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June 27, 2024

Honorable Katherine Hansen, Grand Jury Supervising Judge
Superior Court of California, County of Santa Cruz
701 Ocean St.
Santa Cruz, CA 95060

Dear Judge Hansen,

On behalf of the 2023-24 Santa Cruz County Civil Grand Jury, it is with great pride
that I present our Consolidated Final Report to the residents of Santa Cruz County.
For this term, the Grand Jury chose nine topics for its investigative reports,
including reports on behavioral health services, jail conditions, affordable housing
shortages, and rural road conditions. The Grand Jury delved thoroughly into each
one in order to provide informed and balanced guidance. Legal provisions were
followed throughout the term as detailed in Government Code sections 23000
through 23027, 24054, and 26525 and Welfare & Institutions Code 17006.

The Grand Jury’s mission is to “shine a light” on local government agencies and to
update our community on areas needing improvement, as well as recognizing jobs
well done. Our hope is that the recommendations included in each report, if
adopted, will generate progress on pressing issues facing our County. While each
report stands alone, in concert they reflect the difficulties our County faces - with
limited funding - to address the underlying issues of housing, poverty and mental
health amongst our residents. From agency staffing, to child protection, to
behavioral health, these root causes pose a consistent challenge.

Nineteen ordinary citizens from all walks of life came together to produce this
Consolidated Final Report. Jurors have fulfilled their duties with distinction and
have served their community selflessly and with great professionalism. Through the
research of the inner workings of local government, we, the Jury, have come away
with a greater understanding of, and appreciation for, our local government and
the employees who keep it running.

ii Santa Cruz County Civil Grand Jury



The Grand Jury could not have carried out its duties without the support of our
admins, John Rible, David Heinz, Eric Decker, and Suzanne Mann. These volunteers
are former jurors who provide training and technical support to streamline our
editing and publishing process. In addition, we have been aided throughout our
term by our County Counsel, Ann Jackson, and Supervising Judge, Katherine
Hansen. Both have provided legal advice during our investigations and reviewed
our reports. We thank them for their assistance.

It has been my distinct privilege and honor to act as this term’s foreperson. It has
been a humbling experience with challenges along the way and obstacles to
overcome. At the same time, the experience has been immensely rewarding. I come
away with a deeper appreciation for the important role that our Grand Jury system
plays in our community. The Santa Cruz County Civil Grand Jury service is an
example of our California democracy at its best.

The variety of report topics in this Consolidated Final Report merit the interest of all
residents. Transparency and efficiency serve all of us. My hope is that readers study
the Grand Jury recommendations contained in each report and then pay attention
when responses from County and City agencies are reported. Do agencies agree to
work towards meeting these recommendations? If the answer is yes, the hope is
that residents monitor progress towards fulfillment of those government
commitments. If no, that should also be noted, and questioned as to why.

This Grand Jury term has come to an end. It is now in the hands of the community
to see the process through, and in this way, carry on the Grand Jury’s mission.

Sincerely,

Kimberly Horowitz, Foreperson
2023–2024 Santa Cruz County Civil Grand Jury
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Santa Cruz County Local Roads

A smooth path through paradise or a hell of a road?

Summary
During our investigation the Grand Jury has found that roads in the unincorporated area
of Santa Cruz County are in deplorable condition. Currently more than 63% of the local
roads are in poor to failed condition. This has prompted almost daily complaints to the
County Board of Supervisors and the County agencies responsible for road
maintenance.

Chronic underfunding of roads and culverts has led to a deficit approaching one billion
dollars. For decades, the County’s strategy has been to forgo spending money on the
roads that are in the worst condition and concentrate on pavement preservation on
roads that are already in fair to good condition. Many unincorporated roads haven’t
been resurfaced for decades.

Funding of County road maintenance is a complicated subject involving local, state and
federal agencies. Most of the funds are targeted and the County has little discretion on
how they are spent.

One possible source of additional funding for unincorporated roads could come from
Special District 9D (1-3). Overseen by the Local Agency Formation Commission
(LAFCO), it contains a road assessment fee that hasn’t been increased in 36 years.

Given the chronic underfunding of rural road maintenance, our local roads are
becoming increasingly unsafe for daily travel and emergency access.
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Figure 1. Laurel Road Pavement Condition Index (PCI) 10 in 2019 report.[1]

Background
Ask just about anyone living in Santa Cruz County (County) what they see as the five
most significant problems facing the County and they will very likely cite poor road
conditions as one of these. (See examples in Figure 1 above and Figure 2 below).

Approximately one half of the County’s population live in the unincorporated areas, with
much of that population living on rural and mountainous roads.[2] Many of these roads
are not a high priority in the County’s view due to their limited use and have been
ignored and neglected for years. This has resulted in anger and frustration on the part of
the people affected. They wonder why their road has not been resurfaced for decades.
The Santa Cruz County Department of Public Works (DPW) and the Santa Cruz County
Board of Supervisors (BoS) receive complaints about poor road conditions on a daily
basis.

As borne out by metrics, our local roads have continued to get worse over the last
several decades.[3] Poor maintenance, climate change, our geographical location, and
the unique coastal mountain geology and topography have created havoc with our
roads. They take a real beating.
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Figure 2. Mountain Charlie Road - PCI 16/100.[8]

To make matters worse, our County, for reasons that will be discussed, is in poor
financial straits to the point where deferred maintenance of our road network is into the
hundreds of millions of dollars and climbing. The County has lacked the financial
resources to fix and maintain our roads using the general budget allocation.[4] As a
consequence, the County relies on additional funding from outside sources. These
include funds from Special District 9D 1-3 (1983), Measure D (2016), California Senate
Bill 1 (SB1) (2017) and the most recent Measure K sales tax increase (2024). All these
sources of funding help, but still leaves the County with a large funding shortfall. Most of
this funding is allocated through formulas and the County has little discretion with how it
can be spent.
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As a consequence of this financial conundrum, the DPW has found it necessary to
prioritize how its insufficient funds are spent on the road network. It is apparent that the
general strategy is to spend the money on roads that can benefit from less expensive
pavement preservation over ones that are poor or failed. The roads currently being
maintained tend to be of high-use and require less money as they are already in fair to
good condition. The reasoning is that the cost of pavement preservation is a fraction of
the cost for repairing or reconstructing a road in poorer shape.[5] This is not a formal
policy on the part of the County and many residents are not aware of this unstated
strategy. The BoS have input within their district on what roads get worked on with
Measure D funds.[6] However, the current maintenance strategy is one of the three
described in the Pavement Management Program Update (PMP). As a consequence,
most rural local roads will have little to no maintenance in the current 5-year plan.[3]

The road network is the lifeblood of our County. The 586 miles of County roads are
used every day by our citizens in one way or another.[7] Every day, people travel on our
roads to get to and from work and school. The U.S. Postal Service, sanitation, PG&E
and other businesses use our roads to deliver products and services to us. Emergency
services such as fire, police and ambulance services use our roads to keep us safe.

Scope and Methodology
The Grand Jury sought to establish the current and projected status of the road network
in the unincorporated areas of Santa Cruz County. The Grand Jury also wanted to
examine the role of the DPW, within the Santa Cruz County Community Development
and Infrastructure Department (CDI), the maintenance and repair of the road network
and the effectiveness of the programs and procedures. In addition, the Grand Jury
wanted to study the budgeting and funding mechanisms relating to the maintenance
and repair of the County roadways.

Our investigation included the following:
● Investigation of the DPW’s maintenance programs for County roads
● Review of the DPW’s budget and funding for maintenance and whether there is a

shortfall
● Determine how often roads are surveyed and how condition is tracked
● Determine whether the current maintenance program is catching up on deferred

maintenance or if the DPW is falling further behind
● Determine whether emergency access is used as a criterion for road

maintenance priority

The Grand Jury examined various State, Federal and County agency documents and
websites, as well as several news media articles. Interviews with CDI staff, members of
the BoS, and a staff member of the Santa Cruz County Regional Transportation
Commission (RTC) were conducted. The Grand Jury also attended town hall meetings,
toured road sites and tested the complaint system.
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Investigation

Maintenance of Roads
For more than 35 years, the County has used Pavement Management Program
Software (PMPS) called StreetSaver. The software program is designed to provide
objective information so managers could make decisions regarding maintenance of the
road system.[9]

In addition, every 5 years or so, the County has had a consulting company perform an
independent audit of the condition of the roads resulting in a Pavement Management
Update. This audit report was last released in November of 2019. Among other things,
this report documents the condition of the County roads. The PCI utilizes a 100 point
scale. The scale is broken down into five broad categories as shown in Figure 3
below.[10]

Figure 3: Pavement Condition Categories by PCI.[10]

The road classification system goes from major arterials, minor arterials, major
collectors, minor collectors to local roads. Funding sources can limit the type of roads
where the funds are used.[11]

New roads have an average life expectancy of about 15-20 years without
maintenance.[12] Primary wear happens with traffic as well as weather (sun and rain).
Tree roots also cause road damage. Culverts are used to drain water away, which
sometimes clog or fail. Cracks can develop in the road surface from these factors.
Cracks allow water intrusion into the roadbed which contribute to pothole formation and
road deterioration. Periodic sealing of these cracks, fixing potholes and clearing culverts
keeps the road in good shape and can extend its life by a decade or more. More than
63% of the local roads are in poor to failed condition as noted in the 2019 PMP.[13]
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The PMP prepared by Nichols Civil Engineering (NCE) for the County in 2019
recommended that arterials be inspected every two years and that residential roads be
inspected every four to five years.[14] The Grand Jury has not been able to assess if
these inspections have taken place.

The DPW monitors road conditions mainly through observations made by road crews
when carrying out assignments as well as feedback from the public.[15] The public can
inform the County of road problems such as potholes via the “My Santa Cruz County”
mobile app for phones (both Apple and Android), the “My Santa Cruz County” website
https://cconnect.santacruzcounty.us/ or by phone at (831) 454-2160.[16]

Several members of the Grand Jury tested the mobile app with fairly good results once
the app was loaded. Some struggled with initially loading the app when in rural areas as
it seemed very sensitive to weak internet connections. Repairs were performed in as
little as a week for the potholes reported during our testing of the system.

The long-term failure of the County to adequately maintain the local classified County
roads has led to the current condition and failed roads. Large potholes with drivers
swerving to miss them can cause accidents. Many of these rural County roads also do
not meet more recent safety standards developed by the Central Fire District of Santa
Cruz County for proper emergency services support in case of a wildfire. Roads shall be
20’ wide exclusive of shoulders and have an overhead clearance of 15’.[17] Safety is one
criteria or mandate the RTC uses in making decisions on which projects to fund.[18] [19]

Similar to a car, regular maintenance is critical for the long life of a road. Maintenance
costs dramatically increase the longer a road is left to deteriorate. A failed road can take
more than eight times the amount of money to rehabilitate compared to one receiving
regular maintenance.[5] The estimated 2019 reconstruction costs for a road was more
than $1 million a mile and that has gone up substantially in the last few years. This does
not take into account the wear and tear a poorly maintained road causes to vehicles, the
safety of drivers and pedestrians trying to avoid potholes and the delay in supplying
timely emergency services in the time of need.[20]

Maintenance is different from failure repairs but can be related. It is well known that the
Santa Cruz County mountain geology contributes to road closures due to slides, fallen
trees and water washout of roads in heavy rains. In addition to normal maintenance the
County must repair failures from storms and natural disasters.[21]

Backlog of Deferred Maintenance
Multiple disasters in recent years have caused widespread damage to Santa Cruz
County roads. However, the biggest threat to our roads could be deferred maintenance
(aka “unfunded backlog”). Deferred maintenance is maintenance that is needed but
can’t be done because of a lack of funds. The current backlog is estimated to be around
$401 million. That figure is projected to climb to $479 million by 2028.[22] [23]

Santa Cruz County's average Pavement Condition Index is less than 48 (as of 2019)
which is 17 points below the statewide average. With the current funding level, it is
projected to be 38 in 2024, and it is further projected to drop to 33 by 2028.[3]
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The state of the culvert system is another factor in evaluating the condition of the road
network. Damaged or clogged culverts are a big reason why roads get washed out.
When a road washes out, it takes the roadbed with it, costing 10 times more to fix.[24]

There are approximately 6,000 culverts countywide and many are damaged or failed.[25]

Currently, the deferred maintenance of the culvert system is estimated to be around
$400 million.[26] [27] That brings the deferred maintenance total to approximately $801
million for the culverts and roads.

The more that is done sooner to maintain our roads, the less we will have to pay later.

Pavement Preservation
Pavement preservation was identified by the U.S. Department of Transportation as an
important task for the government to facilitate in 1988.[28] The roadways we use are
important to our everyday lives. In a county like Santa Cruz, we have many different
transportation systems, with roads playing an important role in society, allowing our
citizens to move about with private cars, buses, bikes and even walking. All must be
able to coexist for a well-functioning community.

County roads have been needed to allow movement of the population for more than 100
years and that need will continue into the foreseeable future. Paved roads have a finite
life. Performing lower cost pavement preservation can more than double a road’s useful
life. Similar to tires or brakes on a car, roads wear and need maintenance to preserve
their ability to serve the population. Without preservation, roads deteriorate to a point
where they need to be replaced or rebuilt at a higher cost.[29]

Historically, the County has used a combination of slurry seals, rubberized chip seals,
and single chip seals as well as micro-surfacing for preservation treatments.[30]

Preservation is good but it is not the whole story. Pavement preservation is no longer
effective once a road has deteriorated to a PCI of less than 25. At that point the road
needs to be reconstructed.[31]

With the current practice of the County primarily performing preservation work, local
roads are mostly being ignored except for an occasional pothole repair or emergency
repair because of a catastrophic failure. The County fails to use a balanced approach
performing road maintenance as long as the County has limited resources preventing it
from doing all that is wanted or needed.

