heavy in administration. Listed in Exhibit 1-6
are the increases in the administrative cost distributions for the department'’s

programs for fiscal 1972-73 and 1976-77, plus the percentage increase.

Second, the cost of electronic data processing has increased from $821,433
to $2,091,736 or 154.6 percent during fiscal 1972-73 through 1976-77. The

increase was largely the result of additional personnel hired during 1974-75.

Third, the cost of doing research and statistics has increased from $195,647

to $677,083 or 241.6 percent during the same period.

Fourth, the cost of personnel training has increased from $577,152 to
$1,242,856 or 115.3 percent during fiscal 1972-73 through 1976-77. This
figure does not include salaries and benefits of personnel being trained.

The total cost for training alone in the fiscal year 1975-76 was.estimated

to be $2,515,760.

It is clear that increased expenditure trend of the department is the result
of the extremely high cost of salaries and benefits for employees. The
increase in program size had a relatively small impact the last five years,
compared to the impact of a $40 million increase of salaries and another

$4.7 million in employee benefits.
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The cost trends ‘of the department will continue because the management
philosophies are 'labor-intensive.' Over the years, the department designed
work procedures around labor. To redesign these procedures around automation

will require a massive effort and a considerable capital outlay.

Approximately 94 percent of DMVs budget derives Trom two sources: The
Motor Vehicle Account in the State Transportation Fund, and The Motor
Vehicle License Fee Account in the State Transportation Tax Fund. These two
funds also support the following eleven agencies and programs:

Secretary, Business and Transportation Agency

Department of the California Highway Patrol

State Highway Users Tax Study Commission

Air Resources Board

Air Resources Board (loan)

Department of Justice

Judicial Council

Department of Health

Local Assistance (Air Resources Board)

Capital Outlay for the Department of Motor Vehicles

Capital OQutlay for the California Highway Patrol
The revenue for these two funds is collected by the Department of Motor Vehicles.

Exhibits 1-7 and 1-8 show these revenues for fiscal 1972-73 through 1975-76.

The condition of these two fﬁnds and the projectéd revenue are critical in
two areas: (1) they provide the funds to support all of the various agencies
and programs listed above, and'(z) the ‘spillover funds' remaining after the
budgetary requirements of these agencies and programs have been satisfied

are transferred to the Highway Account.

Budgetary demands on these funds by the listed agencies have increased so
much over the past five years that the amount of spillover into the Highway

Account is expected to be 'zero' sometime during the 1977-78 fiscal year.
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The condition of these two funds is very sensitive to the economic health

of the state. For example, during the ‘oil embargo period' revenues increased
only 2.5 percent in the Motor Vehicle Account rather than the average increase
of 23.1 percent. In dollar terms, the account increased only by $8 mi11ion
rather than the expected increase of $30 million. At the same time, the
increased demands on the account by the Department of Motor Vehicles, excluding
the Highway Patrol and other agencies, was $13 million. The total amount of
new money available from both funds was $20 million to off-set the increased

costs of all the agencies and programs who rely upon these funds for financial

support.

Cost Accounting Cost accounting in the department is almost non-existent.

During the course of this study, numerous requesis were made for cost information
which the respective manager should have at his fingertips. But in most
cases, neither the manager, the accounting section, nor the budget section

had any idea what a given program or function cost.

Generally, this information had to be developed by special task forces, some
of which included as many as eight people. And because most of the resulting
cost data showed a heavy reliance on information provided through unreliable

MARC standards, its validity is questionable.

In most cases, the department was able to provide the Commissioh with the
requested cost information. But some major requests such as the actual

cost of registering a vehicle or collecting a use tax went unanswered.

Because DMV managers are not challenged by a good cost accounting system,
they continue to look for additional revenue when operational costs increase

due to additional workload or inflation, rather than look for cost-saving

techniqgues. | _97-




The Commission found another disturbing feature in this department which

will take in approximately $861 mitlion in fiscal 1976-77 revenues while
running on a $132 million budget. Of the three top managers in the accounting
and fiscal sections, only one was professionally trained as an accountant.
Some others had college-level accounting instructﬁon. The net result has

been a very poor bookkeeping operation, rather than the efficient accounting

system which a department of its size needs.

RECOMMENDATIONS

1. The department should immediately initiate an intensive management
training program. This program should include training in: {1} modern
production management and control; (2) personnel; (3) computer sciences for
managers; (4) preparation of program budgets; and {5) basic principals of
cost accounting; and (6) inventory control. This should be an on-going
+raining program, established in such a manner that specified training
would be reguired prior to promotion. The training cdurses should be

commensurate to the responsibilities and Tevel of management.

2. The State Personnel Board and the department should take immediate
steps to open up the competitive examinations for management positions in
the department to any qualified civil servant and not restrict the examination
to persons within the department. The requirement of prior service in the
department or a four-year working knowledge of issuing drivers licenses and

vehicle registrations should be eliminated.

3. The department should irmediately start a transition period of

transferring management responsibilities from the department's headquarters
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to the managers in the 147 field offices. Field managers should be responsible
for: (1) preparation of the.program budget; (2) allocation of resources

within the field office; (3) establishment of policies in the field office
within the broad guidelines set by the-department; {(4) establishment of
emp]qymént levels based upon the existing or projected workloads; (5) hiring
and firing employees within the established regulations of the State Personnel
Board; and {(6) ihventory control. In addition, the department should establish
criteria to evaluate field managers on performance, efficiency and cost-

effectiveness.

4. The department should take immediate steps to reduce the error rate '
on data being entered into the computer system. This will require some form
of verification of data prior to being forwarded to the Division of Electronic
Data Processing, as well as key entry verification of the data as it is being
entered into the computer system. The additional cost of data verification

should be offset by the savings realized by not having errors to correct.

5. The Management Reporting and Control (MARC) program should be phased
out. After eight years of effort and extremely high cost the program is
inefficient and unrealiable. The function of setting work standards or
efficiency levels as well as the preparation of the budget should be
returned to the managers. These managers should be evaluated on the basis
of their performance and held accountable for the expenditure funds in the

budget. This would produce an estimated annual savings of $1 million.

6. The Budget Officer should be given Tine authority and should report

directly to the Chief Deputy Director. The Budget Officer, in conjunction
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with the Legislative Analyst and the Department of Finance, should develop
a budget pfeparation system that would accurately reflect the budgetary
needs of the department. In addition, the Budget Officer should develop

a method to analyze the proposed budget, nor more than the division level,

through the technique of 'zero base budgeting.'

7. The department should establish a cost accounting unit, that is
staffed with professionally trained accountants. The staffing of this unit
should be sufficient to provide cost information to: (1) the Budget Officer
for the preparation of the budget, {2) the managers as required for the
operation of their units, (3) the program evaluation unit for cost-benefit
and cost-effectiveness analysis, and (4) the top administrators for decision
making purposes. Among the first priorities of the cost accounting unit
should be: {a) determine the actual costs of collecting use taxes and in
1ieu taxes and adjust the allocation of costs to state and local agencies,
(b) determine the actual cost of issuing a drivers license, registering
vehicles and boats, and {c) determine the cost for providing associated

services which are not within the primary mission of the department.

8. The department should establish a small industrial engineering unit
to assist the department in streamlining the various functions of the
department. The goal of this unit should be to provide the engineering

skills to reduce the cost in the various functions of the department.

9. The department should first evaluate all computer applications
and usages to eliminate the inefficient and ineffective utilization of

the computer system. The department should evaluate existing computer

-30-




programs and the feasibility of other computer applications, such as
accounting, cashiering, inventory control and budgeting, prior to making

the decision for a new computer system.

10. The department should immediately develop accurate cost data on
all of the computer operations. This cost information should include all
information being put into the computer as well as all being extracted from
the computer by requesting agency. Costs should be refined to the point
where each keying operation can be identified and a cost can be determined.
In addition, no new computer programs should be imp1emented until the cost

and benefits of the program are determined.
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DEPARTMENT OF MOTOR VEHICLES

Date : December 1, 1976 File No.:

To. t Marde Lucy
From : Lee Schiffner

Subject: Monitoring BART Use Tax Collections

On November 17, 1976, this division began monitoring the errors made in
coding and key entering the use tax code on transactions for the Bay Area
Rapid Transit District (BART). Instructions call for coding the appropri-
ate transactions with an alpha "B" in front of the use tax amount. This
code is then to be key entered as part of the use tax field 1in the
accounting records. The results of our first survey follow:

TOTAL CODING KEY EMTRY ERROR
FIELD OFFICE TRANSACTIONS ERRORS ERRORS RATE
San Francisco 1,978 68 61 6.5%
Qakland 855 _ 8 13 2.2%
Martinez 140 - 14 - 10.0%
E1 Cerrito 867 7 : 48 6.3%
Hayward 1,842 28 199 12.3%
Pittsburg 53¢ . 4 81 15.9%
Qakland Coliseum 2,406 31 118 6.2%
Halnut Creek 1,718 22 194 12.6%
Livermore 501 6 31 7.4%
Fremont | 1,524 17 . 88 6.9%
Others” . - - - -
Totals 12,465 191 847 8.3%

NOTE: Error rates pertain only to the clearances being monitored for
use tax code errors. Because the total transaction count dees not
take into account the volume of work processed without errors, and
because the error counts do not take into account any other types
- of errors, no projections on actual error rates can be determined
from those percentage factors.

Because our monitoring with correction processing is only temporary
{scheduled to end December 31, 1976, with the elimination of county code),
it 1s becoming increasingly apparent that some permancat solution to this i
problem must be found, and quickly. 0f the two solutions available to us,
the one suggested by the Division of Field Office Operation is the best.
Their solution would be to have the computer generate use tax cade based
on county code, e.g. county code = 01, 07, or 38, generate alpha "B" for
BART; county code = 43, generate alpha "€" for Santa Clara.
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Page z ] . . EXHIBIT 1-1
Monitoring BART Use Tax Collections

Procedures, key entry manuals, and computer program changes would be
required in order to implement this suggestion. The one drawback to this
suggestion is the elimination of county code based on a decision made by
the Division of Registration. A compromise solution would be to extend
county coding until implcementation of the "single screen format processing”
takes pilace (approximately August 1977). Under this ncw processing, county
coding would not be required - county code would be generated from city

and the use tax code would be generated from the generated county code.

The only other solution available is to have the Division of Administration
reinstate its procedures calling for the recording of use tax on its
reporting forms. A major drawback to this suggestion would be the number
of man-hours required in the field and in headgquarters keeping track of
these taxes. If this suggestion is adopted, we will have to modify our
prooflist and prooftab reports to show separate totals Tor the various
types of use tax collections.

A1l divisions involved in this particular problem are aware of it, and they
are also aware of the solutions available to us. Uhat we are lacking in is

a decision on which solution to adopt. If a decision is not made soon, we
shall once again return to inaccurate reporting of use tax collections.

T
LFE SCHIFFNER, ADPA

Systems Analysis
LS:ss -
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EXHIBIT 1-2

DEPARTMENT OF MOTOR VEHICLES
RECONCILIATION OF PROGRAM II
DRIVER LICENSING AND CONTROL
1976-77 GOVERNOR'S BUDGET TO THE FINAL BUDGET
’ ’ 1976-77 FISCAL YEAR

PERSONNEL YEARS
1976-77 FISCAL YEAR

|

———————————

GOVERNOR'S LEGISLATIVE . FINAL

BUDGET CHANGES BUDGET
_ DEPARTMENTAL ADMINISTRATION 130.2 ' -1 129.2°
DIVISION OF DRIVERS LICENSES 1,341.5 -28 1,313.5
DIVISION OF FIELD OFFICE OPERATION 1,134.8 -41.3 1,093.5
DIVISION OF EDP SERVICE 317.6 -5 - 312.6
DIVISTON OF COMPLIANCE B | 18.6 - | 18.6
TOTAL, DEPARTMENT OF MOTOR VEHICLES © 2,942.7 -75.3 . _2,867.4
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ADMINISTRATIVE DISTRIBUTED COSTS

EXHIBIT 1-6

Percentage

1972-73 1976-77 Increase
Vehicle Licensing
and Titling $2,362,323 $5,525,846 133.8%
Driver Licensing and
Control $1,959,806 $4,041,232 106.2%
Occupational Licensing
and Regulation $ 304,501 $ 730,549 139.9%
Compulsory Licensing and
Regulation $ 121,707 $ 302,253 148. 3%
Associated Services $§ 124,322 $ 307,503 198.0%
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CHAPTER 2, DIVISION OF ADMINISTRATION

Progfam Statement

The division is arranged into four main functions; (1) Fiscal and Business
Management, (2) Personnel and Training, (3) Office of Program Development
and EvéTuation, and {4) Staff Services. It should be noted that the
department is in the process of making some organizational changes in the
division. Listed below are the stated objectives for each of the four

‘main functions of the division:

Fiscal and Business Management This section is responsible for departmental

accounting procedures, and administers fiscal and business programs of the

department.

Personnel and Training This section is responsible for planning, organizing

and administering the department's personnel management and training

progran, including equal employment opportunity coordination.

Office of Program Development and Evaluation The management operations

analysis functions were consolidated into the Office of Program Development
and Evaluation. The consolidation included theufollowing sections;

(a) Research, Development and Consultation Services, (b) Program Evaluation
and Special Projects, (c) Management Systems and Surveys, and (d) Management
and Operations Analysis. A Staff Services Section was formed from part of
the Management Analysis Section when the Office of Program Development and

Evaluation was established.

-42-




staff Services Section This section is involved with space allocation

and field office facilities planning; performs analyses required for
divisional equipment purchasing or leasing; administers office landscaping
projects; analyzes systems and procedures, and also laws and regulations
relative to the division's functions; and holds the responsibility for

paperwork and forms management.

The division's budget increased from $4,823,839 in fiscal year 1971-72 to
$11,692,641 in 1976-77, a 142.4 percent increase (See Table 2-2). In the

- Saﬁe period, its staff sincreased 61.7 percent from 287.4 personnel-years

to 486.4 (See Table 2-2). The method by which the division apportions

jts cost of operation to other divisions and programs is shown iﬁ Table 2-3.
For example, under Occupational Licensing and Regulation, the Diﬁision of
Administration's Cost to,éssist that program increased from $388,595 to
$904,360 or 132.7 percent. The far right-hand column of Table 2-1,

indicates the percent increases of apportioned costs for the division.

The apportionment of administration costs is based upon the Management
and Reporting Control (MARC) standards. As discussed in Chapter 2, these
standards are generally unreliable. It is thus possible that a given
division may be charged more or less than its proper share of the

department's overall administrative costs.

The largest share of the division's budget is consumed by staff salaries
and benefits. The Division has a Targer proportion of higher-paid
technical personnel than most other divisions, so inflation, salary
adjustments and staff benefit increases have had a dramatic impact on

the division's budget. However, a factor of more concern to the
-43-
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Commission is the budget growth resh1ting from the magnitude and
complexity of functions which the division performs. Many of these
functions are discretionary, and their elimination would have little or

no impact on the efficient operation of the division or the department.

The other DMV divisions have natural workload indicators such aé the

number of vehicles registered or the number of drivers licenses issued
by which staffing levels, productivity and cosis can be measured. But
because of the nature of its work, the Division of Administration does

‘ not- have clearly defined workload indicators.

Any organization as large as DMV needs research and management and operations
analysis. But there is a point where the operational complexities of these
units render them ineffective. Examp1es are the problems with the MARC
program, as discuséed in Chapter 1, and the archaic work procedures

detailed throughout this report.

Rusiness Services Unit (Fiscal and Business Management Section) This unit,

accounting for 81.5 personnel-years, is responsible for property

accountability, procurement of equipment, duplication services, supplies
for headquarters and field offices, and outgoing mail.. Other divisions-
in tﬁe department have established their own business services units to

perform essentially the same function, thus creating a costly duplication

of effort.

Some employees of this unit are aware of many inefficiencies, but are
unable to get them corrected because of the division's organizational
structure and management philosophies. For example, one manager siated

that DMV's telephone utilization rate does not justify the number of
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instruments or lines servicing its various functions. The same, he said,
is true with computer terminals. But he indicated this needless expense
continues because a computer terminal within a unit is a status symbol even
though the utilization rate is very low. This utilization rate, observed
in both the Division of Vehicle Registration and the Division of Drivers

Licenses, was in some cases as low as 40 percent.

The manager also stated that in many cases, two separate studies are
conducted on the same subject by two different units. For example, if
“another unit or division wants a piece of equipment, they would make their
own study to justify the need. Then the business services unit would

evaluate the proposal on its own.

One function of the business services unit is contracting with the Department
of General Services for a wide variety of servicés, ranging from electronic
data processing to hearing officers and reporters. In fiscal year 1976-77,
the General Services (GS) cost to the department was $6,664,519 (See Table 2-4).
Two of the most expensive items beiné billed by GS are printing ($2,221,089)

and contractual services, primarily maintenance, security and janitorial

(32,005,334).

The department could realize substantial savings by assuming some of the
services now being provided by GS. For example, GS charges the department
$8.63 per hour for the services provided by a janitor, while a janitor's
maximum hourly wage under civil service is $56.72. If the maximum cost of
fringe benefits (26.5 percent of salary) were added to the maximum hourly

wage, it would still be only $7.24, or 16 percent less than GS charges.

There are many areas in which GS billings are not clearly related to any
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| _'TgBLE 2-4 . DEPARTYENT OF MOTOR VEHICLES

EXPENDITURES

SERVICES PROVIDED BY DEPARTMENT OF GENERAL SERVICES

TYPE OF SERVICE oo T 4972-73 FY

NEW MOTOR VEHICLE BOARD

Service, Parts & Repairs to Office
Equipnent (a)

Exchange Service (a) (b) ;o 69k .
Hearing Officers and Reporters Fees =
~ Sab-Total T (s69

DEPARTMENTAL ADMINISTRATION

purchasing Division L $14,530
-gervice, Parts & Repairs to Office’

Equipment (a) 26,865
Printing (a ' g 222,483
Cont of Operating State Owned Vehicles

storage (a) : 1,886

Inspection Service . s 87k

Insurance : ) 1,872
Exchange Service (a) (o) 49,688
Legal Services - Depte of General .

Services : . : ' -
Procurement Charges C -
Tnteragency Mai -
State Records Service and Paper

Management -
Hearing Officers and Reporters Fees 81,027

Planning Expense )
Governor's Accident Preventive Program 2,532
Sub-Total _ _ T ($401,757) -

DIVISION OF REGISTRATION .

Purchasing Division $35,898
Service, Parts & Repairs to Office
Equipment (a) - . 2k, 107
Printing (&) . 493,575
Exchange Service (a) (0) 82,534
Vessel Registration ’ -
Printing (a) ' 20,972
Service, Parts & Repairs ~ Equip, (a) 525
Sub-Total , (§657,411)

DIVISION OF DRIVERS LICENSES

Purchasing Division . ' ¢7L 840
Service, Parts & Repairs teo Office

Equipment (a) T L4, 895
Printing (a) 388,155

Cost of Operating State Owned Vehicies

_Inspection Service 1,369
Insurance - S . 2,57k
et ma Qarrice (a) (B) ST 79,032

mm O eN

| iqysgh FY - _A97a-75 FY  1975:70 FX

; o 82 _ .|
(5838,448) (44,103,361) (1,611,295

487,546 598,335 «  $107:4'
L e85y NS 60,66
. 392,623 629,129 . 649,47

| 517 . - 1,118 ' 2,04
3978 3317 908
120,806 1 1H9,147 486,57,

fen (64541.529) (5940,77ﬁ)' ($1,010'3” :

g2 - $83

1,002 1,509 1,957

. - 9,843 - 22,257
{§1,002) ($11,346) (434,297)

 gassrz, $22.557 g, 5%0

- ':'_ 28,351 - 32,410 - 43,216

392,297 524,838 . 229,693

893 a0 - 197

398 _ 859 - 1,576

ok 7 2,557 2,949

) 55,849 - . 69,579 81,960
oo 206 2,611 -

38,833 - 38,011 52,285
‘11,725 879 7 066

46,709 13,100 - 3,702

. 918,384 134,588 178,816

- 6,048 2,56k

- 1,920 4,500 962
(8683.667)  (§854,576) ($627,808)

gh2,567 969,433 ' §76,587
25,796 - 295 30,59
615,830 762,100 1,217,972
123,100 214,003 257 , 846
34,140 22,708" 27,59
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TABLE 2-4

~,_\_ .. DEPARTMENT OF MOYUOK VEHICLES .
L : . - EXPENDITURES,, . ‘ g
. SERVIC&b PRQVIDED BY DEPARTM ”T” Oﬂ G"YERAL SE“VLCLS
JYPE OF SERVICE . 1972-73 FY fi9?3—71+ FY 1974-75 FY_ - _1975-76 FY
' IVISION OF FI:ELD OFFIGE OPJ:.RATION : _ . e e
Puarchasing Division __" ¢8? 603 . | $102,675 f 5136 ook - " T $150,452
Gervice, Parts & Repalra to Office | Cel T :} .
Equipment (a) - '48 729 © v £1,378 46 165 % 0 72,455
© Drinting (a) L q2,7k 15,3150 L 26, ‘600 - 18,774
. Qost of Operating Stata Owned Venzcles I . - :
Storage (a) R L 392 . 395 - 548 | 288
Inspection Serv;ce - ';ﬁu"_f;ff€ 1,382 - . 613 . 1,289 2,%64%
Insurance g L : T 2,96k . 3 667 3,827 A L2k
Exchange Service (a) (b) W 255,309 . ”, 289,451 v 358,883 70 391,545
Sub-Total ; '-':($1+09 093) (%53 434) (¢5?3 286) . {$640,302)
DIVISION OF EDP SERVICE -, .1+ iiif L . _
Purchasing Division : L $36,008 -t 841,689 - 1 542 653 . 447,099
Service, Parts & Repairs to: Of;lce : o W L .
Equipment (a) e 1,237 0 T 8,112 10 otio - -+ 12,029
Praining Service & xaterlal (a) C v 3,797 .- 6,305 - 9,688 .. 20,445
' Printing (a) LA w 30,660 RE - P LT S 8,,956 . 79,190
Exchange Service (a) (b)- i 25 553 C 31,891 - 37,164 . 38,895
Data Processing Support: :ME'.._ . L - - . 35,066 ° -
Hoving Bxpense ~ EDP? ' - : R 42 L59 ' - v - g -
Sub-Total CoL ($139 ?oa} C (8aE3,) L ($218,567) . . ($197,658)
DIVISION OF COMPLIANCE . '
ihrcha51ng Division ~ §13,106 ., $45,831 $20,286 - $21,682
Service, Parts & Repalrs to Offzce - e o : e ’
Equipment (a) f B s 3,546 - . 3,998 - ¢ 5,057
Printing (a) R 8,095 . 12,743 '+ 30,459 ° 26,069
Cost of Operatlng State Owned Vehicles S : ‘ '
Storage {a) L - : 1,065 -t 1,917 1,262 1,665
Inspection Service~ 6,270 2,481 - 5,328 . .. 9,770 '
Insurance 14,586 - 15,155 15,818 18,284 .
ixchange Service (a) (o) e 26,718 - 45,196 - &7,2ke - 83,639
Suu-Total '+ '($73,583) csso 809) 6 hle 373)- + ($166,166)
LD AND BUILDING -
i flent Building Space R L o -
i Leasc Monagement Services L 8- - $%2,704 - $3%1,08% 0 $23,115
Contractual Services - General . i : '
Services . 1,546,143 . 1,682,018 . 1-,862,688 - 2,353,378
Repairs and Alterations : ' o ' ' :
7,608 6,080 12,945 171
(¢2 376, 664)

Capital Outlay Slte ArquLSLt;on

Suo-Total | C$ﬁ,553 751).

