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March 7, 1994 

Honorable Bogld of Supervisors 
383 Kenneth Hahn Hall of Administration 
500 West Temple Street 
Los Angela, (3A 90012 

Re: A model mechanism to evaluate performauces and objectives of 
Commissions, Committees and Task Forces 

Dear Supervisors, 

On December 21,1993 your Board ditected the Economy and Efficiency Commission 
to develop a model mechanism to evaluate the performance and objectives of the . . Committees and Task Forces defined under Cwte r  1 and Chap& 4 of 
=& County Committee Book. 

The atttched re~ort presents the quested methodoiogy. The evaluation form used in 
this methdology has been coordinated with the Audit Commi#ee and has received their 
con-. In addition to to quested methodology, the Economy and Efficiency 
Commission has made ten mmmendations on i m w  that this Commission feels will 
signi5cantly improve the nmnner in which Commissions, Committees and Task Forces 
are created, structured and opentte. 

IT IS THEREFORE RESPECTmJUY REQUESTED THAT YOUR HONORABLE 
BOARD: 

Adopt both the attached model for evaIuating Commissions, Committees and Task 
Forces and the add i t i d  Hcommaadations contenting the Commission structure within 
Los Angales County. 

Gunther W. Buerk 
Chair 

Attachment 

c: Chief Administrative Offim 
County Counsel 
Each Commission Member 

Ihnc&B.ho Hall of Adrabinwim, Romn 163 
54K1 Wer Tsntple S t s ~ ,  La Angelsa, CA W012 

(213) W4-1491 (213) 62&143? PAX 



REPORT ON A MODEL MECHANISM 
TO EVALUATE THE PERFORMANCE AND OBJECTIVES OF 

COMMISSIONS, COMMITTEES AND TASK FORCES 

On December 21, 1993, the Board of Supervisors requested that the Economy and Efficiency 
Commission develop a model mechanism to evaluate the peaformanee and objectives of identified 
Conrmissions, Committees and Taek Forces. It is the intent of the Board that the Audit Committee 
use this model in their evaluation of these organizations. 

SUMMARY OF RECOMMEM,ATIONS 

The focus of this report was placed upon developing the evaluation model requested by the Board. 
The format for accomplishing this & i o n  is presented in Appdix  A. It provides the means for 
an orgru$pm:on to coemtct a selfevaluation It also allows the Audit Committee to effeotively review 
the critical elements of their operations. In addition to the -on methodology, the Commission 
prerrents tan recommendatiow that it feels wiU improve the total Commission, Committee and Task 
Force structure within Los Angeles County. Each of these recommendations is presented below: 

1. Direct the Executive OfficerIOfEce of Commission Services to develop a program to 
periodieaUy brief d newly appointed commissioners on fhe County's structure, programs, legal 
responsib'ies, budget, operations, commission system, and other relevant information (See M 
1987 report). 

2. Direct the Audit Committee to conduct an initid review ofthe C d s s i o q  Committee and 
Task Force structure within Los Angela County to establish how well it is operating. Comparmg 
and contrasting the organizations within this structure may be simplified by categorizing them into 
bctioaal areas. 

3. Direct the Audit Committee to review the mission statements of each Commission, 
Committee, and Task Force to ensure that it is clearly dehaed and reflects the objectives established 
for it by the Board. 

4. Direct the Audit Committee to earnue that the organization's mission is consistent with those 
established for other Csmmissions, Chumbees and Task Forces. 

5. Direct the Executive Officer of the Board to ensure thst when nonmandatory Commissions, 
Cormnittees, and Task Form are created, that a termination date is included as a part of that action. 
(See 1986-87 Grand Jury Report) 



6. Direct that Commisskm, Cornmittws and Task Form not be permitted to extend " ~ "  
reviewg unkss under epmeore ciraunstances. b no case would such an extension be longer than six 
months from the original "sum&" review date. 

7. When establishing task force8 the assignments of time-targeted studies should be made to 
&sting cornmisgioaa and cornmittem. (See 1986-87 CSrand Jury Report) 

8. EMnate Conm6ssMna, Cmm&ees or TaskForoas that have either been superseded by later 
Board actions or found to no longer have a viable mission. (See 1986-87 Grwd Jury Report) 

9. Direct the Chief Admiddve   to include in the budget the total costs, both direct and 
indirect, for Commissions, C o d -  and Task Forces. (See 1986-87 Orand Jury Report) 

10. Direct the h d i t  Committee, during its evaluation to attend, unannounced, a meeting of each 
Commission, Committee and Task Force to be evaluated. 