Funding of Road Maintenance

The 2019 PMP suggested that the maintenance program was being funded yearly in the
amount of $8 million dollars.[32]

Funding comes from multiple sources, the main ones are:
● County General Fund
● Measure D
● Special District 9D (1-3)
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● SB1
● Measure K

In addition, there are several other sources of funding:
● Fuel Taxes
● Road use payments from companies with County contracts, like Greenwaste
● Vehicle registration fees
● New construction project assessments

The funding balance changes annually, with the 9D funding being the only reliable
source. Major projects can also be funded through grants and programs from the State
and Federal governments.

If approved, declared disaster emergency repairs may be reimbursed from the following
sources: Federal Emergency Management Agency (FEMA) funds 75% and State funds
12.5%, with the County paying the remaining 12.5% for road repair.[33] However, there is
a catch. Even if the County follows the requirements of FEMA, funds can be reduced or
delayed even after repairs have been completed. It can take as much as three to five
years to get reimbursed from FEMA. Normally the County will secure the funds to
perform repairs quickly when possible and then have to wait for reimbursements from
FEMA and the State. This sometimes means that the County needs to take out loans
that have to be repaid with interest. Currently the County is waiting for reimbursements
of more than $144 million.[34]

Some funding sources from California are distributed through the RTC.[35] The County
must apply for project funding and compete with the local cities for these limited
resources. The RTC has specific criteria that must be met that may preclude the money
from being used where the County needs it most, mainly on poor, very poor and failed
local roads (as shown in Figure 4).

Figure 4. Pavement Network Breakdown by Functional Classification.[13]

Proposition 13
No discussion of funding would be complete without some discussion of California
Proposition 13 (Prop 13) as it has had a large impact on County funding. In 1978, Prop
13 fixed the property tax rate in California at 1% of the assessed value.[36] 13.5% of the
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tax collected is sent to the County of Santa Cruz to provide mandated services to its
residents.[37] The Santa Cruz County government receives one of the smallest
percentages of all the counties within the state. The funding percentage is based on the
proportionment prior to the passage of the proposition. State Assembly Bill 8 set the
proportionment after Prop 13 passed.[38]

General Fund
Primary, direct funding comes from the County General Fund. The Grand Jury was
unable to find enough detail in the County budget reports to break out how much
specific funding was going to routine maintenance, which is separate from general road
repairs and improvements. Even with all of the funding sources, County roads are being
underfunded by more than 60% every year.[3] New projects like the Rail Trail, Highway 1
expansion and the “Complete Streets” project on Soquel Avenue have diverted funds
that could have been used for basic road maintenance.

Measure D
In November of 2016 Measure D, a ½ cent sales tax increase, was approved by the
voters raising approximately $17 million annually. 30% goes to Neighborhood/Local
Road Projects. The expenditure plan distributes the funds to 5 categories of projects as
seen in Figure 5.

Figure 5. Allocation of Measure D Revenues.[39]

The RTC administers the expenditure of all Measure D revenues and supplies reports
on completed projects and a 5-year funding plan.[40]

The June 2023 Measure D updated 5-year Funding Plan shows that the Santa Cruz
County District 1 Supervisor has chosen not to provide Measure D funds to the District 1
road resurfacing program. The other Districts have road work listed for in the Measure D
Funding Plan.[41]
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Special District 9D (1-3)
Road repairs in the unincorporated areas of the County are also partly funded by
County Service Area (CSA) Special Districts 9D (Zones 1-3). (Figure 6 below) The
current flat assessments are $56.40 on improved properties and $28.20 on unimproved
properties in the unincorporated areas of the County. CSA 9D funds account for over
25% of current funding for County road maintenance.[42] [43]

Figure 6. 9D Special Districts Zones[42]

CSA 9D is a Special District governed by Santa Cruz County Government Code Section
25210. Most special districts are formed by local residents with approval from LAFCO.
Special District 9D was created by Resolution 366-83 in June of 1983 and Resolution
#42-89 by the County BoS in December of 1988.[44] [45] [46]
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Proposition 218, passed in November of 1996, added additional restrictions to the
operations of Special Districts. All Special Districts developed prior to 1996 were
grandfathered in, including 9D, and presumed to be valid. These additional restrictions
limit how CSA 9D can be modified as any changes will need to adhere to the new
regulations.[47]

LAFCO is required to perform a periodic review of Service Districts. The last review of
CSA 9D is dated August 5, 2020. The report states that “the Board of Supervisors
determined that the sub-zones’ service charges would vary based on the extent of
benefit derived from such service provided to parcels within the sub-zones.”[48]

LAFCO found the County has not varied the amount of the service charge since
inception. The three zones that comprise 9D generate approximately $2.7 million
annually.[48] [49] Failure of the County to form the Special District with the inclusion of a
range of assessment rates or a built-in inflationary adjustment, which was allowed at the
time, has caused this important funding source to become inadequate over time.
Average inflation over this time has been 3.45% a year. If the annual inflation had been
part of the formula, a rate approximately 3.76 times the current amount would now be
charged.[42] [50]

LAFCO’s report is supposed to detail revenue and expenses for the Special District with
sufficient detail for the public to understand how their taxes are being used. The Grand
Jury found that there was not sufficient detail in the publicly available LAFCO or County
budget reports to determine how the funding was being used. The LAFCO report
showed 100% of the funding coming from the property assessment taxes and 100% of
the expenditure being used for “services and repairs,” but without any detail on what
those services and repairs were.[51] The published budget from the County was also
lacking this detail. Residents currently are not able to determine how their CSA 9D
taxes were being used except in a general way. They could not determine what roads
were repaired or resurfaced in their zone or what repairs were performed. There is no
way to determine that the funds were used correctly in the zone, where the funding took
place, and to confirm the funds were not commingled with general DPW funding.
Comingling of funds is not allowed.

SB1
California SB1, also known as the Road Maintenance and Rehabilitation Act (SB1), was
passed in 2017 in order to reward local communities for creating new revenue sources
to fund their own transportation needs. Santa Cruz County qualified for SB1 matching
funds by passing Measure D in 2016.[52]

The State designated the Santa Cruz County Regional Transportation Commission to
select projects that meet the requirements set forth by the California Transportation
Commission (CTC). These requirements include safety (cars, pedestrians, bicyclists),
maintenance of transportation assets (roads, bridges and culverts), transportation
efficiency and the reduction of the carbon footprint.[52] [53]

Currently, SB1 funds are being used as matching funds to State and Federal relief
efforts responding to the devastating storms of 2017 and 2023. Due to the extensive

Santa Cruz County Local Roads published June 5, 2024 Page 12 of 22

12 Santa Cruz County Civil Grand Jury



damage from these events, it is unlikely that the County will be able to use SB1 funds
for resurfacing of local roads for the foreseeable future.[54] [55] [56]

The Federal Infrastructure Investment and Jobs Act of 2021 and the State’s Road
Repair and Accountability Act of 2017 (SB1) will provide $16 million for Santa Cruz
County for some much needed improvements. None of these funds will be used to fund
repair of poor or failed roads. The funding will be applied to two highway projects in the
County.[57]

Measure K Sales Tax Increase
Measure K passed in March 2024 within Santa Cruz County, increasing the sales tax
rate ½ percent in the unincorporated areas. This tax is estimated to bring in $10 million
in extra revenue to the County General Fund after the first year. The tax will continue
indefinitely unless changed by another measure. $1 million or 10% of the Measure K
funding is earmarked for road maintenance and County infrastructure projects for the
first year, per the Measure K voting materials. These funds go into the General Fund
and are not guaranteed to be used for road maintenance. Even if the full $1 million
annual funds were used for local roads, it could only pay for about one mile of paving of
a very poor or failed road.[58] [59]

Other Funding Sources
Another source of revenue for local streets and roads comes from the State
Transportation Improvement Program (STIP). This program is primarily funded by fuel
taxes collected by the State and redistributed through STIP back to local agencies. The
RTC is in charge of deciding where these funds are spent in the County following
guidelines set down by the California Transportation Commission.[60]

The fuel tax revenue received from the State is based on the number of road miles and
the number of registered vehicles in the County. Unfortunately, this source of funds has
become unreliable. This tax has less purchasing power due to inflation, fuel efficiency,
and the increased use of electric and hybrid vehicles.[61]

An additional funding source is the Vehicle Licensing Fees (VLF) collected by the
Department of Motor Vehicles (DMV): 37.5% of these fees are returned to the County to
use for road maintenance.[62]

Conclusion
Local roads in unincorporated Santa Cruz County are severely underfunded and as a
result are in deplorable shape. The Grand Jury feels the best opportunity to increase
substantial funding is to address the deficiency in Special District 9D. The NCE’s report
predicts that under the current spending level, our roads will deteriorate even further.
The County cannot afford this increasing liability. Additional funding sources (e.g.,
Measure D and K) are helpful but wholly inadequate to address the current and
projected deferred road and culvert maintenance. This leaves unincorporated County
residents at a higher risk of delayed emergency response and strandings.
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Findings
F1. Underfunding the road and culvert maintenance work on the 586 miles of County

roads in unincorporated Santa Cruz County for more than four decades has
created a backlog of deferred maintenance currently exceeding ¾ of a billion
dollars which creates a hazard for residents.

F2. Due to the large shortfall in funding, Santa Cruz County Department of Public
Works adheres to the accepted practice promoted by the Federal Highway
Administration and RTC of prioritizing pavement preservation over pavement
restoration. Much of the public lacks awareness of this practice in the absence of
a formally documented policy which impacts voter choices.

F3. The County road maintenance strategy differs by Supervisorial District leading to
inconsistent road repair expectations among districts. This lack of a coordinated
strategy leaves residents frustrated and with a sense of unfair treatment.

F4. Storms of 2017 and 2023 caused significant road failures. Contributing factors
were inadequate culvert, drainage ditch, and road surface maintenance which led
to culvert failures and full road washouts leaving residents stranded or incurring
significant delay.

F5. The County of Santa Cruz has failed to ask unincorporated County voters to
increase the funding of the Special District 9D (1-3) road assessment fee since
its inception in 1988, which has resulted in a drastic loss of revenue for
maintaining County roads.

F6. The County of Santa Cruz has failed to perform resurfacing maintenance on
many of the smaller unincorporated local roads, resulting in higher failure rates
and at least a 10 times increased maintenance cost when and if those roads are
resurfaced.

F7. Santa Cruz County's neglect of unincorporated local roads for many decades has
led to an average Pavement Condition Index of less than 48 (as of 2019) which is
17 points below the statewide average. With the current funding level, it is
projected to be 38 in 2024, and it is further projected to drop to 33 by 2028 which
will leave the County in a position to experience higher catastrophic road failures.

F8. The County prioritizes preventive maintenance of roads in fair to good condition
over road repair and reconstruction due to limited discretionary funds. As a
result, many residents in local road areas will have to contend with very
poor/failed roads into the foreseeable future.

F9. The most recent LAFCO and County reports fail to provide detailed accounting of
how 9D funds are being spent. The result is that taxpayers lack the information to
ensure that generated funds are being used appropriately.

F10. Minor progress has been made in seeking and securing additional funding
sources. The additional funding is far short of what is needed to maintain and
repair the road network.
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F11. Measure K funds go directly into the General Fund and road maintenance
funding expenditures are only recommended. This may allow the funding to go to
other needs.

Recommendations
R1. The Grand Jury recommends that the DPW complete a public report by

December 31, 2024 which shows the prioritization of culvert and drainage ditch
maintenance in order to help prevent road washouts that are more costly to
repair. (F1, F5)

R2. The Grand Jury recommends that the Board of Supervisors increase annual
funding to the DPW to improve at least one local road segment with a PCI of less
than 40 as listed in the Pavement Management report, in each Supervisorial
district starting December 31, 2024. (F1, F2, F7, F8, F9)

R3. The Grand Jury recommends that the DPW supply information to LAFCO
detailing expenditures in each of the three zones of CSA 9D for the years
2020-2023 by October 31, 2024. (F6, F10)

R4. The Grand Jury recommends that LAFCO issue a new County Service Area 9
Service and Sphere of Influence Review incorporating detailed data of
expenditures for each 9D zone by March 15, 2025. (F6, F10)

R5. The Grand Jury recommends that the County Board of Supervisors should begin
the process necessary to increase the funding in CSA 9D to an amount in line
with what is needed to reduce the backlog of very poor and failed road repairs by
December 31, 2024. (F6)

R6. The Grand Jury recommends that the County Board of Supervisors take steps
necessary to add a consumer price index increase to CSA 9D, as allowed by law,
by December 31, 2024. (F6)

R7. The Grand Jury recommends that the County Board of Supervisors continue to
prioritize a minimum of 10% of Measure K funds to repair roads in the County
with a PCI of 25 or less by December 31, 2024. (F10, F11)

R8. The Grand Jury recommends that the DPW formalize its policy of abandoning
pavement restoration on very poor and failed Local roads into a publicly available
document in order to inform affected property owners and prospective buyers by
December 31, 2024. (F2, F3, F4, F7, F9)
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Required Responses

Respondent Findings Recommendations Respond Within/
Respond By

Santa Cruz County
Board of Supervisors F1–F11 R1–R3, R5–R8 90 Days

September 3, 2024

LAFCO F6, F10 R4 90 Days
September 3, 2024

Invited Response

Definitions
● BoS: Board of Supervisors, Santa Cruz County
● CDI: Santa Cruz County Community Development and infrastructure

Department, includes the Department of Public Works
● CSA: County Service Area (Special District) formed by citizens or County to

provide services paid by tax assessment on properties within the area covered
● CTC: California Transportation Commission
● DPW: Department of Public Works, County of Santa Cruz
● FEMA: Federal Emergency Management Agency
● LAFCO: Local Agency Formation Commission of Santa Cruz County
● Measure D: 2016 Measure to fund Transportation with ½ cent sales tax

measure for 30 years
● Measure K: 2024 Measure to increase sales tax by ½ percent in unincorporated

areas of Santa Cruz County
● NCE: Nichols Civil Engineering
● PCI: Pavement Condition Index
● PMP: Pavement Management Program Update (NCE Nov. 2019 Final Report)[7]

● PMPS: Pavement Management Program software (also known as “Streetsaver”)
● Prop 13: Proposition 13- “People's Initiative to Limit Property Taxation”, 1978
● Proposition 218: 1996 “Right to Vote on Taxes Act”- Governing Act for Special

districts
● SB1: California Senate Bill #1- “Road Repair and Accountability Act of 2017”
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Director, Community
Development and Infrastructure,
Public Works Dept.

