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I. INTRODUCTION

In May, 1973, the Board of Supervisors requested the Economy and
Efficiency Commission to conduct a study of seven commissions or boards which
operated as the head of the department and appointed the chief staff
executive Since that time we have submitted reports on the Civil Service
Commission, the Regional Planning Commission, the Arboreta and Botanic
Gardens, the Otis Art Institute, the Museum of Natural History, and the
Business License Commission.

In August, 1974, the Board requested our commission to conduct a
study of all commissions and committees in County government and report its
findings to the Board. There are 98 such commissions and committees, of
which our commission is one.

Since these assignments involve the evaluation of other commissions
and committees, we think it appropriate to report on the activities of our
own commission. Obviously, it would not be proper for our commission to
evaluate its own performance. We do feel, however, that we should provide a
factual account of the activities of this commission since its inception in

1964. To this end we submit the following report.

IT. SUMMARY OF COMMISSION ACTIVITIES

The Los Angeles County Economy and Efficiency Commission was created
by resolution of the Board of Supervisors in June, 1964. The commission is
composed of 21 members, who serve without compensation of any kind. Chairman

of the commission is Mr. Maurice Rene Chez.



Commission Operation

The commission serves in an advisory capacity to the Board of
Supervisors. It is charged with the responsibility to undertake studies of
Los Angeles County government and to make recommendations directed towards
cutting costs and increasing efficiency. It is also from time to time asked

to make recommendations on matters referred to it by the Board.

The County furnishes an office and the services of a full-time
executive secretary, a staff specialistl and a secretary. To assist it in
its studies, the commission has called on experts in the industrial,
professional and consulting fields who have been loaned by their respective
companies without cost to the County. The commission has also had invaluable
assistance from many County officials both in the conduct of its studies and

in the preparation of its reports.

Commission Reports and Recommendations

During its tenure the commission has conducted 25 major studies.
The resulting reports contained a total of 144 recommendations. Of thesel
the Board has approved 132, generally after conducting a public hearing. To
date, 105 have been implemented, or are in the process of being implemented.

These include five County Charter amendments.

For various reasons, 27 approved recommendations have not been
implemented. In some instances, the County has taken no action. In one
case, the authorization to act has been blocked in the State Legislature. 1In
another case, the Board of Supervisors approved the recommendations in County
Proposition B, but it was defeated by the voters in the 1970 general

election.



ITI. COMMISSION REPORTS AND COUNTY ACTION

In this section we summarize briefly the contents of each of the
commission's major reports and add a comment on the action taken regarding
them.

1. Productivity in County Departments - October 19, 1965

Contains four recommendations covering the formation of a management
audit and work measurement function to be established in the Chief
Administrative Office.

Comment - Adopted. Since creation of the function in November,
1965, the unit has conducted 36 audits and studies of County departments and
programs According to a report by the Chief Administrative Office in October,
1974, the work measurement program has eliminated 2,471 positions at an

annual savings of $24.7 million and cumulative savings of $99.9 million

2. Report on Civil Service Operations - May 24, 1966

A critical report of practices and procedures in the civil service
system. Recommends eight major changes to eliminate red tape and expedite

recruitment, examination, and promotion procedures.

Comment - Adopted. Almost all proposed changes have been
implemented Personnel in other departments report a marked improvement in

recruitment, examination and classification procedures.

3. Organization Planning in County Government - May 31, 1966

A comprehensive survey of organizational problems in County
government, emphasizing in particular the multiplicity of departments (56)
and advisory com- missions and committees (over 70) reporting to the Board of
Supervisors Recommends the establishment of an organization planning function
in the Chief Administrative Office to systematize and formalize short and

long-range planning.



Comment - The Board took no action on the recommendations. The
County still lacks an effective organization planning program.

However, two charter amendments sponsored by the commission - one
dividing the Charities department into the departments of Hospitals,
Adoptions, and Public Social Services, the other giving the Board greater
authority to consolidate or separate departments - were approved by the

voters in the 1966 general election.

4. County Personnel Organization and Administration - July 26, 1966

Proposes a charter amendment to consolidate all personnel functions
in one department under a Director of Personnel. Also proposes establishment
of a collective bargaining system in the County providing for the negotiation
between management and unions of agreements on wages, hours, and other terms

and conditions of employment.

Comment - Adopted. The voters approved the amendment in the 1966
general election. Rules and regulations governing the collective bargaining
system are administered by an Employee Relations Commission of three members
under the provisions of an Employee Relations Ordinance, adopted by the Board
in 1968. The County now has 50 bargaining units represented by 15 unions,

who negotiate annually with County management.