APPROACH 

The Commission feels that the most e f f i v e  model wodd be one that is simple, and yet 
compreheneive, in both its design and use. While accomptishing these objectives, the model should 
provide both the preparer and the reviewer with the capability to: 

a Evaluate the relevancy of the organization within the h e n t  county environment, 

b. Evaluate the costs and accornplkhments of the organization's efforts, 

C. Identify the results of the organiprtion's accomplihwts, and 

d. Present a plan for the achievement offuture objectives. 

Ease of use was a criterion usad in the dGvdbpmcnt of the evaluation fmmt. It is nto~lsmy to 
consider tbis to assist C d s s i o n s ,  Committees, M Task Forces in the conduct of their self- 
evshtati04 and the Audit Committee, in their review. The Commission feels it is important that the 
organization being reviewed be actively involved in the process. An approach with this design 
objective will -re that the evaluated organization has the opportunity to present what it believes 
to be an accurate picture of its activities. 

The model hap been developed to meawe the effi.lcthraaeas (e.g, relevancy) and etiiciancy (e.g., how 
well it ac~omplishes its objactives) of an orgdzation. An objective of this process is to significantly 
improve communicstions behKeen the Commissions, Committees and Task Forces and the Board by 
establishing the means to: 



a. Establish a more e&&e and ehuctured procedure through which the Commissions, 
Commitbs aad Task Forma can express their ~c~~nplighraents andlor concaw to 
the Board, and 

b. Develop a praotical capability for the Board to establish additional and timely 
direction to its Commissions, Committees and Task Forces. 

The critical eSements for Audit Committee review are those that focus primarily on the organization's 
output (e.g., the products of a commission) and the outcome (e.g., the actions taken by the County 
as a diiect d of a txmmkion's mots). Defining these elements is essential in determining the 
merit of an organiz9ton. It is also a major criterion u d  in establishing a valid codbedi t  
relationship. 

During the development ofthis enhaion model, the Commission had the opportunity to review past 
studies and mcommendpdions on this topic. These induded the 1989 report issued by the Economy 
and Efficiency Commission entitled, Fami& Services in inbgeAngeles Cow@ Gawmnent. It also 
iacluded wrmnents and recommendsti~~~ presented in the 1986-87Fiml &porr of the Las hgeles 
C m  GrondJlay. The Commission Mt that soma h e s  raised by these studies, although beyond 
the scope offhe D e c a h  22,1993 Board direction, mdbd restatement. This praPentation has also 
made additional r~commendations, as deemed appropriate, to further help the Board in the 
management of the Commission system. By induding these rewnrmendations the Commission hoped 
to broadem the scope of this issue for the Board. Considering this broader soope would enable the 
Board to have a more meaoinpful impact on the admmsh . . tion and operation of the Codssion,  
Committee and Task Force structure within b s  Angeles County. 

BACKGROUND 

The Economy and Efficiency Commission feels strongly that the Board should capitalize upon the 
ability of county gwemment to seek citizen paticipation in its govemawe. Effective citizen 
partidpation can bcst be accomplished by ensuring that: 

a. organizations do not work at cross-purposes, 

b. Orgarkations have a clear understandiug of their purpose and goals, and 

c. Orgaaiiaions should c o n h e  until their purpose has been achieved or until it is 
decided that the purposa is no longer feasible. 

The Board of Supervisors can make the Cwrmission structure more &dent and effective by 6- 
the system it uses to create them. It would also be strengthened by assuring that commiss'mners 
underatand the parameters within which b y  are expected to undertake their duties. Providing 



lnfwmation to wmmisi~nem upon their appointment coRcerniag their roles and functions would be 
valuable in improving the effsctivene8~ of the total oommission stnrctura. 

It is recommended that the Board: 

1. Diredtbe~~oetK)tfi~~ofConrmisalonServioesd~apr~gramto@periodically 
Wall newly appointed c o ~ o n e r s  on tbe County's rrtnuXure, programs, legal responsWm, 
buaet, operations, commission system, and other relevant inft,mtion (Sett E&E 1987 report) 

Following peragraphs present the individual sections ofthe evaluation format fbund in Attachment 
A. Eeoh section includes the proposed o@dve(s) it a#cks to accomplish. 