F1-F6, F10 R1, R3, R8 90 Days
September 3, 2024

16 Santa Cruz County Civil Grand Jury

https://leginfo.legislature.ca.gov/faces/billNavClient.xhtml?bill_id=201720180SB1


● RTC: Santa Cruz County Regional Transportation Commission
● Special District: Formed with approval by LAFCO to fund specific work
● STIP: State Transportation Improvement Program
● Streetsaver: Pavement Management Program Software used by the County
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We Can Do Better with Our Jails!

Better Healthcare and Reentry Support

Summary
Santa Cruz County is a compassionate community. Residents expect that while justice is
being served, all inmates, especially the mentally ill, will be treated humanely and with
respect while being held in our jails. The same compassion was expressed by Jail staff
on our tours and in our interviews.

In this year's report, the Santa Cruz County Civil Grand Jury challenges the Sheriff’s
Department to improve the treatment and safety of jail inmates living with mental illness
and to develop innovative and effective post release reentry programs. The Grand Jury
believes we can do better with some operational changes:

Improve Medical and Mental Health Care in the Jail
● Conduct Health Service Audits of medical records for quality of care improvements.
● Improve Discharge planning for better continuity of care.
● Update training for medical and correctional staff on the proper use of Safety

Cells for mentally ill patients/inmates, to meet State requirements and to comply
with the Sheriff’s policy and procedures manual.

● Instruct Medical and Jail staff on when it is appropriate to transfer suicidal
inmates to a Mental Health Facility either in or, if necessary, outside the county.

Inmate Rehabilitation and Reentry
● Reopen the closed units and move all qualified inmates to the Rountree

Rehabilitation and Reentry to prepare them for return to the community with new
job skills development, education, work release and transitional programs.

● Do not block Grand Jury inmate interviews and allow the Grand Jury to observe
classes and programs.
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Background
The California Penal Code 919(b) specifies that the Grand Jury shall inquire into the
conditions and management of the public prisons, jails, and juvenile detention facilities
within the County.[1]

Santa Cruz County residents are concerned with the proper treatment of incarcerated
persons. Our community’s values align with better conditions for the inmates and jail
staff. Residents are also concerned about the use of “Safety Cells,” particularly as it
relates to inmates with mental illness. The Grand Jury was told that historically the
Corrections Bureau believes that Reentry Begins at Booking.[2] The Grand Jury
embraces this statement and would hope these are not only nice words, but actual
practice. The phrase lends itself to the Rountree facility name: Rountree Reentry and
Rehabilitation facility. The Grand Jury investigated just what programs and classes were
offered to inmates.

We have a mental health crisis in this country and in our county. The statistics show that
in the Santa Cruz Jails 30%-40% of those incarcerated suffer from mental health
disorders and are likely on, or need, psychotropic medication. That makes our jails, in
effect, the largest mental healthcare facility in the county.[3]

Why this topic matters for County residents
Do you know someone in your family or perhaps someone connected to you who has
been incarcerated in the Santa Cruz County Jail? If not, you may not understand what a
life-changing experience it would be to have all your freedoms taken away.

Medical and Mental Health Care in the Jail
● Residents expect the mentally ill resident to be cared for in health facilities, not

housed in jail.
● Inmates serving sentences or being held for pre-trial should not be mistreated with

improper use of Safety Cells.

Inmate Rehabilitation and Reentry
● Residents agree with the Jail’s philosophy “Reentry Begins at Booking.”
● Residents expect that inmates are prepared for re-entry.
● Residents are interested in knowing more about the Jail’s Rehabilitation and

Reentry classes, programs, services, and activities which prepare inmates for
reentry.

Scope and Methodology
The Grand Jury limited the scope of this investigation to informing the public on two
areas. One was the current conditions in the jail for all inmates, but particularly for those
suffering with mental illness. Secondly, we investigated what programs and activities are
in place to prepare inmates for their eventual release.
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Along with touring all the correctional facilities, the Grand Jury:
1. Conducted eight (8) interviews with concerned citizens, jail supervisors and staff,

and legal and academic experts on correctional facilities.
2. Reviewed numerous reports that have looked at jail operations for compliance of

requirements noted in the state regulations governing prisons and jails (Title 15)
(See Appendix E for Key Title 15 Policies In this Report) and the Sheriff's policies
and procedures governing Santa Cruz County Jails.

3. Compared those minimum requirements with current Jail operations.
4. Identified gaps in current inmates' medical care and services for the mentally ill.

Investigation
The Grand Jury members learned from the tour that the staff is deeply dissatisfied with
the physical conditions at the Main Jail. The Grand Jurors agreed the conditions are not
good for the mental health of both inmates and staff. Even if you are in good mental
health, just being in the jail building is disturbing and stressful. It is definitely traumatizing
if you already are suffering from mental illness. As empathetic members of the
community, the Grand Jury tried to imagine what it must be like for a person to go
through the judicial process while in Jail. The Grand Jury is also hopeful that if inmates
participate in the programs and activities offered by the Jail, reentry into the community
can be made easier.

Imagine yourself an inmate in our local County Jail awaiting trial and you are

presumed innocent. Imagine that in addition to your legal problems, you are

struggling with mental health issues. Now imagine that you are placed in

isolation in a "safety cell" with minimal psychiatric care and virtually no

supervision to make sure you are actually safe and receiving treatment.

And imagine suffering from a mental health condition, and because of a crisis,

you end up in jail. You are in a totally unknown environment. No one explains

anything to you that you can understand. You are put in a small white cell where

everything is made out of concrete. You have no physical ability to receive mail or

have photos that remind you of friends or family. And if your condition worsens,

you may not be transferred to an appropriately higher level of care. Instead you

may be pepper sprayed, tased, tied to a chair, and finally dragged to a safety cell

with no water or toilet where you may languish up to 48 hours. That may happen

multiple times.

Also imagine, if you can, that you have finally navigated the labyrinthine and

often bewildering criminal justice system and jail systems and having paid your

debt to society, are eligible for release. Yet you stand at the doorway to freedom

with no skills, no preparation and no practical plan to break the cycle of

reoffending and recidivism.
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As mandated, jurors toured the correctional facilities in Santa Cruz County. The Santa
Cruz County Sheriff’s Office runs four corrections facilities in the county; the Santa Cruz
County Main Jail, Blaine Street Women’s Facility, Rountree Medium Security Facility and
the Rehabilitation and Reentry Facility.[4] [5]

While the Grand Jury toured the Juvenile Facility in Felton, the Grand Jury is not
reporting on the Juvenile Facility in this report. However, we found the programs for
youth are exceptional. The program, operated by the Santa Cruz Probation Department,
has achieved a 41% decrease in admissions since 2013.[6]

Classification Determines Housing Facility
Once booked there is a classification procedure which determines release or housing.
Those determined ‘not to be released’ are given a housing assignment in one of the four
facilities; the Main Jail, Blain Street Women’s Jail or one of the Rountree two facilities.
This begins incarceration. The experience is described below with some notable facts
the Grand Jury uncovered in this investigation.

The Main Jail

Figure 1: Santa Cruz County Main Jail. Photo courtesy of Ashley
Keehn.[7]

Every adult who is arrested anywhere in the county is taken for booking to the Main Jail
located at 259 Water Street in Santa Cruz. Once booked, a decision is made using a
classification system to determine if a person should be released or housed.

The Sheriff's office provides alternatives to being housed in the Jail.[8] The jail operates a
Custody Alternative Program, an alternative to being housed while awaiting trial. This
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program diverts people away from incarceration. In January of 2024 there were 51
people on work release, 37 males and 14 females.[9] [10] Of all the people arrested and
booked, about 20% do not qualify for pretrial release and therefore must be housed in
the Main Jail.[11]

A state of uncertainty while awaiting trial
The jails have a total capacity of 511 inmates. In 2022 there were on average 352
incarcerated men and women in the three correctional facilities, which is 73% of
capacity. This does not include Blain Street Women’s jail, because it was not open until
May 2023.[12]

According to the 2023 Santa Cruz Criminal Justice Court Report during one month in
2022, the average daily population was 327 incarcerated persons, but only 64 were
sentenced and 263 were in pretrial (not sentenced) awaiting either sentence or release.
The number of incarcerated people determined to be incompetent to stand trial were 33
in 2020, 64 in 2021 and 68 in 2022.[13]

Most of us know you are deemed “innocent until proven guilty”, but you are in jail, so you
are treated the same as an inmate serving time. You have all your freedoms taken away
and you are completely reliant on the correctional staff for your food, shelter, security,
medical and mental health needs. You may imagine that this can be a very traumatic
experience. See Figure 2 below.

Figure 2: Main Jail cell. Photo courtesy of Ashley Keehn[14]
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Pretrial release times can be quite lengthy depending on many variables. Some inmates
have been in pretrial status for years. As part of the booking process, a variety of tools
are used to classify and segregate inmates by their gang affiliation, mental health
situation, gender issues, and whether they are a potential risk to themselves or others.
Your classification is reviewed monthly to make any necessary changes. A month would
be a long time to wait if there was a mistake made with your classification, especially for
the mentally ill.

The Rountree Medium Security and Rehabilitation Facility

Figure 3: Rehabilitation and Reentry – Rountree facility. Photo
courtesy of Ashley Keehn[15]

Located at 90 Rountree Lane in Watsonville, the facility consists of two sections. It has a
minimum security and a medium security component. It houses men only. The medium
security component itself consists of two units, one of which has been closed for
refurbishment for a few years. Last year's 2023 Grand Jury Jail report recommended
reopening the closed unit at Rountree. It is still closed today due to staffing shortages.
This would have allowed the Jail more balance of the jail population between the three
facilities. It also would allow some inmates from the Main Jail to move to Rountree and
take advantage of the programs available there.
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Figure 4: Rountree Minimum Security facility. Photo courtesy of Ashley Keehn[16]

The minimum security unit is referred to as a Rehabilitation and Reentry unit and its goal
is to educate and prepare inmates for reentry into the community. Most of the inmates
housed at Rountree are sentenced and have agreed to attend classes and programs.

Sheriff Blocks Interviews with Inmates
The Grand Jury was not permitted to interview inmates serving sentences at the
Rountree Rehabilitation and Reentry facility, even though such interviews were
suggested by the Bureau of State and Community Corrections (BSCC) in its instructional
“Handbook for Grand Jurors.”[17] [18] The BSCC is the author of the Title 15 regulations
governing the minimum standards that community jails are required to adhere to in their
operations. See Appendix A for the Penal Code Governing the Grand Jury.
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According to the BSCC, the Grand Jury is instructed to ask the following questions as
part of the Jail investigation:

Interviews with Inmates are allowed.
Per Penal Code Section 916, use two jurors for each individual interview
with an inmate. An inmate may become intimidated if more than two jurors
are present during the interview. It is a good idea to ask open-ended
questions. Sample questions include:

● What do you like best about this facility?
● What is your daily schedule?
● How do you arrange to see the medical personnel?
● What is the grievance process?
● What do you do during the day?
● How did you learn about the rules?
● What would you like to see changed in this facility?
● How do you get along with staff?

It is not appropriate to discuss the inmate’s offense, case or other personal
matters. Your interview should focus on the experience of the inmate in the
facility. If the inmate attempts to engage in a discussion of his/her case, gives
you mail to send, or asks you to make a phone call, make it clear that you
cannot discuss these matters.
Figure 8: From the 2021 BSSC Jail Inspection Handbook for Grand Jurors.[18]

The Grand Jury investigation would have been aided by inmate interviews by disclosing
the perspective from someone inside of the jail. The head of the corrections bureau
denied our request to attend some of the classes at Rountree to get a better
understanding of how the rehabilitation program works. Attending some classes and
speaking to some inmates would have greatly enhanced this Grand Jury report.

The correctional officer denied the Grand Jury request because:

1. “It has never been done before and would not want to set a bad precedent.”
2. “It would be too dangerous for Jurors to talk to inmates.”

The Grand Jury reviewed past Jail Reports which had inmate interviews granted under
previous Sheriff administrations. The Grand Jury offered to conduct inmate interviews via
Google Meet. Since Covid this has been Grand Jury policy. Virtual interviews would have
solved the security issues. If teachers are allowed to teach in person why would it be
dangerous for Grand Jurors to observe classes and interview inmates attending those
classes?
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The Blaine Street Women's Jail

Figure 5: Blaine Street Women's Facility. Photo courtesy of
Ashley Keehn.[19]

The Santa Cruz County Blaine Street Women’s Facility reopened in 2023. It is a 32-bed
capacity facility located at 141 Blaine Street, next to the Main Jail. Generally, this
detention facility houses women awaiting bail and inmates serving brief sentences,
usually a year or less. It also has rehabilitation and reentry programs, with some
designed especially for women.