'o-

| GRAND TOTAL, Department of Motor
; Vehicles - . 331826,856 0

B 31{35881 892 . 551752v991i‘

.($1,720 802). (51,900,7'1#)

46,664,519

ST




TABLE 2-4

DEPARTYMENT OF MOTOR VEHICLES °
EXPENDITURES

SERVICES PROVIDED BY DEPARTMENT OF GENERAL SERVICES

TYPE OF SERVICE 1972-73 ¥ 1973-74 ¥Y 1975-76 FY
Purchasing Division $261,981 4303, 820 $289,268 -4427,801
Service, Parts & Repairs to _ '
0ffice Equip. (a) o 149,576 15k,042 . 186,655 ¥ 22,015
Training Service & Materials _ _ LY
(EDP Only) (a) : 5,797 6,305 " 9,683 20,445
Printing (a) T 1,155,682 1,483,872 2,057,082 2,221,089
Cost of Operating State Owned : '
Vehicles S L S _ , : ,
Storage (a) _ . 3,343 . 3,205 L300 3,931
Inspection Service L 9,895 L,009 8,594 15,759
Insurance . - 21,996 2k, ik 25,513 29,491
Exchange Service {a) (b) 519,328 667,295 897,527 . 1,042,736
Vessel Registration E =
Printing (a) : 20,972 39, 140 22,703 27,59k
Service, Parts & Repairs = Equip. (a) 525 15 82l 831
Data Processing Support - - ’ 35,066 -
Moving Expense - EDP 42,451 .- - -
Legal Services - Dept. of General Serv. - S 2,372 2,116 2,61
Procurement Charges - 38,833 38,011 52,285
Interagency Mail - - 11,725 - - 879 966
State Records Service and Paper
Management . - 16,709 13,100 3,702
Hearing Officers and Reporters Fees - 81,027 * 118,384 4k, 401 211,073
Planning Expense , - o= - 6,048 2,56k
Governor's Accident Prevention Program 2,932 1,920 L.500° g62
Rent Building Space _ _ '
Lease Management Services - 22,704 31,081 23,115
Contractual Services - General Services
Contractual Labor & Supplies () 1,233,991 1,319,504 1,516,337 2,005,334
Security Services 312,152 362,614k 339,290 303%,901
Fire Insurance Premium - - . 7,061 108
Space Management Services S - - ' 43,590
Real-Estate Services Division ) - - - 7 1k
Repairs and Alterations o
Miscellaneous (a) 4,859 30,815 - 77,500 19,821
Capital Outlay Site Acquisition 7,608 6,080 12,945 L
These

(a) Amount includes payments to private vendors and/or other state agencies.

. _1974-75 FY

expenditures cannot be separated without checking individual invoices.

(b) ATSS Only.

(c) Supplies furnished by'Q§neral.Sefviées and billed to department. -
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services actually rendered. For example, GS bills the depariment for
security services on a pro rata basis determined by the number of square
feet contained in the department's parking lots and the number of people

DMV employs. However, many DMY field offices receive no General Services

security services at all.

There are other examples where the department is billed for services on
office equipment when no sérvice is actually performed. The departméni

ijs billed for "exchange services” in the amount of $1,042,736. GS
_explains this is for ATSS (The State's telephone system) and also "includes
payments to private vendors and/or other state agencies. These expenditures
cannot be separated without checking the individual invoices." The
department has no way of knowing if these charges are appropriate or

that the service was actually performed.

It is estimated that if the department provided its own janitorial and
maintenance service for the headquarters and field offjces, the annual
savings would be between $100,000 and $250,000. Although there are some
in the DMV hierarchy who favor terminating the GS contract for these
services, others oppose this 5dea even though they do not dispute the

: potentiéi savings. The latter faction believes the Legislative intent
expressed in Governmenf Code Section 14600 makes it inappropriate for a
department to attempt to discontinue such service. They also believe that
if any such attempt were made, it should be initiated at the agency Tevel.
During the 1977-78 budget preparation period, the department did go so far

as to prepare a budget change proposal in this direction, but it was

witﬁdrawn.
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Accounting Unit (Fiscal and Business Management Section) This unit of

approximately 140 employees accounts for the $861 million in revenues

which the department will collect this year.
us DMV functions was discussed in Chapter 2.

The inability of the accounting

unit to determine costs of vario

Here the various functions which the accounting unit does perform are

analyzed.
g system can be determined from

An indication of the antiquated accountin

the organizational chart {Chart 2-1). For example, in inventory control,

"at least 12 people are keeping track of accountable items, such as forms,

stickers and receipts, and another five are snvolved in the "automatic

supply” unit to make sure that the offices have sufficient supplies on

hand. These people do not actually fill supply orders; they place the

orders for the office manager.

Although accounting and inventory control could be done almost exclusively

by computer, only a very small percentage is done this way.

The department reports +hat the accounting manuals are being revised.

However, there are serious doubts as to the department’s willingness or

to redesign its accounting system along more efficient and

a 1975 internal study on automated revenue

ability
aytomated lines. For example,

collection and accounting recommended:

ion and accounting be done by electronic

u1. That our revenue collect
f our EDP facilities.

cashiering devices~--coupled with the use ©

n2  That inventory control of accountable jtems and supplies be

automated.
vSayings: $1,400,000"

What is of great concern to the commission is that the department recognizes

~h3-
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inefficient operations such as the accounting and inventory control

procedures, but does nothing to correct them.

Within the next two years, automated cashiering, accounting, and inventory
controls could be implemented throughout the department, including field

offices, as computer terminals are installed to accommodate ancther

mandated program.

Research, Management and Operations Analysis (0ffice of Program Development

and Evaluation) The number of research and analysis operations and the

" nuiber of employees staffing them are indicators of the overwhelming

bureaucracy established by DMV management.

The effectiveness of these units to analyze current or proposed management
and operational pfocedures has been minimal, primarily because: (1) current
and'prior maﬁagement philosophies have led to iébor-intensive work
procedures and resistance to change, and {2) specialized analysis

positions are filled by employees who do not possess the necessary

skills and training.

An example of a poor management decision based upon the recommendation of
the management analysis unit occurred in July 1976. The unit concluded
that one division was over-staffed and recommended that new hiring be
stopped. Top management‘agreed and froze hiring for the entire division.
If the management analysis section had been doing an effective job, the
recommendation should have indicated where the division was over-staffed
and recommended a shift or personnel. Instead, the mass hiring freeze
delayed relief for one pfocessing unit which was unable to keep current

on its workload.
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An illustration of the incredibly complex procedures within the department
and the divsion is the process for hiring five additional employees in
1976 as the result of a reorganization. The hiring "action request forms"

needed approval of the following:

1. Supervisor
2. Manager I
3. Manager IV -
4, Manager V
5. Chief of Staff
6. Staff Service Clerk
7. Personnel Analyst
8. Personnel Officer
9. Management Analyst (MARC)
10. Deputy Birector
“11. Department of Finance

Controls are necessary for any large organization, but there is a point

when the proliferation of controls becomes ridiculous.

Personnel Management Services Section (Personnel and Transactions) There

'ére strong indications that this section has grown more rapidly than the
department has overall. In 1971-72, there were 35.5 personnel management
employees for 6,401.9 employees, or a_ratio of one to every 174 department
employees. In 1976-77, there are 83.6 personnel management employees for
7,735.1 or a ratio of one to every 92.5. In addition, a substantial
amount of personnel work, such as attendance, payroll and sick leave,

is being done by units within each division.

Personnel practices have not changed to any greét degree over the past
five years. The Commission believes the addition of 1,287.4 employees
department-wide is little justificatidn for increasing the personnel

management staff by 127 percent. For example, the number of sub-units

for employee rosters appears unwarranted (See Chart 2-2).
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The personnel section, as with other units in the department, has failed
to utilize the full capabilities of the computer. Almost all of the

personnel information could be computerized.

RECOMMENDATIONS

1. All research, statistical, operational and management analysis
functions should be reorganized into one unit. This unit should be
staffed with professionally trained employees who have expertise in
modern production management, industrial engineering, statistics,

economics and business administration.

2. A1l business services functions throughout the department
‘should be consolidated within the business services unit in the Division
of Administration. Recruitment for business service personne1 should

include individuals with backgrounds in business administration.

3. The department should computerize its accounting, cashiering,

inventory control and personnel records.
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CHAPTER 3, DIVISION OF COMPLIANCE

Program Statement

The stated objectives'of DMV's compliance program are to prevent or

minimize public injury through education and enforcement of laws and

regulations related to vehicles; to provide remedial or recovery

methods for victims of financial loss; and to take action against

fraudulent, deceptive or otherwise unlawful practices by:

“Investigating each applicant seeking a license as a dealer,
salesperson, manuf cturer, transporter, dismantler, driver
school or driving instructor.

Denying occupational licenses to those who have unacceptable
backgrohnds or display financial irresponsibility.

Taking action against persons who violate the law subsequent to
1iceénsing.

Taking action against persons who engage in the above business
activities without a Ticense.

Enforcing the requirement that dealer Ticense holders maintain
proof of financial responsibility in the form of a surety or

cash bond.

The division separates its operations into five major functional groups

in headquarters: Occupational License Services, Regulatory Services

Section, Consumer Complaint Unit, Operations Support Section and

Planning and Analysis Unit. (See Chart 3-1)
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The division operates statewide, with approximately 316 investigators

assigned to five regions and 14 district headquarters (See Chart 3-2).
following is a function description of the division's operational units:

Occupational Licensing Licenses the automotive industry and personnel,

including dealers, manufacturers, salespersons, distributors, transporters,
and dismantlers. On July 1, 1976, this unit began licensing mobilehome

dealers and salespersons.

Operations Support Maintains control records on investigations; processes

referrals from other DMV units on matters involving investigators;
coordinates consumer complaints from outside agencies, such as the
Attorney General and the Legislature; and maintains a uniform reporting

system for field investigations.

Technical Services Coordinates all functions related to vehicle theft,

and ounterfeit registrations and drivers license documents; assists
law enforcement and governmental agencies; and maintains the division's

teletype and telephone systems.

Consumer Complaints Investigates consumer complaints received by mail

and telephone and from DMV field offices if the complaint is within

DMV's investigative authority.

Planning and Analysis Analyzes legisiation; coordinates planning

functions of -the division and the department; and prepares workload

indicators for budgetary purposes.

The division also has a Special Operations Unit which compiles, catalogs
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and indexes intelligence on organized crime and radical groups involved

in counterfeiting of I.D. cards and drivers licenses. The Commission
questions this function in light of an apparent overtap with local Taw
enforcement agencies and the Attorney General's office. The Special
Operations Unit also coordinates $nvestigations that involve more than

one county and conducts internal affairs investigations on alleged employee
misconduct. The division also traces bad checks and investigates

security for other DMV divisions.

New investigators undergo a five-week course of basic Peace Qfficer
Standards and Training (POST) training at the Rio Hondo College Academy,

a Whittier academy certified by the Department of Justice.

Although investigators are trained in weapons and hand-to-hand combat, the
 Assistant Division Chief stated: "We rarely encounter situations
requiring the use of overt force, even when dealing with expérienced
violators." Division investigators hold peace officer status, giving
them authority to serve warrants and subpoenas and to make arrests.

Under the state retirement system, peace officers do not receive
additional retirement benefits as do the officers who have the "safety”

classification such as the California Highway Patrol or correctional

officers.

The Budget and Workload Indicators In fiscal year 1971-72, the division's

budget was $3,388,197. The current fiscal year budget is $8,700,775, for
an increase of 156.8 percent over the five-year period. The large budget
increase results from addition of 160 personnel, inflation, statewide

salary adjustments, and the cost of the division's consumer protection

program. 63-




The division's staff incrdased 59 percent from 271 positions in 1971-72
to 431 in 1976~77. Significant trends in the personnel requirements and
the budget expenditures are outlined below:

| (1) The number of personnel assigned to division administration
increased from 21 in 1971-72 to 46 in 1976-77, or a 118 percent increase.
This increase parallels the excessive increase in administrative positions
throughout the department.

(2) The number of investigators has incregsed from 203 in 1971-72
to 316 in 1976-77, dr a growth of 55.4 percent. This results from an
“iricrease in consumer complaints against licensees.

(3) In 1971-72, the division had 46 employees to handle the
occupational licensing of 19,020 dealers, manufacturers and other firms
and 60,800 salespersons. In the current fiscal year, 68 employees
(a 47.5 percenf increase) handle approximately the.same number of dealer
licenses (19,840) and only 37,900 salespersons Ticenses. The latter
category's decrease is due to a new three-year Ticensing program and
elimination of the requirement that licenses be modified when the place
of employment changes. The workload has decreased from 1,735 Ticenses
per employee to 849 Ticenses per employee, approximately a 49 percent cut.

(4) The only substantial increase in workload indicators is in
consumer complaints, which rose 87.7 percent, 8,950 in 1971-72 to an

estimated 16,800 in 1976-77. (See Table 3-1.)

The Conmission questions the reason for the increase of 25 employees in
administration and 22 in occupational licensing, considering the number
of ]icenses processed dropped from 79,820 to 57,740 since 1971-72, The

increase  of 113 ‘investigators is.also questionable because the statutes
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are not clear as to the degree of consumer protection the Legislature has

mandated upon the department.

Consumer Complaint Investigation In prior years when the compliance

function was assigned to the Division of Administration, the investigative
emphasis generally centered around revenue issues, such as the failure of
dealers to pay vehicle sale fees on time. MWhen - separate Division of

Compliance was established in fiscal year 1971-72, the emphasis gradually

shifted to consumer protection and truth-in-advertising for auto dealers.

The'fesu1ts of this trend were very apparent during the subsequent two
fiscal years. In 1972-73 there were 7,380 complaints while in 1973-74
the number jump d 54.4 percent to 11,400. Since then, consumer complaints

have increased steadily. This fiscal year, 16,800 complaints are projected.

This rapid increase in complaints largely results froﬁ the department'é
broad advertising program to inform the public they can file formal
complaints against auto dealers at the 147 DMV field offices. The

department also launched a media campaign on a new mobilehome complaint

center.

A recent bulletin DMV published for employees illustrates the department's

current attitude on enforcement:

"Employees with automotive repair bills larger than paychecks or
faced with a car dealer's high-pressure sales tactics may be
relieved to know that the Department is standing behind them.

nScattered among 147 DMV field offices, with responsibility
for safe-guarding the public through licensing and regulating
california's multi-billion-dollar automotive industry, are
266 men and 15 women Compliance Division investigators, plus
140 in a variety of support and clerical positions.

"The public is aware of DMV's driver licensing and vehicle
-66-




registration functions, but few are familiar with the
Department's consumer-protection role which was stepped
up last year with implementation of strict new vehicle
advertising regulations.

"Empowered by law with authority to Ticense the state's
motor vehicle businesses, DMV also retains the right to
suspend, cancel or refuse licenses when circumstances
indicate.

"The investigators are the motoring public's first line of

defense against questionable activities in the automobile
business."

The statutory authority for the department to conduct consumer complaint
investigations on vehicle and mobilehome sales is not clear. Various
statutes in the Vehicle Code, Government Code, Business and Professions
Code and the Administrative Code authorize or require the department to
regulate certain aspects of the automofive industry. However, the
authority to investigate consumer complaints is neither .clear nor
explicit. This program was expanded under the broad powers given to

the Director and implied authority in the codes.

Additionally, the Commission questions the funding of the divisions's
consumer protection activities, as this function is financed by the

State Transportation Fund.

Although most managers who were questioned on the department's consumer
complaint authority had only vague ideas on the subject, there was a
consensus in two areas: (1) The number and type of consumer complaints
against a dealer have a direct relationship to his business practices
and ethics, and (2) consumer complaints can lead to investigation of

other unlawful activities by dealers.

During the Commission's study, numerous new and used car dealer files
were pulled at random and about 400 consumer complaints were analyzed.
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The complaints generally fe1l into two categories: complaints concerning

selling procedures and condition of vehicles.

Apﬁroximately 60 percent of the complaints against new car dealers and
45 percent of those against uséd car dealers were classed as unfounded
and the cases closed. In 20 percent of each, there had been some
misunderstanding between dealer and customer, and the compliance

investigator occassionally acted as mediator between the parties.

Even though our random sampling was relatively small, there are strong
indications that the consumer protection program is only marginally
effective. To make any definitive conclusion, a more detailed evaluation
would have to be done. For example, the dealerships geographic Tocation
bears a direct re1at10nsh1p to the number of complaints against it. And
the difference 1n the number of complaints against new and used car
dealers should be reconciled. But preliminary indications that more

than half the complaints are unfounded raised serious gquestions about

the need or effectiveness of this program.

Relationship with the Bureau of Automotive Repair The Automotive Repair

Act of 1971 established the Bureau of Automotive Repair (BAR) within the
Department of Consumer Affairs. The act requires all automotive répair
dealers and shops to register with BAR before receiving compensation for
their services. In addition, BAR has the authority to initiated

administrative or criminal actions against violators.

A primary function of BAR is to receive, investigate and mediate consumer

complaints regarding the repair of an auto. DMV, on the other hand
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jnvestigates complaints regarding auto sales transactions which may
include repairs under Qarranty. These two types of transactions sometimes
overlap and frequently cause confusion in the minds of the dealer and the
consumer. Although such cases may indicate an unclear line of distinctioh
between the DMV and BAR authorities and functions, BAR considers the

line quite clear and believes there is very 1ittle real overlap between
the two agencies. Mutual assistance and interagency cooperation seem

to predominate in those cases which involve both DMY and BAR.

Re}ationship with the New Car Dealers' Policy and Appeals Board The

occupational licensing and regulation program is shared by DMVY's Division
of Compliance and the New Car Dealer's Policy and Appeals Board, which is

independent of the department. Chapter 1397, Statutes of 1967, established

this board to hear appeals from actions taken by the department against

new motor vehicle dealers. The board also prescribes rules and
requlations relating to licensing new vehiclie dealers and considers
matters concerning activities of persons applying for or holding new
vehicle dealer's licenses. Legis1atioﬁ in 1973 (Chapter 996) expanded

the board's jurisdiction to include handling consumer complaints against

manufacturers.

Controversies have developed between the board and the department over
the board's handling of appeals and protesi cases. The number of cases
being protested to the board turned out many times higher than projected.

The protest cases are heard by'therOffice of Administrative Hearings and

cost an average of $2,000 each.

Additionally, the department feels the board's record of modifying
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departmental actions indicates the board favors the special interests
of the dealers over those of the general public. Since 1969, the board

has upheld approximately 44 percent of the department's actions while

it modified 56 percent.

In 1976-77, the department did not include the board in the Governor's
budget. However, the Legislature added in funds for the board over the
department's objections. The Commission concurs that there is a
definite need for an independent body, such as this board, to serve

_ 1in an appellate capacity over DMV actions.

Relationship with Auto Dealers Since DMV's own decision to change its

investigative emphasis to consumer protection, the relationship between

dealers and the department has deteriorated.

Workload ihdicétors (Table 3-1) show no significant change in the number
of actions or investigations, other than consumer complaints, which could
explain the current friction. The confrontation has become so intense
that one group of dealers brought a class action suit against the
department. Another case 1is pénding before the California State Supreme
Court on the authority of the department to havé access to certain
documents. Other legal actions have been taken against investigators

or investigative procedures of the division. Assemblyman Walter M.
Ingalls, Chairman of the Assemb1y-Committee on Transportation, has held
meetings with auto dealers and department representatives and af one
point, consideration was given to holding public hearings on the DMV-

dealer problems.

During the early part of this Commission's study, representatives of
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various auto dealer associations were urged to inform their membership
that any dealer who had evidence of DMV misconduct should contact the
Commission. The dealers were assured that the informatien would

be kept confidential and would not be used without their written
petmissiqn. In addition, Chairman of the Commission's DMV study
subcommittee, Manning J. Post, conducted an informal meeting in

Los Angeles with a group of auto dealers to solicit any evidence they
may have that would i]1u§trate departmental misconduct. Some de ers
attended the meeting with their attorneys while others had their

attorneys represent them at the meeting.

Dealer responses at this meeting and throughout the study were disappointing.
Very few had sufficient substance to draw conclusions that the department's
investigative efforts have gone beyond statutory provisions. The auto
industry leveled many allegations at the-department, including harassment
and displaying a firearm in front of a dealer to make a point. For the

most part, though, the dealers have not produced evidence to substantiate

these allegations.

The Commission can appreciate that the current enforcement procedures could
provide an opportunity to pressure a dealer. For example, one disgruntled
employee reported to DMV that the dealer he worked for had turned back
odometers on some of his automobiles. Although the accusation was made

in August 1973, the dealer was not informed until July 1974. The source

of the accusation was not revealed until May 1975.

Three administrative hearings were held on the odometer charge along with

eight counts of overcharging customers from $2.00 to $9.00 for a total
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of $32.00. The hearing officer concluded the dealer had not violated
the Vehicle Code on the odometer charge, but was guilty in all eight
overcharges. The dealer's license was suspended for two days, the
execdtion of the sentence was stayed and the dealer was put on six months

probation.

The entire procedure cost the dealer approximately $4,000 was well as
potential damage to his integrity. The dealer detailed his experience
in a letter to the Commission (Exhibit 3-1). It conciuded:

“From our point of view we have incurred heavy expense defending

" this firm against unfounded charges, had many good customers
disturbed and upset by the investigators for the Department,
have had to bring in defense witnesses from their jobs or
places of businesses at considerable inconvenience to refute
the allegations and suffered indeterminable damage to our
company's reputation for honesty and integrity, all without
good cause. An open-minded, qualified investigator would
_never have allowed the matter to proceed but the attitude

we encountered was one of 'you've been accused, therefore
you are guilty and the Department will do whatever is
necessary to find a way to prove it, time and expense being
of no consideration to the California Department of Motor

Vehicles.' "
The Commission seriously questions the ‘appropriateness of the department

spending approximately 33 months on such a case with such marginal end-results.

The department conducts routine audits on dealers to verify that appropriate
fees have been paid, that the report-of-sale books are accurate and that
the dealer has not overcharged customers. Generally, these routine audits

are done without complaints against the dealers.

Approximately 19,840 dealers, manufacturer branches, distributors,
distributor branches, transporters, dismantlers and representatives are
licensed by DMV. It is estimated that 1,251 dealers and dismantlers

will be reviewed or audited during 1976-77. Most dealers contacted
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during this study stated that they cooperate with the department on these
audits, but that these audits can be used to pressure a dealer. In the
example used above, the audit uncovered eight vioiafions in approximately
660-refa11 sales. The majority of dealers stated that they feel the

department used the audit as a weapon.

The Commission has reservations about whether the departmént is empowered
to perform discretionary dealer audits without probable cause or without

following legal procedures reguired of other enforcement agencies.

_A department memo (Exhibit 3-2) to dealers July 20, 1976 concerning
dealer preparation charges states:

"Should a dealer perform special work on a vehicle prior

tto offering it for sale in order to make it more

attractive to the prospective customer, a charge for such

work can naturally be added to the cost of the vehicle’s

total p rchase price. Such work should be identified for a
-prospective purchaser at a reasonable price. An unconscionable
profit raises the possibility of fraud or misrepresentation
which would both permit a purchaser to rescind his contract

and invite administrative discipline against the dealers’
license. Whether a charge for such work constitutes actionable
fraud or misrepresentation will depend upon the facts of the
particular case." '

Vehicle Code Section 11713.1(b) makes it illegal for an dealer to
"advertise the total price of a vehicle without including all costs

to the purchaser at time of delivery at the dealer's premises, except

sales tax, vehicle registration fees, and finance charges."

In the above memorandum, the department had no authority to admonish the
dealers on "unconscionable profits". It is within the dealer's rights to
do whatever special work he desires to improve the attractiveness of a

vehicle so long as the full costs are listed.
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Another point of contention is the procedure by which the department,
under statutory authority, imposes penalties for deaTerS who fail to
report the sale of a vehicle within five days or fail to pay the
reqﬁired fees within 20 days. This penalty revenue is estimated to
total $1.8 million this fiscal year. Because these penalties (called
administrative'service fees) cut into a dealer's profit margin, numerous
comp]aihts td the Commission concerned these fees. Many are in dispute
because the dealer submitted the report of sale within the prescribed
period, but the depaftment was slow in notifying the dealer that some
 were incomplete or in error. The Tonger it takes the department to
notify the dealer, the greater the penalty fee. Dealers feel that if
they are required to report each sale within five days, the departmeht

should return the paperwork in the same time.

The Division of Compliance maintains voluminous files on each auto dealer,
some dating back-ZO years and containing many duplicate documents. In
some cases, court transcripts are retained even though the dealer was
found innocent. Consumer comp]aints.are also retained even though they
were determined to be unfounded. The Commission finds no justification

for maintaining such a file system.

Throughout the Commission's study on the Division of Compliance, specific
questions were asked concerning the budget, workload, types of investigations
and authority for various programs. These questions generally were the

same or paralieled those asked by Senator Robert B. Presley in a letter

to the department dated October 22, 1976. The list of questions and the

responses by the depaftment is shown in Exhibit 3-3.

