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In May, 1973, the h a r d  of Supervisors requested the Economy and 

Efflcisacy Cor iss ion t o  conduct a study of seven commissions where the com- 

mission i t s e l f  operates as the head of the depsrtmnt nud appoints the chief 

arecutlve reporting t o  it. 

In February, 1974, you requested the E 6 E ColPission t o  report 

&thin three vaeb on Supervisor Ward's proposal to transfer the authority t o  

appoint ttte Director of Planning from the Regional Planniag C d s s i o n  t o  the 

Board of Su~stPisors.  We mtbmitted our task force report on March 19. The 

report str-y supported the proposal, and you uarmimoaely approved it. 

TMe is the a e c d  report of t he  task force assignad to study the 

daparaent head -ions. T t  deals with r e c o ~ t i o n s  concerning two 

wre co.lp.issions - the Arboreta aad Botanic Ggrdea~ and the O t i s  A r t  Inst i tute .  

The task force consists of m e . )  Wry Jane Kidd. Chairman; D r .  Robert Ikrsney. 

Catharine Graeffe, Joseph A. Led-, and W i l l i a m  J. Morelaud. 



In t h i s  section of the report  we slermariee the task force's recom- 

mendations. In the following sections we explain in greater d e t a i l  our reasow 

fo r  making them. 

Arboreta aod Botanic OBrdeee 

The ordinance governing the  operation of the Arboreta should be 

revised to  muke the  following changes: 

The Board of Governore and the  Executive M t t e e  of the  Board each 

attend four 2-bur raetiztge a year. It is c lear ly  mractical to  hold the 

Board of Governors responsible f o r  the  day-today mnageaent of a department 

employing 147 people and controll ing a~sets of $75 million. Only the Director 

is in this position. Coosequently, the Board of Supervisors should appoint the 

Director and he ehould be delegated regponsibil i ty to -Be the Arboreta 

under tbe d i r ec t  eupetpision of the Board. 

The present ordfollace says almost nothing about whtkt du t ies  the 

Board of Rwereors shonld perform. The ordinance 6hould specify clear ly the 

respective dtteies of the  Board of Governors and the Director. In part icular ,  

it is important that the Bosrd of Governors be held reapomible fo r  PLaintaini~g 

and coorblaotiug en ef fec t ive  f u n d - r a i s w  and volunteer work program f o r  the  

Arboreta. 



sb&d beliaeate the reeponsl.bilities sf the Director to appove, sabject t o  

ehe aupervIsioa af the Beatd of Guperviaors, how fuuds or special g i f t s  affectin& 

the operation of the bbore ta  should be need. 

gmmp rore 28 l ine  d t h  the duties and ab4ecLivea we tvawe proposed for it. 

i~ p z o a m e  the act iv i t ies  of the brBo~%ta aad are willlag to devote their 

O t i s  A r t  Tnatirute 

With respect t o  the ordinance goverping the O t i s  A r t  Inst i tute we 

nake the following racomendations. 

Transferr- the eppointing authority to  the 3aard of Superviwrs 

aould seriously eadanger the Institute's present accreditation as an a r t  school. 

Traditionally, schools of higher education are governed by a Boord of Governors 



or Tnretees. This concept is thoroughly entrenched i n  practice and tested 

through experiance. Caneequemtly, we conclude, the reaaone vhich led as  to 

rec-d that the Board of Supervisors appoint the Directors of Regioml 

Planning and the Arboreta do not apply to  the Director of the O t i s  A r t  Institute. 

T h e  present ordinance is s i len t  on the auhject of whether the Board 

of Governors should he held resgonsibla for fund-raising act iv i t ies  and for 

coordinating fund-rairriag plane with the volunteer dtisans group supporting 

the Institate. The  task force believes f i d y  that the Board of Governors 

of O t i s ,  like the Board for t&e Arboreta, should he held rmponeible for these 

We m&e the came recoapendation for O t i s  a s  for  the Arboreta. This 

follow. the practice a t  the &setn of Natural Biatory, where the Ibsrd raceives 

BD stipend. 

4. c&df# ~ t i f l ~  f m  nernbmeA4lp to the B d  
of &V@?k3P8. 