5. County Compensation Policies and Practices - August 31, 1966

Contains 14 recommendations proposing a major overhaul of
compensation policies and practices, including employing an outside
consultant to conduct a study of executive compensation and another study of
classifications and pay scales for jobs existing primarily in government

Comment - This report was based upon a study conducted by a special
industry committee organized by the E & E Commission and composed of

personnel officials from eleven major companies in the area.



The Board rejected a recommendation to change the manner of setting
wage rates for craft jobs based on comparable jobs in private industry but
approved most of the other recommendations.

6. Executive Compensation - April 5, 1967

Requests the Board to authorize a contract with an outside
consulting firm to develop a systematic executive compensation plan

Comment - Adopted. The consultant, Theodore Barry and Associates,
was hired, conducted the study and presented his recommendations to the Board
of Supervisors in December, 1967. The Board, however, rejected the
recommendations and referred the consultant's report to the E & E Commission
for further study. (See Report No. 8.)

7. Consolidation of Sheriff-Marshal Bailiff and Civil Process Functions in
Los Angeles County - Septemberl 1967

Recommends that the Board take all necessary action to secure State
legislation that will enable the County to consolidate the Marshal's
department under the Sheriff. The report estimates that the consolidation
would result in a reduction of 110 positions and annual savings of $1.5
million.

Comment - The study was requested by the Board of Supervisors
following criticism by the Grand Jury of the duplication between the Marshal
and the Sheriff. The Board unanimously approved the recommendation, but
legislation enabling the consolidation has been continually blocked in the
State Legislature.

8. Executive Compensation in Los Angeles County Government - Mayl 1968

Recommends revised salary schedules for 45 department heads and 330
other top executives based upon an evaluation of the position and salary data

for comparable positions in both the public and private sectors.

Comment - Adopted. The relative ranking of executives still follows

in general the pattern recommended by the commission.



9. Los Angeles County Architectural Services - March, 1969

Contains 14 recommendations covering establishment of an
Architectural Evaluation Board (AEB) to evaluate and recommend architects for
County projects. The report recommends detailed procedures for systematic
and professional evaluation, including performance reporting.

Comment - Adopted. To date 227 firms have been evaluated for County
work. During 1973-74 the Board of Supervisors appointed 21 architects from
AEB lists. Currently 72 architects have contracts with the County, of which
52 firms are new to the County.

10. Study of the Los Angeles County Charter - July, 1970

Recommends that the Board place a charter amendment on the ballot to
establish the position of a strong chief executive appointed by the Board of
Supervisors. The chief executive would have broad authority to manage and
control County operations, including the authority to appoint and discharge
department heads.

Also recommends that the Board place a charter amendment on the
ballot to allow the voters to decide whether the Board of Supervisors should
be increased to seven members.

Comment - In July, 1969, the Board of Supervisors requested the
commission to conduct a study of the County Charter. The commission held
twelve public meetings and heard 27 different speakers, including experts in
local government and representatives of taxpayer associations, unions, and
community groups.

The Board voted 4-1 to place the chief executive proposal on the
ballot in the 1970 general election. Despite endorsement by the Chamber of
Commerce, the California Taxpayers Association, the Property Owners Tax
Association of California, the 1970 Grand Jury and most of the major
newspapers and radio and television stations, the voters rejected the measure

by a 56% vote.



The commission was divided on the question of increasing the member-
ship of the Board of Supervisors. However, it was unanimous in recommending
that the question be submitted to the voters. The Board voted 3-2 against
the recommendation.

11. Consolidation of County Departments and Centralization of the Public
Information Function - May 21, 1971

Recommends that the County proceed immediately with the
consolidation of hospital and health services into a single department.
Recommends that the Board take every opportunity to publicize the failure of
the State Legislature to pass enabling legislation to permit consolidation of
the Marshal's office under the Sheriff. The report estimates that the
Marshal-Sheriff consolidation would now save the County at least $2 million
annually.

Also recommends consolidation of public information personnel under
the Chief Administrative Officer and the establishment of a long-range
organization plan for the County with clearly defined objectives.

Comment - The Health Services Department, including Veterinary
Services, was established in September, 1972. No further legislative action
has occurred on the Marshal-Sheriff consolidation. Most public information
personnel have been centralized in the Chief Administrative Office. No
action has been taken on establishing a formal organization planning
function.

12. Report on the Department of Public Administrator-Public Guardian -
February 14, 1972

Recommends formation of a permanent Policy and Management Commission
to advise the Board of Supervisors and the Public Administrator-Public
Guardian on appropriate policies and procedures for the department. The
commission would consist of five members chosen from related professions and
the Public-Administrator-Public Guardian serving as a sixth member without

vote.



Comment - Adopted. The report was prepared in response to a request
by the Board of Supervisors to review a report prepared by a task force of
County employees which revealed a long series of problems in the department.