-74-




RECOMMENDATIONS

1. The Legislature should review the staffing levels for the

occupational licensing and administrative sections of the Division of

Compliance.

2. The Legislature should review the department's consumer
protection activities. The program's statutory authority is not clear;

its effectiveness and cost-benefit ratio appear marginal; and it is

_cumbersome and confusing to have two state agencies investigating complaints

about the sale and repair of vehicles.

3. If the Legislature decides the department should continue
consumer protection programs, cliear statutory authority and more precise
guidelines as to the type and scope of consumer complaint investigations
should be established. In addition, the Legislature should establish

policy on financing this program, now paid out of the State Transportation

Fund.

4. The Legislature should review the department's policy of routinely
reviewing or auditing dealers without probable cause. Under DMV's current
operational structure, an over-zealous investigator could infringe upon

a dealer's civil rights.

5. The Division of Compliance should establish purge criteria on the
type and amount of files being maintained. If a person or firm has been
c]eared in an administrative hearing or in a court of law, the files
covering this case should be destroyed. In addition, files on consumer

complaints proven to be unfounded should be destroyed. Complaints which
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have not been adjudicated within statutory time 1imits should also be
destroyed.
§. The Legislature should review the appropriateness of the department's

involvement to the point of arrest, in investigating cases that would
normally be conducted by regular law -enforcement agencies, such as grand
theff, receiving stolen goods, impersonating a peace officer and petty
theft. The five-week peace officer training program should be modified
.according1y.

7. The department should conduct a feasibility study of converting

the files maintained by the Division of Compliance to microfilm or other

microfilming techniques.
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EXHIBIT 3-2

STATE OF CALIFORNIA — BUSINESS AND TRANSPORTATION AGENRCY

DEPARTMENT OF MOTOR YEHICLES

DIVISION OF COMPLIANCE
P. 0. BOX 688
SACRAMENTO 95803

(916) 445-6340
July 20, 1976

TO: " ALL LICENSED VEHICLE DEALERS

SUBJECT: DEALER PREPARATION CHARGES

. The question has been asked: Does the law permit a dealer
to advertise the price of a new vehicle plus dealer pre-
paration costs. The answer is no. The California Vehicle
Code prohibits such a practice. Vehicle Code Section
11713.1(b) prohibits any dealer from advertising the total
price of any vehicle which does not include all costs to
the purchaser at the time of delivery except sales tax,
registration fees and finance charges.

A dealer may not charge a purchaser any preparation costs

for which the manufacturer reimburses the dealer. This

would amount to fraud as he is asking the purchaser to pay

for something for which the dealer receives reimbursement.
Normally, a customer can expect 1o pdy such factory reimbursed
costs as a part of the total price of the vehicle.

A dealer may not charge a purchaser for any services, even
though listed in the buyer’s contract, which are not per-
formed. To do so would amount to fraud.

Should a dealer perform special work on a vehicle prior to
offering it for sale in order to make it more attractive

to a prospective customer, & charge for such work can
naturally be added to the cost of the vehicle's total pur-
chase price. Such work should be identified for a prospec-
tive purchaser at 2 reasonable price. An unconscionable
profit raises the possibility of fraud or misrepresentation
which would both permit a purchaser to rescind his contract
and invite administrative discipline against the dealer’'s
license. Whether a charge for such work constitutes action-
able fraud or misrepresentation will depend upon the facts
of the particular case,

drrrie

JI/G. HOLMES, Chief

Division of Compliance 20




QUESTIONS EXHIBIT 3-3

1. - How often and in what circumstances, do you =ind it necessary to use
firearms?

A: DMV investigators carried weapons on at least 190 occasions during
the past 12 months. Generally, they carry the weapons only when
their duties invelve:

(1) Contact with actual or susnected felons in the investigaiion
of counterfeit documents (vehicle titles and identification
media); .

(2} Serving of felony and misdemeanor warrants of arrest;

(3} Execution of search warrants during the investigations of
criminal matters; :

{4) Contacting sctual or suspected felons in tie investigation
of salvage-switch auto theft cases;

(5) Working in high crime areas guring investigation of fraud in
the sale or purchase of vehicles;

{(6) When assisting other armed law enforcement officers in criminal
investigations. : : -

Over the years, our investigators have encountered potentially explosive
situations, some of which invelved firearms and olher veapons in the
nossession of suspects. RO injuries have occurred to either our people,
the suspects or innocent members of the public to date.

2. How manv arrests did you make, and for what offenses, over a recent twelve—-
month period? ‘ )

A: Conspiracy 182 P.C. 2
Forgery 470 P.C. &
Fraudulent anprooriation

of proceeds from sale
of property bv security

aareement 504(b) P.C. 10
Grand Theft 437 P.C. 75
Imnersonatinn of

peace officer 533 P.C. 1

Issuance of check
without funds

{Intent to. Defraud) 476 P.C. i
Perjurv 118 P.C. &
petty Theft 488 p.C. 7
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EXHIBIT 3-3

3.

Thaft . 484 p.C. 4
Rec. Stolen Prop. 486 P.C. 5
Resisting Public officer

in discharge of duties 148 P.C. : 3
Failure Lo deiliver owner- '

shin certificate to

lawfully entitled 5753 V.C. 9
Forging ownership cert.

and reg caras 4463 V.C. 4
Making Talse statements- ’

oral or written 20 V.C. . 3
Fraudulent documents -

dealer ; 17 v.C. 5
Overcharge of DMV Fees 11713(g) V.C. 1
Unlicensed deajer 11700 V.C. &
Embezziement 503 P.C. 3
Empl. of unlicensed

vehicle salesman 11713(h} V.C. 1

Total 166

low frequently do you issue citations, and for what offenses?

A: The Department does not issue any misdemeanor citaticns for court
apnearance, however, during the Fiscal Year 1975/76, DMV investiga-
tors issued 10,270 notices for non-mcving registration viclations
on mobilehomes, automobiles, and commercial vehicles.

How often are vour officers assaulted?

A: Ve are aware of many threats which cause serious concern for our
employees’' safety, however, we wnow of only one actual asssuit on
a DMV Investicator during Fiscal Year 75/76. Peace officer povers,
coupled with official status and the knowledge of the licensees
that we do have peace officer powers, acls as-a deterrent against

actual bhattery.

How often do your officers have cause to enforce laws outside of your
specific aeng.aphical or subject matter jurisdiction?

A: We do not enforce the laws outside of our geographical jurisdiction,
however, during the last twelve montns, our investigators have aone
out-of-state on 6.occasions in furtherance of investigations and
to return prisoners on extradition proceedings.
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EXHIBIT 3-3

How often are you cailed up01 t6 render assistance to other peace o c=rs?

How often do you call upon other ofiicers for assistance?

A: The exchanae of service and sutual assistance 1 a dqz}y occurience.
As experts in registration and drive S 1icen S, our 1nve5L;QaLcl
are constantiy called by other iaw enforcament agencies to aSS?Su in

iheir investigations. e p.esenblj Lave act1\e cases with the F.0.I1.,
U.S. Customs, and Calitornia C]Lj, county, an nd state agencies. It
is not customary to ask Tor assistance in making physical arrests,

hovever, when appropriaie, local agencies are informed of our investi-
gation.within their geographical boundaries. This allows for inter-
agency assistance and backup support iT necessary.

43

flow often do you have reason io possess destructive devices, tear gas,
Or mace?

&: HNone.

Do you conduct ¢riminal investigations?

A: Yes. During the Fiscal Year 1973/70, vwe conducted 2,194 criminal
investigations stemning from complaints. 7he majority of these
complaints were directly received from the public; others were
referred from the Attorney General's office, local districis’
attorney, and other law enforcement agencies.

How often do you have cause to serve a search warrant?

A:  Over 100 search warrants were requested and obtained during

Fiscal Year 1975/76. —

It s vital to realize the answers to some Guestions are not a]l
inciusive. For example, in one of the cases mentioned earlie

(the cealer in San Jose se11inq stolen ven1c]es), only one search
warrant was actually served although 22 other search warranis were
nrenared but were not served due ic ex;s ing statutory authority
to inspect the records (Section 320 and TUSS(b) V.C. and Section
410, Title 13, California Administrative Code) and ccoperation of
the involved persons.

What statutes do you enforce?

A: Divisions 3,4,5,6, and 12 of the Vehicle Code.

Sections 68, 68.5, 115, 118, 211, 424, 459, 570, 472, 484, 487,
- 504, 816, 830.3(g) Penal Code.

Sections 6100, 6107, 11180-11182 Government Code.

Sections 10751, 10766, 10876 Revenue and Taxation Code.

Title 13, California Administrative Code.

Title 25, California Administrative Code

Ch. 26 (comm. with 2981) of Title 14 of Part 4, Div. 3; Ch. 3
(comm. with Sec. 1797) of Title 1.7 of Part 4 of-Div. 3,




EXHIBIT 3-3

11. Do you maintain cooperation and Tiaison with surrcunding law enforcement

agencies?

A: Yes. Cooperation and iiaison is asseniial to our operation due to
the continued caseload, large geographical investigative areas
assigned, and the relatively small cadre of investigative perscinei.
This also includes other state and international enforcement agencies.

12. Wnat type of criminal record system, if any, <o you maintain?

A: We maintain applications, arrest ana convictions vreporis on each

occupational licensee and the reports resulting from investigation
of licensed and non-licensed persons. This record systes is act
automated at this time.

Could your functions be as effectively performed'by a separate unit within
- f > > . » - - .
a jocal general law enforcement (3.e., police or snerif?) agency? If not,

vhy not?

-—
L
.

A: No. The present day restrictions on invasicn of privacy and

confidentiality of records curtails the dissemination of much
specialized information. The utilization of this information
and the expertise of the DMV investigator provides a level of
srofessionalism that would be impractical at a local iaw
enforcement agency level. For exampie: =

(1) Detection of altered or fraudulent title and identification
documents. '

(2) Detection of groups utilizing false department documents on a
state, national, and international bDasis.

(3) The issuance and regulation of state occupational Ticenses.
(4) Decreased effectiveness wouid resuli due 10 Jurisdictional

nroblems, local input, and licensing functions incompatible
to the privacy objective of poiice and sheri¥f agencies.
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CHAPTER 4 - DIVISION OF REGISTRATION

Program Statement

The division's primary mission is to register vehicles and record
ownership, collect registration fees and in lieu taxes and provide

vehicle registration information.

The division separates the workload into eight functions: (1) vehicle
licensing and titling, (2) vehicle fee collection and accounting,

(3) vehicle information and sale of records, (4) registration of
undocumented vessels and the environmental license plate program,

(5) vehicle record and file maintenance, (6) use tax computation and
collection, (7) off-highway vehicle registration, and (8) bicycle

licensing.

During fiscal year 1976-77, the division is expected to register
approximately 17.1 million vehicles. This includes new vehicles,
non-resident registrations, renewals, prorates for commercial
vehicles, and exempt vehicles such as those operated by governmental

agencies.

In the same period, the division will collect an estimated $366.4 million
in fees for the Motor Vehicle Account and $415 million for the Motor
Vehicle License Fee Account in the California Transportation Tax Fund.
The division will also collect an estimated $72.9 million in use taxes
for the State Board of Equalization. The total collected revenue is
estimated to be $854.3 million. The department is reimbursed for the

cost of collecting these taxes. Table 4-1 shows the estimated
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reimbursements for fiscal year 1977-78. Chart 4-1 is the division's

organizational structure.

Budget and Personnel

R

Over the past ten years, 1966-67 through 1976-77, the division budget

has increased 481 percent, from $11.16 million to $64.85 million.

In the past six years, the budget has increased 93.7 percent (See

Table 4-2). The ten-year budget increase to register vehicles is almost
200 percent more than the budget increase to issue drivers licenses. The
division staff has increased 27.5 percent, from 1,033.1 personnel-years
in 1971-72 to 1,317.4 in 1976-77. These figures are somewhat deceiving
because they show only the number of employees actually assigned to the

division and do not include those assigned to other divisions who do work

for the Division of Registration. The actual number of employees

assigned to the program for registering vehiciesjis 3,724, While the
division's own staff increased 284.3 personnel-years or 27.5 percent,

the overall vehicle registration program increased by 992 personnel-years,
or 36.3 percent. Even though many of these employees are not assigned

to the division, a1l personnel support funds are in the division's budget.

A large percentage of these 2,407 personnel-years are assigned to the
147 field offices throughout the state. Others are assigned to program
administration, EDP services, occupational 1icensing and associated
services. Table 4-3 is a summary analysis of the personnel requirements
for fiscal year 1973-74 through the proposed 1977-78 budget. The

proposed budget calls for a net reduction of 134 personnel-years from

the budgeted 1976-77 staff level.
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The division's budget increase was most dramatic between 1974-75 and

1975-76. Approximately 48.7 percent of the total increase over the

past six years occurred during this period.
percent in the division and 12.2

personnel requirements

during this period increased only 7.7

percent in the total vehicle registration program. This seemly small

percentage increase in personnel accounts for approximately 466 employees

throughout the department assigned for registration activities. The

h the inflationary

jncreased cost of additional personnel when coupled wit

factor, increased administrative cost allocations and increased staff

benefits made a substantial impact on the vehicle registration program.

Table 4-4 presents an analysis of the allocations of costs for the

division throughout the department.

In this chart, it s important to note how the costs for the vehicle

registration program are apportioned thrdughout the department. It

is also important to note how the employees are assigned to other

dijvisions or programs and yet charged to the vehicle registration program.

The percentage increase in apportioned costs ranges from a low of 32.4

percent for associated services 10 a high of 80.2 peréent for

administration. Apportioned costs have increased by $9.2 million in

the past four years.

Workload Indicators

Growth in the workload of the division has not been constant over the

past six years. The wide variations which occurred were partly the

result of the economy and changes in programs. For example, approximately

46,000 fewer new vehicle registra

year compared to 1971-72--a three percent drop. However, renewal

registrations will have increased by 16.6 percent, or 2,121,000 vehicles.
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There has been growth in the undocumented vessel registrations and
the environmental license plate program. Most of the workload
increase in these areas is in renewal registrations. (See Exhibits
4-1, 4-2, and 4-3). The year-to-year off-highway vehicle (OHV)
registration program variations have exceeded those in most other
programs of the division. For example, in 1974-75, the department
renewed 77,500 OHV registrations and collected $915,002 in revenues.

The following year, renewals dropped to 44,900 and only $632,394 was

» ;011ected.

It is estimated that in 1977-78 the department will collect a fotal

of $1,786,200 for all funds (the Motor Vehicle Account, Off-Highway
Vehicle Fund and the Off-Highway License Fee Fund). To collect these
fees,.the;department is expected to spend $1,110,870, excluding the
prorate administrative cost. At the Current rate of cost increases, it
is highly probable that thé program will not be self-supporting in the

near future.

Revenue for the OHV registration progrém has increased only 9.5 percent
jn the past three yéars, while the costs of the program have increased
26.1 percent. Table 4-5 shows the estimated revenue and costs to the
department for all funds, except the Motor Vehicle Account. (Some of
these cost figures are based upon unreliable data furnished by the

MARC program and should be viewed as estimates only.)

In analyzing the division's budget increases and workload changes over

the past six years, there are some significant indicators as to why the
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1977-78 GOVERNOR'S BUDGET TABLE 4-5

REVENUE COLLECTED BY DMV AND COST Cf COLLECTION

ALL FUNDS EXCEPT MOTOR VEHICIE ACCOUNT, TRANSPQRTATION TAX FUND_

e . "
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budget has fincreased approximately $31.4 million. First, since
personnel costs account for the largest share of the budget, any
changes in this area {such as inflation, increased personnel benefits
and statewide salary adjustments) have a tremendous impact. Second,
because many work processes are poorly designed, an increase in ‘
workload will generally result in a disproportionate increase in
personnel requiremeﬁts. For exampie, 1,276 personnel-years were
added to the vehicle registration program while workload indiéators

_ show an increase of significance in only two areas, vehicle renewal

registrations and the environmental Ticense plate program.

vehicle Registration

DMV is probably the largest titling agency in the world and
documentation of vehic]e registration has become an extremely
complicated and tedious task. Nevertheless, DMV continues to use

archaic manual procedures while the rest of theworld is far into

computer technology.

Work procedurés on vehicle registration were designed many years
before the advent of electronic data processing. Some of these
pfocedures have changed as a result of legislation but relatively few
were revised to increase efficiency and reduce costs. When the
department acquired its computer system, some work processes Were
redesigned to provide for computer input and retrieval of information.

But the departmentstill does not use the full capabilities of its

computer system.

For example, the division maintains a "vehicle master file" containing
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approximately 64 ai1lion documents on 17.2 million vehicles.
Approximately 26 million documents are filed each year. These files
occupy approximately 22,027 square feel of floor spate and are
maintained by 135 full-time employees. This is only one file system in
the division. Listed below are the various file units and number of

empioyees to maintain them in the division:

File Unit Number of Employees
Master Vehicle File (Unit 23) 135
Correspondence File {Unit 21) 36
Unclaimed File 10 (est.)}

- Vessel Registration File 5
Off-Highway Vehicle File 5
Environmental License Plate File 3

Total 194

I

Managers were asked why they did not put all of the snformation contained
in the master file, vessel file, off-highway vehicle file and the

environmental plate file into the computer and eliminate the hard

~copy files. Generally, the managers responded that they feel they

cannot rely upon the data in the computer. Even the Chief of the
Division of Electronic Data Processing has expressed doubt as to the
complete reliance on the computer system without the hard copy files

as a back-up system.

The retention or elimination of these hard copy files is nol a new issue
with the department. The subject has been under_discussion since
October 1975. A task force recommended disposal of the hard copy of
vehicle renewal registrations upon update of the computer vehicle

record file. But as of December 15, 1976, the only decision by
management was: "Deputy Directors and Chiefs will further discuss

and submit a recommendation to the Director.”
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There are other probTems with these hard copy files. Approximately
14.9 million renewal registration forms have to be hand-sorted and
cut before they can be filed. In the filing process, there is strong
evidence that a substantial number of the renewal forms are misfiled
or jost. For example, the Chief of the Division of Field Office Operations
stated in a position paper on retaining renewal forms:

"The burden of proof of prior registration will rest with the

public. If they have lost all evidence and our EDP record

does not verify their version, severe public relations

problems will result. We have these same problems now with

misfiled records; however, the problems will no doubt

increase substantially. ‘

“If this proposal is implemented, we would hope that part

of the realized savings would be channeled into improving

the quality of the remaining hard copy files.....
Accuracy of information on the vehicle ownership and registration
documents is abso]uté1y essential to avoid serious consequences to
a vehicle owner, purchaser or dealer. For example, a dealer sold an
auto to a customer and agreed to finance the remaining balance of-
approximately $1,500. The vehicle title or "pink s1ip" issued by the
department failed to indicate that the dealer was still the legal
owner. Department represéntatives told the dealer that they would make
the correction if he would get the pink slip back from his customer.
The customer was aware that he was 1isted as the legal owner and

promptly sold-the car and kept the money. The only recourse the

dealer had was through the courts.

In another case, a dealer was negotiating to purchase a large truck

for which he had a buyer. Because the fees and taxes on large
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vehicles can be véry expensive, the dealer checked with the department
to determine if there were any liens on the truck. The department
reported the truck was clear, so the dealer bought it. But when he
attempted to transfer the registration, he was informed more than
$500 in fees and taxes were due on the truck. Section 4456 (c)(3) of
the Vehicle Code requires that for any vehicle sold by a dealer, all
fees and penalties must be paid to the department within 20 days
before the vehicle can be registered. In this case the dealer had to

pay the fees.

The division does have quality control and information verification
procedures designed to prevént the above type df errors. Howevef,
there is still a three to four percent error rﬁte in the data submitted
to EDP to be put into the computer system. As discussed in Chapter 1
of this report, EDP itself hés a three to four percent error rate ofr
entering this data into the computer, so the net result is that seven

to eight percent of the data processed is in error.

To compare the acceptable error rate between private enterprise and other
state agencies to the department, two large banking institutions and the
State Controlier were asked for their average error rate. In each
response, the error rate was one-tenth of one percent. It should be

noted that the type of data and the number of transactions per day

for these fiscal institutions far exceeds the department's computer
demands. In most banking operations, if the error rate nears the one

and one-half percent level, immediate steps are taken to determine the

cause and eliminate it.
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The documentation obtained during this study in all divisions indicates

management has been aware for many years of the high error rate and
the_unre]iabi!ity of the computer system. Nevertheless, management

has still taken no strong action.

Registration Procedures

vehicle registrations are initially processed in field offices as well
as Sacramento headquarters, but eventually all registrations receive
final processing at headquarters through an elaborate procedure.
(See'Chart 4-2) This headquarters procéss is a prime example of
outmoded procedures and the department management’s labor-intensive
philosophies. For example, one registration processing unit manager
apologized because the unit did not have its authorized number of

| employees, and that it was difficult to get employees 5ecauseAthe
work was highly repetitious. If the authorized staffing levels were
accurate, such a unit operating understaffed by ten employees would

soon build a backlog of work. Yet ihe manager stated that there was

no backlog.

Employees in this unit were observed cutting envelopes open with letter
openers, hand-stapling the enclosed registration card and check together
with the envelope. The manager was asked why the checks were stapled

to the documents rather than being processed for depositing in the

bank. The manager replied that the checks would be in the unit no

more than three days. BanE deposits for this unit ranged from a low
$74,000 to a high of $140,000 each day. {Incidentally, the department

held a contest for the most thankless job in DMV. - The winner was an
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employee who remuved staples. In the DMV bulletin, the employee was
described as a seasonal clerk whose "appointed duty involves the
meticulous job of removing staples from Unit 2 files. As an added -~

job-rélated hazard, he must eventually replace the ones he removed. ")

Other poorly designed work procedures involve hand-sorting registration
cards, typing receipts in four copies, filing and pulling these receipts

from the files, and certain work flow control procedures.

‘In_addition there appears to be very 1ittle if any security for
cashiering and potentially valuable pink slips. The manager of the
cashiering section stated that all checks not deposited were locked
up over night. However, during the working day, hundreds of pink
s1ips were stacked on tables without any security and, since the
department is designed around the "open space’toncept", virtually

anyone can walk through these units without being challenged.

Cash Fiow

The department receives an estimated $3.4 million in revenue each
working day. During this study, attempts were made to determine the
amount of time it takes the department to deposit funds once they are
received. In a very limited survey, the time required to deposit was
found to be somewhere between seven and twenty-one days. However, it
is department policy to deposit the revenues the day they are received.
In field offices, deposits are made on a daily basis for the work in.
process. But large amounts of mail remain unprocessed and therefore

the checks in the envelopes are not deposited. Field office managers

stated that if mail remains in the office up to three days without
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being processed, they would bring in additional employees to clear up

the backlog.

ganking institutions and other private firms are extremely conscious
of the amount of time checks are allowed to nfloat” in transit or in
process through their operations. The Commission was unable to
determiné the float factor for the department. However, there are
strong indications that the procedures to deposit these funds are

inadequate.

Effﬁrts were made to determine how much revenue for vehicle registrations
was received by mail as compared to the revenue received over the counter
in the field offices. This jnformation was not available from tﬁe fiscal
section. Approximately five years ago, the department started a program
to renew vehicle registrations by mail. The fegistration card used to
have the statement that the most efficient way to register thefr vehicle
is to go to the nearest DMV office. Now the forms ask motorists to

mail the documents. The cost of the mailing program has increased

substantially as a result of the increase in postage.

Bad Checks
It is estimated the department ﬁ111 recejve approximately $1.8 miilion
in bad checks during the current fiscal year. It is the department's
policy to re-deposit a check returned for insufficieht funds.
Approximateiy 50 percent of those checks are honored and the department
sends a letter to those sndividuals who still have insufficient funds
after the second deposit. If the check is still not made good, the
department will attempt to collect the funds through the investigators
-103-




in the Division of Compliance. The estimated cost to the department
to collect on dishonored checks 1is $1.2 million. The department
has not investigated any of the new check verification procedures

now being used by many private firms, such as department stores and

supermarkets.

vear-Round Vehiclie Registration

The year-round vehicle registration program was jnaugurated in 1976,
after a delay of one year so that the department could acquire
sufficient computer capabilities. The purpose of the year-round
registration was to increase revenues and permit the department to
level out the work load. The change-over created some problems for
the department and the vehicle owners, and the department is still

feeling its way on staffing Tevels to accomodate the program.