Some general lm@age E&OUI~ be izlserted into tbe ordinance on the 

qualiflcatioae of gwerasrs ahieh v i l l  provFge a guidelhe to the h a r d  of 

Saperviuors in aabing apptvIstbsr!tn. Most imprtant,  potential h e r e  s b n l d  

heve a clear uadermtanding of vht the college is shout and the t-er-t 



The department of Arboreta and Botanic Gardens m a i r  

f r i l t i e s :  

rtaina three major 

Los Angeles State and Conaty Arboretum, Arcadia 
Descaaeo Gardene, La C a d a  
South Coagt Botanic Garden, Paloe Verdee Penineula  

The p u m a e  of the department is to provide education end enjoyment 

to the public in the areas of plant care and development, landacaphg aad 

aatioeitted horUcaltural and botanical subjects, sad to conduct research and 

study in rharre ~ e a a  areas. The Arboreta also g r m  snd tea ts  plants fmm &I 

pnrts of tlm toorld for the purpose of introducing tbse rrhfch are  suitable to  

the Souehera California at-. 

The Board of Qwemwrs, maet- every t u r d  mth, is appointed by 

the Board of Supenrlaon with euch Soparvisor appointing f ive  d a r e  for 

three-year teme. Them? mdmrs are  subject to  the supamfaion of the Board 

of Superrrfsors and are  dmrged d t h  tho pynal~g~loot and control of the depart- 

rent in accerd-e vith Collnty Ordinance. 

T&e President l a  elacted by l a jo r i t y  vote, and he appoint6 four aea- 

Bere to an P n v e  -tee &rom the Board of ~Oovemors. T&e ~ . e & t i v e  

CoamLttee OBBPS a t  such t ias a s  nacaaaary betfilsen restiag8 of the Board. 

s e l , h  e i n g  eight meetings in any one f i sca l  year. W e r s  of the Bosrd 

of ~vezpors are  paid a sti& of 925 for each meeting attended. 

The d a y - M y  admin%stration of the &bureta is aosigaed t o  a 

Director who ia appointed by the Board of Govexnore and performs M a  functions 

uedw its general supervision. He  directs  a staff  of eppapproalrstaly 147 

employees with an aanual operating budget of $1.5 million. 



w e  are huz volunteer c i t i t en  groups supporting the three facil- 

ities vhfch the h r b r e t a  operates. These supportiag groups operate a s  non- 

mt foundaki~llll prfth mers paying dues r a i n 8  from $10 t o  $1000 enmlelly. 

'Rhe four groups and their membership are: The California Arboretm Foorradation, 

2900 h e r s ;  the Deseanso Gerdeo Guild, 300 Perbars; the SBoth -st Botenic 

Gardsn Fotnsdatioa. 2% e a r s ;  and the Sos#bez% Calffornia Camellia Society, 

3M) members. 'Phorra argastiwtiong provide assietanee by foesaring the gombill  

and sappart of -era1 public and by sal ic i t iug f d s  th&gh d o u a t b ~ .  

Further, they ass is t  the Mrector and the Board of G0ve-r~ by raising aad 

s e l l b g  plasts, lPPtiag aad sd&ag craft i tens  related to plaats, putt* on 

flower or plant sIPon. min ta iuhg  varioao vad- cow:%88iano awl msdrioea, 

perh- ee tour @es, and tea- o r  assist&ag ia the conduct of cleaaes. 

¶?he task force takes the pasition that the Director should be 

reqmwible for the aetl'~itiag a d  aaocess of the depar-t, and the Bepsd 

of Supembor(l shaold kold him directly reotmtable on all mattere cone- 

the departmeat. becorctiagly, the b a r d  of strperrim?zs, fall- the civil 

service p l r ! o ~ a o . ,  s h d d  appoht the Director, and h;e should perfom itir rt.gon- 

s i b i l i t i m  ui&r its dir.rtiop. Th. Board o f  GooamSre ebould be divareed f r a  

its role as doparaeut h.od aad s W d  take no Wt in the of 

depammmtnl opertst&ms or in the selection of &puet.sntal pccr#nueI.. 

The Board of 6vtRW,rre awl the Brecotive C a m i t t e e  aecb attcand Pour 

2-BBw llreatiage a year. Togcrther, these tsm groups are athedance a total 



of 16 hours each year for the purpose of direct* the -ement and control 

of a deparf~ent with an asset value of approxhuately $75 million, consisting 

of 750 acres, employing 147 people and having an annual budget of $1.5 million. 

