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DANIEL O k'l LE PH D, CPA, CFE LEGISLATIVE AUDITOR 
OFFICE OF LEGISLATIVE AUDITOR STATE OF LOUISIANA BATON ROUGE, LOUISIANA 70804-9397 
April 29, 1998 

The Honorable Randy L. Ewing, President of the Senate The Honorable H. B. "Hunt" Downer, Jr. Speaker of the House of Representatives Dear Senator Ewing and Representative Downer: 

1600 NORTH THIRD STREET POST OFFICE BOX 94397 TELEPHONE: (504) 339-3800 FACSIMILE: (504)339-3870 

This report gives the results of our performance audit of the Program Authority and Performance Data of the Office of the Lieutenant Governor and the Department of Culture, Recreation and Tourism. The audit was conducted under provisions of Title 24 of the Louisiana Revised Statutes of 1950, as amended. In addition, this audit is one step toward meeting requirements &the Louisiana Performance Audit Program (Louisiana Revised Statute 24:522). The report represents our findings, conclusions, and recommendations. We have also identified matters for legislative consideration. Appendix E contains the Office of the Lieutenant Governor's response and Appendix F contains the Department of Culture, Recreation and Tourism's response. Appendix G contains the response from the Division of Administration, Office of Planning and Budget. I trust that this report will be of use to you in your legislative decision-making process. 

DGK/dl 
Daniel G. Kyle, CPA, CFE Legislative Auditor 



Office of Legislative Auditor 
Executive Summary Office of the Lieutenant Governor and the Department of Culture, Recreation and Tourism: Analysis of Program Authority and Performance Data Article IV, Section 1 of the Louisiana Constitution establishes the Office of the Lieutenant Governor as part of the executive branch of state government. The Department of Culture, Recreation and Tourism (CRT) was created by Act 513 of 1976, which enacted Louisiana Revised Statute 36:201. State law places CRT within the Office of the Lieutenant Governor. In the 1997-98 executive budget, the Office of the Lieutenant Governor consists of one budget unit with two programs and CRT consists of seven budget units with a total of 13 programs. For fiscal year 1997-98, the Office of the Lieutenant Governor was appropriated nearly $2 million and CRT was appropriated nearly $50 million. Our performance audit of the department's program authority and performance data found that: ~ There is no overall mission reported for the Office of the Lieutenant Governor or CRT. Most program mission statements for the Office of the Lieutenant Governor and CRT meet all the established criteria and are generally consistent with state law. ~ The Office of the Lieutenant Governor does not have a goal reported for one program. CRT's goals generally meet the established criteria. However, less than half provide a direction and destination. Most of CRT's objectives are measurable, but less than one-fou~h are timebound. However, none of the Office of the Lieutenant Governor's objectives are measurable or timebound Although most of CRT's objectives are measurable, the majority of performance indicators are associated with the non-measurable objectives. Therefore, they cannot measure progress toward those objectives. CRT has a significant number of performance indicators that measure outcome (31%). However, the Office of the Lieutenant Governor only has input and output indicators. Potential overlap may exist between the Louisiana Tourism Development Commission and the Louisiana Tourism Promotion District. The Kenner Naval Museum Commission and the Louisiana Historical Jazz Society may be potentially outmoded. Daniel G. Kyle, Ph.D . CPA. CFE, Leglslattve Auditor Phone No. (504) 339-3800 
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Audit Initiation and Objectives 

Department Background 

The Office of the Legislative Auditor conducted this performance audit of the Office of the Lieutenant Governor's and the Department of Culture, Recreation and Tourism's executive budget program information in response to certain requirements of Louisiana Revised Statute (R.S.) 25:522 (Act 1100 of 1995), This report is one of a series of reports on all major executive branch departments addressing the following objectives Determine if the department's missions and goals as reported in the fiscal year 1997-98 executive budget are consistent with legislative intent and legal authority Determine if the department's missions, goals, objectives, and performance indicators as reported in the fiscal year 1997-98 executive budget are consistent with established criteria Determine if the department's objectives and performance indicators as reported in the fiscal year 1997-98 executive budget collectively provide useful information for decision-making purposes Identify any programs, functions, and activities within the department that appear to be overlapping, duplicative, or outmoded 
Article IV, Section 1 of the Louisiana Constitution creates the Office of the Lieutenant Governor within the executive branch of state government. The lieutenant governor serves as governor should the office become vacant and is considered the commissioner of the Department of Culture, Recreation and Tourism (CRT). The Office of the Lieutenant Governor's appropriation for fiscal year 1997-98 is nearly $2 million. CRT was created by Act 513 of 1976, which enacted R.S. 36:201. This law gives the department the responsibility for creating improved opportunities for the enloyment of cultural and recreational activities for the people ofLou,s,ana. CRT's appropriation for fiscal year 1997-98 is nearly $50 million. Although state law places CRT within the Office of the Lieutenant Governor, each entity has separate budgets. In the 1997-98 executive budget, the Office of the Lieutenant Governor is 



Lt. Governor and CRT 

Missions and Goals Align With State Law 

Potential Overlap and Outmodedness 

a single budget unit with two programs. CRT is divided into seven budget units with a total of 13 programs. (See pages 20-22 and 23-29 of this report.) 
Overall, the Office of the Lieutenant Governor's and CRT's missions and goals in the 1997-98 executive budget align with state law. The missions and goals generally reflect the intent of the legislature as portrayed in underlying law. However, neither the Office of the Lieutenant Governor nor CRT has an overall mission statement reported in the executive budget. (See pages 22 and 30 of this report.) 
We identified one commission (Louisiana Tourism Development Commission) and one district (Louisiana Tourism Promotion District) trader CRT's authority that appear to have potentially overlapping functions. While both of these entities assist the state in promoting tourism, agency officials stated that this situation is beneficial to the department. We did not identify any potentially overlapping entities under the Office of the Lieutenant Governor's authority. We also identified one commission (Kenner Naval Museum Commission) and one society (Louisiana Historical Jazz Society) under CRT that may be outmoded. In addition, one of the legislative authorized members &the Louisiana Film and Video Commission is a representative from an entity that no longer exists (Louisiana Black Culture Commission). Furthermore, state law allows another member to be selected from a listing of names supplied by an entity that no longer exists (Louisiana Association of Film and Tape Professionals). In addition, a designee from the Louisiana Black Culture Commission is a member of the Louisiana State Arts Council's crafts panel. The crafts panel is an entity within the Louisiana State Arts Council that assists the council by acting in an advisory capacity. (Seepages 23 and 30-31 of this report.) 
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Analysis of Performance Data 

Matters for Legislative Consideration 2.1 The legislature may wish to consider abolishing the Kenner Naval Museum Commission and the Louisiana Historical Jazz Society, which are inactive according to the 1997 CRT Sunset Report. 2.2 The legislature may wish to review the membership of the Film and Video Commission since the sources for two of its members no longer exist. In addition, the legislature may wish to review the membership of the Louisiana Arts Council's crafts panel since the source for one of its members no longer exists. 
Overall, the performance data reported in the 1997-98 executive budget provides some useful information for legislators making budgetary and programmatic decisions. Most of CRT's objectives are measurable and there are a significant amount of outcome indicators. However, the Office of the Lieutenant Governor's performance data do not have measurable objectives or indicators that measure outcome. As a result, the Office of the Lieutenant Governor's performance data do not fully enable legislators to understand what the programs are attempting to accomphsh Missions. Inthe 1997-98 executive budget, neither the Office of the Lieutenant Governor nor CRT has an overall mission. However, individual programs within the Office of the Lieutenant Governor and CRT have mission statements, with the exception of the Cabildo Fire Fund Program in CRT. These mission statements meet most of the established criteria. Goals. Of the Office of the Lieutenant Governor's two programs, only one has a goal reported in the 1997-98 executive budget. This goal is consistent with the mission and provides a destination, but no direction. All of CRT's 12 goals are consistent with the program mission. However, less than half provide a direction and destination. Without information on program intentions, legislators may not be informed about the accomplishments and aims of programs. 
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Objectives. The four objectives for the Office of the Lieutenant Governor are not measurable or timebound, but all specify desired end results. CRT has 29 objectives in the 1997-98 executive budget. Most of these objectives are measurable and specify desired end results. However, less than one-fourth of CRT's objectives are timebound. Performance Indicators. The Office of the Lieutenant Governor's four performance indicators cannot measure progress toward its objectives, since none of the objectives are measurable In addition, less than half of CRT's performance indicators measure progress toward objectives, since most of the indicators are associated with non-measurable objectives. Performance Indicator Types. The Office of the Lieutenant Governor has no outcome indicators reported in the 1997-98 executive budget Outcome indicators are vital for legislators for understanding the effectiveness and impact of programs. In addition, the Administrative Program does not have any performance indicators reported. CRT has a significant amount of indicators that measure outcome. Specifically, we found that of CRT's 84 indicators, 4 (5%) are input, 42 (50%) are output, 26 01%) are outcome, 9 (11%) are efficiency, and 3 (4%) are quality. This mix of indicators provides useful information for decision makers as the indicators communicate more comprehensive information on program performance. (See pages 33-57 of this report.) 

Recommendations 
3.1 The Office of the Lieutenant Governor and CRT should work with the Office of Planning and Budget (OPB) to ensure that the Office of the Lieutenant Governor and CRT each report an overall mission statement in the executive budget. 3.2 The Office of the Lieutenant Governor and CRT should work with OPB to ensure that missions are clearly labeled as such. In addition, CRT should work with OPB to ensure that missions identify the clients of the program and are organizationally acceptable. 



Executive Page xv 
3.3 The Office of the Lieutenant Governor, CRT, and OPB should work together to ensure that goals are reported for all programs and that goals include both a direction and a destination. 3.4 The Office of the Lieutenant Governor, CRT, and OPB should work together to ensure that all objectives are measurable and include time frames for accomplishment. 3.5 Once the Office of the Lieutenant Governor, CRT, and OPB staffs develop measurable objectives, they should reevaluate the performance indicators to determine whether they are clear and whether they are consistent with and measure progress toward the new objectives. 3.6 The Office of the Lieutenant Governor, CRT, and OPB should work together to develop performance indicators for the administrative programs based on activities for which those programs are directly responsible. 3.7 The Office of the Lieutenant Governor and OPB should work together to ensure that performance indicators are reported that measure outcome, efficiency, input, output, and quality. In addition, CRT may want to consider adding explanatory information to subsequent executive budgets. 3.8 CRT, OPB, and legislative staffs should work together to determine if it is necessary to have an Administration Program within the Office of Tourism. 
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Chapter 1: Introduction 
Audit Initiation and Objectives The Office of the Legislative Auditor conducted this performance audit of the executive budget program information for the Office of the Lieutenant and the Department of Culture, Recreation and Tourism (CRT) in response to certain requirements of Act 1100 of 1995. This report combines these two entities because state law allows the lieutenant governor to be referred to as the commissioner of CRT. Act 1100 of 1995 amended the state audit law by adding Louisiana Revised Statute (R. S.) 24:522, which created the Louisiana Performance Audit Program. Although the legislative auditor has been conducting performance audits since 1986, R.S. 24:522 formalizes an overall performance audit program for the state. In addition to finding solutions to present fiscal problems, the legislature created the Performance Audit Program to identify and plan for the state's long-term needs. This report is one of a series of reports on all executive branch departments addressing the following objectives: Determine if the office's and the department's missions and goals as reported in the fiscal year 1997-98 executive budget are consistent with legislative intent and legal authority Determine if the office's and the department's missions, goals, objectives, and performance indicators as reported in the fiscal year 1997-98 executive budget are consistent with established 

Determine if the office's and the department's objectives and performance indicators as reported in the fiscal year 1997-98 executive budget collectively provide useful information for decision-making purposes Identify any programs, functions, and activities within the office and the department that appear to be overlapping, duplicative, or outmoded 
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Report Conclusions Article IV, Section 1 of the Constitution of the State of Louisiana created the Office of the Lieutenant Governor. The Department of Culture, Recreation and Tourism (CRT) was created by Act 513 of 1976, which enacted R.S. 36:201. State law places CRT within the Office of the Lieutenant Governor. In the 1997-98 executive budget, the Office of the Lieutenant Governor contains one budget unit with two programs and CRT contains seven budget units with a total of 13 programs. For fiscal year 1997-98, the Office of the Lieutenant Governor was appropriated nearly $2 million and CRT was appropriated nearly $50 million. 