Year-round registration is more expensive than annual registration

because of the increased number of full-time employees. For annual

registration, the department employed a substantial number of part-time

employees who were let go when the workload slacked off. The year-

round registration requires full time employees on the job on a daily

basis. In additioh, if a family had more than one car, the registrations
for more than one car was done at one transaction. Under the year-round
regiétration, it is highly improbable that multipie car owners will have

the same renewal dates, therefore separate transactions will have to be

done for each car.

It is estimated that the additional cost for ygar-round vehicle

registration will be $1,631,777 during 1976-77 (See Table 4-6). These

additional costs are offset by increased revenues of approximately
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DEPARTHENT OF MOTOR VEHICLES
1976-77 SUPPORT RAUDGET
SWMMARY OF EXPENDITURES FOR
THE YEAR-ROWND RECISTRATION PROCESS

1374-75 Fiscal Year 1%75-76 Flscal Year

TABLE 4-6

[97A=-77 Fiecal Yenr

. . Years Azount Years Anounz Years Azount
DIVISION OF ADMINISTRATION:
Persconal Services - 5 - 2.3 § 20,423 2.6 5 25,217
OperatIng Expenses & Equipment - 1,633 341
Total = $ - 2.3 0§ 22,056 2.6 8§ 24,558
DIVISION OF REGISTRATION: -
Personal Services 3 $ 48,951 53.7 § 542,208 58.8 § 584,706
Operating Expenses & Equipment 472,070 339,998 212,271
Total 3 $ 521,021 33.7 3 882,206 58.8 § 778,919
DIVISION OF FIELD OFFICE OPERATICN:
Perseonal Services - $ - 2.3 § 791,938 2.8 § 248,218
Operating Expenses & Equipment - 45,394 32,387
Total - $ - 72.3  § 837,329 22,8 § 106,205
DIVISION OF EDP SERVICE: :
Personal Serviges 10 $ 145,874 23.8 § 315,879 36 $ 4L12,025
Operating Expenses & Equipment 3,080 191,589 3h,874
Total 10 $ 148,834 23.8 § 507,468 35 $ 448,699
DIVISION OF COMPLIANCE:
Personal Services - § - - $ - 3.6 § 38,178
Operating Expenses & Equipment - - 17,198
Total - $ - - $ - 3.6 $ 75,376
TOTAL, DEPARTMENT CF MOTOR VEHICLES: .
Personal Services oo L 13 § 194,825 152.1 $1,670,445 123.8 51,325,344
Operacing Expenses & Equipment - - 475,130 378,614 306,433
_ GRAND TOTAL 13 $ 665,955 152.1 2,249,05% 123.8 51,571,777

-105-




$1.8 mitlion in the Motor Vehicle Account and $35.9 miliion in the

Motor Vehicle License Fee Account.

There are signs that the year-round registration program will run into
trouble in the next four to five years. Generally, vehicle owners keep
their cars three to four years. Most automobiles in California go through
one transaction, a tranéfer of ownership, within a five-year period from
the date of purchase. Automobile dealer sales records indicate that there
are three periods in a year when new car sales reach their highest point:
‘thewbeginning of a new mode] year, just before the summer months and
vacation periods, and at the end of the model year. If this pattern
persists, the department will be faced with three periods of peak load

in renewing registrations rather than a relatively stable Toad year-round.
'The-deﬁartment‘antiéipated that this peaking effect would be offset by
the registration of vehicles being brought into the state and registered
the first time. However, the registration of the latter types of vehicle

has been on the decline since ]971-72;

Off-Highway Vehicle Registration

There are strong indications that the off-highway vehicle registratidn
and titling program is not entirely effective, althéugh this is not the
department's fault. The problem centers around two areas: (1) enforce-
ment of the requirement to register off-highway vehicles, and {2) the

number and type of vehicles exempted from registration.

The department reports that up to 50 percent of OHV's do not have their
registrations renewed. Generally, when an OHV is sold through a dealer,

the vehicle is registered. This registration is in effect until the
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second calendar year after issuance of the certificate. At this

point the system breaks down. Even though the owner is notified

that the registration must be renewed, fewer than half comply.

In 1973-74, there was 62,548'origina1 registrations and 94,510
renewals. But in 1975-76, there were 58,200 original registrations
and only 44,900 renewals. In the latter year, a large percentage of
the_vehic]es originally registered in 1973-74 should have renewed.
Although this did not materialize, the department continues to project
that renewal registration will exceed 100,000. In the current fiscal

year; the department projected that renewals would be 112,400, but later

revised these figures to 49,200.

Enforcement of the OHV registration program is almost non-existent, and
this results in con51derab1e lost revenue for the state. This includes
the $5 service fee and $3 miscellaneous fee paid into the Transportat1on
Tax Fund, the $6 recreational fee paid into the O0ff-Highway License Fee
Fund. In the past three years costs of the pfogram have increased 26.1
percent'whi1e revenues increased only 9.5 percent. Unless epforcement
procedures are changed, it is highly probable that the cost of the

program will soon exceed revenues.

Vehicle Renewal Sticker Numbers

Starting with the year-round yehicle registration program, the decision
was made to enter the renewal sticker number into the computer system.

This sticker is attached to the license plate and usually has a Tetter

and seven numbers. Over a two-month period involving 2.7 miltlion

registrations, there was in excess of 30,000 errors.
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During the Commission's study, attempts were made to determine why
the decision was made to enter the number into the computer, and who
made it. The division Chief and the manager of the registration
sectibn could not provide any answers. Further investigation
revealed that neither manager was on his present job when the decision
was made. It is difficult to understand why these managers did not
find out why this relatively expensive program was being pursued. It
was eventually determined that previous managers made the decision on
_ grounds it would:

(1) Eliminate hand searches of master file.

(2) Eliminate the writing of the number on a customer's check.
(3} Eliminate interfiling of registrations in the master file.
(4) Shorter response time for law enforcement.

(5) E]iminaie_double regiétrations.

(6) Reduce lag time.

Another side benefit of the program could be the ability of the

department to unite 30,000 unclaimed stickers with their rightful

owners.

Costs for this program are not clear. In a memo dated December 1, 1976,
an EDP analyst estimated the cost of keying, updating, inquiring and
hardﬁare prorations of cosis with the computer sticker file at $230,234.
However, in response to the Commission's formal inquiry, the department
reported that the cost in 1975-76 was $70,319, and for 1976-77 it is

estimated to be $82,597.
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In analyzing the c]aimed benefits of the program, most of them are
functions the department should be doing without the sticker program.
For example, the department's procedures for registering vehicles are
unable to prevent double registrations and 30,000 unclaimed stickers.
In addition, the department claimed that it could eliminate interfiling
after the sticker number was put into the computer. But, the

department is still interfiling.

The impact of this relatively simple program of entering a letter and
seven digits into the computer has been far-reaching. For example, a
September 17, 1976 memo to the manager of registrations indicates the

errors in sticker numbers creates a serious problem in batch-filing

of vehicle registration potentials (POTS) (See Exhibit 4-6). The
i Commission is amazed that managers could permit such an error-ridden
program to continue without taking strong corrective measures. This

is particularly true for a program where the need is marginal at best.

The error rate is approximately eight percent, and EDP has made the
decision that further efforts to achieve a smaller rate would not be
cost-justified. While this may be true, the estimated error rate of

eight percent could produce 137,400 errors per year.

Vehicle Information and Sale of Records

In 1976-77, it is estimated that the department will provide 24,975,000
items of information to local, state and federal agencies, law enforcement
and private companies and individuals. The fees collected from private

parties is estimated to total $1,081,000.
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Two Vehicle Code sections are pertinent in the sale of information.
nsection 1811. The department may sell copies of all or
any part of its records at a charge sufficient to pay at
least the entire actual cost to the department of the
copies, the charge for the records and the conditions
under which they may be sold to be determined by the
director.”

nsection 1812. The department shall not charge for copies

of records or for information from its records given to

any county, city, state department, or the United States

Government.” :
sale of information by ‘the department, even though it is authorized by
law, is a highly controversial subject. Numerous bills have been
introduced in the Legislature to limit the access to these files.
Federal law imposes some restrictions on what information a state or

federal agency may accumulate and under what circumstances it may be

disseminated.

Without making a judgement on the pros and cons of the sale of information,
the Commission finds strong indications that more and more private
companies and law enforcement agencies are relying upon the information
in the files at the department. For example, information requests by
private companies or individuals have increased 186.5 percent from
340,618 in 1971-72 to 976,000 in 1976-77. Revenues have increased from
$205,204 to $761,000 in the same period. Law enforcement and othér
government agency requests have increased from 9,394,000 in 1971-72 to
12,782,000 in the 1976-77 fiscal year. There is a growingifee11ng among
DMV managers that the law enforcement information reqﬁests are excessive,
and not all are related to current investigations. Information is
provided free to such agencies at a substantial cost to the department.

The funds to pay these costs come from the California Transportation Fund.
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The department has taken some action to control the dissemination of
snformation to private parties and companies. Generally, these controls
center around the identification of the individual requesting the
information and the purpose for making the request. These controls

are in response to a growing concern about the critical use of the

information in the files.

smog Certificates

Under existing law, the department cannot register a vehicle whose

~ ownership has been transferred unless the vehicle has a certificate

of compliance with pollution control requirements, dated within

120 days of the sale. The smog certification program is administered
by the Bureau of Automotive Repair in the Department of Consumer

Affairs.

The department estimates that approximately 30 percent of the vehic1é
registrations that cannot be completed are related to the smog
certification requirement. The department- estimates the cost of
processing these certificates, and in many cases reprocessing

registrations, is approximately $1.5 million annually.

Refiectorized Safety License Plates

In 1972, thé Legislature, after considerable deliberation, amended
Section 4850 of the Vehicle Code which mandated the issuance of

reflective safety license plates starting dJanuary 1, 1974.

Up to this date, the department has not complied with the provisions of
the law. The department's explanation for failing to comply to the law

is, in part, mitigating.” However, the fact remains that c¢itizens are
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being denied a highway safety benefit, and law enforcement denied the

night time readability which reflectivety affords.

The department's explanation for non-compliance is'two fold:

1. Following the mandate, the purchasing division of General
Services, with the assistance of the department, did release a
specificatfon on which prospective bidders were expected to submit
bids for reflective materials. Because of an (intentional or non-
intentional) error in those specifications, no bids were submitted.

" This is explained in a letter from one of the prospective biﬁders.
The department indicated that the specifications with corrected language

would be released. This was never done.

2. Approximately in the fall of 1974, it became apparent that the
Motor Vehicle Account would, within a short peribd of time, fail to
support the cost of the department and the California Highway Patrol
as well as other agencies listed in Part 2, of this report, without
additional revenue, or by reduction-of programs. This gave the
department an excuse to not implement the reflective safety plate .
law which they never supported, regardless of the proven benefits to
motorists and enforcement. Forty-three of the 50 states; and 72 foreign

countries now provide their motorists with this protection.

Alternatives to the Work Procedures for the Division

Micro-photography The advancements in the microfilm or micro-fish

techniques have been most dramatic over the past several years. If the
department can substantiate the necessity to retain some form 6f visual
record other than the information in the computer, micro-photography
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are: {a) master vehicle registration and histdry files, (b) Off-Highway
vehicle files, (c) vessel files, and (d) correspondence files. This
would result in a reduction‘in staff for filing, floor space and filing
cabinets. So that it will not be repeated throughout the_report, the
depariment should evaluate all filing systems throughout the department

for the possibility of reducing the fites fo micro;photography.

Lock-box Operation  This is a term used in the private sector, particularly

in banking operations, for the rapid processing and depositing of funds
received through the mail. Many utility companies, department stores,
crédit card companies and other organizations who do high volume billing

use the lock-box method of collecting and depositing funds.

The term lock-box is derived from the use of a post office box where
payments are made by mail. The processing of the payments is done by

a banking institution and not the company éending out the billings.

There are varying degrees of sophistication of these systems and the
type of services that can be provided. They range from the simple
operation of opening mail and depositing checks to a complete operation
where all the accounting functions are done and the computer in the

banking operation can update the computer system in the firm or company.

Most Tock-box operations throughout the country are highly automated.

Some use mini-computers, video cameras, optical scanners, machine sorters,
encoders and printers. The purpose and the 1ocatibn of a lock-box
operation is 10 reduce to a minimum the amount of time payments or

checks are in “float". Float is a term used by private enterprise to
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describe the amount of time money js in transit and not available for use

or investments.

Based upon a daily volume of between 46,000 to 50,000 vehicie regis-
trations an estimated cost to process these registrations through a
1ock-box would be around $.05 to $.07. This is a very rough estimate

because the processing needs of the department are not fully known.

The advantages of a lock-box operation for the department would be

the cost-effectiveness of the program. It would eliminate many of

" the time consuming, labor intensive operations currently being
performed by the department. In addition, due to the degree of
automation, DMV's recefvable file would be updated in a timely faéhion

with quality input using magnetic tape.

In observing one lock-box operation, the average m0n£h1y error rate

was 13 items out of a volume of 2.5 million transactions.

Currently, the State of california is using a lock-box operation
through the State Treasufer. This operation appears to he most

efficient and effective in processing investable funds of the state.

RECOMMENDATIONS

1. The appropriate Legislative fiscal and policy committees, the
Legislative Analyst and the Department of Finance should review the
current reimbursement system for the cost of collecting taxes and fees

for the State Board of Equalization.
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9. The depariment should further aytomate its vehicle registration
procedures in such a manner that the computer system can be updated

with as 1ittle manual keying of data as possible.

3. The department should take aggressive measures to reduce the

error rate of information put into the computer system.

4. The department should undertake a program to evaluate the-
need for hard copy file systems. If the need can be justified, the
departmentrshould investigate micro-photography for reducing the files

to film.

5. Work procedures in the Division of Registration should be

revised so that the work flow will provide quality control, verification

 of information and security for documents.

6. The department should re-evaluate the year-round vehicle
registration procedures for potential peak lecads that are the result

of automobile sales patterns.

7. The Legislature should review the off-highway vehicle registration
program for deficiencies in the enforcement statutes. Costs are

increasing disproportionately to revenue.

8. The department should undertake a cost-benefit evaluation of

the program of putting renewal sticker numbers into the computer.

9. The Legislature should make a policy decision as to the funding

source for DMV's participation in the California Law Enforcement
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Telecommunications System (CLETS). Currently, it is financed from

the Transportation Fund.

'10., The Legislature should investigate the feasibility of
transferring the smog compliance certificate program to the Bureau of
Automotive Repair. Alternatives to the program should be explored from
a cost-benefit point of view, as the advent of advanced emission control
systems and remova1'of QTder vehicles from service raises questions

on the program's desirability.

11. The department and the Legislative Analyst should study the
implementation of a check verification system and the increased use of
commercial credit cards to reduce the number of bad checks received by

the department.

12. A study should be made of the feasibility of contracting with
a commercial banking institution to receive and deposit the department’s
revenues. Such a "lock box" type operation would reduce the amount of

time during which checks and other payments are in process.

13. It is recommended that the department comply with the law in
one of two ways on‘reflective license plates:

A. It is anticipated that on or about April 1977, the department

will recommend a new license fee structure which will increase

revenue to support the various departmenis. If and when the

Legislature amends the necessary sections of the law which

will bring in additional revenue, the department should '

immediately ‘implement the provisions of Section 4850 of the
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Vehicle Code, or

B. Suggest to the Legislature that they consider and enact
legislation which would enable the department to recover the
cost of manufacturing reflective license plates from the

applicant, only when full size plates are issued.
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DEPARTMENT OF MOTOR VEHICLES
EXHIBIT 4-4

Date : September 13, 1976 _ File No.:

Jo :Mr, Mason
from :Mrs, Ayala

Subject: Batch Filing

1. Pots with error listings.

We have 30,000 of these and more coming in daily.
They have dunlicate stickers. To find the other
duplicate not in batch filed items, we need the
right sticker number, but since that is our
“oripinal oroblem, we cannot Jlocate these in Batch

filing.
2. Normal Items (pamer issue)

Have annroximate volume of 24,900 -items. In

processing these we find we can clear only 21% by
‘tracing throush accounting,  This shows that of

paper issued items avproximately 79% are batch iled
vots with either incorrect stickers, or true duplicates.

3., House Trailers,

The Batch filing will not work for the monthly- house
trailer nrocessing nor the 6 month returns from the
counties. Ve need the votential to make necessary
corrections on monthly house trailer vrocessing. Also,
we need the nmotentials to check for situs addresses in
the processing of the 6 month house trailers returns
from the counties. '

To locate a batch filed pot, we need a sticker number to
determine the cldéarance number and the tray number assigned
to that clearance, and in the majority of these cases
1jsted above, we do not have a correct sticker numver.

(2%k€?/§?%234
Judy Ayal &?‘?fé

JA:mk
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CHAPTER 5, DIVISION OF DRIVERS LICENSES

Program Statement

Legislative mandates require the Department to: (1) identify all drivers,

(2) determine a driver's ability to safely operate a vehicle,-(3) ascertain
motorist's knowledge of the driving laws, and (4) determine whether a driver
has any physical or mental impairments which would prevent him from operating
a vehicle safely. These functions are essentially performed by the Division

of Drivers Licenses (DDL). The division also performs mandated functions

“not directly related to those four categories, including administering the

Financial Responsibility Law, conducting hearings and suspending driver

1icenses for violations of the Implied Consent Law, suspending driver licenses

for unsatisfied judgements and jssuing certificates for ambulances, school

buses, construction equipment and farm labor equipment.

During. fiscal 1976-77, the division is expected to process 4,790,000 original
and renewal drivers licenses, in addition to_maintaining records on 13,719,000
outstanding licenses. The division will also issue 407,000 identification
cards to non-drivers. DDL has divided its functions into four major areas:
drivers license issuance, driver improvement, certificate issuance and
information services. Chart 5-1 is an organizational chart for the division.
Table 5-1 is budget information for 1972-73 through the revised budget of

1976-77. Table 5-2 shows workload indicators and employment Tevels for

the same period.

The Budget and Workload Indicators Over a ten-year period, 1966-67 through

1976-77, the DDL budget has increased from $12,830,252 to 450,222,160, a
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TABLE 5-1
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291.4 percent increase. Over the past five years, 1972-73 to 1976-77, the
budget has increased from $33,371,558 to $50,222,160, or an increase of 50.5
percent. The budget increases are the result of inflation, increased
workloads, new legisiative mandates, special projects and stétewide salary

adjus tments.

The current salary budget for the division is $15,859,830. This does not
include the program budget cost of personnel in other divisions who perform

work for DDL. . Approximate1y two-thirds of the total budget for the division

“goes for salaries.

Employment levels For the division increased in the past five years from
1,367.5 to 1,548.0 personnel years, Or a 13.2 percent increase. Again,
these figures are somewhat deceiving because they show only personnel

| actually assigned to-the-division. The total budget for the driver 1icense 7
and control .program including work done by other divisions is 2,942.7
personnel-years. Table 5-3 is a recenciliation of the total personne1—year

requirements of the division.

There have been many recent changes in the division's workload and programs.

For example, in January 1975, the Legislature enacted a new Financial
Responsibility Law which the division administers. In addition, the division

is now required to provide literature on the new Anatomical Donor Program

and a special drivers 1icense label for participants. These two changes

alone have increased the division's workload substantially. Based upon

the indicators in Table 5-2, the division's workload has increased approximately

14 percent in the past five years while personnel-years increased 13.2

percent.
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TABLE 5-3

DEPARTMENT OF MOTOR VELICLES
RECONCILIATION OF rROGRAM IX
DRIVER LICENSING AND CONTROL

1976-77 GOVERNOR'S BUDGET TO

THE FINAL BUDGET 1976-77 FISCAL YaAR

PROGRAM IT

Driver Licensing and Control:

A. Drivers License Issuance

Personnel Years
" Amount

B. Post Licensing Control
Personnel Years
Amount

¢. Certificate Issuance
Personnel Years
Amount

D. Information Services
Personnel Years

Amount

E. Administration Distribution

Personnel Years

Amount

TOTAL, PROGRAM II
Personnel Years

. Amount

GOVERNOR'S IEGISLATIVE FINAL

BUDGET CHANGES  BUDGET
1,621.1 ~5h. b 1,566.7
528,133,893 ~58%, 27k 27,549,599
&h2.2 -1k 827.8
k4, 040,861 150,284 13,890,577
9.7 - 9.7
228,165 -555 227,610

| 253.5 -6.5 247
4,084,390 -66,610 L. 017,780
216.2 - 216.2
- h,ob1,232 - 4,041,232
2,642.7 -75.3 2,867.5
850,528,541 5-801,723 549,726,818

T ——————t————pec
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Considering the division's current operational system, these employment

levels appear to be in line with the overall workload increases.

Reorganization and Morale

In a July 12, 1976 memorandum to the Deputy Director, the Division Chief

stated:

" The exorbitantly long delay in reaching an agreement which is
acceptable to the diverse interests involved in the Division
of Drivers Licenses reorganization, and the constant changes
after initial agreement, have created an unbearable situation
for me as Dijvision Chief."

T v 1 find it extremely difficult to operate and direct my division
in accordance with accepted concepts of management due to:
(1) an unorganized rather than a reorganized structure; (2)
personnel turbulence and apprehensions throughout the division,
(3) piece-meal and sporadic changes from Management Analysis,

Personnel and MARC; (4) a proposed organization which I
inherited and does not reflect my concept of what it should

be."
The division has been in such a state of turmoil for more than two years.
These problems were compounded by the Director's new policy of rotating
managers. For example, 18 middle managers in the division wefe interviewed

during this study and only one had been on the present job more than one

year.

In any reorganization or major change in an operation, an accepted
efficient management procedure is to select a team of experts with the
necessary background and experience to develop and implement the plan.
HoweVer,.in DDL's case, this task fell upon a new division chief and many

newly assigned managers, none of whom were fully familijar with the

operation.
Even though the division had been going through a reorganization process
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for two years, the new Division Chief continued the disruptive reorganization
to mold the division's structure to fit his management concepts. Hundreds
of man-hours and an undeterminable amount of money have been spent on the

reorganization of the division.

This continuing reorganization has clearly had a negative efféct on employee
morale. The Division Chief's comment about "personnel turbulence and
apprehensions” is an understatement. One employee interviewed likened

working conditions as if they were "working on a bed of quicksand.” Another
stéfed; just before going on vacation, "I hope I have a desk when I get.back."
This very low morale is not limited to the lower levels. One newly appointed
manager stated, "I really cannot see any benefit from the reorganization. I
know one thing, you won't find me sticking my neck out to make changes in

my unit because I don't know hew long I'11 be on th1s job."™ On November 8, 1976
the Director signed the new organizational plan for the division. This should
begin to reduce some of the employee apprehensions. However, the impact of
the two years of unrest and the manager rotation po]icies‘is expected to

leave long-term scars on employee morale, efficiency and job dedication. It
is still too early to draw firm conclusions about the outcome, but there is

no apparent evidence that the new organization will prove to be more efficient

or cost-effective.

Employee Relations and Communications Section

The section was created by the Division Chief to help combat the low morale
of the employees. This unit has three main functions: {1) to operate a
communications network, (2) to conduct training sessions, and (3) to conduct

employee relations programs. The Commission finds the effectiveness of
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this unit is minimal and its programs are, in some cases, detrimental to

the efficient operation of the division. For example, in a memo dated

July 20, 1976, the manager of the Driver License Issuing Unit was notified
that 144 of his unit's 160 employees would have to attend a training session
on the traffic safety unit within DDL. A11 144 employees work in a drivers
license processing unit and have no contact with the traffic safety unit

nor any need for such training. The cost of this training session was

estimated at $1,296.00 with no demonstrated improvement in work efficiency.

This gnit also conducts “"reorientation classes" for long-term DDL employees.
The stated purpose of these classes is to reacquaint the employee with the
various functions of the division and mission of the department. Ninety
employees have attended these sessions at an estimated cost of $2,160.00.
Managers and supervisors were asked why they did not object to these
training classes as disruptive and essentially worthless. The responses
generally paralleled this one: n] won't stop my employees from going to
these training classes even though it is disruptive to my unit because

I don't want to be labeled an anti-training manager.”