A Type of Incarceration Outside the Jail System - LPS facilities
LPS - Lanterman-Petris-Short Act named after the authors of the Act, provides the
statutory framework for the commitment of individuals with mental health disorders and
provides protection for the legal rights of such individuals.[20] Mental Health best practices
and the state regulations of Title 15 require that an inmate in a psychiatric crisis be
transferred out of jail to an LPS psychiatric facility.[21] LPS designated facilities are the
county’s mental health treatment facilities. These facilities serve the community for
Mental Health evaluation and treatment and are certified by the State Department of
Health Care Services. A designated facility may include, but is not limited to, a licensed
psychiatric hospital or facility and certified crisis stabilization units.[22] Such a facility
would be more conducive to housing, treating or healing individuals that are dealing with
serious behavioral health needs.[23]

The Grand Jury learned that Medi-Cal is authorized to pay for medical treatment only in
facilities of 16 beds or less. Santa Cruz has one such facility, but could have multiple 16
bed facilities covered by Medi-Cal.[22] However, even if Santa Cruz County were able to
build multiple 16 bed LPS facilities, it does not have a source of funds to operate them.[24]

We Can Do Better With Our Jails! published June 11, 2024 Page 10 of 45

32 Santa Cruz County Civil Grand Jury



Medical and Mental Health Care in the Jail
● Wellpath is the contracted Medical and Mental Health provider for the Jails.[25]

● Wellpath is not fully staffed and has several vacancies in Medical and Mental
Health.[26] [27]

● There are not enough resources in Santa Cruz County to meet the Mental Health
needs of incarcerated persons, both while in custody, and following release from
custody.[28]

● On any given day in our jail system, there are between 60-90 inmates on
psychotropic medication for a mental health condition.[29]

● There are state laws (Title 15 - see Figure 13 - Appendix A) and Sheriff’s policies
that govern the proper treatment of incarcerated persons with medical and mental
health needs.[30]

Wellpath - the Contracted Healthcare Provider
In September of 2021, Santa Cruz County transitioned its inmate mental health care
from County Behavioral Health to Wellpath, a private Tennessee-based provider of
medical and mental health services. Wellpath clinicians work inside of the local jail
system as the primary mental health support organization. However, the Psychiatrist is
never onsite and uses video conferencing to evaluate, review and treat the mental health
of inmates/patients. Video conferencing is used in daily rounds and when an
inmate/patient is having a mental health crisis. Other mental health staff are onsite.

Their performance and level of care is subject to annual review. The contract states
Wellpath must provide staffing for Medical Healthcare 24/7, and Mental Healthcare for
16-20 hours a day.

According to answers given by Wellpath on 02/13/2024 in a Request for Proposal -
Vendor Report to the County, many staffing positions are currently vacant including:[26]

● One Mental Health Coordinator
● Two full time Mental Health Clinicians
● Three full time Registered Nurses
● Four full time Licensed Vocational Nurses

Some notable numbers from the report:
● Average daily # of detox patients - 12
● Average daily # of combined segregation inmates - 25-30
● Percentage of inmate population on medication - 65
● Percentage of inmate population on psych medication - 68
● Percentage of inmate population who are Severely Mentally Ill - 12

The Grand Jury is concerned with these crisis-level numbers. The workload appears to
be a problem, given the vacancies of medical and mental health staff. Reducing staffing
level caseloads is not the whole answer, but it is a crucial element to the question of
whether inmates with mental illness are being provided with the required level of care.
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A recent Santa Cruz Criminal Justice report, as well as statements by jail staff and the
Health Inspector, have all expressed concerns about Wellpath‘s high turnover of staff
and the fact that they only provide coverage for eighteen hours a day.[27] [31] While
someone is always a call away, the overall effectiveness of mental health services by
Wellpath is inadequate to the needs of inmates. This adversely affects inmates’ mental
health treatment.[3] [31] While medical staff are away, the mental health needs of the
inmates are in the care of correctional staff. Because they have very limited medical
training it could lead to inappropriate mental health care decisions.[32]

Solitary Confinement and Use of a Safety Cell
● Formerly known as Solitary confinement, “Administrative Separation” (AD-Sep) or

Modified Schedule is the physical separation of an incarcerated person from the
general jail population.[33]

● The Main Jail has three Safety Cells that are video monitored 24 hours a day with
15-minute visual checks by the correctional staff - not Wellpath. There are an
average of 36 inmate/patients placed on suicide watch per month.[34]

● Incarcerated individuals in and out of AD-Sep are provided a minimum of three
hours of exercise and seven hours of recreation time per week.[35]

● Safety Cells are used in the Main Jail if a risk assessment deems the inmate is a
danger to themselves or others, is making suicidal statements, as punishment for
not following the rules, or is having a mental health crisis requiring a 5150 hold
while waiting to transfer to a mental health
facility.[22] [36] [37] [38] [39] [40] [41] [42] [43] [44] [45] [46] [47] [48]

● On February 28, 2024 there were forty-three (43) inmates on a Modified Schedule
and for all of 2022, 321 were separated from the rest of the inmate
population.[49] [50]

Medical and Mental Health Treatment in the Jail
People in the criminal legal system often have a background of trauma and
poverty as well as acute health needs. One-quarter have serious mental
illness, many have multiple physical health conditions, and 60% of
California incarcerated people have substance use disorders.[51]

Through jail tours and interviews with staff, the Grand Jury learned that the Main Jail,
while not a certified mental healthcare facility, houses many mentally ill inmates.

The Grand Jury reviewed two years of reports that review medical health care in the Jail.
The reports are conducted annually and are from the County Public Health officer to the
Sheriff’s office. The inspections were conducted by an expert with over twenty (20) years
experience in reviewing and assessing Title 15 state-mandated medical conditions within
county jails.[52] The inspector noted that the jails were in good compliance with
regulations except for several significant deficiencies identified in this report.[37] [38] [53] [54] [55]
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Among the deficiencies noted were:
● Failure to prepare Health Service Audits
● Improper use of Safety Cells
● Lack of Mental Health Services and Transfer to Treatment Facilities
● Insufficient Informed Consent
● Over-prescription of Psychotropic Medications

The following sections expand on the deficiencies noted above.

Health Service Audits
According to Title 15 the health authority shall develop and implement a written plan for
annual statistical summaries of healthcare and pharmaceutical services that are provided
by the Jail.[56] Based on information from these audits, the health authority shall provide
the facility administrator with an annual written report on healthcare and pharmaceutical
services delivered.[53] [57]

Wellpath has not prepared Health Service Audits for several years. The absence of
these reports, with essential data concerning the quality of care, is an obstacle to
developing steps to increase inmate safety. It also hinders efforts to improve inmate
health. The Jail Quality Improvement committee needs these audits to conduct valuable
data analysis for data-driven medical care improvements. Also, when all jail medical staff
are involved with data gathering, they can provide input and suggestions which in turn
promote good morale.[54]

Ad-Sep and the Improper Use of a Safety Cell
Being incarcerated, even for those in good mental health, is associated with subsequent
depression and bipolar disorder and has been documented that it can worsen mental
health.[58]

An incarcerated person may be isolated from the rest of the inmates in their own cell, or
in some cases in a Safety Cell. Generally, Ad-Sep means spending 22 to 23 hours per
day in a single cell, usually about the size of an elevator, and are only required to be
provided a minimum of three hours of exercise and seven hours of recreation time per
week.
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Figure 6: A sobering cell on the left and a safety cell on the right. Photo courtesy
of Ashley Keehn.[59] [60]

According to The health Inspection Report citing California Title 15 section 1209
regulations governing jails, as well as the Sheriff’s own policies and procedures state, “in
no case shall the safety cell be used for punishment or as a substitute for Mental Health
treatment.”[40] [61]

The Grand Jury has learned through reviewing relevant reports and conducting
interviews that inmates are put in Safety Cells for numerous reasons including, but not
limited to:

● Breaking the rules[41] [43]

● Threatening to hurt themselves and others[38] [41] [62]

● Having a Mental Health Crisis[41]

Documented evidence provided to the Grand Jury revealed that inmates were held in
Safety Cells for days.[37] [38] [39] [39] [40]

Do we really think it makes sense to lock so many people alone in tiny
cells for 23 hours a day, sometimes for months or even years at a time?
That is not going to make us safer. That’s not going to make us stronger.
And if those individuals are ultimately released, how are they ever going to
adapt? It’s not smart. Barack Obama, 2015[63]

The number 5150 is the section of the California Welfare and Institutions Code that
evaluates adults who are deemed to be a danger to others, himself or herself, or are
gravely disabled. A 5150 hold allows an adult to be involuntarily detained for 72 hours in
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a psychiatric hospital or clinic.[36] Santa Cruz has one (1) psychiatric clinic. Patients do
not have to be treated in a psychiatric hospital, a clinic is sufficient. They also could be
treated at the Emergency department at Dominican until transferred to an LPS facility.

To meet a 5150 hold criteria in the jail, the inmate must display suicidal thoughts as
determined by a jail medical provider or, absent that, by the correctional officer in charge.
However, it has been the practice in our jails to only initiate a 5150 hold immediately prior
to release from the jail. Once a 5150 hold is issued you must transfer the inmate to a
mental health facility for care. Waiting until discharge to initiate a 5150 hold means
inmates may be held in Safety Cells for long periods of time.

Use of a 5150 hold by the Sheriff's office numbered more than twenty-six (26) per month
in 2022 and there were 321 such holds in 2022, according to the Sheriff’s statistics.[50]

In the report, the Health Inspector’s main concern was the use of Safety Cells, and they
spoke directly to the mental health professional in charge to determine if correct Title 15
procedures were being followed. According to the report, medical and jail staff were not
using correct procedures.[64] This deficiency is closely related to the misuse of giving
required mental health care services. It also is related to the proper procedures for
transferring inmates to a mental health facility. Mental health care is provided in what are
called LPS treatment facilities and are explained below.[44] To read more Safety Cell
information see Appendix B.

Role of the Crisis Intervention Team and Transfer to LPS Treatment Facility
The Santa Cruz County Jail Crisis Intervention Team (CIT) evaluates inmates who are in
a crisis and decides if the inmate needs to be transferred to a mental health facility. The
CIT’s focus is on those individuals who present with a stated or suspected risk to
themselves, a persistent mental health disability and/or individuals who present with
psychiatric symptoms. CIT staff are available 7 days a week, with limited availability on
Sundays, holidays and furloughs. Staff includes licensed Crisis Intervention Specialists,
a Jail Discharge Planner, Psychiatrist, Psychiatric Nurse Practitioner, a licensed
supervisor and graduate level interns who provide brief counseling.[65]

The current practice of reviewing inmate classification monthly is a long time for a
mentally ill inmate/patient to wait, especially if there was a mistake made in the
classification. Waiting an entire month for a review could endanger inmates suffering
from mental illness.

An inmate expressing ideation of suicide is considered to be in mental health crisis and
should be issued a 5150 hold and transferred out of the jail to a facility able to treat a
mental health crisis. The Health Inspector said Jail staff expressed a belief that many
inmates will express suicide ideation to get out of jail. This is another reason they are
reluctant to issue a 5150 hold. The Health Inspector believes that trained mental health
staff are capable of determining the difference between false claims and real ones.
However, absent an on duty medical staff member, the correctional officer in charge may
issue the 5150 hold to transfer the inmate to the county LPS mental health facility. If the
facility is not available, the transfer can be made to Dominican Hospital as a Psychiatric
Emergency.[38] [48]
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Inmates with severe mental illness are segregated in Main Jail unit "O," even though it is
not an infirmary unit.[11]

The Health Inspector’s main concern is the use of Safety Cells, but it is closely related to
the misuse of giving required mental health services and transferring inmates to a
Lanterman Petris Short (LPS) treatment facility. LPS facilities are described in the
following section.[44]

Expert opinion received by the Grand Jury indicates that Santa Cruz County is not
meeting the needs of the residents for mental health care.[66] California has 12.7
psychiatric beds per 100,000 adults and Santa Cruz County has 16 beds total. This is
67% below the statewide average. There is a pressing need for the creation of more LPS
certified beds, for county residents at large and for the inmate population.[66]

In-Facility LPS Program
The Grand Jury was informed that, when the County’s 16 beds are full, the
inmate/patient is transferred to another county’s LPS facility that has room to receive
them. The alternative is simply holding them in place or releasing them into the
community without treatment or care. Research conducted by the Grand Jury suggested
that an “in facility” LPS certified program would greatly benefit inmates. It would also be a
much needed mental health resource for inmates.[67]

An example of an in-facility program is the Acute Stabilization Unit (ASU) at the San
Mateo County Jail’s Maguire Correctional Facility. This 10-bed unit focuses on the
treatment of inmates who are acutely disabled by psychiatric illness and/or co-occurring
substance abuse disorders. It provides a 24-hour on-site physician, nursing, and mental
health clinicians to the unit. This “in facility” unit is equipped to treat inmates with a range
of conditions, including depression, bipolar disorder, and schizophrenia. Through its
designation as an LPS unit, the ASU is also authorized to admit and treat inmate patients
who are under the conditions of involuntary civil commitment. The current physical
structure of the Santa Cruz jail is not conducive to housing, treating or healing individuals
dealing with behavioral health needs.[68] An in-jail ASU would greatly benefit both jail and
medical staff if inmates in a mental health crisis could be transferred to an internal unit.[69]

Psychotropic Medications and Dosages
Psychotropic drugs affect how the brain works and can cause changes in mood,
awareness, thoughts, feelings and behavior.[70] Wellpath provides psychotropic
medication prescriptions for inmates prior to release when needed and are tasked with
all discharge planning. Released inmates must pay for and pick up medications from a
local pharmacy after being released. If they cannot afford medication or are unable to get
to a pharmacy, the likelihood they will have psychological relapses and unfavorable
health outcomes increases. Studies have shown released inmates who lose access to
medication have a higher rate of recidivism.[71] This report will discuss programs
designed to address inmate continuum of care in a later section.
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Informed Consent
The Health Inspector’s review of patient charts noted deficiencies or inconsistencies in
psychiatric medication, including monitoring and dosing. Prescriptions were made in
larger-than-customary dosage ranges or no specific dosage ranges at all. Best medical
practice is to specify small ranges, such as 1-2 mg. The Grand Jury learned that
Wellpath staff was prescribing 1-10 mg dosage ranges so that new dosages could be
given without inmate discussion or obtaining informed patient consent. The Health
Inspector believes that this practice resulted in medications being generally over-
prescribed.[72] [73] [74]

The Grand Jury learned that there were also additional violations of the Welfare and
Institutions Code requirement for informed consent.[73] [75] Wellpath is not following the
Health Standards of Care and the Welfare and Institutions Code for informed
consent.The inspector couldn't find any documented consent form prepared in the
medical record.[73] [76] Each time a dosage changes the patient must be told of the risks
and benefits of changing the dosage. The inspector was told by the medical staff that
inmates gave them informed consent. However, consent was only given verbally, not in
writing.[73] [77] [78] The Health Inspector reported consent must be in writing and approved
by both the prescribers and the patient. No written records were found, and no records
logged since November 2023.[73] [79] [80] [81]

Despite the deficiencies in mental healthcare noted above, even inmates suffering with
mental illness are working toward eventual release from incarceration. Fortunately, there
are programs and activities in place that are aimed at preparing all inmates for reentering
society. That leads us to the next section of our report.