The missions and goals reported in the 1997-98 executive budget for the Office of the Lieutenant Governor and CRT generally reflect the intent of the legislature as portrayed in underlying law. However, neither the Office of the Lieutenant Governor nor CRT has an overall mission reported in the executive budget. One commission (Louisiana Tourism Development Commission) and one district (Louisiana Tourism Promotion District) that are under the authority of CRT appear to have potentially overlapping functions. While both of these entities assist the state in promoting tourism, agency officials stated that this situation is beneficial to the department. One commission (Kenner Naval Museum Commission) and one society (Louisiana Historical Jazz Society) may be outmoded. In addition, one of the legislatively authorized members of the Louisiana Film and Video Commission is a representative from an entity that no longer exists (Louisiana Black Culture Commission) and state law allows another member to be selected from a listing of names supplied by an entity that no longer exists (Louisiana Association of Film and Tape Professionals). In addition, a designee from the Louisiana Black Culture Commission is a member of the Louisiana State Arts Council's crafts panel. The crafts panel is an entity within the Louisiana State Arts Council that assists the council by acting in an advisory capacity. Overall, the Office of the Lieutenant Governor's performance data do not fully enable legislators to understand what the program is attempting to accomplish. While the two mission statements meet all the established criteria, no goal is 
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Accountability Initiatives 

reported for one program, the objectives are not measurable or timebound, the performance indicators cannot measure progress toward the objectives, and there are no performance indicators that measure outcome. As a result, legislators may not have sufficient information for decision making. CRT's performance data in the 1997-98 executive budget generally provide useful information for decision makers. The mission statements meet most of our criteria, most of the objectives are measurable, and there is a significant number (31%) of outcome indicators. However, many goals do not provide both a direction and destination and less than half of the performance indicators measure progress toward objectives. These indicators that cannot measure progress are associated with the non-measurable objectives. As a result, given the significant number of measurable objectives and outcome indicators, CRT's performance data may provide some useful information for legislators making budgetary and programmatic decisions. 

Article XIV, Section 6 of the 1974 Louisiana Constitution reorganized the executive branch into 20 departments. State law says that the structure of the executive branch of state government is, in part, to promote economy and efficiency in the operation and management of state government. Since the reorganization, additional efforts have been undertaken to eliminate duplicative, overlapping, and outmoded programs and activities. Some of these efforts require internal reviews of programs, policies, and services of state agencies while others provide for external reviews. R.S. 24:522 requires the legislative auditor to annually make recommendations to the legislature relative, in part, to the effectiveness and efficiency of programs and services that the various state agencies provide. In particular, it directs the auditor to evaluate the basic assumptions underlying all state agencies, programs, and services to assist the legislature in identifying those that are vital to the best interests of the people of Louisiana and those that no longer meet that goal. The act also requires state agencies to produce certain information during the budgetary process. 



Lt. Governor and CRT 
In July 1996, the Office of the Legislative Auditor issued a report that examined the performance and progress of Louisiana state government. That report followed up on all recommendations made in performance audits and staff studies issued by the legislative auditor during the previous three years. In that report, we tracked the progress of agencies in implementing recommendations contained in the performance studies and identified related legislation. We also identified a number of problem areas in state government including inadequate oversight and inadequate planning. As part of our continuing efforts to meet the requirements of R.S. 24:522, we have issued this report that examines the legal authority for the office's and the department's programs and services. This report also examines the program information contained in the fiscal year 1997-98 executive budget and builds on the need for better planning. As previously mentioned, similar performance audit reports have been issued on some executive branch departments, with others yet to be issued. State law (R.S. 49:190 et seq.) also requires agencies to provide the legislature with certain information to justify their existence in order to continue. This is referred to as the sunset review process. This process allows the legislature an opportunity and mechanism to evaluate the operations of state statutory entities Furthermore, state law requires an annual report by department undersecretaries on their department management and program analysis. These reports, required by the provisions of R.S 36 8, are referred to as Act 160 reports, since Act 160 of 1982 originally enacted this law. This law requires agencies to conduct evaluations and analyses of programs, operations, and policies to improve the efficiency, economy, and effectiveness of the departments. Other performance legislation includes an accountability act for colleges and universities. Also, various agency performance related reports are required to be submitted with the agency budget request. One of these reports is referred to as the "Sunset Review Budget Request Supplement." 
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Program Budgeting and Strategic Planning Focus on Outcomes 

Act 814 of the 1987 Regular Legislative Session, which amended and reenacted R.S. 39:41 and 43, required the state to adopt a program budgeting system beginning in fiscal year 1988-89 Currently, R.S. 39:36 requires the executive budget to be in a format that clearly presents and highlights the programs operated by state government. According to Manageware, a publication of the Division of Administration's Office of Planning and Budget (OPB), program budgeting is a budget system that focuses on program objectives, achievements, and cost-effectiveness. Manageware also states that program budgeting is concerned with outcomes or results rather than with individual items of expenditure Strategic planning is a process that sets goals and objectives for the future and strategies for achieving those goals and objectives, with an emphasis on how best to use resources. Act 1465 of the 1997 Regular Legislative Session enacted R.S. 39:31. This law requires each state department to engage in the strategic planning process, produce a strategic plan, and submit it to the commissioner of administration and the appropriate legislative oversight committees by July 1, 1998. Program budgeting involves the development of missions, goals, objectives, and performance indicators. These factors are components of the strategic planning process. Exhibit 1-1 on the following page shows how missions, goals, objectives, and performance indicators relate to each other. As can be seen in this exhibit, the mission is the base from which goals are derived. Objectives flow from the goals, and performance indicators flow from the objectives. 
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Exhibit 1-1 Major Components of the Strategic Planning Process 

Source: Prepared by legislative auditor's staff using a similar diagram in Manageware. 
Manageware defines the above terms as follows Mission: abroad, comprehensive statement of the organization's purpose. The mission identifies what the organization does and for whom it does it. ~ Goals: the general end purposes toward which effort is directed. Goals show where the organization is going. ~ Objectives: specific and measurable targets for accomphshment Objectives include a degree or type of change and a timetable for accomplishment. ~ Performance Indicators: the tools used to measure the performance of policies, programs, and plans. Furthermore, Manageware categorizes performance indicators into five types: 
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2 

3 

4 

5 

Input indicators measure resource allocation and demand for services. Examples of input indicators are budget allocations and number &full-time equivalent employees. Output indicators measure the amount of products or services provided or the number of customers served. Examples of output indicators include the number of students enrolled in an adult education course, the number of vaccinations given to children, and the number of miles of roads resurfaced. Outcome indicators measure results and assess program impact and effectiveness. Examples of outcome indicators are the number of persons able to read and write after completing an adult education course and the change in the highway death rate. Outcome indicators are the most important performance measures because they show whether or not expected results are being achieved. Efficiency indicators measure productivity and cost-effectiveness. They reflect the cost of providing services or achieving results. Examples of efficiency indicators include the cost per student enrolled in an adult education course, the bed occupancy rate at a hospital, and the average processing time for environmental pcrnut applications. Quality indicators measure effectiveness in meeting the expectations of customers, stakeholders, and other groups. Examples ofquaiity indicators include the number of defect-free reports compared to the number of reports produced, the accreditation of institutions or programs, and the number of customer complaints filed. Manageware also points out the benefits of program budgeting. According to Manageware, program budgeting streamlines the budget process Managerial e also says that program budgeting supports quahty management by allowing managers more budgetary flexabd~ty while maintaining accountability for tile outcomes of programs. Since appropriations are made at the program level, program managers can more easily shift funds from one expenditure category to another to cover unanticipated needs, according to Manageware. 
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Executive Budget Is Basis for General Appropriation Act 

The need fbr accountability in government operations is gaining recognition both domestically and internationally. According to a recent report issued by the United States General Accounting Office, the federal government is currently implementing the Government Performance and Results Act of 1993. This act requires agencies to set goals, measure performance, and report on their accomplishments. The report also cites several states including Florida, Oregon, Minnesota, Texas, and Virginia and foreign governments such as Australia, Canada, New Zealand, and the United Kingdom that are also pursuing management reform initiatives and becoming more results-oriented. In Louisiana, the 1996 general appropriation bill and resulting act included program descriptions for the first time. The 1997 general appropriation bill also includes key performance indicators. For fiscal year 1997-98, this information will be presented for informational purposes only. However, in the future, it will serve as a starting point for the full implementation of performance based budgeting. According to Act 1465 of the 1997 Regular Legislative Session, which amended and reenacted R.S. 39:87, key objectives and key performance indicators that are contained in the General Appropriation Act will be included in the agency's appropriation. In addition, each agency will be required to provide quarterly performance progress reports. The agency's appropriation will be issued conditioned upon the agency preparing and submitting these reports. 

Article VII, Section 1 I(A) of the Louisiana Constitution requires the governor to submit a budget estimate to the legislature that sets forth the state expenditures for the next fiscal year. This budget estimate, the executive budget,~ must include recommendations for appropriations from the state general fired, dedicated funds, and self-generated funds. 

1 The governor also submits a capital outlay budget. However, the scope of this audit includes only the executive budget. 
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Act 1403 of the 1997 Regular Legislative Session amended and reenacted R.S. 39:36 to require the executive budget to be configured in a format that dearly presents and highlights the programs operated by state government. This statute also requires the executive budget to include: (1) an outline of the agency's programmatic structure, which should include an itemization of all programs with a clear description of the key objective or objectives of each program; (2) clearly defined indicators of the quantity and quality of performance of the key objective or objectives of each program and a listing of the key indicators of performance in achieving program objectives; and (3) a description of the major programmatic and financial changes by program or budget unit for the ensuing fiscal year OPB develops the executive budget based on voluminous material contained in various documents prepared by the departments as part of their budget requests. The budget request packages are made up of six separate components, which are listed below. These packages contain both financial and program information. 

