
LOS ANGELES Cc JNTY 

ECONOMY AND EFFICIENCY COMMISSION 

This contains our reeonmendations for O r r  Amendments for the 
Nwembr, l990 1990 l'hay are the result of the past year's work by 
our Task Fora On The Executive Structure Of Los Angcloe County Gomm- 
me* chaired by Efrem Zimballst, Our task fora presentad t h e  
recommendations to our colammxion at its regular mestin on 
July 11, 1990. At the meeting and its on $dy 16, I!&, on 
motion duiy made, w a d e d  and d a d  w d o n  appriwed 
these remtmmeadadox~ for prs~entation to your 

Sfaa our commission's foending in l%5, Charter revision to pro- 
vide for a s t r q  chief executive ofkur has been proposed by the 
commission, by cwic organizations, by boards of supervisors, or by 
individual supervisors on at least five occasions. In all cats the 
m i t  was no v , either beawe the board at the time did not put 
the issue before e electorate or baccutstl the electorate rejected the 
 posed m e .  

We klieve the issue of central leadership remairis the primary . . o isiRlt o£ County government. In all of our work of the 
years - reorganization and consolidation, children's and 

family services, security s ms, and information systems development - r e  continue to d g a b s e n r e  of central leadership to be the 
dominant repson why so little 'F ovement takes so long to accomplish. 
Changc nquircs central 1tadGrship. &out it, no change can occur. 

Therefore, followin this finding, and based in part on Board 
directives of M a y  10, 1& a d  September 13. 1988. aad our discusPi011~ 
with each of you last year, we qpb undertook a study of the central 
executive function in Los Angeles County government. 
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To gather infotllwltion, our task force consulted qualified racti- 
tioners of public add&mtion, present a d  (0-1 In Asg*. f%unty 
officials, and other authorities In the field of public administra- 
tion. We directed the ~ a u  stuff in the oondp& of an exbmivt 

A. the duria of the Bamd of S u m o m  wuki include the fil- w 

2 To fbst uRwider the r*cwnmendationr of t k  Coa~tly M- 
when exercising its powers to provide for C m t y  offies, 
organization, mployment, and compemcttion (Article I l l ,  
Sedisn 11 (3)-(6)). 
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I.  To plan, cwnlbtate, direct, ogcmiize, evakate an8 exwci9e 
o v d  responsibUi@ for the operarisn and llumqpment of 
all County ergania~tbnaf units within the e k m p  of the 
Boani of s t i ~  

2 To advise the Board of Supantisors on the o anizution, 
planrin direction and control of operations eaded by 
ektdo&z&rerd the ~oumy ~udsror 

? 
3. To appoint or d h i s s  ail Coursty department, agency, and 

institution directors subject to the same due process or 
contract provisions that now up& fiw Courtty dcpamnent 
hearts 

In the pr- Camty sys- the Board of S r&ors appohts or 
dismisses over thirty Co artment heada 

%e % Sis respomibie , 
their overall direction. 'ef Athnbismtive Officer advbs the 
Board on the organization of tho overall system, budgets, employment, 
~erformance evaluation. and commasation. The Chief Administrative 
b i k e r  bas no au- to d i d  County ddals, a d  ts none 
of thkm. ~iwefore, ths ~ h f s f  m r  -7 account- 
able for their performance or for the rations of County depart- 
me-. No om can rarrsoaably be e x p d T t o  accept acamta~llty for 
thepufowllliceof~hcorsttc~notllppgiatd~dismiss. 

the 

effect ve coorciinative function. Similarly, as we and others have 
pointed out, the failure of our wms of local govlunment to 
with such roblems as homclessm and the enviramnmt reflects P % 
absence o a single, clearly accountable executive to suppl the 
leadership necessq to effect the coordination of multiple dverse 
operatiom aad to negotmte the coordination of multiple jurisdictions. 
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Tbe Boerd of Supersisom is aimmuable for the werau 
of the Cmm@ government, including the coordination of rnutz% 
verse ftu~ctiom. But the &wrd is corapriscd of individuals who repre- 
sent radical1 different constituencies. They often disa ree on 
olicy, includh the role of government and the responsib ft d u  of 

f&l government. As a committee, therefore, the Board canaot 
articulate a unifiGd vision for the County and cxerdss the kind of 
forceful leade&p nco~ssaryto bn$g it about 

Nevertkless, a unified Won and forceful centraked leadership 
is needed to resolve .acb of the four prignar)* 81- of theat13 and 
opportnnities identified by the experts we interpiewed. Those four 
~~ aa: 

arplrm to h k a j l  and 
are adequate, consistent. 

stableaad t i m a l y m f u n d c ~ l m t g a p c ~  

efinitive organizational capability to 
on solutions, and entorea pims to 

C O Q I ~ Q ~ ~ ~  d a w b p m ,  growth muage- 
W~oureoHllllZllljtJT. 

In our adpis,  aach of these four problem arm means somsthing 
different in tho conwxt of tbe two pnmary roles of CousrJl 
e n  In the COrSrea of the * role ta. poitr. dz's 
nation of and ' ' by thc w o! ~upwisors and other 
elected o s, t h e e t y  hardly funct1ons at all. Tho Board 
spends moan of its time on detailed management dscisim aikcting the 
second role, that of providhg semiees on behalf of the Sme or 
acting as a city council withm ultincorporated territory or contract 
cities. 
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Ew&& In the case of fuoding, the conventional wisdom b that 
the County h &k ing  because it laclrs adquute reyeme to fund its 
operatEona, bsoPaa it is overly dependent on the State, and bGantak 
the d e d  for Cortpty services outstrips the powtb in revemu. Based 
on our study, the Cam % fisandal p r & h  arc more directly attdb- 
utable to Inmagbment J allocation dsdd~om ttran to thc lack of -c- 
es or r e h  on the State. Certainly the facts ate open to aiterna- 
tive e?cpbrdons. For example, we found that: 

the growrh in total County revenue since 1978 has equalled or 
outpscod all indicators of locd e c o n o ~  growth; 

thtCountyisnomors ndent on State and Federal sources of 
revenue naw thgn it was in I % 
ae~~rdisa to con~ntional workload measlue~. the &msed for some 

needed for such contemporay 
abum drug bablw homelesanosri and 

to need new. additional, sour= 

f rapmWon of the 
no central leadsnbp. 
to relinqui& even 
€he face of decliniDg 
resources, amhie to ratchet upwar&, bsoausc each departmam head 
has e q d  strength with thc B o d  of SupeWw and ttae Bo;ltrd is 
itself divided over priorities. A strong central leader, wtth a 
vision for the County as a whole, could synthesiae priorities and 

reduag costa or eliatinatisg 
reallocatin# the resources to 

The Board of Supe*rs is only one of 
operating in the five-county region that 
tht area as an economic unit, holds 

mast of the water&& and Q identified as the grater Los Angeles 
only one of more than ZOO0 such units in 

of which at least 500 arc wholly independent 

The decisions of these gwernmems, each of which has policy or 
functi:ons, and most of which also affect 

grm4 e~~nornic incentives, 
so forth. Yet the County of las 
lation, has no means to 
vision for the resohtion 
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presently structured, haf at least five distinct polltical view of how 
decisions should be made to, for example, slte new rlaons, waste 
management facilities, or other sensitive entities. s ore over, tbe 
county has only one vote in any of the regional bodh whose role it is 
to regulate or nugotiate. local dsbsitms. 

