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The Florida Department of Revenue Quality Journey 

Introduction
The State of Florida Department of Revenue manages the states work processes for tax collection, unemployment insurance and child support enforcement.  The improvement journey of the department has been applying the principles of quality for almost a decade to improve its productivity and customer satisfaction.  During the period from 1997 to 2002 department productivity significantly as taxpayer revenues rose steadily from $21.3 billion to $22.7 billion to $23.9 billion to $25.1 billion to $26.3 billion dollars during a period characterized by a stagnant public economy and a significant impact on Florida’s economy from reduced travel and tourism following the 9/11 terrorist attack.  A second performance trend also occurred across this period as satisfaction with the services delivered by the Department of Revenue rose from an average of 86% for the nine categories surveyed to over a 93% satisfaction rating.  This case study describes how the Department of Revenue made these improvements in the face of external adversity by focusing on innovation its internal business practices using the methods and principles of quality management and transferring best commercial practices into the public sector. 

Baseline Condition
Before the Florida Department of Revenue began their quality improvement journey in the mid-1990s they were a typical government agency.  At that time the department’s business processes could be characterized in the following manner:
· The organization did not consistently deliver its basic services to the public.
· Both delivery arms of the department (audit and collection) were run separately and they did not work together to meet efficiently objectives or government mandates.
· The department did not recognize the public as customers of government and had set no objectives to understand or meet customer requirements.
· The department had no clear performance measures other than those related to the process of budgeting and compliance of expenditures to the budgetary targets

The quality journey began with a realization that acting in this way was not consistent with delivery of excellent services – cost-effective service that made a difference to the people of Florida.  The first step taken was to use Florida’s Sterling Award criteria, the State’s version of the Malcolm Baldrige National Quality Award criteria, to conduct a self-assessment of the organization in order to identify opportunities for improvement.  As a result of this self-assessment, the management team realized their need to define a new architecture for the department.  This architecture established a conceptual context for the long-term change effort that the department was undertaking in terms of the way people would work together, their common bond of beliefs and the direction that they would take the organization as they performed their daily work.

Conceptual Architecture

The management team of the Department of Revenue led an effort to establish a cultural architecture that would embed the principles of the Baldrige Award and the philosophy of continuous quality improvement into the way that it routinely conducted its business.  To this end the management team defined the following elements: values, vision, mission and guiding principles as defined below:

Values

· We believe that we must compete to the taxpayers, families and businesses of Florida, providing quality service at the same or lower cost than world-class organizations.  We will compete by providing pioneering innovations in law administration, technology, and business process management.  Our challenge is to match or surpass the world’s best – whether public or private – at everything we do.

· We believe that our task is to change the lives of Floridians for the better.  We seek not to preserve the status quo, but to challenge it.  We will not rest until we make a significant positive difference in the lives of those we serve.

· We believe that public service is a public trust.  We will demonstrate impeccable integrity, enforcing the law uniformly without fear or favor.  Our conduct will inspire Floridian’s confidence in our integrity and competence.  When strict interpretation of the law produces an unfair, unintended result, we will seek a fair, reasonable solution within the discretion allowed by law.
· We believe that those called to public service have a responsibility to each other.  Ours is a tremendous challenge.  We will succeed only if we trust each other, invest in each other and bring honest, willing hearts to our daily work.

Vision

· We will be competitive with world class organizations.
· We will exemplify the best of public service.

· We will demonstrate integrity in all of our actions.
Mission

To achieve our vision to serve Floridians we will:
· Innovate

· Pioneer change

· Promote excellence

Guiding Principles
As employees of the Florida Department of Revenue we will:

· Increase voluntary compliance

· Reduce the burden on those we serve

· Increase productivity

· Reduce cost

· Improve service

This architecture put the Department of Revenue on the path to improvement by defining a business culture that was aligned with best practice among commercial market leaders.  The objective of the next step was to create an understanding of the organization as a business and to define and deploy business process knowledge throughout the whole organization.  The establishment of this architecture laid the foundation for developing a process leading to higher quality government that is transparent (open to public scrutiny), honest and professional.  The approach toward achieving this type of government took advantage of deregulation by the Florida legislature to innovate and design opportunities for improvement that leverage digital technology to serve the public better and increase access to the departments services through a series of cyber-government initiatives.  The plan of action and milestones achieved by the department are described in the following sections of this report.
The Sterling Challenge

The first challenge that the management team laid upon the department was to innovate in government by establishing an effort to focus improvement in a way that would allow the department to successfully challenge the state quality award in category for public service.  The Florida Sterling Award was established in 1992 as a state-level business improvement program modeled after the Malcolm Baldrige National Quality Award.  The initial focus of the award as established by the Florida legislature included both business and public service – compared with the Baldrige Award focus that was just focused on business.
During the department’s early efforts at improving quality (1996-1998) the effort was focused on implementing the new business quality architecture was deploying it in a broad spectrum of improvement opportunities.  Some of the results obtained during this time period included:
· The department sought to establish a customer first culture in all areas of its practices.