2 
3 

Operational plans describe the various programs within state agencies. Act 1403, which also amended and reenacted other portions of Title 39, requires each budget unit to submit operational plans as a part of its budget request. Operational plans also report program missions, goals, objectives, and performance indicators. Operational plans are derived from long-range strategic plans. Operational plans tell what portions of strategic plans will be addressed during a given operational period. Existing operating budgets describe the initial operating budgets as adjusted for actions taken by the Joint Legislative Committee on the Budget, the Interim Emergency Board, the legislature, and/or the governor. Continuation budgets describe the level of funding for each budget unit that reflects the resources necessary to carry on all existing programs and 
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4 

5 

6 

functions at the current level of service in the ensuing fiscal year. These budget components include any adjustments necessary due to the increased cost of services or materials as a result of inflation and increased workload requirements resulting from demographic or other changes. Continuation budgets contain program information. Technical/other adjustment packages allow for the transfer of programs or functions from certain agencies or departments to other agencies or departments. However, total overall revenues and expenditures cannot be increased. The technical/other adjustment packages also contain program information. New or expanded service requests are designed to provide information about the cost of new and/or expanded services that departments will provide. These service changes can come about as a result of regulation or procedural changes that are/were controlled by the agency or by the addition of services that were not previously provided. The new or expanded service requests also contain program information. Total request summaries provide a cross-check of the total budget request document. These forms are destgned to provide summaries of all the requested adjustments made to arrive at the total budget requests. According to OPB's instructions to departments, the total budget request must be accompanied by the Sunset Review Budget Request Addendum 0.e., SRBRA forms). The SRBRA forms list all activities that a budget unit has been directed to administer (through legislatively authorized programs and acts of the legislature) for which no implementing funds were appropriated in the existing operating budget. The SRBRA forms must be submitted to OPB, the Legislative Fiscal Office, and the Joint Legislative Committee on the Budget. For the 1997-98 fiscal year, OPB prepared and published several volumes of the executive budget using the departments' budget request packages. In this executive budget, the financial informatton was presented along with the program information. The program information includes program descriptions, missions, 
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goals, objectives, and performance indicators related to the services and products of each department resulting from spending state revenues. Act 1403 also amended and reenacted R.S. 39:36 to require OPB to prepare a document known as the supporting document. The supporting document must conform to the executive budget. It must also contain other detailed financial and programmatic information about the programs, budget units, and departments. According to R.S. 39:37, the governor must submit the executive budget to the Joint Leg~slat~e Committee on the Budget. The governor must make a copy of the executive budget available to each member of the legislature. The constitution requires that the governor submit a general appropriation bill for proposed ordinary operating expenditures in conformity with the executive budget document that was submitted to the legislature. The general appropriation bill moves through the legislature similar to any other bill. The Appropriations Committee in the House of Representatives initially hears the bill and then it moves to the Senate Finance Committee. Both the House and Senate may amend the bill. The bill is voted upon in its final form by the full membership of both chambers. OPB monitors any amendments the legislature makes to the bill. After the general appropriation bill passes the legislature, it is forwarded to the governor. Once the governor signs the bill, it becomes law in the form of the General Appropriation Act. After the governor signs the bill, OPB reports to the state departments any amendments made by the legislature. The state constitution allows the governor to veto any line item in the appropriation bill. A veto can be overridden by a two-thirds vote of the legislature. Exhibit 1-2 on the following page illustrates the executive budget and appropriation processes. 
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Exhibit 1-2 Executive Budget and Appropriation Processes 

* The governor has line-item veto power. Source: Prepared by legislative auditor's staff using state law, Manageware and House Legislative Services - State and Local Government in Louisiana: An Overview (December 1995). 
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Scope and Methodology Overview. This performance audit of the Office of the Lieutenant Governor's and the Department of Culture, Recreation and Tourism's program information was conducted under the provisions of Title 24 of the Louisiana Revised Statutes of 1950, as amended. All performance audits are conducted in accordance with generally accepted government auditing standards as promulgated by the Comptroller General of the United States. This section provides a summary of the methodology used in this audit. Based on planning meetings held by legislative audit staff, we formulated audit objectives that would address issues specific to the program information contained in the executive budget. The audit focused on the 1997-98 executive budget program information. References Used. To familiarize ourselves with performance measurement, program budgeting, and accountability concepts, we reviewed various publications including the following 

Manager,,are published by the Office of Planning and Budget (1991 and 1996 editions) Research Report - Service Efforts and Accomplishments Reporting: Its Time Has Come An Overview published by the Governmental Accounting Standards Board (GASB) (1990) Executive Guide: Effectively Implementing the Government Performance and Results Act published by the U.S. General Accounting Office (June 1996) Various reports by the Canadian Comprehensive Auditing Foundation Reports from various states related to program budgeting and strategic planning These publications are listed in detail in Appendix A. We also conducted interviews with personnel of the Urban Institute, the federal Office of Management and Budget (OMB), and GASB. These individuals represent both the theoretical and p~ actlcal sides of current performance measurement and accountability ellbrts. To gain an understanding of the state's budget process, we reviewed state laws regarding program budgeting. In addition, we interviewed staff of OPB; the Office of the Lieutenant Governor; and the Department of Culture, Recreation and Tourism regarding 
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their budget processes. Since CRT is responsible for the Office of the Lieutenant Governor's budgeting, we limited our discussions to the department staff. Legal Basis for Missions and Goals. We searched state and federal laws to determine whether there was legal authority for missions and goals of the office, the department, and all related programs. We also reviewed applicable laws to determine legislative intent related to the creation of the office and the department and the functions that the office, the department, and their programs are intended to perform. In addition, we reviewed and organized data obtained from the office and the department on structure, functions, and programs. We also interviewed key department personnel about these issues. We included within the scope of our detailed audit work all related boards, commissions, and like entities for which funding was recommended through a specific line item in the executive budget We also prepared a listing, which is contained in Appendix B, of all related boards, commissions, and like entities we identified, regardless of whether funding was recommended through a specific line item. 
Comparison of Performance Data to Criteria. We developed criteria against which to compare the office's and the department's missions, goals, objectives, and performance indicators as reported in the 1997-98 executive budget To help develop these criteria, we gathered information from GASB, OMB, the Urban Institute, andManageware. During our criteria development process, we obtained input from GASB. We also obtained concurrence from GASB on our final established criteria. We then compared the missions, goals, objectives, and performance indicators to the established criteria. In addition, we evaluated the objectives and performance indicators to determine if they collectively provide useful information to decision makers. When deficiencies or other problems were identified, we discussed them with appropriate personnel of the department and OPB. We did not assess the validity or reliability of the performance indicators. Although other documents contain performance data on the department, we only compared the missions, goals, objectives, and performance indicators contained in the executive budget to the criteria. This decision was made because the executive budget is the culmination of OPB's review and refinement of the budget request components. It also represents the governor's official 
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Areas for Further Study 

recommendation to the legislature for appropriations for the next fiscal year. Potential Overlapping, Duplicative, or Outmoded Areas. Finally, we reviewed the program descriptions and legal authority for the office's and the department's programs and related boards, commissions, and like entities to identify areas that appeared to be overlapping, duplicative, or outmoded. We defined these terms as follows: 
Overlapping: instances where two or more programs appear to perform different activities or functions for the same or similar purposes Duplicative: instances where two or more programs appear to conduct identical activities or functions for the same or similar purposes Outmoded: those programs, activities, or functions that appear to be outdated or are no longer needed We did not conduct detailed audit work on the areas we identified as potentially overlapping, duplicative, or outmoded. We only identified them for further review at another time. 

During this audit, we identified the following areas that require further study: 
As previously mentioned, assessing the validity and reliability of performance indicators was not within the scope of this audit. However, because the legislature intends to include performance indicators in future appropriation bdls and acts, validity and reliability become increasingly important. Consequently, in the futm e, the legislature may wish to direct a study of the validity and reliability of performance indicators included in appropriation bills. The programs, functions, and activities that appear to be overlapping, duplicative, or outmoded should be assessed in more detail to determine whether they 
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Report Organization 

are truly overlapping, duplicatwe, or outmoded. Once these assessments are completed, the legislature may decide whether any &these programs, functions, or activities should be altered, expanded, or eliminated. The availability of management information systems that can readily integrate data from a variety of sources is essential to a successful program budgeting system. Capturing accurate and meaningful performance data is important, in part, because of the increased emphasis the legislature is placing on program information. Therefore, the capabilities of the department's management information system as related to program data should be addressed. 
The remainder of this report is divided into the following chapters and appendixes: 
Chapter 2 describes the Office of the Lieutenant Governor and the Department of Culture, Recreation and Tourism. This chapter gives the legal authority for the office, the department, and their programs as well as other information that describes the office and the department and related boards and conmussions. This chapter also compares the missions and goals of the office and the department as reported in the 1997-98 executive budget to their legal authority. In addition, this chapter discusses programs, functions, and activities within the office and the department that appear to be overlapping, duplicative, or outmoded, if any came to our attention. Chapter 3 gives the results of our comparison of the office's and the department's missions, goals, objectives, and performance indicators as reported in the 1997-98 executive budget to established criteria. In addition, this chapter discusses whether the objectives and performance indicators collectively 
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provide useful information for decision-making purposes. Appendix A is a list of references used for this audit. Appendix B is a listing of related boards, commissions, and like entities that we identified. Appendix C is the performance data and the results of analyzing these data for the two programs in the Office of the Lieutenant Governor. Appendix D is the performance data and the results of analyzing that data for the 13 programs in the Department of Culture, Recreation and Tourism. Appendix E is the Office of the Lieutenant Governor's response to this report. Appendix F is the Department of Culture, Recreation and Tourism's response to this report Appendix G is the Division of Administration, Office of Planning and Budget's response to this report. 
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Chapter 2: Department Overview 
Chapter Conclusions Article IV, Section 1 of the Louisiana Constitution establishes the Office of the Lieutenant Governor within the executive branch of state government. The lieutenant governor serves as governor should the office become vacant. The Office of the Lieutenant Governor's appropriation for fiscal year 1997-98 is nearly $2 million. The Department of Culture, Recreation and Tourism (CRT) was created by Act 513 of 1976, which enacted R.S. 36:201. This law gives the department the responsibility for creating improved opportunities for the enjoyment of cultural and recreational activities for the people of Louisiana. CRT's appropriation for fiscal year 1997-98 is nearly $50 million. State law places CRT within the Office of the Lieutenant Governor. However, each entity has a separate budget, separate functions, and separate OPB analysts. In the 1997-98 executive budget, the Office of the Lieutenant Governor is a single budget unit with two programs. CRT is divided into seven budget units with a total of 13 programs. The missions and goals reported in the 1997-98 executive budget for the Office of the Lieutenant Governor and CRT generally reflect the intent of the legislature as portrayed in underlying law. However, neither the Office of the Lieutenant Governor nor CRT has an overall mission reported in the executive budget. One commission (Louisiana Tourism Development Commission) and one district (Louisiana Tourism Promotion District) that are under the authority of CRT appear to have potentially overlapping functions. While both of these entities assist the state in promoting tourism, agency officials stated that this situation is beneficial to the department. One commission (Kenner Naval Museum Commission) and one Society (Louisiana Historical Jazz Society) may be outmoded. In addition, one of the legislatively authorized members of the Louisiana Film and Video Commission is a 
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Lieutenant Governor Is Commissioner of Culture, Recreation and Tourism 

Office of the Lieutenant Governor's Executive Budget Program Structure 

representative from an entity that no longer exists (Louisiana Black Culture Commission) and state law allows another member to be selected from a listing of names supplied by an entity that no longer exists (Louisiana Association of Film and Tape Professionals). 
Article IV, Section 1 of the Louisiana Constitution establishes the Office of the Lieutenant Governor within the executive branch of state government. According to the constitution, the Office of the Lieutenant Governor is not counted among the 20 executive branch departments. The lieutenant governor serves as ex-officio member of each committee, board, and commission on which the Governor serves. In addition, the lieutenant governor serves as governor if a vacancy occurs in the Office &Governor or if the governor is unable to act as such. Act 124 of the 1986 Regular Legislative Session, which enacted R.S. 36:201, places CRT within the Office &the Lieutenant Governor. However, each entity has a separate budget, separate functions, and separate OPB analysts. State law allows the lieutenant governor to be referred to as the commissioner of CRT. As commissioner of CRT, the lieutenant governor can appoint that department's secretary, its undersecretary, and most of its assistant secretaries. The assistant secretaries for the State Library and the State Museum are appointed by the advisory boards for those offices. 
In the 1997-98 executive budget, the Office of the Lieutenant Governor is a single budget unit with two programs. The first program is the Administrative Program, which includes the lieutenant governor and her staff. The second program is the Grants Program. The Grants Program includes the staffofthe Louisiana Serve Commission, which is under the authority of the Office of the Lieutenant Governor. According to CRT officials, the Grants Program is comprised solely of the Louisiana Serve Commission. The Administrative Program includes the lieutenant governor's responsibility for planning, development, and implementation of programs and policies for CRT. 
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Commissions Within the Office of the Lieutenant Governor 

Office Expenditures, Funding, and Staffing 

As previously mentioned, one of the commissions under the authority of the Office of the Lieutenant Governor is included as a program within the executive budget. The Grants Program is actually the Louisiana Serve Commission. The Louisiana Serve Commission awards grants to organizations and schools that foster civic responsibility and provide educational opportunities for those who make a substantial commitment to service. The commission receives funding from the Corporation for National Service, which was established under the National and Community Service Trust Act of 1993. The commission uses the funding to administer two grants programs, the AmeriCorps and Learn and Serve programs. In addition to the Louisiana Serve Commission, we identified one other commission that is under the authority of the Office of the Lieutenant Governor. It is the Mississippi River Road Commission. Appendix B provides further ufformation about these two commissions. 