Inmate Rehabilitation and Reentry
● Twenty percent of individuals booked are housed in the Jail because they are

deemed not safe to be released into the community and are held pretrial.[82]

● The 86 Rountree inmates are almost all sentenced. While at the Main jail they are
mostly (90%) pretrial.[83] [84]

● In custody programs, services and activities are provided to inmates. The Division
of Reentry (DOR) is responsible for providing oversight and for steering the
incarcerated towards reentry with new job skills development, education, work
release, and transitional programs.[85]

● There are 40 programs, services and activities administered. These programs
help inmates prepare for re-entry.[86]

● Rountree has three units with two for medium security, one for rehabilitation and
reentry, and one that is closed.[87]

● Opening this closed unit would enable about fifteen (15) sentenced inmates
housed at the Main Jail to move to Rountree.[84]

● According to Corrections, self improvement through education and vocational
training classes frequently combats low esteem and hopelessness.[88]
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● Preliminary findings show an early positive trend in California’s investments to
improve public safety through an increased focus on rehabilitation, education, and
restorative justice efforts.[71]

● In Santa Cruz County there are several community resources for inmates
preparing for release from jail.[89]

According to interviews with staff many inmates, especially those in pretrial, express low
esteem and hopelessness. Once sentenced the inmate is more willing to join classes
and programs to help with reentry. Self-improvement through education and vocational
training classes is very effective for combatting inmates’ issues.[90]

The prospect of having to search for meaningful work upon release from incarceration
can be a daunting one, particularly for inmates who have been out of the labor market for
a significant period of time. Additionally, inmates being released face the challenge of
maintaining continuing access to both medical and mental health support and services.
New programs are bringing new hope and help

Violation of Grand Jury Access to Inmates
The Grand jury was denied contact with inmates as required by State instructions and
training for Grand Jurors.[1] [17] [18]. The Grand Jury requested interviewing inmates in the
Rehabilitation and Reentry facility at Rountree. Inmates would give a unique perspective
for the investigation of the Jail. Leadership was concerned with security and wanted to
avoid setting a precedent. However, the Grand Jury has interviewed in mates in the past
investigations.

“Reentry begins at Booking”
The Sheriff’s Vision Statement boldly states its mission is continuous professional
development of staff to address crime and promote innovative corrections solutions.[91]

The Grand Jury was told the philosophy of “Reentry Begins at Booking” is a consistent
theme for the services and activities provided to inmates at the Rountree facility.[2] The
Division of Reentry is responsible for providing the oversight of In-jail programs that are
offered across all facilities, but the Rountree facility has the most programs, classes and
activities.[85] At the Blaine Street facility, women’s programs and classes are also offered.
These provide a system to steer the incarcerated towards reentry with new job skills
development, education, work release, and transitional programs.[92]

Currently there are about twenty sentenced inmates housed at the Main Jail. At the time
of the Grand Jury tour there were fifteen inmates who were eligible to go to Rountree.
However, there was not enough room to house them with the currently closed unit.

While serving sentences, inmates are offered classes on self improvement, and to learn
work skills and learn about restorative justice. These classes teach them how to give
back to the community. They may earn a high school diploma or an equivalency while
serving their sentence.[93]

Before Covid there were over sixty (60) programs, services and activities. Since Covid, it
has been challenging to find program directors and teachers. More classes are slowly
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being offered but they are insufficient to meet all the needs that were being met before
Covid.[92] [93]

There are currently about forty (40) programs, services, and activities offered by the
Division of Reentry:[86]

● Reentry Skills Programs (22): Cognitive behavioral based curricula, high school
diploma and/or equivalency, life skills, mental health, parenting, substance use
disorder, employment development, and a Career Technical Education Program

● Self-Help Services (13): Benefits enrollment, health services, legal services,
12-step programming, library services, reentry planning, spiritual support services,
veteran’s services and voting.

● Personal Development Activities (5): Visual Arts, writing, recreation, mindfulness
and yoga.

An increased focus on rehabilitation, education, and restorative justice efforts to prepare
for reentry show positive trends according to California Department of Corrections and
Rehabilitation. These program investments improve public safety and result in a
reduction in recidivism for reentering inmates.[71]

Many programs are also offered outside jail in the community through Cabrillo College
and by the Adult Education Program.[94] After their release, these programs help inmates
continue their education. This includes finishing their high school education.[92]

CalAIM Medi-Cal Inmate and Reentry Services
The Grand Jury investigation also revealed that the relatively new CalAIM Medi-Cal
program may provide some much needed post release help.[73] [95] While CalAIM is much
more than just serving reentry inmates, it basically is a revamping of the California
Medi-Cal policies.

When Medicaid was created in 1965, federal law barred the use of federal Medicaid
funds for services to people who are incarcerated. Partly for this reason, when people
leave prison and jail, they often experience gaps in care in accessing healthcare in their
community. Because of Medicaid expansion through the Affordable Care Act, most
people leaving California jails and prisons are eligible for Medi-Cal. In early 2023,
California became the first state in the nation to receive federal approval to use
Medi-Cal to cover a targeted set of services for people leaving jail or prison in the 90
days before their release. Correctional systems can start implementing this innovative
approach as early as October 1, 2024.[96]

Among other services, CalAIM seeks to help former inmates returning to their
communities from jail or prison. About 35,000 people are released yearly from
California’s state prisons. In addition, most of the 350,000 people booked into county
jails each year are released within a few weeks. While most people in this “reentry”
population are eligible for Medi-Cal coverage, they often struggle to get needed
healthcare services. This is a health equity issue because Californians of color, in
particular, are incarcerated more frequently than whites and have fewer financial
resources.[97]
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Pre-release services are an essential part of CalAIM’s justice-Involved Initiative, which
is designed to better meet the health needs of people leaving incarceration.[95] Other
services through CalAIM include:

● Enrolling eligible people in Medi-Cal before their release from prison, jail, or
youth correctional facilities.

● Ensuring connection to both physical and behavioral health services after release
and offering a new benefit, Enhanced Care Management (ECM), to the reentry
population starting in January 2024. ECM allows access to a Lead Care Manager
who provides comprehensive care management and coordinates their health
and health-related care and services including connections to the quality care the
member may need, no matter where they seek care - at the doctor, the dentist,
with a social worker, or at a community center.

● Increasing access to services known as Community Supports, including housing
transition navigation, rent deposits, day habilitation, and others. Community
Supports are services that help address members’ health-related social needs, help
them live healthier lives, and avoid higher, costlier levels of care. These include
support to secure and maintain housing, access to medically tailored meals to
support short term recovery and a variety of other community-based services.

The California Health Care Foundation (CHCF) supports projects that expand proven
models of care and research into policy approaches to improve the coordination and
delivery of care for people before and after they leave correctional settings and return to
the community.[98]

Wellpath is in charge of medical screenings at the time of booking and they are
currently enrolling all inmates in Medi-Cal who are not already insured. At discharge
they will establish a 14-30 day supply of needed psychotropic medication to inmates
prior to release and establish a virtual visit with a community provider for inmates with
mental illness.[99]

Diversion from Jail
The Grand Jury found there are many other programs provided by the Santa Cruz
County Community Corrections Partnership.[100] This partnership is made up of County
agencies working with the Sheriff’s Office that establish effective alternatives to
incarceration and recidivism reduction. See Appendix D for further discussion about this
partnership and their three goals.
Additionally, the Santa Cruz County Sheriff is part of the Stepping Up Initiative – a
national program for reducing over-incarceration of people with mental illness. Instead
of arresting a mentally ill person for a petty crime and booking them in Jail, the initiative
trains police to refer them to this program.[101]

Beyond Jail - Preparing for Release
The Grand Jury found numerous County funded programs and services available for
incarcerated persons to use once they are out of custody. See Appendix C for further
discussion of these programs.
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County post-release services are available to inmates through:
● The Sheriff’s Office Division of Reentry. The Division of Reentry has many

programs that work with newly released inmates.[92] See Appendix C.
● The Division of Reentry also partners with some Santa Cruz community

services.[100] See Appendix D.
● The Probation Department has many programs that work with newly-released

inmates. See Appendix D.
● The Public Defender Office’s Project R.I.S.E. (Reentry, Integration, Support and

Education) supports clients as they transition from incarceration back into their
community. See Appendix D.

Many of the in-custody programs and classes may continue after release, as they are
also offered in the community to support continuity of care after release.[94]

Post Release Community Programs
The Grand Jury discovered there are an impressive number of post-release inmate
programs operating in the community. The programs testify to the compassionate Santa
Cruz community which cares about helping released inmates as they adjust back into
society. These programs help released inmates steer away from their incarceration and
become productive community members. For a sampling of programs see Appendix D.

Conclusion
As reflected in this report’s Findings and Recommendations, the Grand Jury is deeply
concerned with the poor mental health treatment provided to our inmate population.
This extends to the treatment of inmates living with or developing mental health
challenges, through jail time and post release. This abiding concern is abundantly
detailed in this report. The treatments described, such as solitary confinement, are
inflicted on people that are still presumed innocent.

But not everything about our jail system is dark and foreboding. The Grand Jury
investigation brought to light the many positive reentry programs available while a
person is in custody. Then once released, many of these programs are available and
continued in the community. It is a testament to our compassionate community that so
many institutions exist to help people who have served their sentence and now need a
helping hand in their return to society. Not only does it make us safer, it reduces the
chances of reincarceration. The Grand Jury strongly urges the continued development
of these programs in and out of custody.

The Grand Jury believes that better inmate mental health treatment and positive reentry
programming, as suggested in this report, will enhance inmate wellness and create a
better community for all of us.
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Findings and Recommendations

Group 1: State Standards (Title 15) Compliance Issues
F1. The failure of Wellpath, the medical provider contracted by the Sheriff to provide

data from required Health Service Audits, has adversely affected inmate health
and resulted in poor health care and lack of pharmaceutical services for inmates.

R1. By the end of calendar year 2024, the Grand Jury recommends the Sheriff
instruct Wellpath to begin the Health Service Audits. (F1)

F2. The failure of Wellpath to implement a comprehensive discharge plan causes
inmates to be released without community connection to medical treatment and
medication.

R2. By the end of calendar year 2024, the Grand Jury recommends the Sheriff
instruct Wellpath to improve the medical discharge processes for better continuity
of care. (F1, F2)

F3. The failure of the Sheriff”s jail staff to properly address inmates' mental illness
crises has caused mentally disabled inmates to be held in Safety Cells for
excessively long periods.

F4. The improper use of Safety Cells by the Sheriff’s jail staff to isolate inmates who
are greatly in need of mental health care and/or have made suicidal statements
causes a violation of required procedure.

F5. The use of Safety Cells for punishment has resulted in violations of Title 15
section 1055 and the Sheriff’s Policy and Procedures Manual policy 516.2. This
may expose the Sheriff’s department to lawsuits.

R3. By the end of calendar year 2024, the Grand Jury recommends the Sheriff retrain
staff about the proper use of Safety Cells according to Title 15 section 1055 and
the Sheriff’s policy and procedures manual. (F3, F4, F5)

F6. The practice of excluding mentally ill patients from 5150 hold and transfer until
discharge results in a violation of both Title 15 and Sheriff’s Policies and
Procedures manual policy 516.2.

R4. By the end of calendar year 2024, the Grand Jury recommends the Sheriff retrain
staff with the proper use of a 5150 hold and the transfer of inmates to a mental
health facility according to Title 15 and the Sheriff’s policy and procedures
manual. (F6)
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F7. The failure of Jail administrators to transfer inmates with suicidal ideation or in a
mental health crisis to an out-of-county LPS facility adversely impacts inmate
mental health care.