Orientation is a necessary training function for new employees., particularly
in such a large and complex operation. But the reorientation of long-term

employees is a waste of time and money.

The Employee Relations and Communications Section also operates a
communications network to inform employees of the various programs and
activities of the division. The unit prepares a monthly éctivity report

for distribution throughout the division. This activity is a duplication
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of effort and unnecessary. The department already maintains a Public
Information Office which produces bulletins and other materials to inform

employees of the department's activities.

The Employee Relations and Communications unit also coordinates regularly
scheduled "rap sessions” and occasional informal gatherings where the

~ Division Chief invites selected personnel to "bring your coffee, take
your shoes off, let down your hair, relax and enjoy a discussion.” The
scheduled "rap sessions" deal more with employee complaints. Although
these "rap sessions" are department policy, employees participate only
occasionally. Although these sessions may halp boost employee morale
somewhat, this is not sufficient justification for a pregram which costs
the department approximately $28,550 in salaries alone for lost work time.
This does not include the salaries or other costs of the training,

publications, office space and equipmént.

Foreign Language Publications

Section 1656 (b) of the Vehicle Code requires the department to publish
a "synopsis or summary of the law regulating the operation of vehicles
and the use of highways in Spanish language ...". On March 16, 1976,
the Director decided to print the driver handbcoks and driver tests in
six additional languages: Chinese, Filipino, Japanese, Korean, Portugese

and Vietnamese.

Even though the Vehicle Code does not specifically prohibit the publication
of driver handbooks and driver tests in languages other than Frglish and

Spanish, it does not specifically authorize it either.
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In 1972, Senator Milton Marks introduced Senate Bill 471 in the Legislature.
This bill would have authorized the department to print the Vehicle Code
synopsis or summary in Chinese. The bi1l was defeated in the first policy

committee hearing. It is interesting to note that the department opposed

the bill.

In 1973, the Legislature passed the Dymally-Alatorre Bilingual Services
Act. (Chapter 1182, Statutes of 1973). This act requires certain state
and local agencies to employ bilingual persons in public contact positions
-or as-interpreters to assist those in such positions. Section 7295 of this

act states:

"Any materials explaining services available shall be translated

into any non-English language spoken by a substantial number

of the public served by the agency. Whenever notice of the

availability of materials explaining services available is

given, orally or in writing, it shall be given in English

and in the non-English language into which any materials have

been translated. The determination of when these materials are

necessary when dealing with the state and local agencies shall

be left to the discretion of the state and local agency."
The acting chief of DMV's legal section said no legal opinion-has been rendered
on printing driver handbooks and written driver tests in the six languages.
But he stated, "In my opinion, the only possible legal authorization for the
printing of the driver handbooks in six new languages would be Section 7295 of
the Dymally-Alatorre Bilingual Services Act. However, this section of the
act would have to be broadly interpreted and viewed as the intent of the
Jaw rather than the letter of the law. As for the printing of the drivers

tests in any other language than English, it is not authorized."

Vehicle Code Section 12804 requires every drivers license applicant to

demonstrate knowledge of laws governing the operation of vehicles and to
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demonstrate ability io read and understand simple English used jn highway
traffic safety or directional signs, including bikeway signs, markers, and

traffic control devices.

To determine the potential need and acceptance by the public of government
documents in multiple languages, an analysis was made of the foreign
Tanguage voter ballots used in the June Primary Election of 1976. There
were 515,000 Spanish and 25,000 Chinese ballots printed, but only 10,000
Spanish and 1,000 Chineée ballots were requested by voters. The cost for
theSe"ba110ts was approximately $80,000. The Secretary of State reported
that it is known that some of the requests for the foreign Tanguage ballots
were made by individuals who did not need them but wanted them as a novelty.
To have requests of two percent for Spanish and four percent for Chinese

is not a very strong endorsement for the multilingual ballot program.
Considering the fact that ballot material, particularly propositions, is
much more complex than most vehicle operation laws, it would appear that
the need for multilingual driver handbooks and driver tests would be

even less than the need for multilingual ballets.

The estimated cost of the multilingual driver handbook and test program
through fiscal 1976-77 is approximately $143,000. The estimated annual
cost to continue the program is $120,700. This program is financed in
two ways. The cost of printing was paid through the supplemental budget,
while the personnel cost of approximately $40,938 was absorbed by the
division. Table 5-4 lists the actual and estimated costs of the program,
and following is a 1ist of the Department's estimated demand for the

bobks and tests.
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: | DEPARTMENT OF NUTOR VAHICI&S
RECAPITULATION OF ACTUAL AND ESTIMATED COSTS FOR LANGUAGH TRANSLATIONS TABLE 5-4
FOR THS FISCAL YEARS 7974-75 THROUGH 1977-78

Personal 7 . Yearly
Services Overnead Printing Total
CHINESE LANGUAGE
Total, Costs - 1974-75 $ - - % - $ - T 5 -
TOtal. Costs - 1975'?6 - 3'310 998 18;7116 23y05"*
Total, Costs - 1976-77 3,054 620 12,256 16,230
Total, Coata =~ 1977-78 4 419 1,332 | k1,040 45,764
FILIPINO LANGUAGE
Total, Costa ~ 1974-75 - - _ - - -
Total, Coats - 1975-76 h,563 1,576 .- T 5,939
Total, Costs = 1976=77 3,778 1,139 © 2,000 6,97
Total, Coats - 1977-78 t, 125 1,2k 48,380 23,749
JAPANESE LANGUAGE
Total, Costs ~ 1974=75 - - - - :
Total, Costs - 1975-76 7,067 2,13 - 9,198 S
Total, Costs - 1976-77 2,939 886 - 3,825 '
Total, Costs - 1977-78 4,125 1,24 18,290 23,659
KOREAN LAHGUAGE
Total, Costa - 1974-75 - - - , - -
Total, Costs - 1975-76 " 2,252 679 5,580 8,511
Total, Costs = 1976=77 o 2,511 - 757 27,269 30,537
Total, Costs ~ 1977-78 L 125 4,264 13,750 19,159 ;
PORTUGESE TANGUAGE '
Total, Costs = 1974-75 - S - - -
Total, Costs - 1975-76 - 2,738 © 825 . 15,075 18,638
Total, Costs = 1976-77 2,822 L& - " 3,673
Total,_c'osts - 1977-78 L, 125 © 1,2k 15,750 21,119
VIETWAMESE LALGUAGE ?
Total, Costs - 1974-75 - 466 W b, 364 4,971
Total, Costs - 1975-76 2,257 681 - 5,179 7,117 ' !
Total, Costs ~ 1976-77 3,181 959 157 4,297 f
Total, Costs = 1977-78 5,13% 1,548 15,582 20,164 =
GRAND TOTAL :
Total, Gosts - 1974=75 $466 . g 741 Gl , 364 34,971
Tgtal, Costs - 1975-76 §22,187 $6,650 543,580 5§72 ,157
Total, Costs = 1976-77 - $48,285 $5,5%2 541,682 ' $65,479
Total, Coate - 1977-78 $26,053 . §7,856 $420,702 554,611
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'FOREIGN LANGUAGE PUBLICATIONS
ESTIMATED ANNUAL USAGE AND COST

, (Estimated)
Document Language Annual Usage (Estimated)Cost
Written Test Chinese 50,000 $ - 4,730
Written Test Filipino 35,000 1,870
Written Test Korean 30,000 1,640
Written Test Portuguese 30,000 ' 1,600
Written Test Vietnamese 25,000 1,340
Written Test Japanese 40,000 3,780
M/C Written Test Vietnamese 6,000 143
Your Driving Test Vietnamese 40,000 209
Driver Handbook Chinese 100,000 36,280
Driver Handbook Filipino 35,000 16,510
Driver Handbook Korean 20,000 12,150
Driver Handbook Portuguese 30,000 14,100
Driver Handbook Vietnamese 25,000 11,790
Driver Handbook Japanese 40,000 14,510

Estimated Annual Costs $ 120,702

Listed below are the unresolved issues with the muTtilingual driver handbook
and driver test program:

(1) There is no explicit author%ty in the Vehicle Code to print a
synopsis or summary of the code in any language other than
English and Spanish.

(2) There is no explicit or implied authority to print driver's
tests in any language other than English. Each applicant for

a driver's license must demonstrate his ability to read and
understand simple English.

(3) This program has not received Legislative approval.

Driver Improvement Program

The stated objective of this program is to promote safety by identifying and
controlling drivers who do not maintain safe driving records. The activities
of this program are divided into two groups: {1) mandatory actions that ;
are required by the courts and the Vehicle Code, and (2) discreiionary |

actions directed by the department.

The Vehicle Code regquires mandatory actions against drivers convicted of :
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major violations such as driving under the influence of liguor or drugs,
hit-and-run and mansiaughter, and drivers who fail to satisfy judgements
rendered against them as a result of a traffic accident or who fail to
maintain financial responsibility. The discretionary actions that the
department have been taking are very broad: |

(1) Negligent Operator (as defined by CVC Section 12810)

(2) Driver Condition

(3) Major Violations

(4) License Condition

(5) Failure to Comply

(6) Safety and Personnel Contacts
The driver improvement program has the greatest amount of activity in the
negligent operator area. In computing a driver's negligence rating, most
trraffic violations count only one point while major violations, such as '
driving while under the influence of liquor or drugs and hit-and-run, count
two points. By law, a person is presumed a negligent operator if his

driving record shows four or more points in 12 months, six or more points

in 24 months or eight or more points in 36 months.

There are four types of actions the department has been taking on negligent
operators: warning letters, group educational meetings, informal hearings
and retesting of ce-tain drivers. These four activities account for
approximately 72.8 percent of the driver improvement program staff and
consume an estimated 67.3 percent of the program budget. Expenditures and
activities for driver improvement program are as shown:

1975-76 Fiscal Year
Volume and Cost of Mandatory and Discretionary Actions

Mandatory Volume Cost % of Costs
Mandatory (except alcohol) 9,304 $ 587,186 1.50%
Drugs (with alcohol) 88,318 3,677,089 28.18%
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4 1975-76 Fiscal Year
Volume and Cost of Mandatory and Discretionary Actions

Volume _Cost % of Costs

Mandatory Totals 97,622 4,264,275  32.68%
‘Discretionary Activity
Negligent Operator 196,876 4,199,593 32.10%
Driver Condition 20,774 2,192,161 16.80%
Major Violations 808 96,559 .74%
L.jcense Condition : 6,800 371,884 2.85%
Fail to Comply 1,426 197,229 1.50%
Safety Personnel 34,548 1,739,3751 13.33%

| Totals 358,854 13,048,577 100. . %

In the five-year period of 1972-73 through 13976-77, the driver improvement
_program budget increased 23.8 percent. Over the same period, its staff

increased from 291.6 to 394.2 man-years or 35.2 percent.

It is difficult to analyze the workload indicators because of the wide
year-to-year variations in activity. Fbr example, in 1971-72, there were
62,600 people called to group educational meetings (GEMs)}. In the following
year, the number fell to 27,500. Another fluctuation is in the computer-
generated negligent operator warning letters. In 1973-74, 198,000 warning
letters were sent out whi?e.the following year, only 129,000 warning

letters went out. The division explains these workload variations as the

result of changing emphasis in discretionary programs.

Since the driver improvement program is statewide, it was impossible to

determine if the program changes could justify the additional 103 positions
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R e,

over the past five years. There are strong indications, however, that
the increase in personnel has been excessive when evaluated against the

workload indicators. (See Table 5-2.)

The most expensive part of the discretionary driver jmprovement program is
the cost of personnel to analyze driving records, arrange and conduct
GEMs and hold formal and informal hearings. Because of‘the program's
high costr($8.8 million in fiscal 1975-76) and little definite evaluation
of its effectiveness, the program has been a subject of frequent criticisms,
particg}ar}y from the Legislative Analyst. In the 1970-71 Analysis of the
Rudget Bill, the Legislative Ana?yst stated:

"We believe that in some respects the department's driver

improvement program is worse than no program because it gives
the impression that something is being done 1o reduce the accident

rate when in fact very 1ittle is accomplished.

"o recommend that the discretionary driver jmprovement program

be discontinued, that the budget be reduced by $4,047,601 and

the man-year allocation be reduced by 405.2 man-years."
The Legislature at first accepted the recommendation, but later reversed
its decision by approving legistation (Chapter 791, Statutes of 1970)
appropriating $1,367,503 to fund the program for one year. A key provision
was that the department develop an evaluation system to determine the
effectiveness of the program. Since 1970, numerous reports and studies
have been made on the discretionary driver improvement program, SOme

in-house and others by private consulting firms. The department's latest

effort, the culmination of six years of study, cost approximately $374,208.

Some of these reports and studies have contradictory conclusions:

(1) A 1969 study concluded that GEMs had a positive effect upon
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male neqligent operators while four other programs were a good
influence upon females. It recommended that male drivers attend
GEMs and females attend one of two types of individual hearings.

(2) In 1971, the department submitted a report on the conceptual design
of the evaluation system and scheduling the first evaluation
report in June 1974,

(3) 1In 1973, the department submitted two reports. One discussed the
need for an evaluation system. The second claimed that the GEMs
were successful in the short term in reducing accidents.

(4) The first evaluation report, due in June 1974, was not submitted
until May 1976. The first part of the report was a cost justifi-
cation of the program and the latter part was a statistical analysis
of the evaluation results. The report states that the warning
letter had a fe]atively sma]i yet statistically significant effect.
Because the unit cost is Tow, the cost-effectiveness is quite good.
For the GEMs, the report states the effects were also relatively
small, yet not statistically significant and not convincingly
cost-effective. Howerer, the same report claimed the program

will reduce accidents by 1,200 based upon an annual accident volume

of 189,528.

It is almost impossible to determine which report has the greatest degree of
validity. To arrive at these hypothetical savings of 1,200 accidents in the
1976 report, the department considered the number of accidents recorded over

a short period of time and projected the total number of accidents over a

longer period.
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To measure the effeciiveness of the warning letter program in reducing of
citations and accidents, the department randomly selected 14,238 negligent
operators. They were divided into a control group of 7,082 who received no
warning ]étters and a treatment group of 7,156 people who got warning letters.
Approximately five percent of each group, or 356 people, were then monitored

for any additional citations or accidents after receiving or not receiving

the warning letters. The results of monitoring these 712 people was extrapolated
to project the effectiveness of the total 186,000 warning letters sent out

each year.

There is a common element in all of the negligent operator programs and that
is the clear threat of a person losing his driver's license. The intensity
of the threat progresses from the warning letter to the face-to-face
confrpntation with a driver improvement analyst. With the letter, no one
knows except the individual and divisioﬁ employees involQed in flagging the
driver's record in the computer. In a GEM, the individual is isolated from

the acceptable motoring public by attending a meeting with approximately

15 other negligent individuals. "In the informal hearing where the isolation

has been narrowed to one analyst with cons iderable authority the threat

becomes very real.

When the department calls a driver in for a GEM or an informal hearing, it
can be concluded that he has developed an ingrained behavior pattern which
renders him an unsafe driver. Altering such driving habits requires an

extensive behavior change.

The driver improvement analysts who conduct GEMs and hearings have had

training on conducting classes and analyzing driving records, but not enough
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formal training to conduct an effective behavior modification program.

Dufing the course of this Commission's study, the pDivision Chief, each manager
and driver improﬁement analyst interviewed were asked for the statutory
authority for the discretionary part of the driver improvement program. From
the Division Chief down to the driver improvement analyst in the field office,
none coqld cite any authorization other than the fact that the Legislature
approved their budget. The department's own legal counsel has questioned

the legal authority to conduct GEMs and informal

Following are some unresoiVed issues concerning the discretionary driver
improvement program:

(1) The authority for the department to issue warning letters, conduct
group-educationa] meetings and hold informal hearings'is not clear
in the Vehicle Code.

(2) The effectiveness of this $9 million program to reduce accidents
and improve the driving habits of motorists is marginal.

(3) Only three elements of the program (warning letters, individual
hearings and probation yiolator programs) were cost-effective. The
group educational meetings were not. |

(4} The departmeht is attempting to alter the behavior patterns of

sndividuals by people who are not trained in the behavior sciences.

Financial Responsibility Law

Within the Division of Drivers Licenses is a unit which administers the
Financial Responsibility Laws enacted by the Legislature in 1974 and
implemented by the department in 1975. The Legislature stated its intent

as follows:
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"I+ has been the policy of the State of California that owning
or operating motor vehicles on the streets and highways of this
state shall be financially capable of providing recompense o

those who may be injured in the person or property by use of such

motor vehicle."”
Prior to January 1, 1975, the Security Following an Accident laws were
designed to protect traffic accident victims. In an accident where there
was $200 property damage or a personal injury, drivers of each vehicle had
to furnish the department with proof of ability to respond to all daméges

as a result of the accident.

'"In71972,'the California Supreme Court ruled that the Security Following an
Accident statutes, as defined, were unconstitutional. In response to this
ruling, the Legislature enacted the new Financial Responsfbility Act, A
requiring every driver or awner of a vehicle to maintain financial responsi-

bility at all times, thereby protecting future innocent accident'victims.

pivision 7, Chapter 1, of the Vehicle Code requires each driver of a vehicle
involved in an accident causing property damage in excess of $250, an injury,
or death to report the accident to the depaftment within 15 days. Failure

to file such a report results in the suspension of a person's driving

priViieges until the report is filed.

1f a driver is uninsured at the time of an accident, the driver and/or owner
of the vehicle must file and maintain with the department some form of

proof of financial responsibility for three years.

Fajlure to provide proof of financial responsibility to the department
within 60 days results in the suspension of driving privileges for three

years or until such time as the financial responsibility has been established.
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Until'new legislation was passed in January 1976, an uninsured driver
could obtain insurance and provide the department with proof, then cancel
thercbverage or let it lapse by failing to pay the premiums. MNow, the
insurance or surety company must report the terminatidn of a policy so that
the department can take further action. Currently, the department receives

an average of 825 cancellation notices a month.

buring fiscal 1976-77, the department will process an estimated 593,000
acéident reports, suspend 140,000 drivers licenses and reinstate 62,000
d}iviﬁg privileges. The budget for administering the financial responsibility
laws if $3.3 million. Table 5-5 is a summary of expenditures, staffing

Tevels since the program began in 1975.

Major areas of concern exist in both the department's administration of

the law and in the law itself:

Problems with the Law

(a) The law provides no protection against the uninsured driver. The
only time the state knows whether a person is financially responsible

is after an accident.

T T L QS TRe P, e e . Gs R RCpAEE

(b) During periods of economic recession, when citizens try to cut back
on expenses, the first areas that will be cut are the intangibles
such as insurance which protects against something that may or may
not happen. This expense does not visibly contribute to the
health and well-being of vehicle operators who are convinced that
an accident will not happen to them. -

(c) Auto insurance rates have skyrocketed over the past three years. For
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(d)

{e)

example, repTécing a fender, bumper ahd headlight assembly for a
Volkswagen costs $313. Because of the escatating cost of auto
repair, the $250 accident reporting level is unrealistically low.
On some of the more expensive cars, a small dent in the door could
cost in excess of $250 to repair.

The high cost of auto insurance, plus the fear of increased rates

if an accident occurs are generally no incentives for individuals

to report minor accidents, such as fender benders on their own.

In addition, many police departments do not investigate accidents

unless there is an injury or the accident is creating a traffic

hazard. In these cases, more often than not, an accident report
is not filed.

There are loopholes in the Financial Responsibility laws:

(1) If a driver owns two vehicles, but has insurance oniy on one,
the department cannot take action. For example, if someone
has insurance on his motorcycle but had an accident in an
uninsured car he owns, the department could not take action
because the individual had financial responsibility even though
it was not on the vehicle he was driving.

(2) 1If a person is required to furnish broof of financial responsi-
bility, he can obtain a policy from almost any agent. The
agent will fill out the necessary form which is presented to
the department as proof. The agent informs his company of
the policy, but neglects to inform his company of the three-
year provision of the law. The individual terminates the

policy, or permits the policy to lapse, the insurance company
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is uynaware of the recquirement that they must report this to
the department and the individual continues driving without
insurance.

(3) The law prohibits the department from suspending a driver's
license prior to 76 days after the first report of an accident.
It is conceivable that a person could be driving up to three
months before receiving notification from the department that
his license has been suspended. Even when the department
suspends a person's license, there is no way of knowing whether
he is still driving. The department estimates that most
people will still drive even though their Ticense has been

suspended.

Problems with the Law's Administration

(a) Knowingly or unknowingly the department has become an information

source and records repository for the insurance companies. The
bottom part of the aécident report (SR 1) is cut off by the
department and sent to the respective insurance company at state
expense, informing them that an jndividual had an accident. The
department explains the intent of sending the form is to verify
that the person had insurance. The burden of proof of insurance
should be on the person and not the department. The verification
process the department uses is a "negative response.” If the
insurance company does not deny the motorist has a policy, the

department assumes the individual is insured.

(b) The notification of the insurance company of an accident, even
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(c)

(d)

though the department states it is for insurance verification is

_ the type of information normally sold. Here the department gives

the information away and even pays the postage which is estimated
to be in excess of $30,000.

Another result of the department reporting accidents to the insurance
company is the almost automatic increase in a person's insurance
rates. Some individuals® insurance rates have been increased
hecause someone ran into their parked cars and caused more than
$250 damage.

There is no fault determination when an accident is recorded on a
person's driving record. As in the case of the person whose parked
car was hit, his driying record indicates only involvement in an
accident. It is unjust to b]émish a person's driving record and
increase his insurance rates if he is the innbcent victim of a

traffic accident.

{isted below are some of the unresolved issues with the Financial

Responsibility Laws and the administration of the laws by the

department:

(1) The only tool the department has to enforce the financial
responsibi1ity laws is through information obtained from
traffic accident reports.

(2) Based upon the number of accidents reported by the California
Highway Patrol and comparing them with thg number of reports
received by the department indicates that a very large

number of accidents are not reported. Some of these
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accidents, however, are not reportable because they are under
the $250 Timit.

_(3) The reporting level of $250 total property damage is too Tow.
It is estimated the average cost of an accident is in excess
of $500.

(4) 1t is estimated that fewer than 50 percent of the people who
have been involved in an accident without insurance actually
obtain insurance as 2 result of the department's efforts.

(5) The driving record of an innocent victim can be blemished by
the current reporting system.

(6) Financial Responsibility laws are punitive rather than

preventative.

Accreditation of Traffic Violator Schools

Existing Jaw permits the courts to order a person convicted of a traffic
offense or driving under the influence of alcohel to participate in a

driver improvement program as a condition of sentencing.

'Sections 1660, 1661 and 42005 of the Vehicle Code require the department to
establish, in cooperation with the Department of Education, standards for
accrediting the schools which provide traffic violator/drunken driver
jmprovement programs. In addition, the department 1s required to administer
the accreditation process and annually publish a list of the names and

addresses of all accredited schools.

The practice of referring traffic violators and drunken drivers to driver

improvement schools 1s not new. However, little evidence is avaiiable fo
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substantiate the effectiveness of this practice in terms of reducing the

number of repeat traffic offenders. The same analysts who designed the

division's generally ineffective driver improvement program are the analysts

who established the accreditation standards and course content for traffic

violator schools throughout the state. There is strong evidence that the

accreditation standards being implemented by the department are grossly

inadequate. For example, Section VII of the accreditation criteria states:

"(1)

(2)

(3)

Instructors must have education, experience and/or training in
one or more of the following:

Law énforcement, public safety, driver licensing, driver instruction,
police science, traffic safety, psychology and counseling, alcohol

and drugs, or any other related field as determined by the department.

Note: This does NOT preclude the use of consultants and/or lecturers
and specialized matter related to the course objectives.

Instructors who are also law enforcement officers shall not be in
uniform, except for officers appearing as guest lecturers while on
duty.

Fach instructor shall be responsible for the decorum in the classroom
with authority to refuse attendance and expel without credit any
person who is disruptive, uncooperative, or who appears to be under
the influence of any alcohol and/or drugs.

Note: The instructor, school administrator, referring agency, or
the Department of Motor Vehicles shall NOT be 1iable for
taking any such action in good faith and for the good of
the class in meeting course objectives.”

Listed below are some Commission concerns about the above criteria:

(1)

Experience - How long should the experience be? One day? One week?
Five years? Does experience as a drivers license examiner, law
enforcement officer, police science major or public safety worker

really qualify an individual to teach a class intended to aiter a
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person's behavior patterns, particularly those who have an
a1c6ho1ism illness?