13. Fire Protection Services in Los Angeles County - June, 1972

Reviews in detail the serious deficiencies in the overall system of
providing fire protection services in Los Angeles County. The system
consists of 43 separate fire departments, many of which employ no more than
30 to 40 firemen. Recommends that cities which operate their own
departments examine closely other alternatives which offer a significant
potential for reducing costs and improving the quality of fire protection
service. The three principal alternatives recommended are: (1) inter-city
consolidation through a joint powers authority, (2) contracting for service
from another city, and (3) annexation to the Consolidated Fire Protection
District.

Comment - The Board approved the report for distribution to all
cities in the County operating fire departments. The League of California
Cities called the report "without doubt one of the most significant studies
of fire protection problems in metropolitan areas ever written." However,
although a number of studies have been conducted on possible consolidations,
no actual mergers have yet occurred.

14. Proposed Charter Amendments - August 9, 1972

Proposes that the Board place a charter amendment on the November
ballot which would allow the County to hold open competitive examinations for
department heads and their chief deputies.

Comment - Adopted. The Board also placed four other amendments on
the ballot covering extended probationary periods for new employees,
clarifying layoff and discharge procedures, and providing for private
contracting of landscaping services. All propositions were approved by a

large majority..



15. Management of Construction Projects in Los Angeles County Government -
September9 1972

Contains 18 separate recommendations. The first covers the estab-
lishment of a consolidated facilities department to concentrate under one
head all major functions involved in the planning, design, construction, and
maintenance of County facilities. A second recommendation proposes the
establishment of a centralized project management office which would be
responsible for coordinating the planning, programming, design, construction,
and evaluation of facility projects from beginning to end. The other 16
recommendations are designed to provide effective systems support to these
two major proposals for reorganization.

The report estimates that the proposed program will reduce by one
year the average time for the County to acquire a facility. This would
produce a savings of approximately $5 million annually.

Comment - Adopted. Because of serious problems and delays in the
County construction program, the Board of Supervisors requested the
commission to study the entire program and recommend improvements. The Los
Angeles Technical Services- Corporation provided-technical assistance on this
study under a contract with the County. The Board unanimously approved the
report and instructed the Chief Administrative Officer to report to the Board
as soon as possible on plans to implement the recommendations.

16. Chief Administrative Officer's Recommended Construction Improvements
Program - November 24, 1972

Reviews the Chief Administrative Officer's plans, as requested by
the Board, to implement the commission's report on construction projects.
The report supports the Chief Administrative Officer’s program.

Comment - Adopted. In June, 1973, after required State legislation
was passed, the Board of Supervisors established the Facilities Acquisition

and



Management Department. In Januaryl 1974, the Board appointed Stephen J.
Koonce to the position of director of the new department. The department is
now in full operation.

17. Design and Construction of the Criminal Courts Building - January 9, 1973

Reviews serious problems in the design and construction of the
Criminal Courts Building and recommends the creation of a Special Study
Committee to analyze the problems and to recommend to the Board of
Supervisors the sequence of priorities and the manner and cost of correcting
them. The committee would consist of representatives of the Superior and
Municipal Courts, concerned County officials, the contractor) the architect,
and the E & E Commission.

Comment - Adopted. The Board of Supervisors requested the study
after receiving complaints by the Grand Jury and several judges of the
Superior Court about faulty operation of the elevators and other
unsatisfactory conditions in the recently constructed building.

In April, 1973, the committee submitted a report recommending over
20 additions and modifications to correct construction and design problems.
This work has now been completed.

18. Charter Proposals for the 1973 Special Election - August 6, 1973

Recommends that the Board place two charter amendments on the ballot
in the November, 1973, special election.

1. To establish the position of an elected County Chief Executive

2. To expand the Board of Supervisors to seven members

Also recommends that other proposals for charter amendments be post-

poned until the 1974 primary and general elections.

Comment - The report takes no stand for or against either proposal,
but recommends that the voters be given the right to vote on them. The Board

voted against placing either measure on the ballot by a 3-2 vote.
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19. Civil Service and Collective Bargaining in Los Angeles County Government
- December, 1973

Contains a detailed analysis of the problems involved in the civil
service and collective bargaining systems and recommends major changes to
correct them.

Recommends a charter amendment to combine the Civil Service and
Employee Relations Commissions into a new commission of five members and to
transfer authority to appoint the Director of Personnel from the Civil
Service Commission to the Board of Supervisors. Recommends a second charter
amendment to delete the prevailing wage clause from the County Charter.
Recommends that the County define all positions which are considered to be
management and establish a separate compensation plan for them.

Comment - In December, 1972, the Board of Supervisors requested that
the commission "conduct a study of the duplication and conflict between the
civil service system and the County's recently established collective
bargaining system. At a hearing in March, 1974, the Board voted against
deletion of the prevailing wage clause and to continue consideration of the
other recommendations for 60 days.