We beueve that a stro central execuxive would increase the 
Coun s ability to define my articulate a compnhedvc vision for 
the &unty anct to bring it to M in the fnmr of ttte 
regional agencies of wbieh the CoPnly is a part. 

of over 30 separate 
and When it is m a q e d  
by a c o d t t e c  of five poli by &tricks, it can 
be nothing short of a disaster in terms of producing services 
efficiently. 

nYir-sm%a 
n u m b s r o f ~ p a i n t c $ o u t t h a t w e c a n ~  

such a stawment o on the pun& tbat the County organidon vio- 
lates management principles and theories. They claim, for instance, 
that the empirical evidence supporEs the contention that the Cowty 
"works" as it is presently sGMcture!d. 

Indeed, we fotmd that the Cottnty does o m  in delivering 9orlaerpid- p" es. Psople are in id. People are cared or in the hospital& Peo- 
ple visit the parks, beaches, museums, libraries and arboreta and 
gmdem, and the poor who q* receive the aid to whi& they an 
endtied. 

In our vim, it is testimony to the profusdonalism and dedication 

Of -2 dficiak that rhc system works as UvbU as it das. We azhro- 
care ad tional profwiorrnrl management at the highest level, becaw 
the system works well only whm s w e  d e p m n t s  are deiiverin a 
service which bas h e n  well ddined ebwbre - by ths Stare or ~ & r d  
government, or by h traditions of a public sew ptofession. The 
s stem f& &edAy w b  a new amice is required or where the 
&ect and conscistent 6(3or&ati011 of several sedces is required - 
homelesmess, mental hedth, children's welfiue. A single, central 
professiod M a r  to whom all County officials are accountable is 
necessary to create a ?P well orchestrated unit out of tbeaa di- 
verse, strong@ p r o w 0  elements. A strong, overall profdonal 
manager is nec8ssax-y to effectively direct departmend mana rnent, 

operatiom ea& nmnegw. 
!= which is dm prokionaNy strong, independent, and effective or the 

We define strategic plamiq as a management 
pro-tifies future tbreats and opportunities, erplores 
alternative responses to those threa& and oppomnities, selects objec- 
tives to be adhie-ved, and dsPe action plans to m e t  those obpc- 
tives. It also rovides a form opportunity for an orgadation to 
critically examine 

"s" & it is doing, and how well it isdoingit. 
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But there is no overall county-wide strategic pkn which inte- 
optimizes all departmmtd am, and articulates overail r O b ~ a a d p t a n s f O r a G t i o a  e b b o c n a d d t h e r e a s o n  

IS the Counzy is M, dependent for fmrdise and decisions on 
licy by somcea beyond its contml, it is M e  to attempt to plan b t h e ~ ~ t a d h O d z o n ~ f ~ ~ ~ ~ r S n t ~ ~ Q ' b u c t l B s t .  

We believe that specific benefits would result from an overall 
strategic plan f&r Lm Angefcs cbmy. Tb- inchmde Wc &i&y to 
better antidpate and prepare for fatwe cwtiqeades, to &twall 
e ament assumptiom sd e o n s ,  a muace w i d  
State and Federal contacts, and to help formulauc the couo.ty's pi- 
tioM on regioBd issues. 

Therefore, In ordtr to implement sucxessfully a County-wide strate- 
gic plm, it ir ep3tntiPI to have a leader at the top of the organiza- 
tion who is armmitted to s and who has the authody 
to require the cammitment *&=on of bi or M- 
nates. We hlieve that a strong ty Managar s h d d  be required by 
County Charter to develop and submit an awual County-wiids Strategic 
Plan, and would haw the x m s w y  authority wer County departments to 
assure its sucaggful compledon 
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Our recommendation is &t the M of Supenrislors continue as 
the Chief Ehative and Legislative Gove 7 Body for the Caunty gov- 
emmcnf. It ctif&a from the proposals the Public Co-on on 
C o ~ ~ ( ~ p o n 8 6 ~ b y ~ ~ A s s o c M t i Q n  . . in 1976) gad sthe- 
qwa p p d s  to separate the powerar of the gaw- r ~ ~ t y  
of the county into au exeative eWed county-Wide with appointing 
authosity snd veto authority. 

However, we wish to empbsh that our task fcKae doGs not view 
uestion of appointed versus elected executive as an 

We believe strongly that a profegalond adhis trator  
required even if an d e a d  e t w h  &dm is ultimately 

estabhhsd. Funher, we would not the cmdon of such an 
elected County exarntlve 
elwtorate. An elftd 
resolve the regbnril issues than an 
tiku1.y aid pwUy in es2aBbhiq Los a political 
center in d fer @ha r@n. Never the i~  at this h e ,  given the 
critical isma of fundia& orpikation, and planning that the county 
faces, we suggest facing first the relative1 less difficult issue of 
improving organization effectiveness and e ! ficiency. That is, the 
County urgently needs a strong central profesuonal manager to 
coordinats end s~pcturo county operations. 

The task force further recommends that the B d  of SupervLu,m 
phce a C%wm 4111cnB111Bnt bepm -the voters at the Nbvemk 4 1990 
e l e c r i a n t 0 p n w i d c f o r r h e ~ o r r a n d c ~ ) m ~ o f t h e C o w r -  
Iv Manrpsa depIPrrmmt t-Pt &famem - by 
elected offlcicrls) as ertrployees in the unclassified services, as 
jbllows: 
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2 l k ~ ~ o f ~ C o e a r t y M s r c g a t s i r s l l b e ~  
not less than yearly b y  majority of the BaarQ of - 

Dwing our diQCUSgiom With current and farms; county offidals, it 
w almost unanimousl~ stated that their capability to effectively 
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Most believe that the current classification system unreasonably 
restricts their, and a number of their sdbsrdfmt~ 
choose a team compzisad of the best quaMGd motaated 
penomel. Tlaag stated that they can ohen 'PDork pemn~lcl 
problems created by the w e n t  cWiat ion gmaem, W thc prows 
~ s ~ ~ ~ ~ ~ w a s t o f u l a n d ~ l ~ e ~ ~ ~  

Memben of tbe Task Force 
*ThaExtcutiwstrucrure 



LOS ANGELES COI'NTI' 

ECONOMY AND EFFICIENCY COMMISSION 

July 27, 1990 

Hon. Board of Supervisors 
383 Hall of Administration 
500 West Tern Ie Street 
LOS Angeles, & 90012 

Dear Supervisors: 

A enda Item 11 for July 31, 1990, calls for the elective office of 5 County xecutive. 