Expenditures and Staffing Information. According to the fiscal year 1996-97 unandited financial statements prepared by CRT, the Office of the Lieutenant Governor's expenditures for the 1997 fiscal year totaled nearly $2.6 million. Nearly 81% of those expenditures were for the Grants Program. The 1997-98 executive budget shows that the total recommended funding for the office for the 1998 fiscal year was nearly $2.0 million. The appropriation letters sent to the Office of the Lieutenant Governor on July 9, 1997, shows that the office's appropriation also totaled nearly $2.0 million. OPB sends an appropriation letter to each budget unit listing the appropriated amounts for each program based on the General Appropriation Act. Exhibit 2-1 onthe following page summarizes this information by program. According to the appropriation letter, the Administration Program has seven authorized positions. The Grants Program has nine positions, but they are not included in the appropriation letter or in Exhibit 2-1. The positions are included as "Other Charges" in the executive budget. According to CRT staff, these positions are shown in "Other Charges" because the program does not have a stable funding source. 
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Exhibit 2-1 Office of the Lieutenant Governor Summary of Appropriation and Staffing Data 

Office of the Lieutenant Governor Administration Grants 
Total Office of the Lieutenant Governor 

Actual Total Total Authorized Expenditures Recommended Appropriations Positions Fiscal Year Fiscal Year Fiscal Year Fiscal Year 1997 1998 1998 1997 

Source: Prepared by legislative auditor's staff using unaudited information from the June 30, 1997, Financial Statements, 1997-98 executive budget, and the July 9, 1997, appropriation letter, which was prepared by the Office of Planning and Budget within the Division of Administration, for the Office of the Lieutenant Governor. *The Grants Program has nine positions, but they are not included in the appropriation letter. The positions are included as "Other Charges" in the executive budget. 

Office Missions and Goal Are Consistent With State Law 
We reviewed the state constitution and state statutes governing the Office of the Lieutenant Governor to determine if its missions and goal reported in the 1997-98 executive budget are consistent with legislative intent and legal authority. The executive budget does not contain a goal for the Administration Program or an overall mission for the office. However, each program within the Office of the Lieutenant Governor has a mission and the Grants Program has one goal. These missions and goal are consistent with legislative intent and legal authority. 
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Office Has No Apparent Overlapping, Duplicative, or Outmoded Functions 

Department Creation and Purpose 

We did not identify any overlapping, duplicative, or outmoded functions within the Office of the Lieutenant Governor As a result, it does not appear that either of the two executive budget programs use funds for the same or similar purpose. R.S. 24:522 required us to identify overlapping and outmoded functions in agencies of state government. In addition, we attempted to identify potentially duplicative functions. To address these issues, we compared the statutory purpose of all programs, boards, commissions, and like entities to determine if the potential for overlap, duplication, or outmoded functions exists. 

Act 513 of 1976, which enacted R.S. 36:201, created CRT This law gives the department the responsibility".., for planning, developing, and implementing improved opportunities for the enjoyment of cultural and recreational activities by people of Louisiana..." In addition, the department is responsible for the following activities Development, maintenance, and operation of library, park, recreation, museum and other cultural facilities Statewide development and implementation of cultural, recreational and tourism programs Planning for the future leisure needs of the people of Louisiana Statutory Organization. The law creating CRT also states that the department shall be composed of the following eight offices: Office of the Secretary Office of Management and Finance Office of the State Library Office of the State Museum Office of State Parks Office of Cultural Development Office of Film and Video Office of Tourism 
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According to R.S. 36:207, each office within CRT, except the Office of Management and Finance, shall be under the immediate supervision and direction of an assistant secretary. The lieutenant governor appoints the assistant secretary for each office, except for the Office of the State Library and the Office of the State Museum. The assistant secretary for the State Library and the State Museum are appointed by the advisory boards for those offices. Except for the Office of Management and Finance and the Office of the Secretary, each office has an associated board or comnussion that advises it. As mentioned earlier, the lieutenant governor appoints most of CRT's assistant secretaries. However, the assistant secretaries for the State Library and the State Museum are appointed by the advisory boards for those offices. According to state law, the secretary of CRT is responsible tbr organizing, planning, supervlsmg, directing, administering, and executing the functions and programs within CRT. However, according to the assistant secretary for the Office of State Museum, he reports to the advisory board for the office because he is hired by the board. See Appendix B for more information about the advisory boards. Office of the Secretary. The secretary serves as the executive head and chief administrative officer of CRT. The secretary has the responsibility for the policies of the department and for the administration, control, and operation of the functions, programs, and affairs of the department. The secretary performs these functions under the general control and supervision of the lieutenant governor. Office of Management and Finance. R.S. 36:206(A) creates the position of undersecretary for CRT, which directs and is responsible for the functions of the Office of Management and Finance. The undersecretary is responsible for accounting and budget control, procurement and contract management, data processing, management and program analysis, personnel management, and grants management for the department and all of its offices. Office of the State Library. The state librarian serves as the assistant secretary of the Office of the State Library. The office is responsible for performing the functions and duties of the State Library, including: 
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Prowdmg a central collection of materials to support the informanonal needs of state government and all Louisiana citizens ~ Improving public library services at the local level ~ Establishing libraries in state institutions ~ Directly serving the informational, educational, and recreational needs of blind and visually impaired citizens Office of the State Museum. The Office of the State Museum is responsible for administering, managing, operating, and maintaining the Louisiana State Museum. The Louisiana State Museum is an historical, cultural, and educational institution. Its primary purpose is to collect, preserve and present, as an educational resource, objects of art, documents, artifacts, and the like that reflect the history, art, and culture of Louisiana and its citizens. The director of the Louisiana State Museum serves as the assistant secretary of the office. Office of State Parks. The Office of State Parks is responsible for planning, designing, constructing, operating, and maintaining a system of parks, natural areas, and recreational facilities. The once also performs the functions of the state relating to outdoor recreation development and trails. The Office of State Parks currently administers 16 state parks, 14 state commemorative areas, and 1 state preservation area. Office of Cultural Development. The Office of Cultural Development is responsible for performing the functions of the state relating to the arts, historical and archaeological preservation, crafts, humanities, cultural heritages and tradmons, and related cultural programs and activities. The office is comprised of three divisions: the Division of the Arts, the Division of Historic Preservation, and the Division of Archaeology. Office of Film and Video. The Office of Film and Video is responsible for all matters relative to the development and expansion of film, motion picture, video, multimedia, and still photography industries in Louisiana. The office also develops and implements the state marketing and promotion plan for filmmaking. Office of Tourlsm. The Office of Tourism promotes the economic growth of Louisiana by increasing tourism travel to the state. This office works with the advice and guidance of the 
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Department of Culture, Recreation and Tourism's Executive Budget Program Structure 

Louisiana Tourism Development Comnus~on as well as the direct approval of the Louisiana Tourism PI omotJon District. 

In the executive budget, the department is divided into the following seven budget units: Office of the Secretary Office of the State Library Office of the State Museum Office of State Parks Office of Cultural Development Office of Film and Video Office of Tourism The 1997-98 executive budget divides these seven budget units into 13 programs, as shown in Exhibit 2-2 on the following page. The executive budget does not include the Office of Management and Finance (OMF) as a separate budget unit. Instead, OMF is included as a program within the Office of the Secretary budget unit. According to agency officials, this organization is acceptable for CRT's budgeting needs. 
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Department Expenditures, Funding, and Staffing 

Exhibit 2-2 Structure of Department of Culture, Recreation and Tourism's Program Information in 1997-98 Executive Budget Office of the Secretary (Budget Unit 06-261) Program A: Adnumstrafion Program B: Management and Finance 
Office of the State Library of Louisiana (Budget Unit 06-262) Program A: Library Services Office of State Museum (Budget Unit 06-263) Program A: Louisiana Museums Program B: Cabildo Fire Fund 
Office of State Parks (Budget Unit 06-264) Program A: Parks and Recreation Office of Cultural Development (Budget Unit 06-265) Program A: Cultural Development Program B: Arts Office of Film and Video (Budget Unit 06-266) Program A: Film and Video Office of Tourism (Budget Unit 06-267) Program A: Administration Program B: Marketing Program C: Welcome Centers ProgramD: Consumer Information Services Source: Prcpared by legislative auditor's staffusing information from the 1997~98 executive budget. 
Expenditures and Funding. According to the fiscal year 1996-97 unaudited financial statements prepared by CKT, department expenditures for the 1997 fiscal year totaled over $43 million. The 1997-98 executive budget shows that the total recommended funding for CRT for the 1998 fiscal year was over $47 million. The appropriation letters sent to each of the budget 
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units within CRT on July 9, 1997, show that the department's appropriation totaled nearly $50 million. The appropriation letters also show that the department has 587 authorized positions. Exhibit 2-3 below summarizes this information by program. 
Exhibit 2-3 Department of Culture, Recreation and Tourism Summary of Appropriations and Staffing Data 

Source: Prepared by lcglslatlve auditor's staff using unaudited information from the June 30, 1997, Financial Statements, 1997-98 executive budget, and the July 9, 1997, appropriation letter of each office within CRT. 



Chapter 2: De Page 29 
Related Boards, Commissions, and Like Entities 

We identified 17 boards, commissions, and like entities that are related to CRT. These entities are as follows: Atchafalaya Trace Commission Kenner Naval Museum Commission Louisiana Archaeological Survey and Antiquities Commission 4. Louisiana Film and Video Commission (Advises the Office of Fdm and Video) 5. Louisiana Folldlfe Commission (Advises the Office of Cultural Development) Louisiana Historical Jazz Society Louisiana State Arts Council Louisiana State Library Board of Commissioners (Advises the Office of State Library) Louisiana State Museum Board of Directors (Advises the Office of State Museum) Louisiana Tourism Development Commission (Advises the Office of Tourism) Louisiana Tourism Promotion District Board of Directors Louisiana Unmarked Burial Sites Board Louisiana National Register Review Committee Naval War Memorial Commission Board of Commissioners 15. New Orleans City Park Improvement Association and its Board of Commissioners 16. State Parks and Recreation Commission (Advises the Office of State Parks) 17. State Board of Library Examiners In addition, we identified 39 local tourist commissions that are political subdivisions. Appendix B provides further information about these boards, commissions, and like entities. None of the boards, commissions, or like entities could be traced to a line item in the 1997-98 executive budget. In addition, none have performance data in the 1997-98 executive budget. 
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Department Missions and Goals Are Consistent With Law 

Potential Overlap and Outmodedness for Department of Culture, Recreation and Tourism 

We reviewed the state constitution and state statutes governing CRT to determine if its missions and goals reported in the 1907-98 executive budget are consistent with legislative intent and legal authority. There is no overall mission for CRT in the executwe budget. In addition, the Cabildo Fire Fund Program does not have a mission or a goal reported in the executive budget. However, according to the Assistant Director of Research with GASB, it is not necessary for each program to have a mission. Each remaining program has one mission and one goal. We found that all of these missions and goals are consistent with legislative intent and legal authority. 