This section emures that the Commission, Committee or Task Force being reviewed has a clearly 
de&&andBoerdrat&d,mleeionsfatesaent, Attartionnaustbegiventotheoreationofthemission 
sbtmmt fhat deets the urdque nature ofthe o on's responaities. It should also establish 
~ t f i e ~ o n i s b e i n g ~ f b r a W e d t i r n e  tofirlhll aspe&ed&notionoramath~~ 
it has been created to assume ongoing responsibilities. Dmloping a clear and d y  understood 
m i s s i o n ~ d d e d a e t h e ~ ~ i o n s .  ItestaMishesthem~m'scontn&ad, 
by definition, the aiteria &nst which it win be evaluated. Having clear evaluation criteria will 
~lifytbereViewproowrstobeundertakcmbytheAuditComFaatee. TheseaiterIataillalsoaffirm 
that the Audit Comniittae is  c e c u ~  by all of those involved, as being Eair and objsctive. 

It is within the context of the mission that the Commission. Committee or Task Force can und&e 
an ibdapth self-evaluation of its W o n  and operations. This evaluation fhen provides a basis fm 
the Audit Committee review. The review should validate the continued relevancy ofthe assigned 
mission and the appmpriatenestj of the organhtion within the total commission &cture. 

Both elements of the evaluation process would consider the following the historical perspeotive 
within which the orpnmtm . . 

was established, the idetrtifimtion of chrtages in the mission statemat, 
a consideration ofthe total commission or committee mctw in order to eliminate overlapping 
mpo~81Wes, and a j d w t i o n  for the continued existenm of the orgmimtba For example, the 
1986-87 Grand Jtuy Report contended that overlapping respoas"rbllldes existed between ffie 
Commission on Historical Laudmarks and Records and the Task Force to Preserve Historical 
Records. 

The use ofthis section will ensure: 

. An agreement between the organization and the Board on responsiitities, 



b. A basis fbr eMhl&ng the wntinued relevancy of both the orgaaization and its 
mission, 

c. A basis for identifying overlapping or inconsistent reeponsib'illties, and 

d. An improved public appreciation for the &or& of the oqgmkation and the County. 

It is recommdnded that the Board: 

2. Difior the Audit Connnittae to conduct an initial review of the CommiSaion, C o d e e  snd 
Task Force stmdwe within Los Andes County to deb how weU it is operating. C o m p d ~ g  
and contrasting the o r p h i o n s  within this shudun may be simplifi%d by categorb;iag thein into 
functional areas. 

3. Direct the Audit Committee to review the mission stfftements of each C O ~ O K  
Co- and Task Force to ensure that it is clearly de6ned and reflects the objectives established 
forit bytheBoard. 

4. Dim% the Audit Comnrlttee to mmre that the organization's mission is consistent with those 
established for other Commissions, Co Mnittees and Task Forces. 

5. Bred the E x d e  O~%EBT of the Board to ensure that when a m o r y  Commissions, 
(~~WWU,  and Task Forces are created that a termination date is included as a part ofthat action. 
(See 1986-87 Grand Jury Report) 

7. When establishing tas& forces the assignments of timetargeted studies should be made to 
exi* C O ~ O I I S  and committeas. (See 1986-87 Grand Jury Report) 

8. Eliminate Comolissions, Connnittees or Task Forces that have either been superseded by later 
Board actions or found to no E o w  have a viable mission. (See the 198687 Grand Jury Report) 

W o n  2. 

Costs ofmsowca used by the organi&on over the preceding evaluation period are identitied in this 
section. Those to be consid& would be dire& costs, both budgeted and expended in the 
orph!ion's operations. This Bilcompsms areas of pesaonrveZ d c e s  and supplies, travel and a 
category fix other. It would also include tho- indirsct cost# associafed with the operation such as 
indiuea persomel, overhead and/or other. In instances where no budget has been developed for a 
C o d o n ,  Committee or Task Force, direct andfor indirect costs would have to be developed to 



account for its operation. Fadm to thsse oosts would make it diliiadt to amve at a decision 
as tow~thedtingbsElefitsarebaing~chievedin~n~)stefkrctivemaagerposeible. To 
further hdp in the development of this analysis snd an undanrtandieg of the infonuation 
provided, the o q p i d o n  may include its top t h e  expenditures. It is also possible tha! the analysis 
include expeaditures by budget category as a percentage oftotal expenditures. 