Our Commission, in its letter to you of July 16, 1990, and in our 
presentation on July 24th, pomted out tbat although we recommended m 
appointed professional County Manager as the most needed step, we did 
not view the question of appointed versus elected executive as an 
either/or proposition. We stated we would not oppose the creation of 
such an elected County executive accountable to the full Countywide 
electorate. 

We also continue to believe that a professional administrator will 
be re uired even if an elected executive osition is ultimately B establis ed. We would stro Iy suggest, there ore, that the 9 P 
Charter Amendments provide or a position of Deputy to the 
Executive who will be responsible for managing the operations of the 
County, and achieving the objectives outlined in our report. 

Sincerely, 

~ r t h r  J. Peever 
Chairperson 

AJP/ct 
Enclosure 



R E P O R T  O N  T H E  E X E C U T I V E  

S T R U C T U R E  O F  L O S  A N G E L E S  

COUMTY G O V E R N M E N T  

CITEENS ' ECONOMY AND EFFICIENCY 

COMMISSION 

JULY 16,1990 



ClJTlM STRUCTU'RE TASK FORCE 

BACKGROUND: 

THE ECONOMY AND EFFICIENCY COMlMlSSlON UNDERTOOK THIS EXAMlNATION OF THE 
EXECUTIVE STRUCTURE OFTHE COUNTY OF LOS ANGELES FOR THREE W O R  REASONS: 

1. IN MAY 1988, THE BOARD ORlDERED THE COMMISSION TO STUDY ITS 1983 
RECOMMENDATIONS ON COUNTY DECISION MAI(I1NG AND ORGANIZATION AND TO 
REPORT BACK ON PROGRESS AND SUGGESTED NEXT STEPS. 

2. A RECURRING CONCLUSION IN THE COMMISSION'S OTHER PROJECTS IS THAT THE 
COUNTY'S ABlLlTYTO ADAPT IS SERIOUSLY COMPROMlISU) BY ITS CURRENT 
ORGANIZATIONAL STRUCTURES. 

3. AWAFIPIESSTHATOTHW W P S  WERE STUDYING M E  ISSUES (E.G. M E  LOS ANGELES 
BAR ASSOCIATION) AND THAT AN E & E REVIEW WOULD BE TIMELY. 



APPROACH: 

THE COMMISSION FOLLOWED A SEVEN STEP APPROACH TO THIS PROJECT: 

1. APPOINTING A TASK FORCE. 

2. REVIEWING RELEVANT LITERATURE. 

3. DNTERVIEWNG OUTSIDE EXPERTS FAMILIAR WITH L.A. COUNTY 
ORGANIZATION ISSUES. 

4. DNELOPlNG A CONCEPTUAL MODEL FOR ANALYZING ORGANIZATIONAL 
ALTERNATIVES. 

5. REVIEWING OUR APPROACH WITH EACH SUPERVISOR AND/OR DEPUTY. 

6. INTERVIEWING HEADS OF MAJOR DEPARTMENTS AND THE CAO. 

7. COMPLETING ANALYSIS AND DOCUMENTING RECOMMENDATIONS FOR 
BOARD ACTION. 



APPROACH: (CONTINUED) 

THE TASK FORCE CONSISTS OF FOUR COMMISSIONERS AND TWO MEMBERS OF THE 
ECONOMY AND EFFtClENCY STAFF: 

EFREM ZlMBALlST Ill ,  CHAIR 
ROBERT D. LELAND 
ARTHUR J. PEEVER 
BEllY TROTTER 

STAFF 

JOHN CAMPBUL 
CHAFILES KAUFMAPlN 



APPROACH: (CONTINUED) 

dS A FlRST STEP, SEVERAL TYPES OF DOCUMENTS WERE REVIEWED. 

* CURRENT TRENDS, LOS ANQELES COUNTY ORGANIZATION, 
BUDGETS, AND DEPARTMENTAL PLANS 

* STRUCTURE AND ORGANIZATION, OTHER URBAN COUNTIES 

* PRIOR BALLOT MEASURES AND ASSOCIATED DOCUMENTS 

* PROFESSIONAL JOURNALS AND ASSOCIATED PUBLICATIONS 

* PRIOR STUDIES IN LOS ANGELES AND ELSEWHERE 

* THEORIES OF PUBLIC ADMINISTRATION STRUCTURE 



APPROACH: (CONTINUED) 

OUTSIDE EXPERTS WITH A RANGE OF PERSPECTIVES WERE INTERVIEWED. 

* FORMER L.A. COUNTY OFFICIALS 

* PUBLIC COMMlSSlON ON COUNTY GOVERNMENT (1976) 

* LA. COUNTY CHAMBER OF COMMERCE 

* USC SCHOOL OF PUBLIC ADMINISTRATION 

* OTHERS (E.G. ATTENDANCE AT LEAGUE OF WOMEN VOTERS MEETINGS) 



DEVELOPING A MODEL 

IN REVIEWING LA. COUNTY'S MECUTWE STRUCTURE, WE USED A 
CONCEPTUAL MODEL THAT 

1. FOCUSED ON IDENTIFYING THE MOST SERIOUS CHALLENGES FACING 
LA. COUNTY OVER THE NlEXT 5-1 0 YEARS. 

2. ANALYZED HOW THREE DIFFERENT ORGANlZATlONAL STRUCTURES MIGHT 
IMPACT THE COUNWS ABILITY TO MEET THESE CHALLENGES. 

3. IDENTIFIED THE EXECUTIVE STRUCTURE THAT ON BALANCE GIVES 
THE COUNTY THE BEST CHANCE OF SUCCESS. 



DEPARTMENT HEADS 

AFTER REVIEWING OUR APPROACH WITH EACH SUPERVISOR AND/OR THEIR DEPUTY, 
WE IEETERVIEWED TEN DEPARTMEMT HEADS: 

RICHARD DlXON 
CHIEF ADMINISTRATIVE OFFOCER 

DE Will CLl NTON 
COUNTY COUMSEL 

RODNEY COOPER 
PARKS & RECREATION 

ROBERT C. GATES 
HEALTH SERVICES 

JAMES HARTL 
REGIONAL PLANNING 

SANDRA F. REUBEN 
PUBUC LIBRARY 

WILLIAM F. STEWART 
lNTERNAL SERVICES 

EDDY TANAKA 
PUBLIC SOCW SERVICES 

THOMAS A. TIDEMANSON 
PUBLIC WORKS 

FRANKS. ZOUN 
SUPERlOR COURT 



EXAMPLES OF KEY QUESmNS DfSCUWED Wt'rPl EACH INCLUDED: 

1. WHAT DO you SEE AS THE MAJOR CHALLENGES F A C ~  IU COUNTY 
OVER THE NDCT 5.10 YEAaS? HOW WILL TMEY BE FACED? 

3. DO YOU DO L O M M G E  FWNIMQ? DOES TME COUNTY AS A WHOLE DO 
L O N S W E  STRAlZOdC PLAWMNO? WHAT tS THE STRATEGY OF ?HE 
COUNTY? WHAT IS YOUR D€PMlMENl'S BART IN 'THE 0-1 STRATEGY? 