We identified one instance of potential overlap and several instances of potential outmodedness. According to agency officials, the instance of overlap does not hinder operations. In fact, agency officials stated that the situation is beneficial. The instances of potential outmodedness may cause confusion for legislators making programmatic funding decisions. We did not identify any instances of potential duplication. As mentioned in Chapter 1, we defined overlap as instances where two or more entities appear to perform different activities or functions for the same or similar purpose. We defined duplication as instances where two or more entities appear to conduct the same activities or functions for the same or similar purpose. We defined outmoded to mean those programs, activities, or functions that appear to be outdated or no longer needed. Since we interpreted these criteria very broadly, areas identified as potentially overlapping, duplicative, or outmoded should be further reviewed. Potential Overlap. The Louisiana Tourism Promotion District and the Louisiana Tourism Development Commission are both responsible for assisting the state in the promotion of tourism in the state of Louisiana. State law allows the Louisiana Tourism Promotion District to levy and collect a sales and use tax in order to provide funds to CRT. These funds are transferred to the Office of Tourism within CRT to assist the state in the promotion of tourism. According to department officials, the district also approves the Office of Tourism's budget. The Louisiana Tourism Development Commission assists the state in the promotion of tourism by advising the Office of Tourism on matters related to the development and implementation of programs. 
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According to agency officials, having these two separate entities is beneficial to the Office of Tourism. The commission is represented by 21 members from a broad industry base, which allows for input from a wide variety of interests and perspectives. The district has only five members, which allows for a narrow focus. This narrow focus allows for a more efficient budget review 
Potential Outmodedness. According to a 1997 CRT Sunset Review Report, the Kenner Naval Museum Cotmnvss~on is inactive and the Louisiana Historical Jazz Society is nol fully organized. If these programs are outmoded, maintaining their statutory structure may cause confusion for legislators making programmatic funding decisions. In addition, one of the legtslauvely authorized members of the Louisiana Film and Video Conmussion is a representative from an entity that no longer exists (Louisiana Black Culture Commission). Furthermore, state law allows another member to be selected from a listing of names supplied by an entity that no longer exists (Louisiana Association of Film and Tape Professionals). In addition, a designee from the Louisiana Black Culture Commission is a member of the Louisiana State Arts Council's crafts panel. The crates panel is an entity within the Louisiana State Arts Council that assists the council by acting in an advisory capacity. 

Matters for Legislative Consideration 
2.1 The legislature may wish to consider abolishing the Kenner Naval Museum Commission and the Louisiana Historical Jazz Society, which are inactive according to the 1997 CRT Sunset Review Report. 2.2 The legislature may wish to review the membership of the Film and Video Commission since the sources for two of its members no longer exist. In addition, the legislature may wish to review the membership of the Louisiana State Arts Council's crafts panel since the source for one of its members no longer exists. 
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Chapter 3: Analysis of Performance Data 
Chapter Conclusions Although the Lieutenant Governor oversees the Department of Culture, Recreation and Tourism (CRT), the performance data for the Office of the Lieutenant Governor and CRT are separate in the executive budget. In the 1997-98 executive budget, neither entity has an overall mission. Overall, the Office of the Lieutenant Governor's performance data do not fully enable legislators to understand what the program is attempting to accomplish. The 1997-98 executive budget contains two program missions for the Office of the Lieutenant Governor. These two missions meet all the established criteria. In addition, only one Office of the Lieutenant Governor program has a goal. The four objectives for the Office of the Lieutenant Governor are not measurable or timebound, but all specify desired end results. Because the objectives are not measurable, none of the four performance indicators can measure progress toward objectives. The Office of the Lieutenant Governor has no outcome indicators. Including outcome indicators allows legislators to assess program impact and effectiveness. In addition, the Administrative Program does not have performance indicators reported in the 1997-98 executive budget. As a result, legislators may not have sufficient information for decision making. All 12 programs within CRT have a mission statement, with the exception of the Cabildo Fire Fund Program. The mission statements for CRT meet most of the criteria. CRT has 12 goals reported in the 1997-98 executive budget. While all of the goals for CRT are consistent with the program mission, less than half provide both a direction and destination. Without information on program intentions, legislators may not be informed about the accomplishments and aims of programs. There are a total of 29 objectives for CRT. Most of CRT's objectives reported in the executive budget are measurable and all specify desired end results. However, less than one-fourth are timebound. The majority of performance indicators reported in the 1997-98 executive budget for CRT 
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Analysis Conducted 

are consistent with objectives and dear. However, less than half of all the performance indicators measure progress toward objectives. This is because most of the indicators are associated with non-measurable objectives. In addition, while the majority of CRT's performance indicators measure output, it also has a significant number of outcome indicators. Outcome indicators are vital for legislators for understanding the effectiveness of programs in meeting their objectives. As a result, given the significant amount of measurable objectives and outcome indicators, CRT's performance data may provide some useful information for legislators making budgetary and programmatic decisions. 

Exhibit 3-1 on page 36 shows the criteria that we used to analyze the missions, goals, objectives, and performance indicators for CRT as they appear in the 1997-98 executive budget Using this set of core criteria, we evaluated the following performance data: Office of the Lieutenant Governor (1 budget unit, consisting of 2 programs) 
~ 2 missions ~ 1 goal ~ 4 objectives ~ 4 performance indicators CRT (7 budget units, consisting of 13 programs ~ 12 missions ~ 12 goals ~ 29 objectives ~ 84 performance indicators 
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We also evaluated the collective usefulness of the objectives and performance indicators. We determined whether the objectives and indicators for each budget unit program provide information to determine what the programs are attempting to accomplish. We also determined whether legislators and other users of the executive budget could use the performance data to make informed program decisions. On the following pages, we first present the results of our analysis of the Office of the Lieutenant Governor and CRT as a whole. We then present the results of our analysis for each office or program in the Office of the Lieutenant Governor and CRT. Appendix C presents the Office of the Lieutenant Governor's performance data and the results of our analysis of these data. Appendix D presents similar information for CRT. 
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Exhibit 3-1 Criteria Used to Evaluate Performance Data in the Fiscal Year 1997-98 Executive Budget MISSION: A broad, comprehensive statement of purpose ,/ Identifies overall purpose for the existence of the organization, department, office, institution, or program as established by constitution, statute, or executive order ,/ Identifies clients/customers of the organization or external and internal users of the orgamzation's products or services ,/ Organizationally acceptable 

GOAL: The general end purpose toward which effort is directed 
,/ Consistent with department, program, and office missions ,/ Provides a sense of direction on how to address the mission; reflects the destination toward which the entity is striving OBJECTIVE: A specific and measurable target for accomplishment ,/ Con~stentwith goals ,/ Measurable ,/ Timebound ,/ Speofles de,red end resuk 
PERFORMANCE INDICATOR: Tool used to measure performance of policies, plans, and programs ,/ Measures progress toward objective or contributes toward the overall measurement of progress toward objective ,/ Consistent with objective ,/ Clear, easily understood, and non-technical Note: The criteria were established based on input from 3 hmageware, GASB, the federal Office of Mauagement and Budgel aud the Urban Institute. Source: Prepared by legislative auditor's staff to show established criteria used to evaluate the departtnent's performance data. 
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Missions Meet Most of Established Criteria 

CRT's program mission statements meet most of the criteria. In addition, the Office of the Lieutenant Governor's program missions meet all of the criteria. However, neither entity has an overall mission reported. As a result, legislators and other users of the executive budget may not know the department's purpose or clientele. In addition, the Cabildo Fire Fund Program under the Office of State Museum does not have a mission. However, as mentioned in Chapter 2, it is not necessary for each program to have a mission. As shown in Exhibit 3-1, missions should identify a program's overall purpose and its clients or customers and be organizationally acceptable. We consider missions organizationally acceptable if the mission in the executive budget also appears in the department's operational plan. In cases where missions differed between these two documents, we contacted department officials to determine whether the mission in the executive budget was acceptable. Office of the Lieutenant Governor. The Office of the Lieutenant Governor reports two missions in the 1997-98 executive budget, with only one clearly labeled as a mission. We could not determine if the missions are consistent with the office's overall mission, since none is provided. However, these two missions meet all the established criteria, as they all identify purpose, identify clients, and are organizationally acceptable. CRT. The 1997-98 executive budget program information for CRT contains a total of 12 missions. Of these 12 missions, 11 are specifically labeled as missions. However, we could not determine the consistency of these missions with the department's overall mission statement, since no such overall mission is provided. All 12 of these missions identify the overall purpose for the existence of the program, 7 (58%) identify clients, and 10 (83%) are organizationally acceptable. 
Recommendations 3.1 The Office of the Lieutenant Governor and CRT should work with the Office of Planning and Budget (OPB) to ensure that the Office of the Lieutenant Governor and CRT each report an overall mission statement in the executive budget. 
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Goals Meet Most of Established Criteria 

3.2 The Office of the Lieutenant Governor and CRT should work with OPB to ensure that missions are clearly labeled as such. In addition, CRT should work with OPB to ensure that missions identify clients of the program and are organizationally acceptable. 

All of the goals reported in the 1997-98 executive budget for the Office of the Lieutenant Governor and CRT are consistent with the associated missions. However, most do not provide both a direction and destination. In addition, the Office of the Lieutenant Governor and CRT each have one program that does not have a goal. Including goals in the executive budget allows legislators to see both the direction a program is heading and the destination a program strives to reach. As shown in Exhibit 3-1, goals should provide a sense of direction on how to address the mission. They should also retlect the destination toward which the program or entity is striving. Office of the Lieutenant Governor. No goals are reported for the Office of the Lieutenant Governor's Administrative Program. However, the Grants Program does have a goal. This goal is consistent with the mission and reflects the destination, but does not give a direction. Without information on program direction, legislators may have difficulty understanding the intentions and aims ofprograrns. CRT. The 1997-98 executive budget program information for CRT contains a total of 12 goals. Of the 12 goals CRT reports in the 1997-98 executive budget, all are consistent with the mission. Five goals (42%) provide both direction and destination. However, four provide only a destination and three provide only a direction. The Cabildo Fire Fund Program does not have any goals in the executive budget, 
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Most Objectives Are Measurable 

Recommendation 3.3 The Office of the Lieutenant Governor, CRT, and OPB should work together to ensure that goals are reported for all programs and that goals include both a direction and a destination. 

Most of the objectives reported in the 1997-98 executive budget for CRT are measurable and all specify desired end results However, less than one fourth are timebound. While all of the objectives reported for the Office of the Lieutenant Governor specify desired end results, none are measurable or timebound. As shown in Exhibit 3-1, objectives should provide a quantified target measurement and a time frame for accomplishment. Objectives should also include a desired end result and be consistent with goals. Measurable and timebound objectives help legislators and other users of the executive budget determine if programs meet their desired levels of performance on time. Office of the Lieutenant Governor. For the Office ofthe Lieutenant Governor, there are four objectives in the 1997-98 executive budget. Only two of these are consistent with goals since the remaining two did not have associated goals with which to determine consistency. None of the objectives are measurable or timebound, but all specify a desired end result. CRT. There are a total of 29 objectives for CRT in the 1997-98 executive budget. All but one of the objectives have associated goals. All 28 of the objectives that have goals associated with them are consistent with these goals. In addition, 17 objectives (59%) are measurable and all (100%) specify a desired end result. However, only seven objectives (24%) are timebound. While CRT's objectives meet most of the established criteria, the objectives could be improved by adding time frames for accomplishment. We found that all of the objectives for several programs within CRT aJ e measurable. All of the objectives for the Cultural Development Program, the Office of Film and Video, and the Marketing Program within the Office of Tourism are measurable. 



Page 40 Lt. Governor and CRT 

Many Performance Indicators Do Not Measure Progress Toward Objectives 

Consequently, legislators can better determine the success and impact of these programs. In addition, we reviewed the 1998-99 executive budget and found that nearly all of the objectives for the Office of the Lieutenant Governor and CRT are measurable and timebound. 
Recommendation 3.4 The Office of the Lieutenant Governor, CRT, and OPB should work together to ensure that all objectives are measurable and include time frames for accomplishment. 