BByond mets and under the category of Other Resouroes Used, the organization can identify those 
additional items necemay to accomplish their asignd mission. These include administrative 
m@mmts, the need for information, help %om other people or olganizations, acoess to decision 
makers, requisite authority, etc. 

It is recommended that the Board: 

9. Direct the Chief Adnnistrative 041icer to indude in the budget the total costs, both d i i  and 
indiiect, for Commissions, Committees and Task Forces. (See 1986-87 Grand Jury Report) 

Since Commissions, Committees and TaskForces serve WJ advisory bodies, their a c c o m p ~ ~ t s  
(product), will, for the most part, be recommendations for action. These recommendations are 
usually dwehped in a study w review of a shtion. An evaluation of this product will identi@ what 
the County meives for its expeadaures idzntified in d o n  2. The organimrtion being evaluated will 
identify and substantiate its aecompli$rmeat or product. The Audit Commi#tte, in tum, win evaluate 
t h e w a n d  .- ' ' ofthe acco~lplihent or product. 

Beyond tangible products, there are other requirements that must be understood and reco$zed in 
the evaluation. These include, comphce with admm&dw . . 

' e req-ts, estabIished frequency 
of& resolving e x d e  absenteeism of meders, co@ance with duties ofthe o%ce, etc. 
The product of a Commission's &hts may also be the idBatification of a problem or the initiation of 
a dimssion by the. appropriate mdividuals ' or agencies. Considdon of these outputs may be made 
by the Audit Committee during their evaluation. 

Section 4. 

Perhaps the ke most criticalon m the evaluation modsi addresses the question, "What has bappened 
as a d t  of the study submitted or of the reanuuendations made?". .Modem management theory 
and common ssnse recognize that a re~~mmendation has M e  or no value unless someone takes 
action upon it, or seeks its application; Le., the submission of a report does not affect a problem 
without action bebg taken. This section evaluates the effBctiveaess of a Commission, Cormnittee or 
TaskPoroe on that basis. It is also the most subjective element of the evaluation and a most difficult 
measurement to make. Although it is ditllicult, without this evaluation an organidon could claim 
succm without having made any d i f f s r ~ l l ~ e .  W~thout it, an qanizasion could develop a temporary 
or "walkaway" attitude, or could h e t o p  a &be sense of having accomplished something. This 



This d o n  allows the orguhtion to form and expm its objectives for the upcoming evaluation 
period. It also anaMee the organization to identifv policies, praati~%~, systems and/or procedtgeg 
&ere signl61oMt imprmementu need to be made with plans on how to mhievt Us improvement. 
W i t b t h i s i B f b n a a t i o n ~ ~ o n c a n ~ t h e q u a l i t y o f i t s ~  . . 'on, product or 
associated services. 

The Audit Comnhtee, in the & of its evaluation, should take the time to attend a Commission, 
Committee or Task Force meeting. Randomly attending a meethg, un%~ouffied, will provide an 
exceltent opporgtPity to ewWe both the djective (e.g., attendance, proctrdures, etc.) and subjective 
ehents (e.g., ofissues by oommissioners, how the organidon addrerures the issues, 
the effectivenasa of the orgardzaton's approach, etc.) ofthe orgeddon. 

It is recommended that the B o d :  

10. Direct the Audit Committee, during its evaluation to attend, mannounoed, a meeting of each 
Commission, Committee and Task Force to be evaluated. 

CONCLUSION 

The Economy and Efficiency Commission has presented in this report a model fbr use in the 
evaluation of C d i s s 0 9  Comrni#aes and Task Faroes. It ha9 also pmented ten recommendrttions 
on how to improve the oommiasion stmchxre within the oou~lty. In adopting thig fonnat and the 
~ m a d G i n ~ r r g o r t , t h e ~ w i l l b e e b l e t o m o r e f u t l y c a p i t a l i z e u p o n t h e  streagth 
of having citizen participation in local gwernmsnt decision making. 