5. WOULD IT BE BEMEFlClAl OR NOT FOR YOUR DlWSlCEN HEADS TO 
SERVE "AT WILL" VWSUS CML SERWCE? 



APPROACH: (CONTINUED) 

DEPARTMENT HEADS (CONTINUED) 

UPON COMPLETION OF THESE INTERVIEWS, THE TASK FORCE HELD SEVERAL 
WORKING SESSIONS TO ANALYZE ADDITIONAL DATA DEVELOPED BY STAFF, AND 
TO FORMULATE OUR CONCLUSIONS AND RECOMMENDATIONS WHlCH ARE 
SUMMARIZED NEXT. 



A. THE SUCCESS OF L.A. COUNTY IN SHAPING ITS DESTINYAND SERVWG ITS 
CITtZENS IN THE NEXT 10 YEARS DEPENDS ON ITS ABlUTY TO PERFORM FOUR 
CRITICAL TASKS. 

1. TO DELIVER WITH MAXIMUM EFFICIENCY GOODS AMD SERVICES WHICH ARE 
MANDATED AND FWDED BY THE STATE AND F€DERAL GOVERNMENT. 

2. TO ENSURE THAT THE MEEDS AND DESIRES OF LA COUNTY ARE FULLY 
REFLECTED IN HOW THESE OUTSIDE FUNIDS ARE ALLOCATED AND 
EARMARKED. 

3. TO INCREASE coum CONTROLLED SOURCES OF REVENUE TO REDUCE OUR 
VULNERABILITY TO ECONOMIC DOWNTURNS AND CHANGES IN OUTSIDE AUOCATCONS, I 

AND TO HELP ASSURE THAT LOCAL PROGRAMS CAN BE MORE FULLY FUNDED. 

4. AS THE DOMINIM COUNTY IN THE DOMINANT STATE, TO TAKE THE LEAD 
IN DEVELOPING A LONG-RANGE STRATEGIC PLAN FOR OUR RlEGlON AND TO 
RALLY ITS NUMEROUS CONSTITUENCIES AROUISD IT. 



SUMMARY OF CONCLUSIONS AWD I RECOMNlENDATIONS 

(CONTINUED) 

6. ON BALANCE, WE BEUEVE A STRONG APPOINTED COUNTY MANAGER WOULD BE 
MOST ABLE TO ACCOMPLISH THESE CRITICAL TASKS. 

1. LEADERSHIP AND MANAGERIAL SKILLS ARE THE MOST IMPORTANT QUALITIES 
THAT ARE REQUIRED, AND THE SUPERVISORS COULD INSURE THAT AN 
APPOINTED EXECUTIVE POSSESSED THEM. 

2. AN ELECTED EXECUTIVE WOULD UNDOUBTEDLY REQUIRE AN APPOINTED 
MANAGER TO LOOK AFTER DAY-TO-DAY OPERATIONS. THEREFORE, WE 
BEUEVE THE APPOINTED MANAGER SHOULD BE INSTITUTED FIRST AND 
GIVEN A CHANCE TO PERFORM FOR AT LEAST TWO YEARS. THEN THE NEED 
FOR AN ELECTED OFFICIAL CAN BE BElTER EVALUATED. 



THE TASK FORCE RECOMMENDS THAT THE BOARD OF SUPERVISORS SUBMIT AN 
AMENDMENT TO THE CHARTER TO THE VOTERS OF LOS AIJGELES COUNTY AT THE 
GENERAL ELECTION TO BE HELD ON NOVEMBER 6,1990, CREATING THE POSITION 
OF COUNTY MANAGER AND RESTRUCTURING THE DUTIES OF COUNTY OFFICIALS 
AS FOLLOWS: 

A. THE DUTIES OF THE BOARD OF SUPERWSORS WOULD INCLUDE THE 
FOLLOWING: 

I. TO APPOINT OR MSMSS THE COUNTY MANAGER AND THE COUNTY 
AUDITOR (ARTICLE Ill, SECTION 11 (1)). 

2. TO FIRST CONSlDfR THE RECOMMENDATlONS OF THE COUNTY 
MANAGER WHEN EXERCISING ITS POWERS TO PROVIDE FOR 
COUNTY OFFICES, OaWIZATIONS, EMPLOYMENT, AND 
COMPENSATION (ARTICLE Ill, SECTION 1 1 (a)-@)). 



RECOMMENDATIONS, CONTD. 

B. THE DUTIES OF THE COUNTY MANAGER WOULD INCLUDE THE 
FOLLOWIWG 

TO PLAN, COORDINATE, DIRECT, O R W E E ,  EVALUATE AND 
EXl%CISE OVERALL RESPONSIBILITY FOR THE OPERATION AND 
MAMAGEMENT OF ALL COUMTY ORGAWIZATIONAL UNITS 
WTWIN THE CHARQE OF THE BOARD OF SUPERVISORS 

TO ADWSE THE BOARD OF SUPERVISORS ON M E  ORGANIZA- 
TION, P M W # G ,  t]llblECTWH AND CONTROL OF OP€RATlONS 
HEADED BY ELECTED OFFICIALS AND THE COUNTY AUDITOR 

TO APPOINT OR DISMISS ALL COUNTY DEPARTMENT, AGENCY, 
AND lNSmUTEON DIRECTORS SU1&IECT TO TME SAME DUE 
PROCEm OR CONTRACT PROVSSDNS THAT NOW APPLY FOR 
COUNTY DEPARTMENT HEADS 

TO PREPARE ANNUALLY AND SUBMIT TO THE BOARD OF 
SUPERVISORS A STRATEOIC PLAN AND BUDGff FOR THE 
FISCAL EAR, FOR THREE YEWS, AND FOR TEN YEARS, AND, 
UPON APPROVAL, TO IMPLEMENT AND ADMINISTER THE PLANS 
AND BUDGETS 



C. THE REMAINING PROVlSlOMS OF THE CHARTER WOUUI BE 
CHANGED TO REFLECT THE APPOINTMENT OF COUNTY OFFiCIALS 
BY THE COUNTY WAGER AND THE COUNTY MANAGER'S RESPON- 
SIBILITY TO DIRECT THEM IN THE PERFORMANCE OF THEIR FUNC- 
TIONS. 



THE TASK FORCE FURTHER RECOMMENDS THAT THE BOARD OF WPERVb 
SORS PLACE A CHARTER AMENIDYENT BEFORE THE VOTERS AT THE 
NOVEMBER 6, 1990 ELECTION TO PROVIDE FOR THlE WJlPLOYUlENT AND 
COMPENSATEOSll OF THE COUNTY MANAGER AND DEPARTMENT MAWGERS 
(EXCEPT IN DliPARTMENTS HEADED BY ELECTED OFFICIALS) AS EMPLOYEES 
IN THE UNCLASSIIFIED SERVICE, AS FOLLOWS: 

A THE COUNTY NliANAGER SHALL BE EMPLOYED BY CONTRACT WITH 
THE COUNTY, FOR A TERM OF NOT LESS THAN FIVE YEARS AND 
NOT MORE THAN EmHT YEARS. THE COUNTY MANAGER SHAU 
SERVE AT THE PLEASURE OF THE BOARD OF SUPERVISORS FOR 
THE TERM OF THE CO'MTRACT. 