· The department established a process management system for all key business practices with emphasis on local ownership and accountability for performance and a measurement system to evaluate and compare performance across different offices. This measurement system included measures of its service performance as well as outcome measures and measures of customer satisfaction as well as financial performance measures.
· The department set performance standards to be achieved in all of its basic service areas so that expectations would be clear for both employees and the public.

· The department created a web-site to improve communication with taxpayers and to create the opportunity for more direct service.

· The department conducted self-assessments of its performance using the Sterling Award criteria to identify areas to focus upon for business improvement.

In 1998 the Department of Revenue became one of the first two Florida state agencies to win the Governor’s Sterling Award.  Now the DOR management team had a different challenge – they felt that they had won the award too soon because so much room for improvement still existed.  To encourage the department to move to the next higher level of performance on their journey to fulfill their vision, the management team decided to benchmark commercial best practice in order to determine what areas should become the improvement focus in the next generation of change.

Commercial Best Practice 
One way to extend performance improvement beyond the criteria of the quality award criteria is to find and implement best practice from leaders in service business and to use technology to accelerate performance.  Recognizing these leverage factors, the DOR has continued to expand its efforts resulting in some major initiatives that have maintained the momentum of its quality journey.

· Development of an e-services program to allow electronic filing of taxes was first deployed in 1999.  Growth from the initial reporting of 1, 310 quarterly filings at the end of 2001 to over 14,000 in the last quarter of 2002.

· In 2001 the Florida legislature enacted a new law the Service First Legislation that allowed state government that transferred more than 600 DOR managers and supervisors to the Selected Exempt Service of state government.  The effect of this transfer is that these employees are reviewed for performance against job objectives and not protected by union job guarantees.  In response to this law the Department of Revenue created a Strategic Leadership Initiative to deploy the concept of the ‘competitive public servant’ who possesses the knowledge and performance of a commercial business.  A third party assessment of poor performing offices coupled with a 360 degree survey extended to all managers and management development training (benchmarked on best practice from AT&T, Florida Power & Light, Hewlett-Packard, Motorola, Proctor & Gamble and Xerox) all helped to revitalize the DOR people programs.
· SAP Enterprise Software was implemented as part of the System for Unified Taxation (SUNTAX) initiative to administer all state taxes through a single information system.  This new software integrated the previous 22 software systems that administered 36 separate taxes into a single system thereby facilitating administration and making it easier to communicate with Florida’s taxpayers.  The SUNTAX system is the nation’s first integrated tax administration system – a pioneering effort that puts meaning into the value system of the DOR.  
· The department has expanded its internal management development program to take on a commercial best practice for problem solving by introducing Six Sigma Green Belt training for middle level managers.  This practice has proven successful at many of the nation’s largest business in both the service and manufacturing sectors.
Concluding Comments

Where is the Department of Revenue today?  What is next on its improvement agenda?  Each year representatives from other state governments and even foreign governments visit the DOR to learn how its quality program works and understand how to apply it within the context of their own management system.  The department is pleased with the success it has achieved to date, but it is not satisfied that the journey is complete.  On the horizon are more innovations and improvements to better serve Floridians.  Two of the next steps on the improvement journey include implementation of Customer Relationship Management (CRM) software to improve accessibility to customers and enhance the service levels provided to customers, one-stop registration allowing all Floridians to coordinate their tax registration and work in an enhanced way with the SUNTAX system, and activity-based budgeting to improve the fiscal management within the department.
The vision of the department persists and its value system and guiding principles remain constant – the cultural core that provides the foundation for the changes that continue to drive the department to innovate, pioneer and improve the value of its services so that it better serves all Floridians in a cost-effective manner.

� This paper was prepared by Gregory H. Watson and Jeffrey E. Martin of Business Systems Solutions, Inc. for the Quality in Government Subcommittee of the American Society for Quality Research Committee.  Mr. Watson is a past President and Fellow of ASQ with significant experience in government quality in the early Clinton-Gore ‘reinventing government’ initiative as well as with a number of national governments.  He is the chair of the ASQ Research Committee on Quality in Government.  Mr. Martin was a member of the New York quality improvement team where he led efforts in small business productivity, labor relations and the state quality award.  He also serves as quality advisor to the Department of Revenue in the State of Florida.  The inspiring leadership of DOR Executive Director Jim Zingale and his assistance in preparing this case study is most gratefully acknowledged.





� For additional information about the Florida Department of Revenue download the DOR annual report at � HYPERLINK "http://www.myflorida.com/dor/" ��http://www.myflorida.com/dor/� – this represents another commercial practice that has been adapted to state government to improve customer service, transparent administration and enhance taxpayer satisfaction.
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