The majority of performance indicators reported in the 1997-98 executive budget for CRT are consistent with objectiveq and easy to understand. However, less than half measure progress toward objectives because many of the objectives are not measurable. All of the performance indicators for the Office of the Lieutenant Governor are consistent with the objective and are easy to understand. However, none measure progress because the objectives for the Office of the Lieutenant Governor are not measurable. When indicators do not measure progress toward objectives, users of the executive budget may not know how well programs performed what they were supposed to accomplish. As dlustrated in Exhibit 3-1, performance indicators should measure progress toward the objective, be consistent with the objective, and contain clear, non-technical language. Office of the Lieutenant Governor. The Office of the Lieutenant Governor has four indicators in the 1997-98 executive budget. None measure progress toward the objectives since the objectives are not measurable. However, all are consistent with the objectives and are clear and non-technical. CRT. CRT has a total of 84 indicators reported in the 1997-98 executive budget. Of these, 99% are consistent with the objective (83 of 84) and all are clear and easily understandable. A total of 47 indicators do not measure progress toward the objective However, 34 of these 47 indicators are associated with 
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non-measurable objectives. It is not possible for indicators with non-measurable objectives to measure progress toward those objectives. Objectives that provide a measurable target and a time frame for accomplnshment are vital to programs because they provide a context m wluch to view a program's effectiveness and efficiency. The quantified targets in objectives serve as a reference point for evaluating success. Without this reference point, performance indicators cannot describe program results. Therefore, improving the objectives in both the Office of the Lieutenant Governor and CRT to include target measures would help to improve the usefulness of the performance indicators. In addition, two administrative programs in the Office of the Lieutenant Governor and CRT report no performance indicators in the executive budget Specifically, there are no performance indicators reported for the administrative programs in the Office of the Lieutenant Governor and the Office of Tourism. As a result, users of the executive budget cannot tell how well these programs are performing. According to the assistant director of research at GASB, performance indicators should be developed for administrative programs and functions. He does not recommend measuring the performance of administrative programs by the performance of other programs or the department as a whole. Instead, administrative programs should measure their performance related to activities for which they are directly responsible, such as payroll, personnel and inventory control. 
Recommendations 3.5 Once the Office of the Lieutenant Governor, CRT, and OPB staffs develop measurable objectives, they should reevaluate the performance indicators to determine whether they are clear and whether they are consistent with and measure progress toward the new objectives. 3.6 The Office of the Lieutenant Governor, CRT, and OPB should work together to develop performance indicators for the administrative programs based on activities for which those programs are directly responsible. 
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Many Department of Culture, Recreation and Tourism's Performance Indicators Measure Outcome 

While the majority of performance indicators for the Office of the Lieutenant Governor and CRT in the 1997-98 executive budget measure output, CRT also has a significant amount of outcome indicators. Outcome indicators are the most important type of indicator because they allow users of the executive budget to assess the impact or effectiveness of a program in meeting its objectives. Office of the Lieutenant Governor. Of the four indicators that the Office of the Lieutenant Governor reports in the 1997-98 executive budget, half are input and half are output. No indicators are reported that measure outcome, efficiency or quality. Because the Office of the Lieutenant Governor does not have a mix of indicators, legislators may find it difficult to gain a complete understanding of the accomplishments of this office. CRT. Specifically, we found that of CRT's 84 indicators, 4 (5%) are input, 42 (50%) are output, 26 (31%) are outcome, 9 (11%) are efficiency, and 3 (4%) are quality. This mix of indicators provides useful information for decision makers as the indicators communicate more comprehensive information on program performance and progress. We also assessed three footnotes as explanatory information. Explanatory information is useful for conveying information about the environment or other factors that might affect an orgamzation's performance. However, these data were not counted as performance indicators. Performance indicator types are explained on pages 6 and 7 of this report. Exhibit 3-2 on the following page shows the number of each type of indicator reported in the 1997-98 executive budget for each program within CRT and the Office of the Lieutenant Governor. 
Recommendation 3.7 The Office of the Lieutenant Governor and OPB should work together to ensure that performance indicators are reported that measure outcome, efficiency, input, output, and quality. In addition, CRT may want to consider adding explanatory information to subsequent executive budgets. 
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Exhibit 3-2 

I Indicators L:~e 
Office of the Lieutenant Governor Adnumstrative 0 N/A N/A N/A N/A N/A Gtanls 4 2 2 0 0 0 Total LI. Governor 4 2 2 0 0 0 Percentage 
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Office of the Lieutenant Governor's Performance Data Need Improvement 

The Office of the Lieutenant Governor is presented in the 1997-98 executive budget as two programs. Generally, we found that the performance data for the Office of the Lieutenant Governor need improvement in order to be more useful to legislators as they make budgetary decisions. The results of our analysis of the Office of the Lieutenant Governor's performance data for each of these programs are presented below. Administrative Program Has No Goals or Performance Indicators The Administrative Program is one of two executive budget programs within the Office of the Lieutenant Governor. While the mission for the Administrative Program meets all the established criteria, no goals or performance indicators are reported in the 1997-98 executive budget. As a result, legislators looking at this performance data would not have sufficient information to make informed decisions or to understand what the program is trying to accomplish. Mission. The mission statement for the Administrative Program idenllfies the overall purpose and the customers of the program and is orgamzationally acceptable. Therefore, the mission provides some useful information for decision makers. Goal. No goals are reported in the 1997-98 executive budget for this program. Goals provide information on program direction and intentions. Without this information, legislators and other users of the executive budget may not be able to understand what a program is trying to accomplish. Objectives. Two objectives are reported for this program. Neither objective can be consistent with goals since no goals are provided. In addition, the objectives do not provide a target measure or a time frame for accomplishment, although both objectives do specify a desired end result. As a result, the objectives may not provide legislators or other external users with the information needed to know what the program is attempting to accomplish. Performance Indicators. There are no performance indicators reported for this program. As a result, legislators receive no information of program progress and may find it difficult to determine what will be accomplished with appropriated funds, 
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Grants Program's Performance Data Lack Critical Elements The Grants Program is the second of two executive budget progrants for the Office of the Lieutenant Governor. While the nussion statement reported for the Grants Program meets all the estabhshed criteria, the remaining performance data lack critical elements In addition, performance indicators do not measure outcome. As a result, the performance data may not enable legislators to make informed decisions about this program. Mission. The mission statement for the Grants Program meets all the established criteria. It identifies the overall purpose and clientele and is organizationally acceptable. Thus, the mission provides useful information on the program's intentions. Goal. The goal for this program is consistent with the program mission and reflects the destination of the program. However, the goal does not provide a sense of direction on how to accomplish the mission. Objectives. There are two objectives for this program. While both objectives are consistent with goals and specify a desired end result, neither objective is measurable or timebound. As a result, legislators may be unable to determine how well the program is performing and how timely the program's aceomplnshments are made. In addition, the layout of the objective in the executive budget ns confusing. The first objective consists of two parts. However, the second objective is nearly identical to the second part of Objective #1. Performance data should be clearly delineated so legislators can easily understand what programs are trying to accomplish. Performance Indicators. The executive budget reports four performance indicators for this program. None of the four indicators measure progress toward the objective, but all are consistent and clear In addition, no outcome indicators are reported, although there are two output and two input indicators. Outcome indtcators would allow users of the executive budget to see whether or not expected results are bemg achieved. Since there is not a varied mix of indicator types, legnslators may not have sufficient information to make informed budgetary decisions. 
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Department of Culture, Recreation and Tourism's Performance Data Generally Useful for Budgetary Decision Making 

Office of the Secretary's Performance Data Need Improvement 

In the 1997-98 executive budget, CRT is divided into seven offices. These seven offices are further divided into 13 programs. Generally, we found that the performance data for CRT are useful for legislative decision making. The majority of the department's objectives are measurable. However, most indicators are associated with the non-measurable objectives. Therefore, most of the indicators cannot measure progress toward the objective. The results of our analysis of the Office of the Lieutenant Governor's performance data for each of its offices and programs are presented below. 

The Office of the Secretary is divided into two programs in the 1997-98 executive budget: the Administration and Management and Finance Programs. None of this office's objectives are measurable. As a result, none of its performance indicators measure progress toward its objectives. Furthermore, one program has no performance indicators. Administration Program Lacks Performance Indicators The Adnumstration Program's mission and goal meet all the established criteria However, the objective for this program is not measurable or tlmebound and no performance indicators are reported in the 1997-98 executive budget. Consequently, the objectives and indicators do not enable executive budget users to determine what the program is attempting to accomplish or to make budgetary decisions about the program. Mission and Goal. The mission and goal of the Administration Program reported in the 1997-98 executive budget meet the criteria listed in Exhibit 3-1. The mission identifies the program's overall purpose, identifies the clientele, and is organizationally acceptable. The goal is consistent with the mission, provides a sense of direction, and reflects the destination the program is striving toward. As a result, legislators can determine what the program is trying to accomplish. Objective. The objective ofthe Administration Program meets two of the four criteria in Exhibit 3-1. The objective is consistent with the program's goal and specifies an end result. However, it is not measurable or umebound. Without target 
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measurements and time frames for accomplishments, legislators receive no information on what levels of performance this program should achieve. Performance Indicators. No performance indicators are reported for this program. Performance indicators show the actual progress of a programin meeting its objectives, Without indicators, users of the executive budget may not be able to determine the impact and performance of programs. Performance Data for Management and Finance Need Improvement Both the tmsslon and the goal for the Management and Finance Program reported in the 1997-98 executive budget meet all established criteria. However, the objective is not measurable or timebound. While the performance indicators are clear and consistent with the objective, none of these indicators can measure progress toward the objective since the objective does not provide a measurable target. As a result, legislators may not know what the program is trying to accomplish. Mission and Goal. The Management and Finance Program's mission reported in the 1997-98 executive budget meets the criteria in Exhibit 3-1. The mission identifies the program's purpose, identifies its customers, and is organizationally acceptable The program's goal is consistent with the mission, provides a sense of direction, and reflects the destination of the program As a result, the data provide some useful and pertinent nfformation for decision makers. Objective. The objective for the program meets two of the four established criteria. The objective is not measurable or timebound, but is consistent with the program goal and specifies a desired end result. Performance Indicators. The Management and Finance Program has four output indicators and one quality indicator. These performance indicators meet most of the established criteria, as they are clear and consistent with the objective. However, without a measurable or timebound objective, none of these indicators can measure progress toward objectives. In addition, this program reports no outcome indicators that show the impact of the program. Thus, these performance data provide little information to external users on what the program is attempting to accomplish. 
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Performance Data for Library Services Program Need Some Improvement 

The mission and goal for the Library Services Program meets most of the established criteria. According to a department official, the mission is not organizationally acceptable. While the objectives are consistent with the goal and specify desired end results, only one is measurable and none are timebound. Because only one of the objectives is measurable, few indicators can measure progress toward the objectives. Mission. The mission statement reported in the 1997-98 executive budget identifies the overall purpose of this program and its clientele. However, the mission statement reported in the 1997- 98 executive budget is not orgamzationally acceptable. Since the mission in the operational plan is different from the one in the executive budget, we contacted the department to determine organizational acceptability. According to a CRT official, the mission in the operational plan is preferable. As a result, the mission in the operational plan may not accurately convey the purpose of this program to legislators and other users of the executive budget. Goal. The goal reported in the 1997-98 executive budget meets all the established criteria. The goal is consistent with the program mission and gives a direction and a destination. Consequently, legislators are able to determine what the program hopes to accomplish. Objectives. Three objectives are reported in the 1997-98 executive budget. All of the objectives are consistent with goals and specify a desired end result. Although one of these objectives is measurable, none are timebound. Performance Indicators. Eleven indicators are reported for this program in the 1997-98 executive budget. Although all of the 11 indicators are consistent with the objective and clear, only 3 indicators measure progress toward the objective, since only one of the objectives is measurable. Adding specificity, measurement and time frames to the objectives would greatly improve the data as a whole. In addition, the program does not have any outcome indicators reported, which could help legislators understand the impact and effectiveness of this program. 
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Louisiana Museums Program's Performance Data Meet Most of Established Criteria 