1. EMPLOYMENT OF THE COUNTY MANAGER SlALL REQUIRE 
APPROVAL OF A MAJORITY OF THE SUP6RWSORS; 

2. THE COMPEffSATION OF THE COUNTY MANAGER SHAU BE 
ESTABLISHED NOT LESS THAN YE4RLY BY A MAlORlN OF THE 
BOARD OF SUPERVISORS; 



3. TERMS AND CONDITIONS FOR DISMISSAL OF THE COUNTY 
MlWAGER SHALL BE PROVIDED FOR IN THE CONTRACT OF 
EMPLOYMENT, BUT IN NO CASE SHALL OCCUR WITHOUT THE 
CONCURRENCE OF A TWO-THIRDS VOTE (4/5, 517, 619 ETC.) 
OF THE BOARD. 



RECOMMENDATIONS (CONTD.) 

B. THE COUNTY MANAGER SHALL APPOINT EACH COUNTY DEPART- 
MENT DIRECTOR AMD SHALL RECOMMEND A CONTRACT OF EM- 
PLOYMENT WITH TERMS THAT ARE NO LESS FAVORABLE THAN 
THOSE OF THE MANAGER. 

C. DEPARTMENT, AGENCY AND INSTITUTION HEADS SHALL APPOINT 
OR DISMISS ALL EMPLOYEES UNDER TMEiR CHARGE; UPON REG 
OMYENDAWN OF THE COUNTY MANAOER, THE BOARD OF SUPW- 
VISORS MAY, BY ORMWNOE, DESkGNATE EMPLOYEES OF EACH 
DEPARTMENT TO THE LEVEL OF W E  DIVISION CHIEF AS EMPLOY- 
EES IN THE UNCLASSIFIED SERVICE. 

THE FOLLOWING SECTIONS DESCRIBE HOW WE REACHED THESE CONCLU- 
SIONS AND RECOMMENDATIONS. 



1. TO DEUIFER WITH W M U M  EFFICIENCY GOODS AND SERVICES WHICH 
ARE WDATED AND FUNDED BY THE STATE AND FEDERAL GOVERM- 
MENTS. 



1 

BY THE STATE AND FEDFRAL GOVFRN- 

1. WITHOUT EXCEPTION, THE DEPARTMENT HEADS WE INTERVIEWED CITED 
THE INADEQUACY OF FUNDING SINCE PROPOSITION 13 WAS PASSED AS 
THE SINGLE MOST IMPORTANT CRISIS FACING THE COUNTY. 

2. YET OUR ANALYSIS SHOW§ THAT THE COUNTY REVENUES HAVE GROWN 
RAPIDLY SINCE PROPOSITION 13 - EVEN MORE RAPIDLY THAN THE 
ECoFCOMY AS A WHOLE (EXMIBITS 1 AND 2) 

3. FURTHER, ALTHOUGH THE COUNM IS DEPENDENT ON OUTSIDE 
SOURCES FOR MORE THAN HALF OF ITS REVENUE, THIS HAS BEEN 
TRUE FOR THE LAST 20 M S ,  AND ITS DEPEWDEWCE HAS DECLINED 
TO PRE-PROPOSITION 13 LEVELS (EXHIBRS 3 AND 4) 



WE RECOGNIZE, HOWEMB, THAT THESE MEASURES MAY CONCEAL W O R  
THREATS. FOR EXAMPLE, THE DEMAND FOR COUNTY SERVICES: 

IS COUNTERCYCUCAL THE DEMAWD INCREASES DURING PERIODS 
OF ECONOMtC DOWNTURM 

IT DOES NOT RESPOND AS A WW. THOSE CONSUMIW MOST 
OF THE SERVICES DO NOT PAY FOR THE SERVICES PWOWDED 

THE REQUIRED LEVEL OF COUNTY SERVICES DEPENDS MORE ON 
POPULATION MAKEUP - POVERTY, IMMIGRATION, MIGRATION, EM- 
PLOYMENT - THAN ON POPULATION LREEL 



DELIVERY (CONT'D.) 

WE NATURE OF THE COUNTTS WORK IS CHANGING ALONG WITH CHANGES 
IN THE STRUCTURE OF THE POPULATION: 

FEWER PAnENTS, BUT OLDER AND SICKER 

F M R  ABLE TO PAY, BECAUSE MOST NEW JOBS ARE LOW PAY 
SERVEE JOBS WITHOUT INSURANCE 

THE STRUCTURE OF THE FAMILY HAS CHANGED, W I N G  TO 
INCREASED LA- DEMAND FOR COUNTY SERVICES 

DECLINES IN STRUCTURED RECREATlON AND OTHER YOUTH DI- 
RECTED INFRASTRUCTURE INCREASED GANG ACTIVITY 



DWVERY (CONTD.) 

THE PRIMARY CHALLENGE FACING THE COUNlY IN ITS ROLE OF EFFI- 
CIENTLY DELIVERING GOODS AND SERV1CES IS M ONE OF INADEQUATE 
FUNDS, BUT MORE ONE OF USING WSTING FUNDS MORE EFFECTIVELY. 
TIUS REQUIRES A STRONG CENTRAL L W E R  WHO CAN: 

LEAD TME BUDGETING PROCESS BY SYNTHESIZING TRADE-OFFS 
AMONG DEPARTMENT OPERATIONS, REOUCWG OR EUMINARNG 
COSTS WHERE DEWAND IS MCLIMNG, REALLOCATING RESOURCES 
TO AREAS WHERE THE BOARD ESTABLISHES A PRIORITY 

RECOMMEND AND (UPON BOARD APPROVAL) IMPLEMENT A CON- 
SOUDATED ORCSANIZATIOWAL STRUCTURE WHICH PERMITS REGU- 
LAR (E.G. WEEKLY) SUPERVISION OF DEPARTMENT HEADS AND 
REDUCTION OF DUPLICATIVE COSTS. 



4. AND WE FOUWD NO COMlPEUlNO EVIDENCE THAT DUllArWlD FOR COUNTY 
SERVICES IS FAR OUTSTRIPPING GROWlli IN COUNW WEVEHUE. 

THE DEMiAMiD FQR THE MOST COSTLY COUNTY SERW- IS FLAT 
OR DECUMIMO ACCORWNQ TO MANY !INDICATORS OF DEPARTMEN- 
T4L WORKLOAD INCLUDlNC3 HOSPITAL INPATIENT POPULATION AND 
WEU:kCIE CASELOADS (EXHIBIT 6) 

THE D W D  FOR COUNTY MUNlClPAL SERVICES IS INCREASING IN 
UNINCORPORATED AREAS AS POPULATION INCREJtSES 

THE MOST RAPIDLY INCREASING SOURCES OF D E W D  AND COST 
APPEAR TO REFLECT THE COUNTY'S RESPONSE TO PUBLIC PRIORI- 
TIES ESPECIALLY REGARDING POLICING AND JUSTICE FUNCTlONS 



oELlVERY (CONT'D.) 