To the task force, considering this limited a ~ u a l  attendance. it 

is clear that to hold the kard of Governors accountable for the operatione 

of the department is impractical. Only the Director is in a position to 

maintain effective day-to-day eontral and direction of the departpent. Conee- 

quently, ve strengly believe that the Dlrector s W d  be delegated the respar 

sibility to mmap tho Arboreta under the direct supervision of the Board of 

Sopervisor8, and he should be assigzled the authority necessary to carry out 

this responsibility. 

ment .sad eontrol of a b a r d  of Governors," the preeent ordinance says nothing 

abwtwbat specific duties tha Borrd of Cavetmrs shwlld perform. Witb the 

tranefer of the appointing awtbority to the Board of Supeminore and the 

0.aegerial ras@onsibflity to the Director, the task force believes that the 

ordinance shonld cleatly specify the reapaative duties under tbis new arrange- 

mant of the Board of Governors and the Mrector. 

Accordingly, ve r-nd that the ordirumce be revised to ideatify 

spes.ifically air principal responstbilities of the Bosrd of Governors. Theee 

are: 





ths evdimtion of personnel performance as w e l l  as operating programs, and the 

cantml  of costs witlain a prescribed budget. 41 addition to  t h e  standard 

mnaagarial r e q m ~ ~ ) i b i l i t l e s ,  we reconmad tha t  the ordinance delineate f ive  

other iaportant dutiea which we believe vi l l  establish an appropriate relation- 

ship batween the m g a r i a l  rasponsibili tp of the Director aa8 tfia fund-raising 

and other a c t i v i t i e s  of the Board of Governors and the four e a p p o r t w  or@- 

ultiona. These are: 

As depormant haod, the Director Is aecoulltclble t o  clae Board af 

Supem&m~s for  at1 programs and projects a fEacthg Arboreta f a o i l i t h s .  He 

casmot be hald aeeormtabla i f  he does kt control how fondn o r  special  g i f t s  

affecting the o g e r ~ t i o n  of the kboreta a re  used. 



The Board of Governors and the mapporting Orgmizatfone have the 

explicit  purpose and reaponsibiLity of supporttng the objectives, goals, 

functions, aad needs of the departPlent through volunteer m c e s  and fund- 

raising programs. Therefore. while the Boatd of Oovernors or each supporting 

group should rec-d how the funds it raises or the g i f t s  it receives ought 

to  be used, tha Director should make the final determination ae to whether the 

reco-tion of the Board or supporting orgailiestion is i n  liae d t h  Arboreta 

policy and fosters its best iuterest. We should note here with respect t o  the 

euaporting orgaaiactti~lts that w h i l e  the Director ia given approval a u t b r i t y  

over the recomeadations of the organieakiom, he cansot tFonofsr tBe w of 

ftmds or g i f t s  from tba f a d l i t y  of one to aeothz, r i tbaut  tbe approval of 

the eypporthq or&a~&atioa i t sa l f .  

4. 

The 2- Board i.8 too lazge a group to deliberate and render 

effective dacisiona. Tbe task force therefme r- that the Ward of 

Governore be raduced to 15 q r s .  

Xiistoricslly, the County has had problems with comissions rshoee 

s i n e  muken it diff icul t  a d  cdersome for them to  peform their dut- 

effectively. In addition to  pmloq23iag delibemtfons an$ hiaderiag deahion- 

-, comtseioita of e x c d v e  s ize  also add to  the admbbtrative work and 

costs of the depnrtrsatwfiich is required to Palce the seceauazy preparations 

fer ~erot-a, Leap nerbPws iufoned of curreut umats, ond satisfy requaeta 

for Wormt ion  or lnulysia from #bun e s .  

IovestSgPtlan of other Los Aa$des Cowtty c o r b e o h  zaoul. only 

five wbose rerbership meeds 15. Furth-ne, none of the othar corrSrehns 

which operate as departumt keada aontains mxe 15 rreobara. Ia ta la  



regard it is significctnt to aote that three yaars a w  i n  M-y, 1971, the 

Board of Suparvfsora r%dkd the membership of the K- Balatioae CoaeiSaion 

from 25 umbers to  15. 

Ae we have noted above, the Board of Governors of the Arboreta has 

a vital role t o  play in the succeeeful operation of the Arboreta. We believe 

stz&y that redue- the membership of the BoaFd of Goweraors to 15 w i l l  

bring the sice of th is  group moza in 1- with the duties and objactives which 

ve have proposed for it. 



impartial lPrmer regardlea6 of whfeh facility or p r o m  is imlved. 



S o e o d ,  w e  recamad tbt the tern ef office for govemws be changed 

from the precrent three-year term w i t h ~ u t  limitation on nuaber of ternm to a 

three-year tern l ip i tad  to  trro tennu. W e  believe, however, that a member having 

served trro terma should be el%ible for reuppointsent a f te r  one year ham elapsed 

from atpiration of his prevbua three-year tern. 