R5. By the end of the calendar year 2024, the Grand Jury recommends the Sheriff
train staff on how to transfer suicidal inmates to an LPS facility for mental health
care. (F7)

F8. The failure of the Crisis Intervention Team to issue a 5150 hold and transfer
before an inmate is discharged adversely impacts inmate mental health care.

R6. By the end of calendar year 2024, the Grand Jury recommends the Sheriff direct
the CIT team to not withhold a 5150 hold and make a transfer until release
because this is not proper or best practice for inmates in need of mental health
care. (F8)

F9. The practice of placement in Administrative Separation (solitary confinement)
causes inmates to suffer mental health problems including, but not limited to,
anxiety, insomnia, paranoia, aggression, and depression.

F10. The failure of Jail administrators to transfer Inmates who are suffering from
mental health crises symptoms to an LPS Facility adversely impacts inmate
mental health care.

R7. By the end of calendar year 2024, the Grand Jury recommends the Sheriff
develop a plan to transfer all inmates in mental health crises to LPS facilities and
budget the extra cost of transferring patients out of the county. (F9, F10)

Group 2: Better Jail Conditions, Rehabilitation and Reentry
Preparation
F11. Opening the closed unit at Rountree and increasing the number of re-entry

programs would result in better conditions for inmates and less stress for the
correctional officers.

R8. By the end of calendar year 2024, the Grand Jury recommends the Sheriff
reopen closed units and move all qualified inmates to Rountree Medium Security
and the Minimum Security Rehabilitation and Reentry unit. (F11)

F12. Increasing the number of programs that focus on rehabilitation, education, and
restorative justice to prepare for reentry would show positive improvement to
public safety and a reduction in recidivism for reentering inmates.

R9. By the end of calendar year 2024, the Grand Jury recommends the Sheriff
develop a comprehensive plan to increase the number of programs that steer
inmates towards reentry into the community with new job skills development,
education, work release and transitional programs. (F12)
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F13. Jail programs like “Stepping Up” steers the mentally ill to community-based
mental health care, reducing the number of mentally ill inmates in jail.

R10. By the end of fiscal year 2024-2025, the Grand Jury recommends the Sheriff
develop a plan to implement more Jail diversion programs (like Stepping Up) that
steer the Mentally Ill away from jail and to the help they need. (F13)

F14. The current practice of reviewing inmate classification monthly is too long of an
interval and may endanger inmates suffering from mentally illness.

R11. By the end of calendar year 2024, the Grand Jury recommends the Sheriff
change the Reclassification examination of mentally ill inmates from a monthly
basis to a weekly basis to prevent misclassified inmates from suffering
needlessly. (F14)

F15. The failure of Wellpath to recruit and retain adequate staff adversely impacts the
overall effectiveness of the mental health services provided to inmates.

R12. By the end of the calendar year 2024, the Grand Jury recommends the Sheriff
conduct an analysis of the effectiveness of Wellpath in regards to all mental
health services of incarcerated persons. (F15)

R13. By the end of calendar year 2024, the Grand Jury recommends the Wellpath be
directed to provide round-the-clock medical and mental health care availability to
the Jails. (F15)

Group 3: Access to Inmate Interviews and Rehabilitation Programs
F16. The Santa Cruz County Civil Grand Jury was not permitted to interview inmates

serving sentences at the Rountree Rehabilitation and Reentry Facility as required
by the Bureau of State Community and Corrections. Speaking to some inmates
about their experiences and opinions of the programs would have greatly
enhanced the Jail investigation and report.

R14. The Grand Jury recommends the Sheriff begin to allow the Santa Cruz County
Civil Grand Jury interviews of inmates per Penal Code 916 including observing
inmate classes and programs within 90 days. (F16)

Commendations
C1. The Santa Cruz County Civil Grand Jury believes CalAim is an excellent program

expanding health coverage to the incarcerated in Jail because it will enroll
inmates in Medi-Cal for their medical care and support them as they reintegrate
back into the community.
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C2. The Santa Cruz County Civil Grand Jury found numerous County funded
programs and services in and outside of the Jail that help inmates to prepare for
reentry into the community and reduce recidivism rates.

C3. The Santa Cruz County Civil Grand Jury found the Jail staff are truly concerned
about the well-being of inmates and this concern was well expressed with their
motto “Reentry begins at Booking.”

Required Responses

Respondent Findings Recommendations Respond Within/
Respond By

Santa Cruz County
Sheriff F1–F16 R1–R14 60 Days

August 12, 2024

Invited Responses

Respondent Findings Recommendations Respond Within/
Respond By

Chief Deputy, Santa
Cruz County Sheriff’s

Office
F1–F16 R1–R14 60 Days

August 12, 2024y

Rountree Commander,
Santa Cruz County

Sheriff’s Office
F1–F16 R1–R14 60 Days

August 12, 2024y

Definitions
5150 Hold: 5150 is the number of the section of the Welfare and Institutions Code,

which allows an adult who is experiencing a mental health crisis to be involuntarily
detained for a 72-hour psychiatric hospitalization when evaluated to be a danger to
others, or to himself or herself, or gravely disabled.

Administering Medication: Managing legally obtained drugs, means the act by which
a single dose of medication is given to a patient. The single dose of medication may
be taken either from stock (undispensed) or dispensed supplies.

Administrative Separation: The physical separation of different types of incarcerated
persons from each other as specified in Penal Code Sections 4001 and 4002 and
Section 1053 of these regulations. Administrative separation is accomplished to
provide that level of control and security necessary for good management and the
protection of staff and incarcerated persons.

CIT: The Santa Cruz County Jail Crisis Intervention Team evaluates inmates who are in
a crisis and decides if the inmate needs to be transferred to a mental health facility.
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Clinical Evaluation: An assessment of a person's physical and/or mental health
condition conducted by licensed health personnel operating within recognized scope
of practice specific to their profession and authorized by a supervising physician or
psychiatrist.

Disciplinary Separation: The status assigned a person as the result of violating facility
rules and which consists of confinement in a cell or housing unit.

Dispensing: Managing legally obtained drugs, means the interpretation of the
prescription order, the preparation, repackaging, and labeling of the drug based
upon a prescription from a physician, dentist, or other prescriber authorized by law.

Healthcare: Medical, mental health, and dental services.

Health Service Audits: A written plan prepared by the Jail Medical authority annually
with statistical summaries of healthcare and pharmaceutical services provided. The
responsible physician assesses the quality and adequacy of these services with a
means for the correction of identified deficiencies of the healthcare and
pharmaceutical services delivered.

In-Custody Programs, Services, and Activities: The Corrections Bureau provides a
system to steer the incarcerated towards reentry with new job skills development,
education, work release, and transitional programs.

Lanterman-Petris-Short Act (LPS): named after the authors of the Act, provides the
statutory framework for the commitment of individuals with mental health disorders
and provides protection for the legal rights of such individuals.[20] Mental Health best
practices and the state regulations of Title 15 require that an inmate in a psychiatric
crisis be transferred out of jail to an LPS psychiatric facility.

Mental Health Crisis: Or Psychiatric Crisis. A mental health crisis is when someone’s
behaviors prevent them from functioning or indicate they might harm themselves or
others.

Non-sentenced: An incarcerated person with any pending local charges or one who is
being held solely for charges pending in another jurisdiction.

Pretrial-Inmates: See Non-sentenced Inmates.

Psychiatric Crisis: See Mental Health Crisis.

Psychotropic Medication: Any medication prescribed for the treatment of symptoms of
psychoses and other mental and emotional disorders.

Safety Cell: The safety cell described in Title 24, Part 2, Section 1231.2.5, shall be
used to hold only those people who display behavior which results in the destruction
of property or reveals an intent to cause physical harm to self or others.

Safety Checks: Direct, visual observation performed at random intervals within
timeframes prescribed in these regulations to provide for the health and welfare of
incarcerated people.
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Sentenced: A person that has been sentenced/committed to custody in a detention
facility.

Severely Mentally Ill (SMI): A mental, behavioral, or emotional disorder resulting in
serious functional impairment, which substantially interferes with or limits one or
more major life activities. The burden of mental illnesses is particularly concentrated
among those who experience disability due to SMI.

Telehealth: A collection of means or methods for enhancing health care using
telecommunications technologies. Telehealth encompasses a broad variety of
technologies to deliver virtual health services.

Title 15: The minimum standards governing the incarceration of individuals incarcerated
in California.
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Appendix A – Penal Code Governing the Grand Jury[1]

PART 2. OF CRIMINAL PROCEDURE [681 - 1620] ( Part 2 enacted 1872. )

TITLE 4. GRAND JURY PROCEEDINGS [888 - 939.91] ( Title 4 repealed and added
by Stats. 1959, Ch. 501. )

CHAPTER 3. Powers and Duties of Grand Jury [914 - 939.91] ( Chapter 3 added
by Stats. 1959, Ch. 501. )

ARTICLE 1. General Provisions [914 - 924.6] (Article 1 added by Stats. 1959,
Ch. 501)

SECTION 919.

(a) The Grand Jury may inquire into the case of every person imprisoned in the jail
of the county on a criminal charge and not indicted.

(b) The Grand Jury shall inquire into the condition and management of the public
prisons within the county.

(c) The Grand Jury shall inquire into the willful or corrupt misconduct in office of
public officers of every description within the county. Except as provided in
Section 918, this subdivision does not apply to misconduct that involves a
shooting or use of excessive force by a peace officer described in Section 830.1,
subdivision (a) of Section 830.2, or Section 830.39, that led to the death of a
person being detained or arrested by the peace officer pursuant to Section 836.
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Appendix B – Safety Cells Description
The Main Jail has three Safety Cells that are video monitored 24 hours a day with 15
(fifteen) minute visual checks by the correctional staff, not Wellpath staff. In 2023, there
were an average of 36 (thirty-six) inmate/patients placed on suicide watch per month.
They were attired in a safety suit/garment and provided safety blankets. Only 2 (two)
per month of the 36 (thirty-six) were transferred to the Santa Cruz County Behavioral
Health Center Crisis Stabilization Program, our county mental health facility.[34]

Safety Cells have no water or toilet, there is only a hole in the ground. The
inmate/patient is in complete isolation. There is only a hole in the cell floor. As defined
by the Sheriff’s policy and procedures, “Safety Cells are limited to one inmate and shall
be used to hold only those inmates who display behavior which results in the
destruction of property or reveals intent to cause physical harm to self or others.”[42]
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Appendix C – Jail Programs and Services While Serving
Sentences

This is a sampling of classes and programs offered through the Corrections Division of
Reentry at Rountree and Blaine Street Women’s Rehabilitation Facility:

● Anger management offered by Encompass Community Services
● Building trades pre-apprentice programs offered by the County Office of

Education and Aramark
● Skills for Reentry offered by Friends Outside
● Computer literacy and media design offered by UCSC Everett Program
● Positive Parenting offered by First Five Santa Cruz County
● Healing trauma offered by Friends Outside
● Healthy relationships by Walnut Avenue Family & Women’s Center
● Self Improvement by Gemma House

In addition, programs and classes are offered through the Leaders and Community
Alternatives Employment Services, the UCSC Everett Program, the Building and Trades
Pre-Apprenticeship Program of the County Office of Education, and the Cabrillo College
Rising Scholars Program.
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Appendix D – Out-of-Custody Post-Jail Reentry Community
Programs

The Grand Jury focused on several post release services available to inmates through
the Sheriff’s Office Division of Reentry, some of which are noted here.[92]

● People and Stories offered by Santa Cruz Public Libraries
● Women’s Recovery & Reentry Program offered by Friends Outside
● Return Project offered by Encompass Community Services
● Finding Your Best Self and A Woman’s Addiction curriculum by Friends Outside
● Substance use Disorder by Encompass Community Services
● Stepping Up for steering the mentally ill toward the help they need rather than

into the jail

The Division of Reentry also partners with Santa Cruz community services including but
not limited to the following:[100]

Monarch Community Services
Gender-specific reentry services for women, including case management,
transportation, and housing support.

Santa Cruz Barrios Unidos
Culturally based reentry peer mentoring, violence prevention, and case management.

Sobriety Works
Peer navigation services, including recruiting, training and supervising peer navigators.

Volunteer Center of Santa Cruz County
System navigation and case management, post-release community support, including
benefits enrollment, service advocacy and access, and support for probation case
plans.

Santa Cruz County Community Corrections Partnership
The Grand Jury found many other programs, too many to list here, providing numerous
programs and services by the Santa Cruz County Community Corrections
Partnership.[100] This partnership is made up of County agencies including:

● District Attorney’s Office
● Sheriff’s Office
● Probation Department
● Public Defender
● Superior Court
● Police departments
● County Office of Education
● Health Services Agency
● Human Services Department
● Board of Supervisors
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The partnership stated they have three goals:

1. Establish an array of effective alternatives to incarceration to address the impacts
that the realigned population will have on the county jail in order to avert
crowding and poor conditions of confinement without jeopardizing public safety
outcomes.

2. Implement Evidence-Based Probation Supervision that properly assesses risk
factors associated with recidivism and provides effective probation interviewing,
case planning, and community supervision to ensure public safety and reduce
recidivism.

3. Develop community partnerships for effective intervention services that adhere to
the principles of evidence-based practices for maximum recidivism reduction that
show the deep concern and compassion for incarcerated persons who have
served their time and released back into our community.
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Appendix E – Key Title 15 Policies Used in this Report[30]

Article 5. Classification and Segregation
§ 1052. Mentally Disordered Inmates.
The facility administrator, in cooperation with the responsible physician, shall develop
written policies and procedures to identify and evaluate all mentally disordered inmates,
and may include telehealth. If an evaluation from medical or mental health staff is not
readily available, an inmate shall be considered mentally disordered for the purpose of
this section if he or she appears to be a danger to himself/herself or others or if he/she
appears gravely disabled. An evaluation from medical or mental health staff shall be
secured within 24 hours of identification or at the next daily sick call, whichever is
earliest. Segregation may be used if necessary to protect the safety of the inmate or
others. Note: Authority cited: Section 6030, Penal Code. Reference: Section 6030,
Penal Code.