IT IS IMPOSSIBLE FOR ONE OR FIVE MDIVIDUALS TO 
SUPERVISE THE 30+ DEPARTMENT HEADS NOW REPORT- 
ING TO THE BOARD (EXHQlWT 6). AS A RESULT, DEPART- 
MENTS ARE #OW LARGELY UlNSUPiERVISED EXCEPT FOR 
BUDGETARY RMEWS OR &REAS Of CONCERN TO A 
PARTICULAR SWPERVISOR. 

REQUIRED FURTHER ORGAMZATCONAL COWSOLIDATION 
(E.G. TO 15-20 DEPACPTiMEWTS) IS HIGHLY UNLIKELY IN 
THE AgSENCE OF A COMMITTED LEADER TO CHAMPION 
THE CAUSE WITHIN THE OROA#IZATION AND TO ITS 
CO~TWUENCIES. 



DIRECT THE IMPLEMENTATION OF A SIMPLE, COUNN-WIDE MAN- 
AGEMENT IMFORMATION SYSTEM WHICH PROVIDES REGULAR (E.G. 
MONTHLY) REPORTS TO THE SUPERVISORS AND TO THE COUNTY 
MANAGER ON HOW EACH DEPARTMENT IS DOING ON A PROGRAM 
BUDGETING BASIS. 

DEVELOP MEASURES OF PERFORMANCE FOR EACH DE- 
PARTMENT (E.G. COST FOR SERVICES RENDERED) 

SET TARGETS 

TRACK PERFORMANCE VERSUS PRiOR YEAR, BUDGET 
AND OTHER COUNTIES. 



DELIVERY 

SET AND MFORCE COUNTY-WIDE STAHDARDS TO ENSURE THAT 
THE EFrrcwwess OF THE C O U ~ S  DECENTRAUZATION PRO- 
GRAM IS NOT UNDeRMIWIED BY 

- INABILPTY OF DATA PROCESSING SYSTEMS TO COMMUNI- 
CATE WITH EACH OTHER 

LACK OF ADEQUATE SECURITY AND/OR SAFETY AS A 
RESULT OF BUDGET PRESSURE$ 

PFPOLIFEBJITMJN OF MULTIPLE PERSOWEL MANAGEMENT, 
AND PAYROLL SYSTEMS 

- SUBOPTIMAL USE OF ASSDS 

AVOID BECOMING IMMERSED W REVlEWlNG AND DECiDIffi REIA- 
TlVUY MINOR ADMSNJSTRATIVE MATTERS WHICH CAN BE MORE 
EFFICIENTLY DELEGATED TO DEPARTMEbOT MANAGEMENT. CURRENT 
PRACTICE SHOWS MANY AGENDA ITHdS REQUIMNG BOARD AP- 
PROVAL ARE RELATIVELY MIINOR. (EXHIBITS 7 AWD 8) 

IN SHORT, TO REACH THE M€XT L N U  OF OPERATIVE EFRCENCY, THE 
COUNTY NEEDS A SINGLE LEADER WITH THE AUTHORITY AWD RESPONSIBIL- 
ITY TO OVERCOME THE CRUSHING INERTIA OF THE STATUS QUO. 



LOS ANGELES COUNTPS FOUR CRITICAL TASKS 

2. TO ENSURE THAT THE NEEDS AND DESIRES OF LOS ANGELES COUNTY ARE 
FULLY REFLECTED IN HOW THE OUTSIDE FUNDS ARE ALLOCATED AND 
EARMARKED. 



INFLUENCE HOW OUTSIDE FUNDS ARE ALLOCATED 

A SECOND CRITICAL TASK FACING LOS ANGELES COUNTY IS TO EXERT GREATER 
[NFLUENCE IN SACRAMENTO AND WASHllNGTON D.C. OVER HOW OUTSIDE FUNDS ARE 
ALLOCATED. 

1. THE COUNTY DEPENDS ON OUTSlDE SOURCES FOR OVER HALF OF ITS FUNDING. 

2. AS THE LARGEST COUNTY IN CALIFORNIA U D  IN THE U.S., ONE WOULD 
EXPECT IT TO PLAY A LARGE ROLE IN SHAPING FEDERAL AND STATE 
SPWVDlNG PRIORITIES. 

3. OUR INTERVIEWS, HOWEVEIR, SUGGESTED THAT THIS IS NOT NORMALLY THE 
CASE. 

- THERE IS MO EVIDENCE OF A STRONG L.A. COUNTY CAUCUS OF STATE AND 
FEDERAL LEGCSLAIORS. 



INFLUENCE HOW OUTSIDE FUNDS ARE ALLOCATED s CONTINUED 

* WE RECOGHE THAT SUCH A TASK IS DIFFICULT GIVEN THE MORE 
NATURAL JURISDICTIONAL ALLEGIANCE OF LEGISLATORS TO CITIES 
VERSU6 THE COUNTY. 

* MOWEWR OTHER COUNTIES APPARENTLY HAVE DONE A MORE EFFECTIVE 
JOB OF ALIARSWNG THEIR POLlTlCAL RESOURCES. 

- LA. COUNTY IS V M E O  AS "AVHlAGE OR BELOW AVERAGEM IN EFFICIENCY 
AMD IN?4OVATION BY IMPORTANT STATE OFHCWS, WIIIICH 16 HARMFUL EVEN 
THOUGH IT IS PROlWLY NOT TRUE. 

- L A  COUNTY IS FURTHm VIEWED AS SOMEWHAT OF A "BULLY", ONLY 
COMJMO TO SACRAMENTO WHEW THERE IS A W O I R  PROBLEM, AND THEN 
THREATENING DRASTlC ACTION UNTIL ITS NEEDS ARE MET. 



LNFlUPN(E.klOW Wl3Il)rE FWhSDS ARE MLWm s CONTINUED 

THESE PROBLEMS, WHILE ADMmEDLY ANECDOTALI SUGGEST THAT THE COUNTY 
MAY NOT BE INFLUEMCiN.6 AS MUCH AS IT COULD SPENDING PRIORITIES IN SACRAMENTO 
AND WASHONOTONI, TO THE DETRIMENT OF ITS CITIZENS. 



LUFNCE HOW OUTSlDF FUNDS ARE & L O C A m  I CONTINUED 

WHILE NOT A PANACEA, WE BELIEVE A STRONG COUNTY W G E R  COULD IMPROVE OWPI 
INFLUENCE IN WASHINGTON IWD SACRAMEWTO. 