(2) Education - How much? Grade school, high schoo1 or a PhD in
péycho]ogy? The minimum educational requirements for a driver
license examiner or a driving instructor is a high school diploma.
Yet, these people would be qualified to teach and attembt to modify

behavior patterns.

Exhibit 5-1 is the course objectives of the traffic violator schools, and
Exhibit 5-2 is the course objectives for the drinking driver improvement
scheols. These course objectives are very broad and do not reflect what
the course content will be. Apparently, this will be at the discretion of

individual schools.

It is estimated that the cost of setting up'this progfam for fiscal 1976-77
will be $63,221. The costs will increase as more schools are accredited,

and this, in turn, will expand the division's monitoring workload.

Rased upon the very marginal success of the depariments statewide driver
improvement program and the similarity of program objectives in the

accreditation program, the Commission concludes the probability of success

is Tow.

Soundex

The division maintains a drivers license name file system called 'Soundex.'
Mames are filed anhabeticaTTy by only the consonants of the Tast name.

For example, "Brown" is filed under "Brwn". Thus, all the names with

similar sounds are grouped together.
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In 1970, the Electronic Data Processing Division developed a computeri.,.
system called Automated Name Index (ANI) to replace Soundex. Howeyer,

Soundax has never been replaced and the department now operates two Paralial

systems.

Not all names searched out through the ANI program can be positively
identified to a specifié driver and their license number. If the computer

fails to identify an individual, this is termed a 'no hit'. If an infomation

request draws a no hit in the ANI and it is deemed important, the request

may be referred to Soundex for a manual search.

The estimated annual cost of Soundex is $700,000 which includes the cost
of personnel, storage and hardware. The estimated annual cost of ANI is
$356,000, which includes a prorated cost of personnel and- hardware. The

state is paying $1.06 million for a system that should only cost $386,000.

Only a fraction of the requests submitted to ANI end up being referred to
Soundex for a manual search and only a ffaction of these are actually
matched to a record. Clearly, the per-item cost of matching requests to
records in Soundex is much higher than the per-item cost in ANI. For
example, if one-third of all ANI requests end up in Soundex, and even if
Soundex identified one half of those, the per-item cost in Soundex would

be four times that of ANI.

e

During this study, many questions were not answered by the department.

are.

1. How many requests or inquiries are made to ANI monthly?

2. How many requests are not found in the ANI.(no-hits)?
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3. Why are theyv not found?
4. Can the ANI system be improved to reduce the number of no-hits?
5. What would be the cost and impact of such an improvement?

6. Uhat happens to those requests for which no match is made?

Any cost-effectiveness analysis of the Soundex system as a backup system

For ANI cannot be made because the data for such an analysis is not available.
The unit that operates Soundex has run some SUrveys and studies ostensibly
aimed at developing such data. However, the somewhat shaky methodology

__employed in these efforts leaves their results highly questionable.

One feature of Soundex which is not duplicated by ANI is the availability

of drivers license photographs. In issuing a license, the department-prints
a color photograph on the license and retains a black-and-white 'mug shot"
in Soundex. This is the primary source of "mug shots" for.1aw enforcement.
Retention and disbursement of these photographs is a service maintained

by the department almost solely for the benefit of law enforcement agenties
at a substantial expense to the department. In effect, the cost of
maintaining this service to law enforcement agencies, which is paid from

the Transportation Fund, is subsidizing local law enforcement agencies.

Section 12800.5 of the Vehicle Code requires the department to include a
full face photo of the licensee on the driveré license. The code does not
require that a record of these photos be maintained on file by the

department. The photographs are not essential to the department's business.

In addition to the costs incurred by the department for maintaining these

photos in Soundex, the department spends another $1.49 per reguest to pull,
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duplicate and deliver a photo to Taw enforcement at an annual cost of

approximately $358,000.

Soundek is also used in the following areas: (1) identifying fraudulent
applications for duplicate 1i¢enses, (2) detecting and resolving cases in
which one person has been issued two Ticense numbers, and (3) detecting and
resolving cases in which two persons have had their records combined under

a single license number.

The_department processes approximately 460,000 drivers ticense and
sdentification cards each month. There are approximately 1,500 photo
comparisons each month. Of this number, approximately 400 are identified

as fraudulent applications.

There are many unanswered questicns regarding the costs, benefits that
accrue to the department and the source of funding to supporti Soundex.
Since there has not been a comprehensive effort to develop answers to
these questions, the department has carried on the program without a

clear Legislative mandate.

Certification of Driving Skills

Section 12804(d) of the Vehicle Code authorizes the depariment toraccept a
ncertificate of driving experience” in 1ieu of a driving test for class 1

or 2 drivers licenses. A class 1 license authorizes an individual to

operate any multi-axle vehicle or combination of vehicles. A class 2 Ticense
authorizes a person to operate any bus, farm labor truck or any single

vehicle with three or more axles.

The purpose of this provision in the Vehicle Code is to permit a trucking
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company to certify the experience of an employee rather than pull a big
rig into the 1ocal DMV field office to take the driving test. The rationale
behind this provision is that a trucking company will not Tet an incompetent '

driver behind the wheel of a $50,000 rig pulling expensive cargo!

The department reports that there has not been a problem with the well-
established trucking companies. The problem stems from the less well-
established, or to use the department's label, 'f]y—byenight‘, trucking

firms.

section 12804(d) of the Vehicle Code states:

“(d) The Department may accept a certificate of driving experience in
lieu of a driving test on class 1 or 2 applications when such .
certificate is issued by an employer of the applicant provided
the applicant has first qualified for a class 3 license and also
met the other examination requirements for the Jicense for which
he is applying. Such certificate may be submitted as evidence
of the applicant’s experience or training in the operation of the
types of equipment covered by the license for which he is applying.”

The Commission has concerns in the way the law is writien. It is very general
and provides pMyY with Tittle authority to reguiate the issuing of licenses
based upon certificate of driving experience sybmitted by an employer. These
came concerns have been expressed by the Department and the California
Highway Patrol. Listed below are some of these concerns:
(1) The Taw contains no parameters. For example, 2 person could he
issued a class 2 license to operate a bus. However, buses range
in size from the small 12 passenger van to large 50-passenger

buses used by commercial transit companies. An individual may -

be well qualified to operate a small bus but not a larger one.
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Once the class 2 drivers iicense is issued, the 7g,
C

“”‘q,

2s of equipment covered by thy ¥
v

!l&

holder to operate any
(2) There are many types of trucking firms, such as OWNeT- .,
owner-leasor, independent coerators, proprietary {such nj i
chain stores), franchisec cperators, intra-state Carrip., !
inter-state carriers. Uncer the law, all of thesa can g“h;
certificate of driving excerience for an individual 1oy a ¥:E
or class 2 license. '
(3) By far, the majority of carriers are independent Operdtﬂp

are so numerous that no cne rea1?y kriows how many there

A ‘ﬁ

the state. Generally, the carrier is small, with one to ive

trucks. Under existing law, a carrier with only one Truck (i3
issue a certificate of driving experience, even though tm-l.“‘t
is not operat1ona1

(4) Under the Taw, there are no provisicr: for the department t.
perform on-site inspections 6f the ecuipment or types of Vet Y,

for which the owner will issue a certificate of driving exper te

(5) There are no provisicns in the law where the department can (o

a fee for processing the certificates of driving experience unﬁw

than the fee for the class 1 or 2 1icense;

The department has attempted to set a minimur number of vehicles for « :-

to be eligible to issue the certificates. At first, the department <

a 1imit of three vehicles recuiring a class 1 license to operate. The
department is now keeping an inventory Tist ¢f the vehicles being claires
by the owner to be used in issuing the certifizates. A1l of this effort
is being done without clear statutory authority and without reimburscnent

for its costs. -155-
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Special Projects Within Division of Drivers Licenses

The division has so many special projects going that a full time clerk has

been assigned the task of keeping a record of them. Listed below are some

of these projects:

Anatomical Donor - Forms

Anatomical Donor - Liaison

Anatomical Donor - Procedures

Bioptic Lenses and Driving

California's Implied Consent and Presumptive Limits (English
and Spanish) : ‘

Chinese Driver's Handbook

Chinese Class 3 Written Tests

DDL Glossary '

Driver Examination for the Deaf

Equipment Standards, Headquarters _

Federal Confidentiality Regulation {on Drug and Alcchol Abuse,
Patient Abuse)

. Federal Criminal Justice Information Systems

Report on Federal Privacy Act of 1974

Federal and States Acts, Laws and Regulations (Comparative
Reference Charts)

FTA/FTP Letter Generated with Renewal Notice

GEM, Spanish Presentation Instruction Forms

Japanese Driver's Handbook

Korean Driver's Handbook

Korean Class 3 Written Tests

Lompoc Court GEM Referrals

Minor's Application Form to be Issued by Schools

New Reinstatement Forms

Oral Testing

Penal and H & S Codes, Major Abstract Review Aids

Printing Licensing Requirements on Driver Education and Trainirg
Certificates _

Renewal Notice Application Study

Report and Evaluation System

Spanish Class 1 and 2 Written Tests

Spanish Information Sheet

The projécts 1isted above are only abstracts of 12 pages of projects. Earlier
in this report it was stated that managers only manage their units on a half
time basis., part of the problem being the result of special orojects such

as the ones being conducted or completed by the Division of Drivers Licenses.
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RECOMMENDATIONS

1. -The department should cease all reorganizational activities in the
Division of Drivers Licenses and concentrate all effort on improving the
efficiency and cost-effectiveness of each unit within the'dfvision.

2. Special effort should be made by the top administrators of the
department and the division to identify the causes of the low morale and:
reduce them.

| d3. The Employee Relations and Communications Section should be e]fminated._
A11 training activities should be the responsibility of the department's
Training Officer. Employee relations s the resporsibility of al] supervisors,
managers and top administrators. Estimated savings in salaries alone would
be $28,550. Thére would be additiona]'savings'in-tfaining costs, office
space and equipmént. | |

4. The department should cease all activities on the multi-Tingual
translation and_printing of driver handbooks and driver tests until the
Legislature has had an opportunity to review their‘need and cost.

5. The group educational meeting (GEM) in the Division of Drivers
Licenses' Post-Licensing and Control program should be phased out because
the effectiveness is either marginal or non-existent. It is estimated
that there will be a savings of $1.2 million.

6. The Legislature should evaluate the cost-effectiveness of the
warning letter and the informa] hearing seagment of the Post-Licensing
and Control Program. This evaluation should bé done by someone outside
the department, such as the LegisTative Analyst. The evaluation system

the department is now using is inadequate.
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7. If the Legislature decides to continue any part or all of the
driver 1mprovement‘program, the Vehicle Code should be amended to show the
following: (a) the authority, (b) the program scope and objectives, and
(3) the establishment of an on-going evaluation system. The evaluation
system should be capable of iliustrating the cost-benefit and the cost-
effectiveness of each program.

8. If the.Legislature mandates the continuance of the Post-Licensing
and Control program, guidelines should be established on the minimum
qualifications for a driver improvement analyst who must function in the
area of behavioral sciences.

9. Inasmuch as many aspects of Financial Responsibility law are
unenforceable, it is recommended that a legislative committee study the-
_entire program in an effort to develop a workable system. If a practical

“solution to the many enforcement problems are not attainable, the program.

should be abolished.

10. The Financial Responsibility Act should be amended to reguire
financial responsibility on the person as.we11 as the financial responsibi]ity
on the vehicle that individual is operating.

11. The burden of proof of financial responsibility should be clearly
on the individuals involved in an accident. The practice of the department
verifying insurance coverage should be discontinued producing an estimated
savings of $30,000 in postage alone and undetermined
sa?éries, equipment and operating expenses.

] 12. The Legislature should consider waiving the requirement for filing
accident reports with the department if the parties involved in an accident
had financial responsibility. However, accident reports should be filed

if there was an injury or death, or one of the operators was under the

influence of alcohel or drugs.
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13. If the Leyisiature continues requiring accident reports, the
property damage Tevel should be increased td reflect the substnatial increase
in auto repair costs over the past three years. —There would be an
unaetermined amount of savings because fewer accident reports would be
filed.

14. A study should be conducted to determine the feasibility of finding
some form of fault or culpability after an accident report has been made.

The department should record only those accidents on the driving records
qf_the individual determined to be at fault. This is to protect the
innocent victims of traffic accidents from paying increased insurance
premiums.

15. The Legislature should withhold any further funding of the Drinking
Driver Improvement Schools and Traffic V10?ator Schools until the gu1de11nes,l
course objectives and course content have been evaluated by experts in
the field of education, behavioral sciences and alcoholism rehabilitation.
These experts should report their findings and recommendations to the
Legislature.

16. The Legislature should decide whether the Soundex in the Division
of Drivers Licenses should continue to be the primary source of drivers
license 'mug shots’ for law enforcement agencies, with cost of this service
borne by the State Transportation Fund, or this service should be transferred
to the Department of Justice.

17. If the Legislature makes the policy decision for the department to
continue Soundex, Section 128005. of the Vehicle Code should be amended to
authorize the department to maintain these photographs and to establish
guidelines on their security and availability to persons other than law

enforcement agencies.
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18. If the department continues Soundex as mandated by the Legislature,

i:, the cost of this service should be funded from the General Fund rather than

the Transportation Fund.

19. Section 12804(d) of the Vehicle Code should be amended to include
the following:
{a) The department'shou1d be qiven the authority to perform on-site
inspections of tfucking firms or carriers who are authorized to submit

certificates of driving experience in lieu of taking a driving test.

(b) The Department of Motor Vehicles and the California Highway
Patrol should establish guidelines and minimum standards for a trucking

company or carrier to qualify for the issuance of certificates of driving

experience.
{¢c) The department should be authorized to collect a fee to cover

the cost of processing a trucking company's application fo issue certificates

of driving experience as well as a fee to process the certificates of the

individual.
(d) There should be a periodic renewal of these authorizations for

trﬁcking firms to issue certificates of driving experience.
17. The Director should establish a control system on special projects

and studies in the Division of Drivers Licenses. The position of Project

Coordinator should be eliminated.
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EXHIBIT 5-1

oA vt gy

PRAFFIC VIOLATOR SCZOOLS

COURSE 0BJECTIVES:

- a2 -— = = ] K .,
3CL00L 15 TO GeVellD L.l va

- e et = S gy e
safety and TLg ImPOTTiu.cv
-, e s g im - - s
the stucent ©0 Declme O

The purpose of the traflic vioclator
-student an understanding of traflic
of proper attitude, and to movivate
better and safer driver.

T S T e
EETECTIVE SULY G, O

MINIMUM ACCREDITATION STANDARDS

o]

Minimum subjects required to bs included i
of traffic wviolator courses

L.

A) - Driver Attitude and Responsinility
)

2) DMV procedures

The driving privilegse

point counit, Civ .

B) Alcohol and Drugs

— . . e x .oam —
4) Eifect on the driving privilege - (DMV )
'2)  Tnsurasnce role in the driving recoxd

C) ©Defensive driving technigues

1) Define types and causes of accidents and prescuilv

countermeasures
Vehicle Maintenance

"i)

Praffic Laws and Regulations

Pires, brakes, lignvus,.eic.

Pedestrian safevy
Motorcycle saiev]
Bicycle safevy

-,-hr‘| ] l‘

- Defensive driving tactics in reco~izing da
signs belfore involvszment oCCurs
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EXHIBIT 5-2

A A

' DRINKING DRIVER IMPROVENERT SCHC0LS

COURSE OBJECTIVES:

The purpose of the school is to provide students with racvs
about drinking and driving SO ~hat they will be in a bvetier

position to assess their own Gripking and driving behavior
ané therefore avoid a fubure T arrest or tralffic accidonit.s
A secondary purpose is ©o provide basic infornaation O TLg
identification and treatment of alcorolisnm for those students
who will need suen information in order to understand clearly
the alternatives from which they may choose, and possibie

sources of help.

MINIMUM ACCREDITATION STANDARDS TFFECTIVE JULY 1, 1979

T. Mipimum subjects regulred TO he inciuded in The curriculus
of DUI courses

— Orientation

_ Defimition of the DUL Prodlem

_ Judicial Role |

- Law Enforcement Role

- Department of Movor Venicles Role

- Prysical Effects of Alconol/Drugs on the 3ody and
Driving Performance

- Psychological Effects oX Alconol/Drugs on the Body
snd Driving Performsnce '

2
V)

H
by
M
H
l.__l
cd

_ Sociological Effects (provlems associaved wi
1ife, friends, work)

- Discussion of Causabive Factors of Alcoholism

'~ Discuss and Availl Class Students to Cozmunity Resources

-~ Wrap-up - Final Evaluavions
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CHAPTER 6, DIVISION OF FIELD OFFICE QPERATIONS

Program Statement

This division is involved in every major program of the department and
performs an estimated 96 percent of the department's entire workload
(see Table 6-1) Almost all work done in the field offices is not the
end-product; further processing is generally done in DMV headquarters.
Because the field office operations encompass all prograims, the costs of
these operations are 1n§1uded in the various program budgets of other
divisions, such as the pivision of Vehicle Registration and the

Division of Drivers Licenses. Therefore, field office operations are

not specifically identified in the Governor's Budget.

The division is organized into three regions, 14 districts and 147 field
offices. Each region has an Assistant pivision Chief as a manager; each
district is authorized a Manager y; and each field office has a manager,

either a Manager Il or a IV depending the grade and size of the office

(see Chart 6-1)

The Budget and Workioad Indicators

Because the division's budgetary expenditures are not isolated and easily
identifiable in the Governor's pudget, it has been extracted from the
yarious program budgets. The budget format was changed in 1973-74, s0O
the budget and ctaffing levels by program are 1imited to 1973-74 through

1976-77. The total expenditures, not by program, are as follows:
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Net total expenditures for the Division of Field 0ffice Operations:

Actual 1971-72 $23,356,073
1972-73 27,485,306
1973-74 29,679,583
1974-75 33,390,549
1975-76 39,889,191
Revised 1976-77 44,908,933
Proposed 1977-78 46,959,638

The division's budget has increased 92.28 percent, from $23,356,073 1in
fiscal year 1971-72 to $44,508,933 in fiscal year 1976-77. Employment
levels increased from 2,547 personnel-years in 1971-72 to 3,087 in 1976-77,

a 21.2 percent fise (See Table 6-2).

Significaht trends in the division's expenditures parallel trends in
other divisions. The most extensive change is the disproportionate
increase in administrative costs. In a four-year period, 1973-74
through 1976-77, these costs have increased annually from 109.6 percent
to 216 percent. The overall increase for all programs in the division
is 113.2 percent. This compares to 157.7 percent in the Division of

" Drivers Licenses and 80.2 percent for the Division of Vehicle

Registrations.

While division staff grew by 540 positions overall {or 21.2 percent) in
the six-year period, general administration positions increased from
36.8 to 64.3 positions, or 74.7 percent. The ratio of managers to
employees increased from one manager for 69.2 employees to one manager
for each 48 employees. This is a general trend throughout the
department. From a budgetary standpoint, the disproportionate increase
in the administrative costs is the result of paying the salary level of

a manager and not just the salary level of a clerk or secretary.
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Programs and Operations

The organizational structure and the operation of the field offices are
rigidly controlled. -Uniformity in both the operation and the staffing

is essential for such a large, scattered and complex operation.

In Chapter 1 of this report the subject of management by manuals was
discussed. It is in the field office operation where strict adherence
to thesé manuals is highly evident. In addition, the division has its
own field operation manual on the day-to-day operations. The department
““has éeﬁoénized the fact that field office managers have 1ittle latitude
to actually manage. A DMV report published in October 1575 stated:
"Eield Office Managers are given little discretion in the management

of their offices and are in effect supervisors rather than managers."

The report further stated:

"], Implementation of vacation schedules, queuing techniques
and other routine management responsibilities require
approval of the district manager or higher authority.

"2, Rigid adherence to procedure s ekpected in accordance
to guidelines expressed in the various manuals provided
from headquarters.

n3.  Conversely technical line personnel at the MVA level
in the headquarters may depart from procedure and in
fact instruct Field Office Managers to depart from
procedures on occasion.

4. Managers have no discretion in the selection of office
personnel in the areas of transfers, promotions or from
the open Driver's Examiner 1ist.

"5, Budgeted blanket funds and vacant positions are doled out,
in the first instance monthly and in the second from
headguarters to the various offices. '

"g. Accountable supplies are ordered ‘automatically’ by
headquarters when established Tow points are achieved.

n7. Routine supplies are distributed freely without
accountability to the field offices at their request.”
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In addition to the above 1imiting factors, the Management and Reporting
Control (MARC) program and the division's structured management hierarchy
have effectively removed the last two vestiges of a true management:
determining staffing levels based upon workload and the preparation of

the budget and expenditure controls.

The division's management structure is cumbersome, with line authority

going from division headquarters to the regions, then to the districts

and finally to each field office. For example, if a field office has a
vehicle registration prob]em, the field office manager has to go through ;
the district, region, division and finally over to the Division of VYehicle
Registration. This tortuous line of authority works in reverse when the |
- Division of Registration or Drivers Licenses has .a problem with a field

office. They have no authorization to deal directly with the field office.

Work procedures in the field office are extremely complex, particularly
in reporting vehicle registrations and the amount of revenues received.
There is strong evidence that the comp1éxity of these procedures and the
extensive manuals, are partly responsible for the disproportionate
increase in administrative costs. As a process becomes more complex,
more people are required to complete it and more management is required

to ensure that procedures are followed.

Consider the organizational structure of a field pffice. In a Grade III
field office and above, there is generally a field office manager, assistant
manager and three or more supervisors over registering vehicles, processing
drivers license applications and audit control. The Commission considers
such a one-on-one structure for the manager and assistant as inconsistent

with good management practices.
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Future Field Office Operations

Chapter 1 of this report discussed a new program for the department to
collect bai] on unpaid parking citations at the time the vehicle's
registration is being renewed. This prograﬁ will require inst§11ation
of approximately 210 computér terminals in the 147 f{eld offices. In
addition, there is a high probability that the department will convert
to "on-line issuance” of drivers licenses through these same computer

terminals so licenses can he issued while a person waits.

The,cutreht organizational and operational structure of the division

and the department makes it highly probable that severe problems will
result from these new programs. For example, if a problem develops in
the field office, the manager does not have the authority to make a
decision or take corrective action that is not included in the procedural

manuals or without first clearing the decision through the division or

region managers.

when the field office compufer terminals "are in, the department's central
computer system will have an estimated 7,400 inquiries or updates of

the computer per hour. In view of the current seven to eight percent
error rate of entering data into the computer at the headquarters, the
potential error rate with an_additional 210 computer terminals in field

offices is substantially increased.

RECOMMENDATIONS

1. The three regional manager positions should be eliminated and the

functions can be assumed by the district manager.' In addition to the
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salary savings, this change would provide a more direct 1ine of

authority between the headquarters and the field offices.

2. The assistant field office manager should be eliminated in
all field offices and the senior supervisor should be trained to fill
in for the field office manager in his absence. This would produce‘

even more salary savings.

3. The department should begin a training program for senior
_supervisors and field office managers in modern production management
and control; personnel; computer sciences for managers; preparation
of program budgets; .basic principals of cost accounting; and

inventory control.

4. The department should establish a program to transfer some of
the management responsibilities from headquarters and the districts to
the field office managers. Field office managers should have the same
discretionary management latitude as the 1ine headquarters processing
personnel. Other recommendations on the transfer of responsibilities to

field office managers is contained in Part 2 of this report.

§. Field office managers should be given the authority to screen.
and select their employees from all sources, as the performance of these

employees is the responsibility of the field office manager.

6. The practice of automatic supplies to field offices should be
discontinued. Each field office should order its own supplies and the

manager should be held accountable for their proper use.
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7. 1In the implementation of computer terminals in the field offices,
the department should utilize the computer capabilities to the fullest
by instituting an automated cashiering and accounting systém; a personal
check verification system; and a system for programming that part of

headquarter's workload which results from field office activities.

-173-




Section 2

SPECIAL PROJECTS

In the past two years, top DMV administrators have directed substantial
effort and expense to projects which are not directly related to the
department's basic mission. Although some of these projects may help
improve employee morate or DMV's public image, most make no positive
contribution to the depariment’s efficiency or cost-effectiveness.