§ 1053. Administrative Segregation.
Except in Type IV facilities, each facility administrator shall develop written policies and
procedures which provide for the administrative segregation of inmates who are
determined to be prone to: promote activity or behavior that is criminal in nature or
disruptive to facility operations; demonstrate influence over other inmates, including
influence to promote or direct action or behavior that is criminal in nature or disruptive to
Adult Title 15 Minimum Standards Effective 4/2017 31 the safety and security of other
inmates or facility staff, as well as to the safe operation of the facility; escape; assault ,
attempted assault, or participation in a conspiracy to assault or harm other inmates or
facility staff; or likely to need protection from other inmates, if such administrative
segregation is determined to be necessary in order to obtain the objective of protecting
the welfare of inmates and staff. Administrative segregation shall consist of separate
and secure housing but shall not involve any other deprivation of privileges than is
necessary to obtain the objective of protecting the inmates and staff. Note: Authority
cited: Section 6030, Penal Code. Reference: Section 6030, Penal Code.

§ 1054. Administrative Removal-Type IV Facility.
In Type IV facilities, the facility administrator shall develop written policies and
procedures which provide for the administrative removal of an inmate for the safety and
well being of the inmate, the staff, the program, the facility, and/or the general public.
Such removal shall be subject to review by the facility administrator or designee on the
next business day. Note: Authority cited: Section 6030, Penal Code. Reference: Section
6030, Penal Code.

§ 1055. Use of Safety Cell.
The safety cell described in Title 24, Part 2, Section 1231.2.5, shall be used to hold only
those inmates who display behavior which results in the destruction of property or
reveals an intent to cause physical harm to self or others. The facility administrator, in
cooperation with the responsible physician, shall develop written policies and
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procedures governing safety cell use and may delegate authority to place an inmate in a
safety cell to a physician. In no case shall the safety cell be used for punishment or as a
substitute for treatment. An inmate shall be placed in a safety cell only with the approval
of the facility manager or designee, or responsible health care staff; continued retention
shall be reviewed a minimum of every four hours. A medical assessment shall be
completed within a maximum of 12 hours of placement in the safety cell or at the next
daily sick call, whichever is earliest. The inmate shall be medically cleared for continued
retention every 24 hours thereafter. The facility manager, designee or responsible health
care staff shall obtain a mental health opinion/consultation with responsible health care
staff on placement and retention, which shall be secured within 12 hours of placement.
Direct visual observation shall be conducted at least twice every thirty minutes. Such
observation shall be documented. Procedures shall be established to assure
administration of necessary nutrition and fluids. Inmates shall be allowed to retain
sufficient clothing, or be provided with a suitably designed “safety garment,” to provide
for their personal privacy unless specific identifiable risks to the inmate's safety or to the
security of the facility are documented. Note: Authority cited: Sections 6024 and 6030,
Penal Code. Reference: Section 6030, Penal Code. Adult Title 15 Minimum Standards
Effective 4/2017

Article 7. Discipline
§ 1080. Rules and Disciplinary Actions.
Wherever discipline is administered, each facility administrator shall establish written
rules and disciplinary actions to guide the conduct of incarcerated persons. Such rules
and disciplinary actions shall be stated simply and affirmatively and posted
conspicuously in housing units and the booking area or issued to each person upon
booking. For those individuals with limited literacy, who are unable to read English, and
for persons with disabilities, provision shall be made for the jail staff to instruct them
verbally or provide them with material in an understandable form regarding jail rules and
disciplinary procedures and actions. Note: Authority cited: Sections 6024 and 6030,
Penal Code. Reference: Section 6030, Penal Code. Adult Title 15 Minimum Standards
Effective 1/1/2023 44

§ 1081. Plan for Discipline of Incarcerated Persons.
Each facility administrator shall develop written policies and procedures for discipline of
incarcerated persons. The plan shall include, but not be limited to, the following
elements: (a) Temporary Loss of Privileges: For minor acts of non-conformance or
minor violations of facility rules, staff may impose a temporary loss of privileges, such as
access to television, telephones, commissary, or lockdown for less than 24 hours,
provided there is written documentation and supervisory approval. (b) Disciplinary
Actions: Major violations of facility rules or repetitive minor acts of non-conformance or
repetitive minor violations of facility rules shall be reported in writing by the staff member
observing the act and submitted to the disciplinary officer. The consequences of such
violations may include, but are not limited to: 1. Loss of good time/work time. 2.
Placement in disciplinary separation. 3. Loss of privileges mandated by regulations. A
staff member with investigative and disciplinary authority shall be designated as a
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disciplinary officer to impose such consequences. Staff shall not participate in
disciplinary review if they are involved in the charges. Such charges pending against an
incarcerated person shall be acted on with the following provisions and within specified
timeframes: 1. A copy of the report, or a separate written notice of the violation(s), shall
be provided to the incarcerated person. 2. Unless declined by the incarcerated person,
a hearing shall be provided no sooner than 24 hours after the report has been submitted
to the disciplinary officer and the incarcerated person has been informed of the charges
in writing. The hearing may be postponed or continued for a reasonable time through a
written waiver by the incarcerated person, or for good cause. 3. The incarcerated
person shall be permitted to appear on their own behalf at the time of hearing and
present witnesses and documentary evidence. The incarcerated person shall have
access to staff or assistance when they have limited literacy, or the issues are complex.
4. A charge(s) shall be acted on no later than 72 hours after an incarcerated person has
been informed of the charge(s) in writing. Adult Title 15 Minimum StandardsEffective
1/1/2023 45 5. Subsequent to final disposition of disciplinary charges by the disciplinary
officer, the charges and the action taken shall be reviewed by the facility manager or
designee. 6. The incarcerated person shall be advised in a written statement by the
fact-finders about the evidence relied on and the reasons for the disciplinary action. A
copy of the record shall be kept pursuant to Penal Code Section 4019.5. 7. There shall
be a policy of review and appeal to a supervisor on all disciplinary action. (c) Nothing in
this section precludes a facility administrator from administratively separating any
incarcerated person from the general population or program for reasons of personal,
mental, or physical health, or under any circumstance in which the safety of the person,
staff, program, or community is endangered, pending disciplinary action or a review as
required by Section 1053 of these regulations. (d) Nothing in this section precludes the
imposition of conditions or restrictions that reasonably relate to a legitimate,
non-punitive administrative purpose. Note: Authority cited: Sections 6024 and 6030,
Penal Code. Reference: Sections 4019.5 and 6030, Penal Code.

§ 1082. Forms of Discipline.
The degree of actions taken by the disciplinary officer shall be directly related to the
severity of the rule infraction and promotion of desired behavior through a progressive
disciplinary process. Acceptable forms of discipline shall consist of, but not be limited to,
the following: (a) Loss of privileges. (b) Extra work detail. (c) Short term lockdown for
less than 24 hours. (d) Removal from work details. (e) Forfeiture of “good time” credits
earned under Penal Code Section 4019. (f) Forfeiture of “work time” credits earned
under Penal Code Section 4019. (g) Disciplinary separation. Note: Authority cited:
Section 6030, Penal Code. Reference: Section 6030, Penal Code.

§ 1083. Limitations on Disciplinary Actions.
The Penal Code and the State Constitution expressly prohibit all cruel and unusual
punishment. Disciplinary actions shall not include corporal punishment, group
punishment when feasible, or physical or psychological degradation. Additionally, there
shall be the following limitations: Adult Title 15 Minimum Standards Effective 1/1/2023 46
(a) Disciplinary separation shall be considered an option of last resort and as a response
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to the most serious and threatening behavior, for the shortest time possible, and with the
least restrictive conditions possible. (1) If a person is on disciplinary separation status for
30 consecutive days there shall be a review by the facility manager before the
disciplinary separation status is continued. This review shall include a consultation with
health care staff. Such reviews shall continue at least every fifteen days thereafter until
the disciplinary status has ended. This review shall be documented. (2) The disciplinary
separation cells or cell shall have the minimum furnishings and space specified in Title
24, Part 2, 1231.2.6 and 2.7. Occupants shall be issued clothing and bedding as
specified in Articles 13 and 14 of these regulations and shall not be deprived of them
through any portion of the day except that those incarcerated persons who engage in the
destruction of bedding or clothing may be deprived of such articles. The decision to
deprive a person of such articles of clothing and bedding shall be reviewed by the facility
manager or designee during each 24 hour period. (3) If after placement in separation,
mental health or medical staff determine that an individual has serious mental illness or
an intellectual disability, they shall be removed from disciplinary separation immediately
upon this determination. (b) Penal Code Section 4019.5 expressly prohibits the
delegation of authority to any incarcerated person or group of incarcerated people to
exercise the right of punishment over any other incarcerated person or group of
incarcerated people. (c) In no case shall a safety cell, as specified in Title 24, Part 2,
1231.2.5, or any restraint device be used for disciplinary purposes. (d) No incarcerated
person may be deprived of the implements necessary to maintain an acceptable level of
personal hygiene as specified in Section 1265 of these regulations. (e) Food shall not be
withheld as a disciplinary measure. (f) Correspondence privileges shall not be withheld
except in cases where the incarcerated person has violated correspondence regulations,
in which case correspondence may be suspended for no longer than 72 hours, without
the review and approval of the facility manager. (g) In no case shall access to courts and
legal counsel be suspended as a disciplinary measure. Note: Authority cited: Sections
6024 and 6030, Penal Code. Reference: Section 6030, Penal Code.

Article 10. Minors in Court Holding Facilities
§ 1163. Classification.
The administrator of a court holding facility shall establish and implement a written plan
designed to provide for the safety of staff and minors held at the facility. The plan shall
include receiving and transmitting of information regarding minors who represent a risk
or hazard to self or others while confined at the facility, and the separation of such
minors to the extent possible within the limits of the court holding facility, and for the
separation of minors from any adults confined there as required by Section 208 of the
Welfare and Institutions Code. Note: Authority cited: Section 6030, Penal Code.
Reference: Section 6030, Penal Code.

Article 11. Medical/Mental Health Services
§ 1202. Health Service Audits.
The health authority shall develop and implement a written plan for annual statistical
summaries of health care and pharmaceutical services that are provided. The
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responsible physician shall also establish a mechanism to assure that the quality and
adequacy of these services are assessed annually. The plan shall include a means for
the correction of identified deficiencies of the health care and pharmaceutical services
delivered. Adult Title 15 Minimum Standards Effective 1/1/2023 58. Based on
information from these audits, the health authority shall provide the facility administrator
with an annual written report on health care and pharmaceutical services delivered.
Note: Authority cited: Section 6030, Penal Code. Reference: Section 6030, Penal Code.

§ 1209. Mental Health Services and Transfer to Treatment Facility.
(a) The health authority, in cooperation with the mental health director and facility
administrator, shall establish policies and procedures to provide mental health services.
These services shall include but not be limited to: 1. Identification and referral of
incarcerated persons with mental health needs; 2. Mental health treatment programs
provided by qualified staff, including the use of telehealth; 3. Crisis intervention services;
4. Basic mental health services provided to incarcerated persons as clinically indicated;
5. Medication support services; 6. The provision of health services sufficiently
coordinated such that care is appropriately integrated, medical and mental health needs
are met, and the impact of any of these conditions on each other is adequately
addressed. (b) Unless the county has elected to implement the provisions of Penal
Code Section 1369.1, a mentally disordered incarcerated person who appears to be a
danger to themself or others, or to be gravely disabled, shall be transferred for further
evaluation to a designated Lanterman Petris Short treatment facility designated by the
county and approved by the State Department of Health Care Services for diagnosis
and treatment of such apparent mental disorder pursuant to Penal Code section 4011.6
or 4011.8 unless the jail contains a designated Lanterman Petris Short treatment facility.
Prior to the transfer, the person may be evaluated by licensed health personnel to
determine if treatment can be initiated at the correctional facility. Licensed health
personnel may Adult Title 15 Minimum Standards Effective 1/1/2023 63 perform an
onsite assessment to determine if the person meets the criteria for admission to an
inpatient facility, or if treatment can be initiated in the correctional facility. (c) If the
county elects to implement the provisions of Penal Code Section 1369.1, the health
authority, in cooperation with the facility administrator, shall establish policies and
procedures for involuntary administration of medications. The procedures shall include,
but not be limited to: 1. Designation of licensed personnel, including psychiatrist and
nursing staff, authorized to order and administer involuntary medication; 2. Designation
of an appropriate setting where the involuntary administration of medication will occur;
3. Designation of restraint procedures and devices that may be used to maintain the
safety of the incarcerated person and facility staff; 4. Development of a written plan to
monitor the incarcerated person's medical condition following the initial involuntary
administration of a medication, until the person is cleared as a result of an evaluation
by, or consultation with, a psychiatrist; 5. Development of a written plan to provide a
minimum level of ongoing monitoring of the incarcerated person following return to
facility housing. This monitoring may be performed by custody staff trained to recognize
signs of possible medical problems and alert medical staff when indicated;
and 6. Documentation of the administration of involuntary medication in the incarcerated
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person's medical record. Note: Authority cited: Section 6030, Penal Code. Reference:
Section 6030, Penal Code.