- WOULD HAVE MORE CLOUT WITH THE "LA. COUNTY CAUCUSm AND DIRECTLY WITH 
THE EXECUTIVE AND LEGISLATtVE BRANCHES. 

- WOULD HAVE MORE AUTHORITY TO PLAN AND IMPLEMENT A COORDINATED COUNTV 
LOBBn NG STRATEGY. 

- WOULD FEEL AND BE RESPONSIBLE FOR MAINTAINING FRIENDLY LONGTERM WORKING 
RELATIONSHIPS AT THlE STATE AND FEDERAL LEVELS. 

THE CAO HAS PERFORMED ADMIRABLY GIVEN THE CONSTRAINTS OF ITS POSITION. 
WE BELIEVE A MORE POWERFUL COUNTY EXECUTIVE COULD BE EVEN MORE EFFECTIVE. 



LES COUNTTS FOUR CRJTICAL TASKS 

3. TO INCREASE COUNN CONTROLLED SOURCES OF REVENUE TO REDUCE 
VULNERABIUTY TO ECONOMIC DOWNTURNS AND C M G E S  IN OUTSIDE 
ALLOCATIONS, AND TO HELP LOCAL PROGRAMS BE MORE FULLY FUNDED. 



JNCREASING COUNTY CONTROLLED SOURCES OF REVENUE 

TO REDUCE ITS VULNERABILITY TO ECONOMIC WWWTURNS AND TO REDUCTIONS 
IN STATE AND FEDERAL AUOCATIONS, THE C0UM;TY MUST INCREASE ITS REVENUE FROM 
ENTREPREldEURlAL SOURCES. 

1. SINCE PROPOSIMOM 13, THE COUNTY HAS DONE A REMARKABLE JOB OF 
REPLACING LOST LOCAL TAX REVENUE WiTH FUNDS FROM OTHER LOCAL 
SOURCES. (EXHIBITS 4 MID 4A) 

- CHARGES FOR SERWCES 

- ASSET MANAGEMEEFT 

2. IN THE ABSENCE OF AN UNLIKELY CHANGE IN THE TAX CODE, THE COUlNTY 
MUST CONTINUE AND EVEN ACCELERATE ITS ENTREPRENEURIAL ACTIVITIES SO 
THAT LOCALLY CONTROLLED P R O G W S  CAN BE MORE FULLY FUNDED. 



INCREASING COUNTY CONTROLLED SOURCFS OF RWENUE 

3. INSTALLING AND MAINTAINING A SENSE OF ENTREPRENEURIAL FERVOR THROUGHOUT 
THE COUNTY WlLL MOT BE EASY, AS THERE IS GREAT RESISTANCE IN A NUMBER 
OF MAJOR DEPARTMENTS. 

4. THE LIMITED POWERS OF PERSUASION OF THE CAO AND INDIVIDUAL SUPERVISORS 
OVER RELATIVELY AUTONOMOUS DEPARTMlENT HEADS WlLL MAKE THIS 
TRANSFORMATION SLOW AND ARDUOUS AT BEST. 

5. WE BELIEVE THAT THE PRESENCE OF A STRONG COUNTY MANAGER, COMMITTED TO 
REDUCING COSTS AND INCREASIMG REVENUES THROUGH ENTREPRENEURIAL ACTIVITIES, 
WOULD GREATLY ENHANCE THE CHANCE OF SUCCESS OF THESE CRITICAL PROGRAMS. 



4. AS THE WWNANrT COUNN IN THE DOMICQANT STATE, TO TAKE THE LEAD 
IN DEWUOPiMG A LONG RANGE STRATEGfC PL&N FOR OUR REGiOiN AND TO 
RALLY ITS NUMEFPOU3 C O ~ S ~ E M C I E S  AROUND IT. 



AS THE DOMINANT COUNTY IIN THE DOMINANT STAT€, WE SHOULD TAKE THE 
LEAD IN DEVELOPING A LONG RANGE STRATEGlC PLAN FOR OUR REGION, AND 
TO RALLY ITS NUMEROUS CONSTITUENCIES AROUND IT. 

1. THERE IS CURRENTLY A FEELING IN LA. COUNTY THAT WE ARE NOT IN 
CONTROL OF OUR OWN DESTINY. 

2. A COUNTY-WIDE, OOWIPREHENSIVE, STRATEGIC PLAN WOULD DEFINE OUlR 
POSITION OW REGIONAL ISSUES AND SiGNIF1CMLY INCREASE OUR INFLUENCE 
IN JURlSDlCTtQNS THAT WE DON7 CONTROL 

BECAUSE OF M E  AMOUNT OF SENIOR MANAGEMENT TIME REQUtRED TO DEVELOP A 
MEANIRIQFUL PLAN, A SUCCESSFUL PLANNING PROCESS REQUIRES A COMMllTED 
COUNTY EXECUTIVE. 



LONG RANGE PLAN, (CONTINUED) 

1. AS PREVIOUSLY DISCUSSED, MORE THAN HALF OF OUR FUNDS COME FROM 
FEDERAL AND STATE SOURCES, WITH SlWJGS ATTACHED. 

2. MUCH OF OWR OWN FUNDBNG IS COMMIITED BY STATUTE OR BY MATCHING 
REQUIREMENTS. 



LONG RANGE Pl AM 1 (CONnWUED) 

3. THERE ARE OVER 1,000 JURISWCTIONS IN L.A. COUNTY ALONE, AND THE 
NUMBB CONI1NUES TO GROW. - lgn 

COUNTlES 5 

CITIES 1 47 

SPECIAL DISTRICTS 1156) 

R1EDEVEb.O WENT AGENCIES 1 56 

JOINT POWERS/OlWERS 1 37 

TOTAL IN LOS MGELES COUNTY 689 

TOTAL IN REGION 1604 



4. AND THERE ARE NUMEROUS POWERFUL FBEOlOWIL AGENCIES WHICH ARE NOT 
ELECTED ANlD WHlCH PREMPT SOME G0VEEi;lNANCE FUNCTIONS. 

- AIR QUALITY DISTRICTS 

- COASTAL ZONE COMMISSIC3WS 

- WATER QUALITY BOlChRDS 

- COUNCILS OF GWERNMENT 

- TRAWSIT DISTRICTS AND TRANSPOM'ATIOM COMMISSIONS 

LA. COWNM OFTEN HAS ONLY ONE VOTE ON SOME COMMISSIONS, EVEN THOUGH 
IT MAY REPRESENT A MAJORITY OF THE AFFECTED CONSTITUENTS. 



WE BELIEVE A THOUGHTFUL, COMPREHENSNE STRATEGlC PLAN COULD PROVIDE A 
POWERFUL SYECTHESUTNGAND COORDIWTIMG TOOL FOR THlE COUNTYTO USE WKH 
TMESE OTHER JIIIRISDIC'TilONS. 

1. TO ITS CREDIT, THE COUNTY IS WOW DOING SOME LONG RANGE PLANNING. 

- SOME DEPARTMENTS HAVE STRATEGIC PLANS TO ADDRESS SPECIFIC 
PROEKEM AREAS. 