In May, on recommendation of the Chief Administrative Officer and
the Director of Personnel, the Board approved a plan of action to establish a
separate compensation plan for managers. A detailed plan including
performance evaluation and incentive compensation is now under preparation

for presentation to the Board of Supervisors in the near future.

At a public hearing in August the Board received and filed the other
recommendations. Later, the Board voted to place the proposal for the
appointment of the Personnel Director on the November, 1974, ballot. It was
approved by the voters by a 54% vote. The Board has taken no further action

on the proposal for a combined commission.
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20. Appointment and Supervision of the Director of Regional Planning -
March 12. 1974

Recommends that the authority to appoint and supervise the Director
of Regional Planning be transferred from the Regional Planning Commission to

the Board of Supervisors.

Comments - Adopted. As noted in the introduction the Board of
Super- visors requested the E & E Commission to conduct a study of boards and
commissions which operate as department heads. This was the first report of
the task force which the commission established to conduct the study. A
previous report on the Civil Service Commission-one of the department head
commissions--was included in the study of the civil service and collective
bargaining systems. (See Report No. 19.)

21. Appointing Authority and Operating Responsibility of the Arboreta and
Botanic Gardens and the Otis Art Institute - June 12, 1974

Contains six recommendations on the Arboreta and four on the Otis
Art Institute. On the Arboreta the report recommends transfer of authority
to appoint the Director from the Board of Governors to the Board of
Supervisors. Also recommends clarifying the responsibilities of the Board of
Governors and the Director, reducing membership of the Board from 25 to 15,
and eliminating the $25 stipend per meeting.

On the Otis Art Institute recommends that the present authority of
the Board of Governors to appoint the Director continue without change. Also
recommends clarification of the responsibilities of the Board of Governors
and elimination of the $10 stipend per meeting.

Comment - Adopted. This was the second report by the Task Force on

Department Head Commissions.
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22. County Chief Executive and Size of the Board of Supervisors - July, 1974

Recommends that the Board of Supervisors place proposals on the ballot
in November and let the voters decide whether they want an appointed chief
executive, an elected chief executive, or no change from the present system.

Also recommends that the proposal to increase the size of the Board to
seven members be postponed until the chief executive que8tion is resolved.

Comment - At a Board meeting in February, 1974, Supervisor Hahn pro-
posed an amendment to the County Charter to establish the position of an elected
County chief executive and to increase the size of the Board to seven members.
At the same meeting Supervisor Schabarum proposed an amendment to establish the
position of an appointed chief executive. The Board voted to continue its
decision on these proposals until July. In the meantime it requested the Grand
Jury and the E & E Commission to submit reports on these issues by that date.

The task force conducting the study and the full commission unanimously
agreed that a single chief executive is critically needed in Los Angeles County
government. However, both the task force and the commission were divided
approximately evenly on whether the executive should be appointed or elected.

At a public hearing in August, 1974, the Board received and filed the
report and took no action on the recommendation.

23. Special Investigative and Management Audit Agency - July 2, 1974

Recommends that a special investigative and management audit agency be
established reporting directly to the Board of Supervisors. Contains five
additional recommendations describing the basic structure of the agency, its

responsibilities, and its manner of operation.

Comment - In June the Board requested the commission to report on two
separate proposals by Supervisors Ward and Hayes to establish a special investi-

gative and management audit agency. The supervisors were acting in response to
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the series of crises and problems which have erupted recently in Los Angeles
County government.

On October 29, the Board voted 4-1 to establish the new unit, but
with the difference that it report to the Chief Administrative Officer and
operate under his direction rather than under the Board of Supervisors.

24. Operation of the Museum of Natural History - September 25, 1974

Recommends that the Board of Governors continue to appoint the
Director, but subject to the approval of the Board of Supervisors. Also
clarifies the responsibilities of the Board of Governors and the Director.

Comment - Adopted. This is the third report by the Task Force on
Department Head Commissions

25. Report on the Business License Commission - October, 1974

Contains six recommendations covering major changes in the operation
of the Business License Commission. Recommends reducing the number of
meetings required annually from a maximum of 104 to 36. This would be
accomplished by transferring responsibility for routine license approvals to
the License Division of the Treasurer-Tax Collector and by eliminating the
responsibility of the Business License Commission to inspect hospitals. Also
recommends reduction of the commission stipend from $100 a meeting to $25.
The report estimates the recommendations will result in annual savings of
$61,788, equal to 51.7% of the total 1974-75 budget of the Business license
Commission.

Comment - Adopted with two changes. The Board voted to reduce the
number of meetings to 52 rather than 36 and the stipend to $50 rather than
$25.

These changes will reduce the estimated savings to $52,106 annually.

This is the fourth report by the Task Force on Department Head Commissions
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