Listed below are some of these projects:

-~ Open_-House
In 1975, the Director stated: “It would be nice if this department could

demonstrate, in some way, that we are people like eQerybody else,
interested in helping the public while performing a necessary government
function. By putting on an open house, we could dispel some of the
misconceptioﬁs that seem to exist about us.” This idea became reality
April 26, 1975, as a Sacramento Headguarters open house, "to build

bridges of goodwill between DMV and the citizens it services.”

In his letter inviting Governer Brown to attend, the Director wrote:
"Hundreds of DMV employess are already voluntarily preparing various
special dispTays. Some will be outdoors; others indcors on all floors
of both DMV buildings. The employees will demonstrate what their iobs
accompliish; they will also display their personal talents and hobbies.

We are encouraging attendance from the entire Sacramento metropolitan

area."

Fyen though many employees volunteered their time, many others were paid

for their open house work. An estimated $80,778 in salaries was paid for
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reported time that employees spent preparing for open house instead

of performing their normal duties.

On'top of this, managers, supervisors and employees said a substahtial
amount of open house work was done on paid time without being reported.
And even those who volunteered as open house hosts or guides were given %
fully paid "informal compensating time of f" which was not reflected on
formal attendance records. Exhibit 7—],'is the informal time off
memorandum. Exhibit‘7—2 shows the costs of the open house and

Exhibit 7-3 is the report of unproductive time. The Commission considers

U st afhin L0 A Yol mbas By oS i m

it very poor judgement to spend this amount of money and bend personnel
rules to stage such an event of questionable value in improving the 1 L

department’s image.

Interdivisional Conference

In a March 5, 1976 memo, the Director outlined the agenda for an
interdivisional conference in Sacramente April 20-23, 1976: "The
primary focus of the conference is to deal with the issue of developing
community councils and improving management skills". Other topics ]
included answering questions about new programs and OMV's operations;
educating employees to seek new frontiers for government;_ helping managers
gain specific skills and increased awareness about employee relations;
providing education to deal effectively with communities; and exchanging
experiences between divisions. On June 9, 1976, a departmént evaluation
report on the conference stated:

“This first Interdivisional Conference can be considered

a limited success. To the extent that the conference .

did not effect a change in attitude on some substantial

issues, such as the need for community councils and
increased public involvement with DMV, it did not
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meet it's objective. However, On some issues, such as
DMV's overall goal and perceived flexibility of the
community council concept, it appears to have made a
contribution toward creating a feeling of community...

"Nonetheless, as noted in the preliminary evaluation
report, there is a good possibility that the conference
provided a hejghtened feeling of camaraderie among
participants. It is likely that this effect of the
conference will be beneficial if the camaraderie crosses
divisional lines, but possibly detrimental if it serves
to reinforce interdivisional rivalry brought to 1ight
by the preliminary evaluation.”
Approximately 115 middle and top managers from around the statle attended
the conference. The only definitive results of the conference was the
feeling of camaraderie. On October 21, 1976, the Commission was
advised this function cost $42,947.46. A11 conference expenses were
charged to the travel in state budget, except for $1,422.05 charged to
training. The estimated cost does not include personnel services costs

of personnel to replace those attending the conference.

Backseat Driver Public Panels (Community Councils)

The stated purpose of this program is:

"To further the concept of opening government to the people
by reaching out into the community for ideas to assist the
Department in the formulation of its pelicies and procedures.

"To develop a working relationship between the public and
the Department with emphasis on consumer orotection, traffic
safety, and responsiveness to consumer service needs.

"To provide a channel for mutual education and better
understanding.”

The Director explains the need for community councils this way:

nitye been in State government a little over a year now and

I see myself gradually becoming a part of a triangle....
composed of bureaucrats 1ike me, people in politics, and

of representatives of industries. In Sacramento, we seem
to spend 90 percent of our day talking to each other..... in
effect, to ourselves. It's not the result of an intentional
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plan or plot. It's the way the system has evolived.
There just isn't enough room built into it for the
voices of students, of older people, of regular salaried
workers, housewives -- of people who should be consulted
as a matter of course. It's Tike there was a wall
around our triangie. I want to start chipping away at
that wall and I think the community council concept is
one way to do it."

These public panels include 1,000 to 1,200 members and are associated
with 80 to 85 DMV field offices. The guidelines for composition of each
public panel require at least three members from the department staff.
The field office manager will, in most cases, serve as the coordinator.

The other two DMV personnel are a driver improvement analyst and a

Division of Compliance investigator.

As of December 15, 1976, these panels submitted approximately 290 inquiries,

suggestions or ideas. The qdestions are reviewed by a full-time pub]ié
panel coordinator, then assigned to the appropriate division for a
response. Hundreds of man-hours have been devoted to preparing answers
to these questions and suggestions.' Many questions are so repititious
that the department has developed “canned" responses. Listed below are
some of the suggestions submitted by the public panels: |
Carmichael: Take-a-number system to handle the flow of customers.
Victorville: Add a statehent to the top of driver’'s tests that will
put the applicant at ease and urge him to study the

questions carefully.

Barstow: Consumer complaint forms have been passed out to the
: panelist for examination.

Escondido: Panel members have accepted responsibility to recruit
Native Americans, Mexican Americans and youth for
panel service.

Tri-City: Sent panel coordinator to Driver Training-Teacher's
meeting sponsored by the Fremont School District.
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Glendale: Panelist read about one of their meetings in the
' morning paper where the topic of discussion was the
purging of old violations from the driver's record.
The department also uses the panels to conduct ﬁublic opinion polis.

To inform panelists of these polls and the results of their questions and

suggestions, the department publishes periodic bulletins and pamphlets.

The Commission feels the community council program has no beneficial effect
on the efficiency or capability of the department to carry out its
legislative mandates. Instead, the program results in unnecessary costs,
diQéréﬁon of valuable employee time to non-productive activities, and a
negative impact on employees' efficiency and morale by doing double duty:

the regular assignment and outside activities.

The program's direct costris_estimated at $42,680 in fiscal year 1976-77

(seé Exﬁibit 7-4). This figure does not include the costs of preparing
detailed responses to panels’ questions and suggestions. Most responses
carry the same weight as establishing dgpartment policy, so top managemént --
and in some cases the division -- must approve them. This js a very

expensive process for which estimates are not available.

Department Activities Coordinating Committee (DACC)

This committee was originally formed to coordinate the open house project.
However, in a memo dated January 16, 1976, the Director stated that the
committee should be continued to pursue the following projects:

A Bicentennial Celebration

This will include Departmental and Field Offices' participation
in the program.

B. State Fair Departmental Booth
The DACC Committee will have the responsibility of developing
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the display and coordinating the program between the
department and Cal Expo.

C. On-Going Activities

It is my desire that this commiftee continuously develop
special activities that will allow employees to be relieved
from time to time from the drudgery of their day-to-day
jobs.
Three regional DACC coordinators are recruiting volunteers from each of the
147 field offices and 14 district offices. Not all employees yield to the
pressure to donate their time and money to the DACC projects. In a letter

_to the division coordinator, 32 employees in one field office objected to

the DACC activities. Exhibit 7-5 is a copy of this letter.

There is substantial evidence that the majority, if not all, of tﬁe DACC
activities are done on state time. For example, on May 19, 1976, eleven
employees from various San Francisco Bay Area field offices traveled to the
Walnut Creed DMV office for a meeting conducted during business hours.
Exhibit 7-6 is the minutes of another DACC meeting which thirteen people

attended.

It is impossible to determine the cost of these committees fhroughout the
state. Office managers were told in an April 13, 1976 memo that the time
spent on DACC activities would have to be absorbed. In some cases, the
unproductive time is not reported because it would put the field office
manager in a bad light. The only possible benefit of the DACC activities
.is, in some cases, improvement in employee morale. However, this nebulous

result does not justify spending so much non-productive time.

State Fair Booth

DACC followed the Divector's wishes by developing a display for the 1976
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Stéfe Fair. The display was designed by a graphic artist, staffed with
eight'DMV employees, and a computer terminal was installed with direct
access to the main computer at DMV headquarters. DMV employees sold copies
of tﬁe Vehicle Qode and, for a standard fee, provided computer printouts

to fairgoers on their drivers licenses or vehicle registration.

The cost of the display to the state was $11,030.98. DACC claims that
the booth was a tremendous success, with as many as 5,000 inquiries for

information on drivers license or registrations. Income claimed by

DACC:”
Vehicle Codes Sold $ 108.00
Vehicle Registration Records 156.75
Drivers License Records 1,123.50
Fnvironmental License Plates ©1,075.00°

Total $ 2,453.25

Spending such funds to build and staff & fair booth allegedly to improve
the department's public image was a waste of time and money. The department

should have a higher priority use for these funds.

Looz-A-Ton Contest

DACC coordinated a statewide weight-reduction contest for DMY employees
batween June 10 and August 20, 1976. Participating employees had their

weight recorded weekly and prizes were awarded for successful weight

loss efforts.

Staff throughout the department devoted an undetermined amount of work
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time to this contesf. For example, headquarters weigh-in activities
conducted by volunteer personnel were originaily scheduled either before
work or at morning break. However, due to the large number of participants
and the failure of some volunteers torarrive on time, much of the weighing
was done on state time. While it was not feasible to obtain a statewide
accounting of the staff time involved, it has been determined that wmore
than 113 paid man-hours was devoted to the contest at headquarters alone.
Much of this staff time was used to make posters and special bulletins

and to distribute special looz-a-ton memos. Exhibit 7-7 is a sample

poster and registration form.

Prizes for the looz-a-ton contest were donated by a variety of sources,
including some private businesses which were solicited by DMV employees.
In a memo dated June 29, 1976, to the regional and district DACC
coordinators, (Exhibit 7-8), the headquarters coordinator stated:

"We plan to start weekly drawings as soon as we have enough
prizes accumulated. Each District Coordinator should
encourage his or her people to get out and solicit some
of the business establishments in their cities for prizes
for the contest. Please warn them not to solicit any

business establishment with whom the department does
business."

Most prizes were donated by DMV employees or emplioyee organizations, but
saveral prizes,_such as free dinners for two, free auto lubrications and

passes to a health spa, were the result of these solicitations.

Fven though the value of the solicited prizes was relatively small, there
is a serious question of the appropriateness of a state employee conducting
any form of solicitation on behalf of the internal activities of a state
agency. Another question: what business firm does not do any business

with the department?
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There is no statutory prohibition against a state employee soliciting such

gifts from private businesses. However, the Legislative Counsel has issued

an opinion (Exhibit 7-9) that:

wpn employee of the Department of Motor Vehicles, acting
in an official capacity as an employee of the department,
does not have the authority to solicit gifts from private
enterprise to be awarded to employees of the department

>

+o encourage weight loss by such employees.”
Many employees did not support the looz-a-ton contest. A July 15, 1976
memo to then Senator Randolph Collier from an unknown employee (Exhibit 7-10)
deplored such nfrivolities on the job." The letter stated:

e are finding it increasingly difficult to devote our

time and energies to serving the public efficiently because

of the demands and pressures placed upon us by the Director,

Herman Sillas, to participate in non-related activities.

There are strong indications that the locoz-a-ton contest will be tried

again in the near future.

Mural Project for Field Offices

In an April 23, 1975 memo (Exhibit 7-11), the deputy director urged the
division chief of Field Office Operatfon to start the morale project because
nGovernor Brown considers this ... 2 top priority item.” On May 7, 1975,
the division chief launched procedures for painting a mural at each field
office. The memo (Exhibit 7-12) also stated the department "shall pay for
the supplies and the preparation of the walls" for painting. However, oOn

May 20, 1975, the department issued a press release (Exhibit 7-13)

 describing the mural project and stating: "... no state funds can be

aliocated to it."

During fiscal 1974-75, the department found it had a salary savings which
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could be used to pay fhe artists as long as the funds were used before the

beginning of the new fiscal year. The director informed the division chief

who, in turn, informed each field office manager. At each step this directive

authorizing payment of artists was transmitted verbally and never committed
to print. The mechanism for paying the artists was the budget's "emergency
employee" provisions established to hire permanent intermittent employees

during peak work loads.

The decision to use state funds in the mural project was made 13 days prior

to the public press release stating that no state funds would be used.

There is no estimate of the amount of regular staff time and payroll cost
the department devoted to the mural project. However, an indication of
~the project's magnitude is the fact thqt departrent personne] contacted
an estimated 750 artists and art groupé, produced aﬁd distributed more

than 1,000 memos and letters relating to the project.

The mural project is still active, alihough much reduced from its peak
activity point in June 1975. Fifty-five field offices have murals while
the Director has expressed his desire for murals in all 147 field offices.
No DMV funds have been spent for artists' fees since June 30, 1975; a}]
artist labor since then has been voluntary. However, the department is
still furnishing necessary art supplies out of field office operating
funds. Also, the field offices are still required to send regular status

reports on "office beautification" efforts.

Not all murals were readily accepted by the cormunity. One newspaper

. headlined a story and picture, "Mural at DMV: Abstract Art or Dirty
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picture?”

erotic art".

Listed below are the

One citizen told the Governor the DMV was

jdentifiable costs in the mural project.

"the "local center of

These figures

do not include staff costs for several hundred man-hours .

MURAL PROJECT COSTS

As of July 1,

Artists' salaries
mihm‘mﬂmﬁﬂs
Remodeling materials
Remodeling labor -
Security %for a dedication)
. Dedication announcements
DMV analyst salary and travel
Other DMV staff time
Mailing expenses
Total

1976

$16,390.66
10,163.72
533.76
2.,976.77
160.64
35.34
1,634.25
Undeterminable
undeterminabie
$31,895. 14 .

The Commission realizes that the amount of funds expended on the department's

mural project is not significant in itself.

concern to the Commission:

1. Declaring the mural preject a

However, three other areas are of

“top priority jtem" diverted

department efforts away from its mandated functions.

2. Deciding privately

to use state funds to pay artists, then 13 days

jater issuing @ press release that no state funds can be allocated to the

- project in an outright lie.

3. Using the salary savings and hiring of artists under the emergency

employee provisions is not only poor management, but 1ikely an illegal

misuse of state funds.

yoter Registration

In many field offices, department employees who have been properly deputized

by the county,
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department by a certain fee per registration, but this covers only a

fraction of the total cost of rendering this service.

The state's new postcard registration option has drastically reduced

the number of affidavits taken by department personne].‘ Nevertheless,

the department still bears a net expense for taking affidavits andi

distributing cards. The estimated cost to the départment and the

State Transportation Fund for providing voter registration service

between Sepfember 15, 1975 and September 30, 1976 is listed below:
6,503.9 man-hours @ $4.23 an hour $27,511.50

Staff benefits @ 18.9 percent 4,952.07

Total wage cost 32,463.57
Less reimbursements 8,044.67
Net cost to the department $24,418.90

The department also distributes farm labor baliots, with an unknown cost
to the department. - The cost of providing these services should more

appropriately be borne by the counties or the Secretary of State.

Employee Perception Survey

The department has established a continuing "employee perception” survey
designed to measure the communication and leadership effectiveness of
managers and supervisors by polling their subordinates. The survey consists
of two questionnaires: one for the employee to rate his immeidate supervisor,

the other to evaluate the manager of the section or unit.

Each employee is allotted 30 minutes to fill out each questionnaire. The
survey is expected to be conducted department—wide'every six months.
Additional staff time will be consumed to distribute, collect and

tabulate the survey results. EDP services, already heavily burdened, will

-18b-




calculate the comparative scorings for each supervisor and manager.

The quality of survey questions is marginal at best. Costs of this new
survey are not available. However, the average cost of a DMV employee is
'$6.30 per hour and it takes one hour to complete both questionnaires.

If all of the 7,893.6 man-years of labor in the department were polled,
the cost would be approximately $49,729 every six months, or roughly
$100,000 a year. Although these figures are not precise, they are an
indication of the poteﬁtia] cost of the survey in terms of personnel costs.

The cost of distribution, collecting, tabulating and computer time must be

added in.

Such a survey, when properly developed, can be an excellent tool for top
administrators to measure the leadership abiTjties of_supervisors and
managers. However, very'1itt1e meaningful informatibn can be obtained

from a survey intended for the entire department. For example, the
questions have to be so broad they can be answered by an employee processing
drivers licenses as well as one in daté processing. Management and
supervision is comp]etefy dissimilar in these two sections because of the

nature of the work.

There are strong indications that the data derived- from these surveys is of
Tittle or no benefit to top administrators in evaluating managers and

supervisors.

Women's Exchange Program

In October 1675, the department conducted a week-long experiment of 200
women replacing male managers throughout the departmnet, including the

director's job. The theme of the exchange project was stated by the
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deputy director: memen -are fully capable as men in running the

department.”

In late'1976, the department reviewed this program on a more permanent
basis to permit women to exchange working positions with managers and
supervisors. The program will allow women who are in positions with
Senior Clerk salary level and supervisory responsibility, or are in
higher-level classes, to exchange jobs with other men and women for one

wonth. (See Exhibit 7-14)

Even though the program has just started, hundreds of man-hours have been
devoted to planning, implementation and applicant screening. Since the
exchange program is designed for a year-round operation, hundreds more

man-hours will be devoted to continuing the project.

The women's exchange proagram is costly and counter-productive. The point of
this project appears to be that women can be effective adminstrators. It
appears to be inappropriate for a department to undertake a program of this
nature then the philosophy of women's capabilities as managers and

administrators is undisputed.

A person replacing a manager will naturally not have the same experience
or knowledge of the operation as the full-time manager. In most cases, it
will take longer than a month just to learn the duties of the replaced
manager and to understand the functions of the unit. This will result in

an increased workload for subordinate managers and supervisors.

Existing law requires that persons seeking employment or candidates for
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promotion must be selected without references to age, sex, race or
religion. Because the Women's Exchange Program is designed exclusively

for women, it appears to be in conflict with the law.

Additional Projects

The 10 projects 1isted above are, for the most part, unre1ated-to the
department's mandated functions. The estimated cost for these progfams
is $233,750. In many cases, this does not includé personnel costs. These
projects were analyzed to i1lustrate the diversion of the department's
‘energies into areas that are non-productive in terms of the department’s
main mission. Listed below are other projects of the department where
detailed analysis was not made:

1. Child Care Center: Child care is provided for the department’s
employees. 7 |

2. Child Drdp Center: This project in the Los Angeles DMY office
is to take care of children while the parent is conducting business with
the department.

3. Consumer cducation/Protection: This is being pushed through strict
enforcement of automobile dealer advertising regulations. '

4. Courtesy Corps: More than 120 youngsters worked for the department

during the summer.

5. On-Site College Program: College COUTSEs are being offered in the
DMV headquarters.

6. Paint-a-door project: A symbolic gesture to "open up the state
government to the people" and remove the mystique, making DMV wore inviting.

7. Exploring Bureaucracy: A joint venture class between the

department and Sacramento State University. Approximately 20 students
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would probe the department's bureaucracy.

RECOMMENDATION

The Commission recommends that the Legislative fiscal coﬁmittees review
the department's budgetary expenditures for projects that are not mandated
by the Legislature. The Commission considers inappropriate the large
expenditure of State Transportation Fund monies for activities not related
to the Department. Legislative policy committees should review the

propriety of these special projects.
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STATE OF CAUFORNIA
DEPARTMENT OF MOTOR VEHICLES

EXHIBIT 7-1

May 1, 1975 File No.:
pDivision Chiefs
Dan A. Keller

Wy R%

Compensating Time 0ff for Open House Participants

The Director has advised that informal compensating time off is to

be given to those employees who voluntarily acted as hosts or guides
during the open house on April 26, 1975. Such CTO will be on an '
hour-for-hour basis. ]

_ voiuntary time and CTO will be handled informally and such time will

not be refiected on formal attendance records.

DAK:bm

NOTE: Be sure all of your Supervisors understand this.
There has been some confusion.

ADNELICTAY Gl

~
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DEPARTMENT OF MOTOR VEHICLES i
EXHIBIT 7-2 - OPEN lIOUSE ~ APRIL 1G75 :
ESTIMATED COST COF PERSQ{!AL SERVICES* E

197h-75 . o

AVERAGE STAFF TOTA]
SALARY BENEFITS  PERSONAT:

PER HOUR  HOURS SALARIES (16.81%)  SERVICE

DEPARTMENTAL ADMINISTRATION  $5.18 578.7 $2,998 $500 §3,50”
COMPLIANCE T 6.20 120.1 807 %6 9t
DRIVERS LICENSE : 4. L6 19617 17,669 2,970 20,63
* EDP "SERVICE 4,76 1,605.7 7,648 1,286 8,93
FIELD OFFICE OPERATION L, 77 32.9 157 ' 26 ’183
REGISTRATION 3.97 6,008.6 23,854 4,010 27,861
Sub-Total 12,518.7  §53,133  $8,9%2  $62,06f
Overhead (30.15%) _ | _ji_?_f

i

TOTAL ' $80,77¢

*Based on Actual 1974-75 expenditures.

Staff Benefit percentage is the departmental rate.
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EXHIBIT 7-3

e Ut CAiCOniidn

DEPARTMENT OF MOTGCR VERICLES

e : Septemver 27, 1976
Posh Mabsuura
@+ Bill Savage

hect: Non-Productive Hours —~ Open House ' File

As you requested at our meeting of September 15, 1976,
I have calculated the total number of non-~productive
hours reported to MARC for our "Open House" function

held in April, 1975.

 Listed below is a monthly breakdovmn, by division, of the
12,318.7 total hours reported.

DIVISIONAL TOTALS uD)V}/
Feb. Mar. Apr. May ngfﬂo
Administfation . ' ,
and Executive . - 57.9 '520.8 - STE7
Compliance : . 3.6 Li,.7 81.8 - /Zo./
Driver License 183.4 604 .2 - 3167.0 7.1 3 94,7
EDP Services 50.3 118.7 1395.5  42.2 /éo67
Pield Office . - |
Operation : - 8.8 23.3 .8 329
Registration 29.9 . 933.6 5019.8 25.3 40086
NMonthly Totals - 267.2 19767.9 10,208.2 75.4 /3, 3/8.7

(by hours)
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EXHIBIT 7-3

If you have any questicns regarding these figures, I am
available to discuss them with you at your convenience.

FEB.
- MAR,

APR.
MAY

Grand Total

ALY A

ce: H.
D.
G.
R.

Sillas
Alexis
Nishite
Harano

DEPARTHMENT RECAP
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.10,208.2 Hrs.
75.4‘ ilrs.
12,318.7 Hrs.
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DEPARTMENT OF MOTOR VEHICLES

ESTIMATED COST OF THE BACKSEAT DRIVER PUBLIC PANEL

EXHIBIT 7-4

197576 1976277 1977-78
PERSONAL SERVICES
Salaries and Wages:
Manager' I . ' ’ . $5;91*0 3']31164 3131788
Steno II : - 8,84l 9,2M0
Total, Salaries & Wages 45,940 $22,008 $23%,028
Staff Benefits 18.80% - 21.85% - 23.31% 1,122 L, 809 5,368
Total, Personal Services : $7,062 426,817 §28,396
“Gverhead 30.15% | 2,129 8,085 8,561
OPERATING EXPENSES AND EQUIPMENT
General Expense
Minor Equipment § - $1,118 $ -
Moving of Employee - 2,420 -
Printing - | 395 674 -
Traveling-In-State
Travel Expense of Individuals - 3,000 3,000
Equipment - 566 -
Potal, Overhead, Operating Expenses & Bquipnent §2,524 £15,863 $11,561
TOTAYL,, EXPENDITURES £9,585 $k2 680 439,957
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DEPARTMENT OF MOTOR VERICLES
EXHIBIT 7-5 _ .

: July 1,1976 ‘ ' File No.:
. A. Cebrian, DACC Div Coordinator

sm 1+ The Employees of the Winnetka Office

vbjectr  DACC

Vie. as individuals feel +hat we can express our feelings in
a more direct way than the committees can. Ve have ex-—
pressed our feelings and yet we are continually being asked
i{ we want to give our money and our time for DACC.’ Well,
we all enjoy fun things and events as in the past and we
will in the future, dbut we do not need someone else or &
-committee to organize ouxr entertainment. We would like

our letter printed in your Yewsletiter and hear if we at
Winnetka are the only ones who feel this way.