The performance data for the Louisiana Museums Program reported in the 1997-98 executive budget meet most of the established criteria. As a result, legislators can generally make informed decisions regarding this program. Mission. The Louisiana Museums Program mission reported in the 1997-98 executive budget meets most of the criteria The mission identifies the overall purpose of the program and is orgamzationally acceptable, but it does not identify its clients Although the mission does not identify the program's clients, the sentence included before the mission does. Goal. The goal reported in the 1997-98 executive budget is consistent with the program mission and reflects the destination the program is striving toward. However, the goal does not provide a direction. Thus, the goal provides some useful information to legislators for decision-making purposes. Objectives. Of the two objectives reported, one meets all the established criteria. The second objective is consistent with the goal and specifies a desired end result, but is not measurable or timebound. Performance Indicators. The Louisiana Museums Program has five outcome, four output, and one efficiency indicator. In addition, of the ten indicators for this program, only one measures progress toward the objective. Furthermore, all indicators are consistent with the related objectives and are clear. Consequently, the performance data do provide some useful information that assists legislators in making decisions regarding this program. Some of the indicators combine information about visitors to the Louisiana State Museum with information about traveling museums. However, the objective only relates to the Louisiana State Museum. If the indicators provided information only about the Louisiana State Museum, they would measure progress toward the objective. No Mission or Goal Reported for the Cabildo Fire Fund No mission or goal is reported for the Cabildo Fire Fund under the Office of State Museum in the 1997-98 executive budget According to the assistant director of research at OASB, all programs should develop goals. However, he also stated that it is 
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Office of State Parks' Performance Data Provide Useful Information 

not necessary for all programs to have mission statements. In addition, the objective is not measurable or timebound. Since the objective is not measurable, the indicators cannot measure progress toward the objective. Objective. One objective is reported for the Cabildo Fire Fund in the 1997-98 executive budget. We were unable to determine the consistency of the objective with the goal because no goals are reported for this program In addition, the objective is not measurable or timebound although it does specify an end result. Because the objective does not reflect what the program wishes to accomplish and by when, legislators cannot make informed decisions regarding this program. Performance Indicators. Two performance indicators are reported for this program. Although both indicators are consistent with the objective and clear, neither measures progress toward the objective. In addition, the two indicators measure only output. As a result, users of the executive budget cannot see all aspects of this program's performance. 

Most performance data reported in the 1997-98 executive budget for the Office of State Parks, Parks and Recreation Program meet the established criteria. However, the mission does not identify clients and no outcome indicators are reported. However, most of the objectives are measurable and over half of the performance indicators measure progress toward objectives. Therefore, legislators can use this performance data for decision making since the data are dear in conveying what the program hopes to achieve, as well as the time flame expected. Mission. The mission of the Parks and Recreation Program reported in the 1997-98 executive budget identifies the overall purpose and is organizationally acceptable, but does not identify clients. As a result, users of the information do not know whom the program intends to serve. Goal. The goal of the Parks and Recreation Program meets all of the criteria listed in Exhibit 3-1. The program's goal is consistent with the program's mission, identifies the direction toward which the program is striving, and reflects the destination. 
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Office of Cultural Development's Performance Data Are Useful for Decision Making 

Objectives. The four objectives reported in the 1997-98 executive budget meet all established criteria, with the exception of one objecll~e that is not measurable or timebound. Therefore, the objectives provide information on targeted levels of performance to external users. Performance Indicators. The Parks and Recreation Program has 12 performance indicators reported in the 1997-98 executive budget Seven of these indicators measure progress toward the objective, and all are consistent with objectives and clear. However, no outcome indicators are reported. The program does have indicators that measure output (9), efficiency (2), and input (1); however, adding outcome indicators would improve the usefulness of the performance data. 

Cultural Development Program's Performance Data Provide Useful Information The Cultural Development Program is one of the three CRT programs where all of the objectives reported in the 1997-98 executive budget for the p, ogram are measurable. In addition, nearly all of the performance indicators measure progress toward these objectives and most of the indicators measure outcome. However, none of the objectives are timebound. In addition, the objective has several different parts that are separated by commas. This layout makes it difficult to match performance indicators with specific parts of the objective. Most of the other performance data meet the established criteria. Therefore, while legislators can determine targeted levels of performance for this program, they cannot determine when these accomplishments are reached. Mission. The mission statement reported in the 1997-98 executive budget for the Cultural Development Program identifies the overall purpose and is organizationally acceptable. However, the mission does not identify the program's clients. Goal. The goal for this program is consistent with the program mission, provides a sense of drrection, but does not reflect the destination toward which the program is staving Objectives. Three objectives are reported in the 1997-98 executive budget. However, one objective consists &five different 
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targets of accomplishment. For the purposes of our analysis, we evaluated these parts as separate objectives. Thus, we analyzed a total of eight objectives for this program. Of this total, all of the objectives are measurable, but none are timebound. Without time frames for accomplishment included in objectives, legislators cannot know if desired levels of performance were achieved on time. Performance Indicators. The executive budget reports 17 performance indicators for the Cultural Development Program. Of these 17, 13 (76%) measure progress toward the objective, 16 (94%) are consistent with the objective, and all (100%) are clear. These performance data provide useful information to external users and legislators for decision making. The Cultural Development Program also has a significant amount of indicators that measure outcome (9 of 17 or 53%). In addition, there are six outputs, one efficiency, and one quality indicator. Thus, legislators can see various aspects of progress and performance for this program. Performance Data for the Arts Program Need Improvement The mission statement for the Arts Program reported in tile 1997-98 executive budget meets all the established criteria. However, the goal, objectwe, and indicators lack critical elements. Because of this, users of the executive budget can only partially determine what the program intends to accomplish. Mission. The mission statement for the Arts Program reported in the 1997-98 executive budget meets all the established criteria shown in Exhibit 3-1. The mission identifies the overall purpose, identifies the program's customers, and is organizationally acceptable. Therefore, the mission enables legislators to understand the purpose, functions, and clientele of this program. Goal. The goal reported in the executive budget is consistent with the program mission and reflects the destination the program is striving toward. However, the goal does not provide a sense of direction on how to address the mission. Objective. The objective reported in the 1997-98 executive budget is consistent with the program goal and specifies a desired end result. However, the objective is not measurable oi t,nebound, The objective, "to increase the number of artists participating m 
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Office of Film and Video Has Measurable Objective 

activities assisted by this program," would be measurable if a targeted percentage increase were added to the objective. Performance Indicators. Since the objective is not measurable, none of the five indicators can measure progress toward it. All of the indicators are consistent and clear. One outcome indicator, two output indicators and two efficiency indicators are reported. Although there is an outcome indicator, the objective is not measurable. As a result, users can determine what the program hopes to accomplish but not the level of performance that the program is attempting to accomplish. 

The performance data reported in the 1997-98 executive budget for the Film and Video Program within the Office of Film and Video meets most of the established criteria. The objective for the Film and Video Program is measurable and timebound Because of this, four of the six indicators can measure progress toward it. In addition, three indicators measure outcome As a result, legislators can use this data collectively for decision-making purposes since the performance data are generally comprehensive in describing the program's duties and aims. Mission. The mission reported in the 1997-98 executive budget for the Film and Video Program meets most of the criteria listed in Exhibit 3-1. The mission identifies the purpose of the program and is organizationally acceptable. However, the mission does not identify the clientele that the program serves. Goal. The goal reported in the 1997-98 executive budget is consistent with the program mission and reflects the destination of the program. However, the goal does not provide a sense of direction on how to address the mission. Objective. The objective for this program meets all the established criteria. The objective gives a numerical value and a time frame for accomplishment. However, the time frame specified in the objective is 1996-97 and should be 1997-98. As a result, legislators and other users of the executive budget can determine what the program intends to achieve. Performance Indicators. The Film and Video Program reports six indicators in the executive budget. Four of these six 
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Office of Tourism's Performance Data Provide Some Useful Information 

measure progress toward the objective, and all are consistent and clear. In addition, there are three output and three outcome indicators that may enable legislators to evaluate program impact. 

The Office of Tourism has four programs in the 1997-98 executive budget. Overall, the performance data for the Office of Tourism provides some useful information for legislative decision making. The Marketmg Program performance data are especially useful since this program's objectives are all measurable. However, the performance data for the other programs lack critical elements. No Performance Indicators Reported for the Administration Program The Administration Program is one of four programs within the Office of Tourism. The Office of Tourism is the only office within CRT that has an administration program. The Office of the Secretary contains an Administration Program, but it relates to the entire department. Since no other office specifically reports administration type information, reporting the type of information for the Office of Tourism may not be necessary. The mission and goal reported in the 1997-98 executive budget for the Administration Program meets all the established criteria. However, the objective is not measurable or timebound and no performance indicators are reported in the 1997-98 executive budget. Without performance indicators, legislators and other users &the budget cannot determine the progress and actual performance of programs. Mission. The mission statement for the Administration Program meets all the established criteria. It identifies the overall purpose, specifies clients, and is organizationally acceptable. As a result, legislators can understand the overall intentions of the program. Goal. The goal for this program meets all the established criteria. It is consistent with the program mission, provides a direction, and reflects the destination the program is headed. Objective. While the objective is results-oriented and consistent with the goal, it is not measurable or timebound. 
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Therefore, legislators receive no information on what the program hopes to achieve. Performance Indicators. No performance indicators were reported in the 1997-98 executive budget. Performance indicators show the actual progress of a program in meeting its objectives. Without indicators, users of the executive budget are unable to determine the impact and performance of programs. Marketing Program's Objectives Meet All Criteria The Marketing Program is the second program within the Office of Tourism. The objectives reported in the 1997-98 executive budget for the Marketing Program meet all the established criteria. In addition, many indicators measure outcome and all but one measure progress toward the objective. While the mission and goal need some improvement, overall the performance data provide useful information for decision-making purposes. Mission. The mission meets only one of the established criteria. The mission does not identify clients, although it does identify the overall purpose of the program. In addition, according to a department official, the mission in the operational plan is preferable to the one reported in the 1997-98 executive budget. Thus, the mission is not organizationally acceptable. Goal. The goal for the Marketing Program is consistent with the program mission and provides a direction. However, it does not reflect the destination. Objectives. The two objectives for this program meet all the established criteria. They both are consistent with goals, provide a measurable target and time frame for accomplishment, and specify a desired end result. We commend this program on these objectives, since objectives are vital for understanding what progress the program hopes to achieve. Performance Indicators. The nine performance indicators reported in the 1997-98 executive budget meet nearly all the established criteria. Only one indicator does not measure progress toward the objective. In addition, seven indicators measure outcome and two measure output. Outcome indicators provide information to legislators on program impact and effectiveness. However, other indicators measuring input, efficiency and quality should be developed to show all aspects of this program's performance. 
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Welcome Centers Performance Data Need Improvement The Welcome Centers Program is the third program within the Office of Tourism. The performance data reported in the 1997-98 executive budget for this program provide some useful information on what the program is trying to accomplish. However, the goal, objectives, and performance indicators all lack critical elements that are important for assessing program performance. Mission. The mission reported in the 1997-98 executive budget identifies the overall purpose and clientele of the pl ogram and is organizationally acceptable. Therefore, the missions contain useful and pertinent information for legislative decision making. Goal. The goal for the Welcome Centers is consistent with the program mission and reflects the destination. However, the goal does not provide a direction on how the program will address the mission. Objective. The one objective is consistent with the goal and specifies a desired end result. However, the objective is not measurable or timebound. Therefore, legislators are unable to see what are the targeted levels of performance. Performance Indicators. The two performance indicators do not measure progress toward the objective, but are both consistent with goals and are clear. In addition, there is one output and one efficiency indicator, but no indicator that measures outcome, input or quality. Outcome indicators are vital for legislators who may make budgetary decisions based on the impact and effectiveness of programs. Consumer Information Services Program's Performance Data Need Some Improvement The Consumer Information Services Program is the fourth and final program for the Office of Tourism. The performance data reported in the 1997-98 executive budget for the Consumer Information Services Program lack some critical elements. However, the mission meets all the established criteria and the different indicator types reflect the varied aspects of program performance. Therefore, the performance data enable legislators to make some informed decisions. However, the data could be improved by making the objectives measurable and timebound. 
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Mission. The mission for the Consumer Information Services Program identifies the purpose and clientele of the program and is organizationally acceptable. As a result, the mission provides some useful and relevant information for decision-making purposes. Goal. The goal for this program is consistent with the program mission and provides a sense of direction. However, the mission does not reflect the destination toward which the program is striving. Objectives. The three objectives for this program are all consistent with goals and specify a desired end result. However, only one of the objectives is measurable and none provide time frames for accomplishment. Performance Indicators. The 1997-98 executive budget reports five indicators for this program. Only one of these indicators measure progress toward the objective, but all are consistent with goals and clear. In addition, this program has a balanced mix of indicators, with two output, one outcome, one efficiency, and one input indicator. As a result, these varied types of indicators enable legislators to see different aspects of program performance. 