This recorandatiolr is designed t o  bring new e%perience periodically 

onto the Board of Governors and to  avoid the danger of certain established 

&ewe and practicee bee- eo entreawhed th.% any new idea o r  prectfce is 

autoeutieally exeluded from c~~~sfderatioxk. A t  the M ttira, my senbar who . 
hae deummteated a d&eated hateest in serviw on the Board w i l l  hsoe an 

opportunity a f t e r  a year's inrarim to  serve fo r  aaother two t-. 

Thfe appro~ch, we believe, strike6 an appzoprirte balance between 

the da-s .of Etllriaited aervice of Board lacrabers and the d.tssemice t o  the 

department a c h  could r&t i f  a mmber wha had served two t- with dis- 

tinction could not Bgsin serve however nuch he h i r e d  to devote his t* to 

t h i s  civic cause. 



111. OTIS ART MSTIrUTE 

The Couoty estgblietued the O t i s  A r t  I m t i t u t e  a s  a professioaal 

school of a r t  in 1918. Previously, ia 1916, General Ra~r f son  Gray M i s ,  

folmder of the Us dagelee Times, had deeded the  property which fncluded h i s  

famlly residence t o  the County with the  provision that it be used i n  the  fur- 

therance of education i n  the arts. 

Today the  school is accredited t o  graot the bachelor and the master 

of fine erts depeea  by the California S ta te  Baard of %ducation, the  Western 

Aesociation of Schools and Colleges, and the National Aesoeistfon of Schools 

of Art. Total errrollseat a t  the I n s t i t u t e  during say on% eeauter is appmx- 

imately 300 ettdents. 

A Board of Govemrs of 13 menbere, appointed by the  Board of Super- 

visore, ie charg@d wlth the  management a d  ~ ~ 0 1  of the Ins t i tu t e ,  subject 

t o  the supervisloo of the  Ecrard of Superrismre. The gotremors sema Eor three- 

year terns a d  receive a stigeud of $10 fo r  eacb meeting attewded. 

The Board in turn appoints a B%reoter aho i e  rcopensible for  the 

day-to-day adminietration of the Inet i tuteunder  the genersl superpislon of the 

Board. Be directs a azaff of 27 aith an 8a~ua.I o$emcw tradgar ef $6#8,009. 

S h d l a r  to the voluoteer groups supporting the Arboteul, there is 

alao an -ration of volu&eei citi-  who are lawwporated as a eoo-profit 

orgeaiMnion called the Orlo Art &mei.tw. Thie group bas a -8itIp of 

approdaately 350 rrho sapport the Easeituta by ao4ttibutiag their the  and 

f iaaac ia l  aosiptaace t o  Xnstihrte progrrros. pey dues raogias fma 

$15 t o  QlMW) manally. 

The 0 t h  A r t  h~ssoristae is governed by a Board of Directors vho, in 

conjunction w i t h  the Boatd of Grrvaizwts and the  Dincror, date- sui table  



objectives and projects needing support. T h e s e  currently include echalarsbips, 

student material fatub, gallery e b i t i - ,  visi t ing lecturers, library 

acquZaitiono, and special equipaaat needed by the school. 

Task Force R e c ~ t ; i s n s  

With respect to  the ordinances govetping the O t i s  A r t  Ias t i tu te  

COrdinance lhnber 4099, Sections 200-206 as  -ded) we make tbe follosriag 

W a f a t t i n g  the authority to appoint the DireCt~Z from the Board of 

69venwze t o  the Bcard of Supervisors - as we teeommk4ed for the Bgpioml 

Pllutaing Cbm%nsion and the ArBoreEa - could serio~oooly endanger the aecredita- 

t ioa of the O t i s  A r t  I m t i t u t e  by tke Wast~m Asnoelstion of Sehools and Colleges 

and the lbtional d;..ociption of GEboola of Art. 

letter, dated ihy 3, 1973, to Adreas Adernon, fa- Dbeetor af the Inetituta, 

of Schls of Art, I wuld fear. overall natioad acereditation palicy 

obeer~ed by the coa~emad a$ene+es. awl recognired by the U. 5 .  Office of 

Education la ntorrt rospeeeful of the iadaQandent position of the ~vcnnop.. 

trustees apd regeats of tbe nrrtion's ~bspls." The tesk force hen coaf- 

lar opinion. 