- THE BOARD OF SUPERVJSORS ADOPTS A GENERAL LANO USE P M  FOR 
THE UMNCORPORATR) MEAS. 



STRATEGIC PLA& (COWTIINWED) 

2. THIS IS A GOOD STARTINO POINT FOR A MORE COMPREHENSIVE STRATEGIC 
PLAN. 

A STRATEGEC PLANNING Ri A PROCESS TO 

- DEFINE FUTURE THREATS AND OPPORTUlNI'IYES 

- EXPLORE ALTERNATIVE RESPOWSES 



I OM0 RANGE PLAN, (CONTMUED) 

I STRATEOECPLAbS. (CONTINUED) 

2. B. BENEFITS TO COUNTY QOVERIS~M~ENT FROM STRATEClC PLANNING. 

- ANTICIPATE AWD PREPARE FOR FUTURE CONTIMGEHCIES. 

- INCREASE INFLUENCE FEDERAL AND STATE CONTACTS. 

- FOCUS C O U M  P03lTION ON REGlOW ISSUES. 



LONG RANGE PLAN 9 (CONTINUED) 

STRATEGiC PLAN, (CONTINUED) 

3. EFFECTIVE STRATEGIC PLANNING REQUIRES: 

- A COMMtTTED LEADER AT THE TOP. 

- AN ON-GOLWG PROCESS OF LPPDATINO/REFlNEMENT. 

- ACTIVE INVOLVEMENT OF SEMIOR MANAGEMENT OF ALL OROANUATIONAL 
UNITS. 

WE H A E  MEllER SEEN AN EFFECTIVE PLANNING PROCESS WlTHOUT A COMM1lTTED LEADER 
AT THE TOP. 



THE PREVIOUS SECTEONS ESTABLISHED THAT A STRONG COUNTY MANAGER IS 
REQUIRED FOR THE COUNTY TO PERK)RM ITS CRITICAL TASKS OVER THlE NEXT 
51  0 YEARS- 

WE ALSO RESEARCHED THE ORGANIIZATION STRUCTURES OF 2f OF THE LARGEST 
COUNTIES IN THE U.S. OUR DATA SHOWED THAT THE LARGEST URBAN COUNTIES TENDED 
TO CHOOSE EITHER A WEAK APPOINTED ADMINISTRATOR OR A STRONG ELECTED EXECUTIVE. 
(EXHIBITS 9 AND 9A). 



AN APPOINTED OFFICIAL IS NEEDED FIRST, (CONTINUED) 

AS A TOOL FOR EVALUATING WHETHER AN APPOINTED OR ELECTED EXECUTIVE IS MOST 
DESIRABLE, WE WEIGHED THE RELATIVE IMPORTANCE OF THEIR SKILLS IN ACHIEVING 
THOSE TASKS. 

1. MANA43EMENT SKILL.$ - WHICH ARE MOST LllKELY TO BE FOUND IN AN APPOINTED 
B(M=UTI\FE 

- LEADERSHIP ABIUTY 

2. CONSENSUS BUILDING -WHICH COULD BE FOUND IN BOTH APPOINTED (MOSTLY 
INTERNAL CONSENSUS BUILDING) AND ELECTED (MOSTLY EXTERNAL CONSENSUS BUIU~I& ,J 

3. ABILITY TO REPRESENT ALL OF L A  COUNW TO ELECTED OFRCfALS - WHICH 
IS MOST LIKELY TO BE FOUND IN AN ELECTED OFFlClAl 



A P P O I N T U ) T ,  AN (CONTINUED) 

AS SHOWN IN EXHIBIT 10, MANAGEMENT SKUS ARE MOST IMPORTANT, FOLLOWED BY 
CONSENSUS BUILDING AND REPRESENTATION. 

CONSEQUENTLY, WE BELIEVE THE AFPROPRIATE COURSE OF ACTION IS: 

1. TO APPOINT A COUNTY MANAGER TO FOCUS ON WIAICONG MORE EFFECTIVE THE 
ORGANIZATION AND MANAGEMENT SYSTEMS 1N LA. COUNTY. 

2. TO REVIEW THE NIEED FOR AN ELECTED OFFICIAL AFER TWO YEARS. 



Iu3amxs 

THE FOLLOWING NlMT STEPS APPEAR APPROPRIATE 

1. SECURE APPROVAL OF TASK FORCE REPORT FROM FULL COMMISSION. 

2. IECCORPORATE INIPUT FROM THE MEETING AND FORWARD REVISED REPORT 
TO BOARD OF SUPERVISORS. 

3. HOLD PRELIMII)(IARY MEET1lNGS WITH APPROPRlATE COUNTY OFFICIALS. 

4. PRESENT REPORT TO BOARD BEFORE THE END OF JULY. 



County Revenue Growth Outpaces Economy 
Cumulative ~,erceni Growth Since I978 



EXHIBIT 2 

LOS AMGELES COUNTY GOVERNMENT 
PERSONAL INCOME AND TOTAL REVENUE (NDX) 

I ---*.- County Revenue Personal Income I 



EXHIBIT  3 
( O r i g i n a l  on 35rm s l ide)  

Fedistake 
Local Taxes 
Charges 
Asset Mgmnt. 

Fees 
Other 

73 79 85 

Year 



EXHIBIT 4 

LOS AMGELES COUNTY R M N U E  PROFILE 
A U  SOURCES 1971 -1 990 

I Licenses, Fines 1-4 Service Charges Other 



EXHIBIT 46 

FEDERAL/STATE 

LOCAL TAXES 

CHARGES FOR SERVICE 

ASSET MANAGEMENT 

LICENSES, PERMITS, FEES 

OTHER 

TOTAL ($BILLIONS) 



EXHIBIT 5 

Welfare Client Count Down 16% But Jail Population Up 131% But Other County 
Court Filings Increase Significantly Institutional Population Flat 





EXHIBIT 7 

LOS ANGELES COUNTY GOVERNMENT 
Board of Supervisors' - Agenda Decisions 



LOS ANGELES COUNTY GOVERNMENT 



Departments 



Strong Manager 





EXHIBIT 10 (2)  



R W R E  TASK FORCE I ~. 

James C. Hankla, City Manager, City of Long Beach (Former CAO) 

Ral h S.C r, Director, Parks and Recreation, City of Long 
%-Is:Ae in LA county) 

David Mars, Pmfarr#por, Former Dean 
Catherine G. Burke, agsoCiate Professor 

Herdd M. Wiltiams, Co-Chairman 

Edward K. HamiRon, Executive Director 



LOS ANGELES COUNTY REVENUE PROFILE 
ALL SOURCES 1 972-1 990 

-- 
fed/aate Local Taxes Feea Other -- - Charges Asset Mgmnt. -- -- 

1- B 6 6  I 85 17 22 44 

2.393 782 407 48 35 72 

3.496 1.517 648 165 93 1 70 

4,924 2.302 1,284 292 188 241 