Recommendation 3.8 CRT, OPB, and legislative staffs should work together to determine if it is necessary to have an Administration Program within the Office of Tourism. 
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California, State of--California State Auditor. California Conservation Corps: Further Revisions WouM lmprove Its Performance-Based Budgeting Plan. October 1996 Canadian Comprehensive Auditing Foundation. Effectiveness: Reporting and Auditing in the Public Sector. 1987. Canadian Comprehensive Auditing Foundation. Effectiveness: Putting Theory Into Practice 1993. Craymer, Dale K. and Albert Hawkins. Texas Tomorrow: Strategic Planning and Performance Budgeting. October 1993. Government Accounting Standards Board. Service Efforts and Accomplishments Reporting: lts Time Has Come--An Overview. September 1990. Louisiana, State of--Office of Legtslative Auditor. Louisiana's Planning, Budgeting, and Program Evaluation 6~tem February 1995. Louisiana, State of--Office of Legislative Auditor. Boards, Commissions, and Like Entities Report to the Legislature. April 1997. Lyndon B. Johnson School of Public Affatrs/The University of Texas at Austin. Managing for Results: Performance Measm es m Government. Conference Proceedings. March 1994 Minnesota, State of--Office of the Legislative Auditor. A series of reports that comment on state agencies' 1994 annual performance reports. 1995. Office of Planning and Budget, Division of Administration. Manageware: A Practical Guide to Managing for Results. January 1996. Office of Planning and Budget, Division of Administration. Manageware Management Manual for the State of Louisiana. November 1991 Oregon, State of--Secretary of State Audits Division. (Report No. 95-33) August 31, 1995. Texas, State of--Governor's Office of Budget and Planning. Instructions for Preparing and Submitting Agency Strategic Plans fol the 1992-1998 Period January 1992. Texas, State of--Governor's Office of Budget and Planning. Detailedlnstructionsfor Preparing and Submitting Requests for Legislative Appropriations for the Biennium Beginning September 1, 1993 - Executive, Administrative, Human Service and Selected Public Education Agencies. June 1992. 
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Texas, State of--State Auditor's Office. Accurate and Appropriate Performance Measures Are the Foundation of Tomorrow's Texas. February 1992. Texas, State of--State Auditor's Office. Accurate and Appropriate Performance Measures Are the Foundation of Tomorrow's Texas. June 1992. United States General Accounting Office, Comptroller General of the United States. Executive Guide: Effectively Implementing the Government Performance and Results Act. June 1996. 
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Budget Unit: Office of the Lieutenant Governor Program A: Administrative Program B: Grants C.2 C.3 
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Budget Unit: Office of the Secretary Program A: Administration Program B: Office of Managemant and Finance. Budget Unit: Office of the State Library Program A: Library Services Budget Unit: Office of State Museum Program A: Louisiana Museums Program B: Cabildo Fire Fund Budget Unit: Office of State Parks Program A: Parks and Recreation Budget Unit: Office of Cultural Development Program A: Cultural Development Program B: Arts 
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Appendix E 
Office of the Lieutenant Governor's Response 



KATHLEEN BABINEAU~ BLANCO LIEUTENANT GOVERNOR 

April 13, 1998 

I,"1 
OFFICE OF T~/E LIEUTENANT GOVEF~'NOR 

Daniel G. Kyle, Ph.D., CPA, CFE Legislative Auditor 1600 North Third Street Post Office Box 94397 Baton Rouge, LA 70804-9397 
Dear Dr. Kyle 

POST OFFICE BOX 44243 BATON ROUGE~LA 70~04-4243 

This letter is in response to your preliminary report of the performance audit for the Office of the Lieutenant Governor. We have reviewed the report and submit the following comments. We appreciate the thorough analysis, and lhe lecommendatlons will certainly be valuable to us in the development of our FY 1999-2000 Budget Request Since the analysis was based on FY 97-98 data contained in the Executive Budget, wluch has smce been revised, a majority of the cited deficiencies have already been addressed al~d/or corrected. We have worked very closely with the staff in the Office of Planning and 13udgel to strengthen our operational plan and performance measurements. We will continue to wo]k with them to ensure that we are accurately and appropriately reporting the data. Additionally, in accordance with Act 1465 of the 1997 Regular Session, we are engaged in developing a strategic plan, which will provide an overall mission statement for this office. The strategic plan must be completed by July 1, 1998, and we will submit a copy to the Office of Planning and Budget. 

PHONE (.504) 342-7009 ~ FAX (504) 342-1949 AN EQUAL OPPORTUNITY EMPLOYER 



Dr. Daniel G. Kyle Page 2 April 13, 1998 
In reviewing and/or revising our operational plan, your findings will be incorporated accordingly, and it is my hope that your next performance audit for this office will meet all of your criteria. If you need additional information, please call my office at 342-7009. Sincerely, 
Lieutenant Governor 
c Leonard Kleinpeter Phillip J. Jones Janice A. Lansing Carolyn Lane 



Appendix F 
Department of Culture, Recreation 
and Tourism's Response 



KATHLEEN BABINEAUX BLANCO LIEUTENANT GOVERNOR April 13, 1998 OFFICE OF THE LIEUTENANT GOVERNOR DEPARTMENT OF CULTURE, RECREATION ~ TGURISM OFFICE OF THE SECRETARY 
Daniel G. Kyle, Ph.D., CPA, CFE Legislative Auditor 1600 North Third Street Post Office Box 94397 Baton Rouge, LA 70804-9397 
Dear Dr. Kyle 

PHILLIP J, JONES SECRETARY 

This letter is in response to your preliminary report of the performance audit for the Department of Culture, Recreation and Tourism. We have reviewed the report, and submit the following comments. We appreciate the thoroug~ analysis, and the recommendations will certainly be valuable to us in the development of our FY 1999-2000 Budget Request. Since the analysis was based on FY 97-98 data contained in the Executive Budget, which has since been revised, a majority of the cited deficiencies have already been addlessed and/or corrected. We have worked very closely wllh the staff in the Office of Planning and Budget and the House Appropriations Committee to strengthcn our operational plans and performance measurements. We will continue to work with them to ensul e that we are accurately and appropriately reporting the data. Additionally, in accordance with Act 1465 of the 1997 Regular Session, we are cngagcd in developing a strategic plan, which will provide an overall mission statement for the Dcp,lrtment Once the plan is completed, we will provide it to the Office of Planning and Budget. However, it is the OPB staff's decision to determine what is included in the Executive Budget. Regarding the Office of State Museum, I want to specifically address three of your findings. 1) Your report states that the Cabildo Fire Fund program does not have a mission statement. While this is true, this fund is called the Auxiliary Program in the Executive Budget, and is not a program that requires a mission. This fund was established to secure insurance funds after the Cabildo Museum burned, and until 1996, it was budgeted in the Ancillary Bill. The Office of Planning and Budget made the decision to place it in the Appropriations Bill as a separate program. We do not agree that it should have a mission statement, but we will work with the Office of Planning and Budget to make that determination. 

R, O. BOX 94361 ~ BATON ROUGE, LOUISIANA "70804-9361 ~ RHONE (504) 342-BIIB ~ FAX (504) 342-3207 



Dr Daniel G. Kyle Page 2 Aplll 13, 1998 
2) Your report states that "... according to the assistant secretary for the Office of the State Museum, he reports to the advisory board for the office because he is hired by the board." R.S. 25:343 states, "The Board shall appoint a professional director of the Louisiana State Museum..." It also states, "The Board may remove the Director for cause only after a heating by the Board. The Museum Director shall serve as the Executive and Administrative Officer of the Board and shall discharge all operational, maintenance, administrative and executive functions of the Board, subject to the control, jurisdiction and supervision of the Secretary of the Department." Therefore, in accordance with this statute, the Assistant Secretary of the State Museum reports to both the Board of Directors of the Museum and the Secretary of the Department. 3) Your report states that "Some of the indicators combine information about visitors to the Louisiana State Museum with information about traveling museums. However, the objective only relates to the Louisiana State Museum." Traveling Exhibits are 1~- of the Museum Program, and are sent throughout the state in order to serve a much broader audience. We will further discuss this issue with the Office of Planning and Budget. 

All of the Department's agencies are engaged in reviewing and/or revising their operational plans, and your findings and recommendations will be incorporated accordingly. It is my hope that your next performance audit for this department will meet all of your criteria. If you need additional information, please call my office at 342-8115. 

Phillip J. Jones Secretary 
PJJ:JAL:nw 
Lt. Governor Kathleen Babineaux Blanco Janice A. Lansing Glen Daigre 



 

Appendix G 
Division of Administration, Office of Planning and Budget' s 

Response 



M.J."MIKE"FOSTER, JR. GOVERNOR 
March 31, 1998 

State of Louisiana DIVISION OF ADMINISTRATION OFFICE OF PLANNING AND BUDGET 

Daniel G. Kyle, Ph.D., CPA, CFE Legislative Auditor Post Office Box 94397 Baton Rouge, LA 70804-9397 

MARK C. DRENNEN COMMISSfONER OF AOMINISTRATION 

Re: Analysis of Program Authority and Performance Data for the Office of the Lieutenant Governor and the Department of Culture, Recreation, and Tourism 
Dear Dr. Kyle Thank you for including members of our staff in the process of your office's performance audit of the Office of the Lieutenant Governor and the Department of Culture, Recreation, and Tourism Our office agrees with your recommendations for the improvement of planning and performance accountability for these agencies. Some recommendations have already been included in the Executive Budget prepared for FY 1998-99. Both of these agencies have been cooperative with our office in this area. We anticipate this spirit will continue and their performance information will improve each year. 
We appreciate the role your office contributes to the success of the Louisiana Government Performance and Accountability Act. We look forward to working with your agency in the future. Sincerely, 
Stephen R. Winham State Director of Planning and Budget SRW/GLD 

POST OFFICE BOX 94095 ~ STATE CAPITOL ANNEX ~ BATON ROUGE, LA 70804-9095 (504) 342-7005 ~ Fax (504) 342-7220 AN EQUAL OPPORTUNITY EMPLOYER 