Traditionally, throu#mut the United States, schools and school 

system of Ugher education are gaverned by a Board of Geve~llore, Tmstees. 

or Regents. Bccordtng to  th i s  concept the -ere of tbese boasds are  lay 

citizens aelected to i-e impartiality, integrity a d  reapnsiveness to the 

bes t  intereets of the educational institutiona wMch tbey govern. This concept 

is thoroughly anrrencbed in practice and twted t h r e  experience. In 

Calffornia the structure is -10-yed iu our two great public d v o l s i t y  systems - 
the Univereity of CaLXfornia and the State universitiee - aa&, so f a t  a s  we  know. 

in every private co-e or d v e r d t y .  W e  see eo reasan to  r e c o d  an 

emaption to thSs 1- estobliebed practice 5or the Ot%e A r t  Ialrtitute. 

Coneaquatly, we coaclude, the ragsons which led ue to t e c m n d  thet 

the b r d  of Supardsots apgoiat tke D i r a c t o r a  of Regions1 Planaiag and the 

Arboreta do not apply to the Dlrmtor of the O t i s  &t Institute. 

$or thwe reasam the task force r e o m s  no chang.e i n  the pr-t 

appintiog d g-ng atlthority of the M r d  of DoPanwrs. 

Uslika the ordSPance goveraiw the operatiaq of the Arboreta, the 

ordfaanee covering the Otia A r t  fnsfdtute is rea-Bly clear in delineatiag 

the rerrpect&ve duties of rbe Board of GoverBMs end the D f e e c t a r  of the 

Institute. 

Section 201 of the ordlaunce states: "SubJoct to the soparPiotoe 

of the Botrrd of Sqerv&.ora of the Comity, the Inst i tute ok.11 be uder the 

~.naeacsm and control of a b u d  of go~sraars . . . Th. b a r d  of goveutors 

shall have charge and eontrol of the eddnietratfoa and melntenmee of the 

Iaatitute." 



Section 206 delineates the duties of the Director: "Said Direotor 

shal l  be roclponslble for aad have charge of a l l  adninisttative, financial, and 

personael matters of said Inatitute, subj-t only to  the gaeeral eupervision 

of maid Board of Goveraas." 

The ordinance, however, is s i l en t  on the subject of whether the 

Board of (hvernors sbwld be held responsible for soliciting contribueiona 

aad donations and for  cogrdhatiag fund-raising plane and aet lv i t ies  for the 

Insoirute. T k e  task force believes f i w y  that, a s  pr th  ehe h a t d  of Cove-ra 

of the Arboreta, the b a r d  of Governors of O t i s  sb,oulel be hald reaporwible for  

such a e t i d t i e e .  

The taxpayers of loe h e l e a  Comm Colrcribote 8 aubsi~ctntial a a u n t  

of County geaeral f d  -lea t o  the maht-e a d  operation of the Couoty'a 

e a l t w a l  dapnrtpmts - in gartieulat, t o  tile WU of &t. the nu- of 

bktural Eiatory, the Arbereta arrd Botanic i b r d ~ ~ l u .  and the O t i s  Art hsti tmte.  

While theoe cultural deparumtto grewith impristicnt services end certainly 

mhnee the cultural l i f e  of the eormamity, we mime the -eyers have a 

t ight  ta eqe& E h t  private pareone and mupa who are  copcerned w i t h  fostering 

interest in the arts snd sciaaces 6-d contribute a f a i r  share of the coat of 

supporting thaseirutktllfioas. Consequently, to eelieit f d  and donatiow 

and to  wordba te  tlta i d - r a i s i n g  activities of n q p o c t i q  orgsnizatioas, we 

Believe, should ba ~~ aa oae of the p rhc iga l  respowibi l i t ies  of the 

Board of Qooataots of them i ~ ~ t i b t b n s .  

We r-, therg9olie. i31~tz tke ordhanee w a g  the Qtis A r t  

k t i t u t e  be revised EO identify the fol loriag re;~penaibblities of the Board 

of Gave-re : 





"In rufring s ~ i a t w m t s  to the hard of Gavemora of 
the Iawtitate the %oard of Superviecrs Vzll scllem 
pot- crndidarres to mcwa members with tlrs follw- 
img general q\aalificatbnn. m r d  &era sborrld ?m8a 
demonatrated a M.g& caliber of leaderebtp i n  tbsir pro- 
fessione m w e l l  aa s deep interest rrrrd kaowte&e of 
educrthn. It ia e ~ ~ ~ ~ ~ t i a l  thut bcrd member@ hrwe 6 

clear underatanding of wkat tbe college i. a b ~ ~ t  nnd the 
t - ~ t  and interest to 8em it e f fec t idy .  