Before DACC, Winnetka has decorated for Christmas and
seasonal holidays. We have had Hawaiian days, Western
days and were the first years back, Lo dress for
Balloween. We have had Juncheons and parties and were
among the first with Bicentennial decorations put up atv
our ovm expense. So we are not anti~social or recluses.
Ve just don't relish releasing control of our private

lives.

Please ask your representatives to quit continually

asking us to participace.
' M“ QMQ%—\ |
AT %/L% Qlu )

' ;ézzﬁafgzdéﬁqﬁ//
Gl i
R. Mayfield 7‘;}1, oA

D, Davis

! s H. Sillas \ 727 Wﬁ @2 IR =

o
[/ Clips S

%4; Zémaw - O\%\
e R '. Ay g ezl
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EXHIBIT 7-6

NEXT MUBTING TO BE HLELD: December 15, 3076, 9:00 a.a
Conference Room 3B
(- Gory
, I Crie was g
DEPARTMENTAL ACTTVITIES B ook
COORDINATING COMMITTEE Pe a0 SURINSOH
O M ¥ ony
7} L. siarRT
PR T T0°" '1 e
Decemvey 1, 1970 [} F. v 3BER
F] n.ovits
“‘-‘ﬁ) - L
: FT 7. conzAves
Meeting was opened by Chairman John ilolmes. ‘ £Q>ALL NANAGERG
Present: Vicki Smythc Terri Hall
. Margo Thiede Jay Martin
Lucy Ramirecz Sharon Wipley
Myrtle Gipson Lillic Thanes
Grace Marubashi Barbara Meredith
Axrlene Scaman J. Marie Kurowski
Fmily Nicolai
Maric Furowski announnced that she is 2o longer able to represant
the 4th floor, Nast Duilding. Virie sabroducod Barbara Mereditl
who will be taking her place. : '
XMAS BRHQKFAST/DINNER
A1l plans For the breakfast have been completed with the oxceprioen ¢f
finnlizing the entertainment. Ruthic Walton, in charge of enterualnme.
was not present to report on what the requested "donation' would be
for the Sacramento High Banjo Bend. Also, it was supgestad that
another choral group from El Canino iligh be contacted fur possinte
evening cntertaining for the dinner. This group would also 1ike o
donation. Mr. Holmes suggested that we have a donation plate and Lo

ake up the dil{vrence hetveen what was donated #na
Mr. llolmes requested that Shevyl Lozl ocontadd
rtainment when Sheryl returas Jrow

DACC lund would m
$20.00 for cach group.
tuthile Walton and finalize the cate
vacation.

1t was agrced that we should not spend money for buttonicres and
COTSUges. :

n

3
»

Posters were available for distribution to all floor representative
one for cach floor and one for cach cafcteria. -

M. lolmes requested that "[lyers™ be distributed on DNecember

“renind employees of the breakfast. Lucy Ramirez will contact Bob
Fhomas regarding printing.
Tickets were also distributed to all floor representatives.
A bill in the amount of $4.60 was submitted by Pam Fitzeerald lor
It was woved and seconded thut the hil!

material [or the posters.

-




EXHIBIT 7-6

1L00Z- A=TON

-t b a B i

Aricnc Scaman reported that most of the surveys have been returaned
from caployees. The committee met last week and It wppedrs that |
gveryone is in favor of continuing the propra, however, most puople
do not want to bind themselves 1o O contract. Also, the general
concensus was that they would be willing to .pay for the scales by :
donution. 1t was agreed that the projgirom should not stavi until :
after Lhe first of the year. ‘

The problem of placing the scales was discussed and this is a problemn
since they must be placed where they will be available to the peopnle
on.the program but not in such a pluce that they will bhe used by anyoa:
at any tiwe. It was suggested that the Infirmary would be suiltanle

if we could have a key [for use by the night crows.

™ s B a7 AL

ApEIeEY

teria Manager to sce if therc

Jay Martin will be contacting the Cale
ad bar agalin on a iimited

is a possibility of setting up thz sal
schedule. '
M1SCELLANEQUS

e e et

REVCETE IS TR R0 XN R

A reoquest was roferred tao the cemnmitice to nurchase 0 rubbevr stamp
for the ¥t. Bragg 0fFice that would say "Herry Xmas {rom DMV forv i
use during the holidays. It was agreed that the committee would

have to purchase such an jtem for 2ll offices if it did it {for oaz2

and the cost would be ¢xhorbitant, Mr., Holue5 requested Field
Coordinator Al Cebriun to respond to ihe roequest and advise that

although we are in apreement with the spirit ve vould not be able 10
comply.

5 sar g b

Respectfully submitted: Approved: .

) ' ey

K . ( j’ ‘;;d ’ ""\-e’g' _-.1 -~ (\

B 4 Nt B0y T2l s J(,_»l«-»«zw/’ Y
ann brakulich < (. liolnes

Secretary Chairman
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EXHIBIT 7-7

Having trouble wiggling into last surmer's swimsuit? Has infla-
tion hit your waistline as well as your pocketbook? Is your song the
"Poo Fat Polka"? Is that slim and trim photograph of you on gradua-
tion day just a memory?

Well don't just sit there crying into your banana split, join
your fellow employees for the first annual DMY "LOOZ-A-TON" contest
heing held June lith through August 18th.

You'll lose weight, have fun, feel better and perhaps win some
fantastic prizes besides! What could be easier or better for your
health?

So kick the chocolate cake habit veold turkey" and see your DACC
representative right now for registration forms and the weigh-in
schedule.

Contestants will weigh-in —— in a private setting —~ during the
week of June 1lhth. The contest officially starts Monday, June 21st,
with a final weigh-out on August 18th. Of course there will be grand
prizes for the really big losers, but all contestants will be given
one raffle ticket for each pound lost.. The tickets can be placed in
the "LO0Z-A-TON" raffle barrels for a prize drawing at the conclusioh
of the contest. Every loser has a chance to win!

Who knows what rivalries may develop: can San Francisco out-lose
Los Angeles; can the hefties in Registration trim-up faster than the
Drivers License folks; can staff in the field tighten their belts
quicker than their countérparts at headquarters?

There are approximately 8,000 full-time and part-time DMV employ-
ces statewide. In order to collectively "LOOZ-A-TON,™ each individual

need only shed one-quarter pound!  So join your {ricnds in thin nen’nis
ful pursuit of a vlimmer, LIvh el you.
Help DMV nL,00Z-A~TON" —— or even two. And remember, fun is the

main ingredient in the ",00Z-A—~TON" recipe. Jog on over to your DACC

representative today for a registration form.

Your DACC representative is:

Phone: - —
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Date : June 29, 1976
To : Regional and D
ﬁnn{ : Al Cebrian

Lubjects

Please pass bthis information on vo all ¢

"7,00z-A-Ton" conte

Contestants must b
reported TO €
'weight‘reports to:

Contestants are O e give
Regional Cooxdinator

they lose.
Mail the stubs ©

£
L

nust write hils name

We plan to start
nrlzes g 2]

iz or her peopie
estaplishments in

- e

[ 95
rhere wWill be
contest. One is
weipnt. Two are
next to the mosw

Tveryone wio

mnereiore, WE asx

merchandise that can ve given oWay
that we nave
loset because W

have gifts
them in & ¢

1 s the time to make use
We can use

Commititee.

weel

\ D1cnge warn bhem not to soliicit an
Lwhom the Department does business.

three mejor nrizes given away av
to be given ©o
to be given O
welght.

is in the consest 1S

EXHIBIT 7-8

Nt AN 8 TN Y oaes e =

Fila Nou:

isbrict DACC Coordinators

"7,00z--A-Ton" Contest

ontestants in the
st.

e weigned in every week, and thelr weight

he contest committee in Sacramento. Mail the

Al Cebrian

Centrali ControL

P. 0. Zoxw 2511

Sacramento, California G581

ticket for every pound
those Tickets.
skets ©o AL Cebrian. Each contestant

these ti
and office on +ne pack oi the stub.

w1 one raifle
5 nowW nave

Ly & ra‘;inga_aLs.o.On_.auLLllm,ensus’ ,

Lach Digtrict Coordinator should encouTUEe
siness

to pet oul and soliciy some of the bu
their citvies for prizes IoX +the contest.;

v business establishment withs

P

L

the -end of the
the person who loses the most
tne female and the male losing
have three major winners.

Wao will

eligivle for the prizes.

in The field help in accumulati
in these drawings. . Many of us

received ab one <ime or another and sbtuck
e ¢id nowt need +them or want thell. Now
of these 1Tens. Sand them in ©o +he DACC

them &5 PrizZes.

thas the |
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EXHIBIT 7-9

(WUTH K. HUNS
RAY H. WHITAKER
CHIEF DEFUTIES

STANLEY M, LountMoRE

EnwARD F. NOWAK
EpwARD K. PURCELL

Kint L. DECHAMDEAL
tianvey J, FOSTER
EnnesT H, KUNLl
surawin C, MAcKENE
ANIs M. MACKEY
Tracy O, PoweLL,
Ftyesglt L. SPAALING

PONCITAL DEFUTIES

LN GTATE CAMTOL
A HAMUNTO Q5E14
[911) 445.3067

U011l STATE BYILOING

107 SOUTH SROADVAY

Lou ANGELES 80012
(213) 820-2380

GERALD RO5S ADAME
DAvVID D. ALVES
MARTIN L. ANDERSON
PALL ANTILLA

[

. ::"’-"(1":"{} JEFFREY DL ARTHUR
[ I CHARLES C. ASDILL
th i aad JAMIS L. ASHFORD

JEARY L. BASSETYT
JOHN CORIINE

BeN E. DALE
CLINTON J. DEWITY

Hegial

(sl
G| selvreevres
&Ltéu»»ﬂ&

P ate's
12 JR UL €. DAVID DICKERSON
Faancrs 5. DonuN
ROufAT CULLEN DUFPY
Cant, ELDER
LawarLHceE H. FEIN
- HN FOSSETT
5iON M. GREGORY v FoLLen

Avvin D, GRess
AoschT D. GRONKE
JAartiis W, HDINZER
THOMAS R, HEWER
EILEEN K. JEHKINS
MicHAEL J, KERSTEN
L. DOUGLAS KINNEY
ViceTerR KOZIELSEKE
CanNIEL LOUls
JAMES A, MARSALA
Davip R. MEEKRR
PETLCR F, MCLNICOR
nopEny G. MILLER
FOHN A. MOGER
DWIGHT L. Moong
Veane L. Quiven
Euccni L. PAINE
MARGUERITE ROTH
MARY SHAW B
Witliam K. STARK
JoHn T. 5TUDLGAKER
Ghial L. WALKUP
Danifl A, WEITIHAMN
THoMan O, WHELAN
JiMMIE WING .
CHRISYOPHER LiRKLE
DEPUTIES

Sacramento, California

Januvary 18, 1977

Honorable Robert B. Presley
Senate Chamber

State Employecs: Solicitation of Gifts - #16805

Dear Senator ?res1ey:
QUESTION

Does an employee of the Department of Motox
a.cles, acting in an official capacity as an employee
of the department, have the authority to solicit funds
from private enterprise to be awarded to employees of
the department to encourage weight loss by such employees?

QPINION

An employee of the Department of Motor Vehicles,
acting in an ofificial capacity as an emplovee of the
department, does not have the authority to solicit funds
frowm private enterprise to be awarded to employees of the
department to encourage weight loss by such employees.

ANALYSIS
A state agency and its employees have'only those

powers which are expressly granted or necessarily implied
titution or statute

from those expressly granted by the Cons
(see Ferdig v. State Personnel Board, 71 Cal. 24 96, 103,
104; City of Los Angeles v. Industrial Acc. Comm., 8 Cal.

App. 2d 580, 585).
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EXHIBIT 7-9

Honorable Robert B.: presley - p. 2 — #16805

, There 1is no exXpress provision of law which would
authorize an employee of the Department of Motoxr Vehicles,
acting in an official capacity as ain crnployee of the depart—
menk, to solicit gifes fox the purposc at issuc, nor do we
+hink that such powel cdil be inplied from the eXpress pOwWexs
(see Sec. 1650, et se&q., Veh. C.)-

Therefore, we conclude that an employee of tae
Department of Motor Vehicles, acting in an official capacity
as an employee oi the department, does not have the authority
to solicit gifts from private enterprise to be awarded to
employees of the departmeant tO encourage weight loss by such
employees.. : ' '

Very truly yours,

zion M. Gregox
Legislative Counsel

— - r
s rl ‘-: h .—,
(. .- O‘;‘--{\ \{ —() C\\,/\
By
Caxri Elder

Deputy Legilslative Counsel

CE:dc
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EXHIBIT 7-10 DEPARTMENT OF MOTOR VERICLES

Date 1 Ju]-,y 15, 1976 File No.:

To ! Senator Randolph Collier

From H A D'M.V. Employee

Subject: D.M.V. "I00Z-A-TON CONTEST"

There are some of us —-— the vast majority ~- in Department of
Motor Vehicle Field Offices who are dedicated, career Civil Servants
and do not have time to waste in frivolities on the job. Ve are
finding it increasingly difficult to devote our time and energies
to serving the public efficiently because of the demands and pressures
placed upon us by Director Herman Sillas to participate in non-related
activities. The enclosed memos, bulletins and posters are enly a
small portion of the most recent example in waste of supplies, hours
and administrative ability at every level.

I, being in a managerial position, am well aware thab much of
top management's expertise is required {o be channeled into carrying
out idiot ideas such as the YI00Z-A-TON CONT=ST" one. I KNOW most

of us at all levels of management feel the same way, although bec¢ause
we are career employees, we cannot afford to be insubordinaie.

Your reputation as Champion to the electorate in northern California
is well known and highly respected. Ve in DMV ask you to be our
Champion, as well -- please save us from a Director who is effectively
making a fool of the entire Department. I am sure those we are brying
to serve would apprecilate it, also.

Thank youl
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EXHIBIT 7-11

e Igm NAE NedThmIE ST iry

DIPARTMINT OF MOTOR VInCLES
LTI F\pﬁ'i 23, 1975 Fiie Noa
o . Harold HammOonds Pt
R eIy H -lOin-is IA.EQX'IS .
Subjech Huval Projects
. . - \ R 1
As youd Kknow, Geovernor 3Jrown CORSIUErS UhGS Department's
"aural Project™ a top priority Ttam. .

~na attached memo explains the project and the procecure
to be folluwed for the sudmission of exampies or moaels
to be considered.

i
It 3s particularly important That Thls project oe started
immediately in rfhe Los Angaies Vaciiiwy.

-

-~ ' . 1
( . ;
4
- .

S, /z’c,_,/_ﬁ

JORIS V. ALEXIS '
SEpULY Dux.CuO(‘ "

Attacnment

cor M. Sillas . 1
Mr. Ericksen
vir, Cooper ’ .
- '_! —
i
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h-’lﬂl.‘l.l'il)-l R - ¥ gyvr o =t  emt gk et

.!fir“. 7; 1975 - | . .' nln.- a\o.
A1l Field OTfice Managess
i, L. Ham@oncs, chiefl R

Fielé Oifice Beaubificablon ~ raral Prolecus

T is vhe Director's dosive Lo have ou¥ {icld ofil
ALk 1nuc;,,¢l parv of whe communiics they 5S¢ 1
g tha exvenv poug+ble, £he culvule of thes

qais dosive 1s highly eﬂicrsed Loy Governod Teown and 36 ©
'uoo it LoTLLY . One me +o Go this 38 Lo make ust ol our-
ieLa office walls Jo¥ gitner suGaLs OF Daintings.

,.-

with the above in @ing, whe sibaciicd wmewo explains At
p“OJOCu and tho p“occaure L0 e followed for e Vubm*u,*
ol cxuwnplLes oF modcls wo DE considercd oY e Diwveceuirs

chould oo hotcc that we are degirous hnav phe work o@ acslnT

ﬂLl‘H“d Auring +he sumuner LOonUhio .

Toew ¥ in che abtacned P;OCudU* is particu*arly importan

ae method you use ©O pud plicize Thils wrojecy will govern

your SUCGESS in both qaantﬂuy and quallly of the entries
you musv suomit o LY office by Junc 15, 1975, .

Your subalssions S should ipclude The name of organizavals
_or peraons you couuaoted. mhis should 1aclude both those
WO TCSPOEu and those wio éon'le ua:tlora*,y, gach

Su*”CunG mural snould be labelcd O *ﬂcluae the- o;vanlzau-ou

and The 1nd*VlGdal wno suum-uvud it - .

]

r

Hpetens N possmo;e the mu;&l congapy snould be used. L
surals cannov pe used and painy ng ore appropriate;
please give vne easons musals Car

1(!1:

2
not be used.
T can &ﬁp“bclute the shory wime freme You have: oecd glvbn
0o compleue thils cask,; ouv L wnow, given your asual fine
off o*u,, successfal complevion of this P“O“GGV will ©be
ensus - '

/‘-\ll. /Lvlﬂww/m Ao

. HANSONDS | R0s S E




EXHIBIT 7-12

MURAL PROJECTS . -
¢ is our object to cause +he fieldé offices Lo DECG.a &i
integral part of the communitios they seive ané to yeilecc .
che cuiture of these conmunitics. One way o do this 18 ©o
make use of the walls in ouv £ielé o¥iices, DY murals and
where not possible, by way of pailntings. Consequently, the
following steps shall he taken in the field offices.

P " , . . . -
! 'T. The field manager, O his or hex designee,

shall make contact with iocal axtist groups .

or art schoolc for the purpose oX soliciting T
‘ drawings and renderings for surals on the walls

in the field ofiices. :

w
)
Ui
'Oy
4
(o
o
H
r
o3
]
Y]
@

A. The murals shall hav
PRANSPORTATION. o
o

1. They wmay raflect thie his

2. Where it is appIro -iake the
'Y

v at murals
shall reflect tho cultural neritago
of the ethnic population of the

. community: '

3, The murals should be a blend oZ

. . communication and community pri

'  make use Of 1acal historical events
- wherever possible.

4. .The renderings sepmitted shall Le as
. close to what the wural will actuglly
look like as possinple. giving the

dimensions 6f the Walls

B. The nurals shall be selected by rhe Director &ud
! shall be chosen on the basis of their workmansihi®z,
nistorical significance, ~eflection of the commun~s
ity, and ability %o portray the theme of trans-—
portation. :
i 17. The department shall pay Ior ©
preparation of the walls. The artists shall be.
e

en-
cournged to contribute theix labor, since ther M
no money, budget~d at. this. time for worals, (It is

‘hoped that in the suture, we will have adequate
fundaing f£or payment Lo artists.) '
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Jav,

IS
.local groups haveé an opnort-zz Y
A sample news 'releaso will be prepazed DY the 2unli

-;nformatﬁou Qf£iice. '

fPOURS5 cah Ialb\:

Where needed, possinly cormu naty
would qle one a

ﬂoney to pay the artists whi
Feeling that the structure o

DC‘\P

Bach office shoulé public

£he comssunity it serves to

. . e s
is project witain
sgure that all 11tukes

NS [ )y
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!.J
i-'-
[

. b ) 4 3
S ' . R .
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1
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e
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1
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-" .
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f
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A
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. '
1 1

longed Lo the COmRu unity.

.
-

Since Swamer 18 tha wosd period for stuccnis Lo havoe
available time to waink wurals, i Ls roguested Luat
{he contacts and rerdﬂrlﬁga he suomitied by Sune 15,
1975, 50 A elcct on can be miae and the nainting taxke
-place auring tho suwney nonths. .




EXHIBIT 7-13
R IV VIS I PAE W AYATA TR R I YIS WAV IL BV AL L L
STATE QI CALIFORNIA
OTVICE OF PUBLIC SAFETY IN FORVIATIO;\
SACRAMENTO, CA
(916) 445-3927
Mural Projects

May 20, 1975 o FOR IMMEDIATE -RELEASE

- Many of the 147 field offices of the State Department of Motor Veliicies
will take on a mofe sprightly appearance this summer when a project to
paint murals on exterior.' and interior walls gets underway.

According to DMV Director Herman Siilas, the objectlive ui the program
is to make the offices an mtegra} part of the communities they serve.

e want our department tobe a a 'good neighbor' in the conm.umty ﬂnd
to reflect the cultural heritage of the peoples we serve, " he said.

Fach office manager is contacting local art groups and schivuls to soliuit
drawings and renderings for wall murals.

In most cases, the murals will have transportation.as the central theme
and will concentrate on its history or its present and future coursc. Where
appropriate, the murals will reflect the ethnic heritage of the communities,
Sillas stated.

Sillas has asked that the murals be a blend of art, communication and
community pride and that they consider local historical events wherever
possible.

He explained that the project has received_aﬁ'grong endorsement from
Governor Edmund G. Brown Jr., E?ut that no state fﬁng_is can be allécate_d to it.

~-MORE-
-208-




- -

EXHIBIT 7-13

-2~

DMV will provide the paints and supplies and the preparatio'n.c:f the
walls. Local artists ares beiﬁg er_xcouraged to conti‘ibute their. talents and
art schools are being asked to give class credits to any stu_dents-paftici-
pating.

All California artists interested in participating in the éroject may
contact the local DMV offices or write to Director Herm:;m Gillas, P. Q

Box }823, Sacramento, CA 95809.

###
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From :

Subject:

4. It will be necessary for the exchange positions to Dbe

EXHIBIT 7-14
DEPARTMENT OF MOTOR VERICLES

September 29, 1976 File No.:
All Employees |
Doris Alexis, Deputy Director

Womens' Exchange Progranm

The department is implementing a year-round position exchange
program for women. It is to our advantage that we recognize
the abilities and potential we have in the women employees who
comprise 68% of our total staffing. Realizing that this tre-
mendous resource has not been fully tapped, it is hoped that
this program will unfold many benefits for the department. All
eligible women employees are encouraged to participate. The
tentative date for implementation is December 1, 1976. '

The program will allow women in positions at the Senior Cievk
salary level with supervisory responsibilities and all higher
level classes to be involved in a job exchange with men and
women in other classifications. The exchange assignments will
be for a onc-month duration and will involve a complete "uwiich'

of positions. As a gencral guldelinc:

1. "Exchange levels" should be wititin a 153% salary ranpe.

2. An applicant may select any position within this rangv for
which she is qualified. This wmay be a specific position
or any position within a particular area of interest. A
specific position may only be exchanged once in the course

of a year.

3. Exchange levels may cross divisional lines. Tiey may not
involve an exchange of persons of different sihlits unless
mutually agreed.

wWithit

geographical reach. If out of the geographical uyea:ifncrc

must be total agreement of both parties involved in thc
- -~ 1 L ] .
exchange and travel expenses approved by the departicent

ows .

The planned year-round schedule of exchanges is as foll
Months Classes with Maximum Salary Range of:
December, January -  $1097
February : $1101, 1124, 1149, 1589, 1627, 1705, 1744
March, April $963
May $1447, 1464, 1482
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EXHIBIT 7-14

Montiis . Classes with Mwaimum Salary Range of:
June $1048, 1053, 1787, 1828, 1916

July - $1319, 1350, 1381 )

August $981, 985 :

September, October  §1203, 1232

November : $1003, 1025, 1629, 1260, 12466

Iivaluations of the women participants’ performance will be made
by the supervisor ut the end of cach month-long switch. Par-
ticipants in both exchange positions will have the opportunity
to evaluate the program at the close of the month. After the
program has been in effect for six monins, a general analysis
will be made to determine the degree of success and implement’
any modifications which may be warranted.

A divisional coordinatoxr has been appointed from each division.
It will be the coordinator's responsibility to review all ex-
change applications to determine i. the proposed request will

be bencficial to the woman employce’ and to the department. That
is, the coordinator will decide whether the applicant possesses
the qualifications which would predict reasonable success in the
position for which she is applying.

If the anplicant meets the qualifications, final arrangements
will be made by the divisional coordinator(s).

Any problems arising from a proposed switch of positions will
be resolved by the divisional coordinator(s). Final authority
in,problem situations rests with the Program Manager, Catherinc
McAndrew.

A monthly Womens' Exchange Bulletin will be published to announce
each month's exchange opportunities. Be sure to look for these
bulletins posted on the various bulletin boards throughout the
department and in the field offices.

a{?;;¢4JJ ZZ/ngiéiifﬁé,d q;”TjTNNZQ;jgzgaing'*Ty
. - p . 7 2 :
DORIS ALEXIS | - -\L-z//é?zf:/ / ( pret el
Deputy Director CATHERINE D. McANDREW
Program Manager
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