§ 1214. Informed Consent.
The health authority shall set forth in writing a plan for informed consent of incarcerated
persons in a language understood by the incarcerated person. Except for emergency
treatment, as defined in Business and Professions Code Section 2397 and Title 15,
Section 1217, all examinations, treatments and procedures affected by informed
consent standards in the community are likewise observed for care of incarcerated
people. In the case of minors, or conservatees, the informed consent of parent,
guardian or legal custodian applies where required by law. Any incarcerated person who
has not been adjudicated to be incompetent may refuse non-emergency medical and
mental health care. Absent informed consent in non-emergency situations, a court order
is required before involuntary medical treatment can be administered to an incarcerated
person.Note: Authority cited: Section 6030, Penal Code. Reference: Section 6030,
Penal Code.

§ 1217. Psychotropic Medications.
The responsible physician, in cooperation with the facility administrator, shall develop
written policies and procedures governing the use of psychotropic medications. An Adult
Title 15 Minimum Standards Effective 1/1/2023 67 incarcerated person found by a
physician to be a danger to themself or others by reason of mental disorders may be
involuntarily given psychotropic medication appropriate to the illness on an emergency
basis. Psychotropic medication is any medication prescribed for the treatment of
symptoms of psychoses and other mental and emotional disorders. An emergency is a
situation in which action to impose treatment over the incarcerated person's objection is
immediately necessary for the preservation of life or the prevention of serious bodily
harm to the incarcerated person or others, and it is impracticable to first gain consent. It
is not necessary for harm to take place prior to treatment. If psychotropic medication is
administered during an emergency, such medication shall be only that which is required
to treat the emergency condition. The medication shall be prescribed by a physician
following a clinical evaluation. The responsible physician shall develop a protocol for the
supervision and monitoring of incarcerated persons involuntarily receiving psychotropic
medication. Psychotropic medication shall not be administered to an incarcerated
person absent an emergency unless the person has given informed consent in
accordance with Welfare and Institutions Code Section 5326.2, or has been found to
lack the capacity to give informed consent consistent with the county's hearing
procedures under the LantermanPetris-Short Act for handling capacity determinations
and subsequent reviews. There shall be a policy which limits the length of time both
voluntary and involuntary psychotropic medications may be administered and a plan of
monitoring and reevaluating all incarcerated people receiving psychotropic medications,
including a review of all emergency situations. The administration of psychotropic
medication is not allowed for disciplinary reasons. Note: Authority cited: Sections 6024
and 6030, Penal Code. Reference: Section 6030, Penal Code.
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County Behavioral Health Services – A State of Mind

Focus. Fund. Save.

Summary
The Grand Jury’s investigation of the Behavioral Health Division (BHD) showed poor or
non-existent metrics on BHD programs and services displayed on County web portals.
Serious gaps in addressing South County health care needs were also found. This
report highlights the above facts and provides the recommendations to address them.

Recommendations include:
● Transparency Overhaul: Improve reporting of program outcomes and costs to

enable program evaluation and enhance public transparency.
● Enhanced Case Management: Increase emphasis on enhanced case

management services which will reduce long term health care costs.
● Local Care Focus: Reduce costly out-of-county inpatient transfers by investing

in local resources.
● South County Investment: Address socioeconomic disparities in South County

to improve overall health outcomes.

The Grand Jury believes that these approaches will improve outcomes for residents
through increased and better targeted mental health services. Improving behavioral
health services will create a healthier and more vibrant South County.
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Background
The Grand Jury is charged with investigating the budget of one or more of the Santa
Cruz County departments. The Grand Jury decided to investigate the budget of the
Health Services Agency (HSA). Within that organization, the Behavioral Health Division
which provides services to address mental health, substance use disorders as well as
other public health programs, has the largest single budget. Therefore, HSA’s
Behavioral Health Division became the focus of the Grand Jury’s investigation.

Santa Cruz County Behavioral Health Division struggles to meet the mental health
needs of our community. It has neither the fiscal means nor staff resources to
adequately do so.

The 2022-2023 Grand Jury report, Diagnosing the Crisis in Behavioral Health, stated:
“Santa Cruz has more homeless people per capita than anywhere else in California.” At
the time of the 2022-2023 report publication:

Some 2,300 of our residents were without housing. An estimated 37% of
the Behavioral Health Services clients were homeless. About 67% of
homeless residents were experiencing chronic substance abuse, and 43%
of Behavioral Health Services substance use disorder clients were
involved with the criminal justice system.[1] [2]

The Behavioral Health External Quality Review (EQR) revealed that Santa Cruz County
has three times the number of behavioral health high-cost beneficiaries (HCB) when
compared to the state average for calendar years 2018 through 2020. HCBs are
identified as those with approved claims of more than $30,000 in a year.[3]

In addition to this challenge, there are fiscal barriers to providing the various types of
services and the volume of services our community needs. The fiscal year 2023-2024
budgeted expenses for BHD are 54.9% of the HSA total expense budget of $259
million. To put this figure in perspective, only 22% of this same HSA budget is allocated
for medical clinical services by County health clinics.[4] Even with the size of the BHD
budget, the need outstrips fiscal resources.

According to the Grand Jury report from 2022-2023, Diagnosing the Crisis in Mental
Health, the staff vacancy rate in the Behavioral Health Division was 30%.[5] The report
stated that the hard-to-fill positions within BHD included psychiatrists, psychiatric
nurses, licensed mental health practitioners, and other direct service practitioners–
especially bilingual staff.[6] [7] This year’s interviewees indicated that challenges in filling
vacancies continue to exist.

All of the above statistics point to a disturbing reality: Santa Cruz County’s Behavioral
Health Services, relative to other California counties, is charged with providing mental
health services to a substantial, high-need population that the County does not have the
resources to adequately address.
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Scope and Methodology
The objective of this investigation is to determine which of the many County behavioral
health programs are the most effective. The approach is to examine treatment results
and the costs associated with each program. Specific topics the Grand Jury investigated
include:

Performance Measurement
● Identifying funding sources of the BHD programs.
● Identifying the number of patients being treated, programs serving these patients,

and the volume of service provided.
● Evaluating data that can be used to determine the value of specific programs.
● Identifying the number of high-cost beneficiaries and the percentage of the HSA

resources consumed treating these patients.
● Analyzing quantitative data of patients transferred out of the county for treatment

and their associated costs.
● Ensuring that interested residents can find all the above information easily from

County websites.

Programs
● Determining the number of programs in place that are “preventative” in nature

and the percentage of the HSA budget being allocated to these programs.
● Analyzing the correlation of socioeconomic indicators on healthcare outcomes.

Patient Profiles
● Determining if high-cost beneficiaries are being tracked and provided case

management services.

The sources of information gathered for this report include:
● Interviews with HSA staff as well as outside public health experts.
● Program data collected and reported by Santa Cruz County BHD.
● Program data collected and reported by other government entities, both state

and federal.
● Budget data for Santa Cruz County and other government entities, including data

posted on the California Health and Human Services (CalHHS) website.
● Review of relevant articles, published reports, newspaper articles, and

documents found online regarding mental health.
● Attendance at monthly Mental Health Advisory Board meetings.
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Investigation
The Grand Jury conducted an in-depth investigation of mental health issues in our
county. This investigation discusses in detail core issues that the Jury has identified as
needing to be addressed in order to meet our community’s growing mental health
needs. The Grand Jury believes that if the mental health program issues can be
effectively addressed, then the social issues raised by this Grand Jury report and other
Grand Jury reports can also be alleviated.

Lack of Data Transparency and Program Effectiveness
Currently, data as presented to the public does not help to allocate the agency’s
resources to the most effective program and to populations with the highest need for
mental health services. The following are specific areas where there is a lack of data
transparency:

● County of Santa Cruz Finance Data: Santa Cruz County’s website has made
tremendous strides in improving financial transparency through the OpenGov
Website which allows the public to view County budgets.[8] However, it does not
provide the functionality that would allow users to filter down to financial
information by individual programs and therefore is not usable for that purpose by
the general public.[9]

There are no instructions targeted to the layperson on how to use the website or
interpret the financial data. As an example, it is hard to find the exact funding
amount the County receives from the Mental Health Services Act, (MHSA) Prop
63.[10] It is not clear where the MHSA funding is embedded among the various
State Funding sources the County receives.[11]

The 2017-2018 Grand Jury report Data-Driven Budgeting – New Ways To Get
Better Results stated, “A budget document is more meaningful to the general
public when it correlates spending priorities to the public value of services. The
County’s comparative interactive budget tool, while publicly accessible, does not
include performance measures or provide a broader performance data
dashboard tool that County departments can leverage.” Budgeting based on
performance data is known as “performance budgeting.”[12]

● Diverse Sources: Funding sources include Medi-Cal, California Mental Health
Services Act funds, and County General Fund contributions. Budget and
individual program analyses are challenging due to the mix of funding streams.[9]

● Services Provided by External Providers: Independent health providers such
as hospitals and urgent care medical facilities provide services to patients also
being served by the County. Data collected by these external providers is not
necessarily available to the County BHD. Missing data can skew the calculation
of performance metrics.[13]

● High-Cost Beneficiaries Root Cause Analysis: None of the officials
interviewed could provide a satisfactory answer regarding why Santa Cruz
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County ranks so high among California counties in the number of high-cost
beneficiary patients. No data was available to the Grand Jury for high-cost
beneficiaries by zip code.[14] [15] The BHD does not have enough staff to do a root
cause analysis.[6] [7]

County and State Reporting: The HSA data collection required to comply with
mandated county and state requirements does not measure the outcome. As an
example, the data collected may be by the number of people served by a program. This
does not include the number of rehospitalizations or improvements in industry- accepted
scores like the Adult Needs and Strengths Assessment (ANSA).[16]

Metrics Gap: Public access to County contract provider program metrics is limited. Key
programs like the Janus Withdrawal Program[17] and County Volunteer Center's
services[18] lack publicly available performance measurements. This makes evaluation of
contract-provided program services challenging.

Out-of-County Transfers
The Grand Jury was motivated to look into out-of-county (OOC) transfers based on
interviewees indicating that this was an example of where costs could potentially be
saved.[19] The Grand Jury was interested in knowing how many such transfers occur and
the cost of such transfers.

Patients are transferred to OOC hospitals when Santa Cruz County is at capacity and
has no beds for its patients or does not have available treatment services. Figure 1
below shows the number of times Santa Cruz County patients were transferred to OOC
hospitals for inpatient, emergency, or ambulatory surgery treatment. This data from
California Health and Human Services (CalHHS) shows the distribution of patient
transfers sorted by zip codes over the past three years.

Figure 1 below shows that the zip code of 95076 had the highest number of patient
transfers outside the county for the previous 3 years. This indicates that almost 40% of
all the transfers occur from one zip code - 95076. For context, Figure 2 below shows the
zip codes within Santa Cruz County.
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Total transfers for the
entire Santa Cruz County

Yr 2020
94,707

Yr 2021
101,562

Yr 2022
109,840

Figure 1: Patient Discharges to Hospitals Outside of the County (Top five zip codes).[20]

Figure 2: Zip codes within Santa Cruz County, showing cities.[21]
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How Much Do These Transfers cost?
The County pays 100% of the cost for the care when Santa Cruz County HSA patients
are transferred to an out-of-county inpatient facility. The County does not receive the
Federal match for any Medi-Cal out-of-county inpatient care. This is in contrast to health
care services provided within the county where the Federal funds match 50% of the
Medi-Cal expenses.[22]

Figure 3 below shows the cost of out-of-county transfers or “Outside Hospital Expenses”
in the County HSA Budget for years 2020-2022.

Figure 3: Derived from Santa Cruz County FY 2023-24 Financial Summary[23]

The high number of out-of-county transfers takes away funding from healthcare services
like mental health and addiction treatment. The relative lack of inpatient health care
services especially impacts the residents of 95076, as shown by these statistics.
Increased inpatient facilities would reduce out-of-county transfers and associated costs
to the county.

The passing of Measure N,[24] a $116M bond initiative for Watsonville Community
Hospital, may allow for better healthcare facilities in the 95076 zip code in the coming
years. It may not stem the flow of patients needing emergency services in the short
term.

Prevention and Social Determinants of Health
Continuing to build more facilities and providing more healthcare is a stopgap solution.

Recent action has been taken by the BoS and the County HSD to improve the situation
in the form of a $500,000 CORE Funding allocation for South County Prevention
Services. The County has opened a South Government Services Center, in part for the
delivery of these critical services for South County residents.[25] [26] [27]

Prevention is the only way to reduce long term health care costs.[28] Health care
activities must include not only treatment of existing health conditions, but also promote
health and prevention services that create healthier communities.

The Grand Jury decided to look at social determinants of health (SDOH) as advocated
for by the Centers for Disease Control and Prevention (CDC).[29] SDOH are the
conditions in the environments where people are born, live, learn, work, play, worship,

County Behavioral Health Services published June 11, 2024 Page 8 of 20

76 Santa Cruz County Civil Grand Jury



and age that affect a wide range of health, functioning, and quality-of-life outcomes and
risks.[30] The SDOH is a more accurate indicator of health outcomes than either genetic
factors or access to healthcare services.[31] [32] [33] [34] This means that things like a
person's income level, education, and neighborhood environment have a larger impact
on their health than the medical treatment they receive.

To look into the possible drivers of these indicators, the Grand Jury looked at Healthy
Places Index® (HPI) data and Mental Health Index (MHI) data across zip codes of
Santa Cruz County.

Healthy Places Index®
A project of the Public Health Alliance of Southern California, the Healthy Places Index®
(HPI), is a powerful data and policy platform created to advance health equity through
open and accessible data.[35] This index maps data on social conditions that drive health
such as education, job opportunities, healthcare access, and clean air and water. Higher
numbers are indicative of better healthy community conditions compared to the rest of
the California zip codes.

Figure 4: A comparison of HPI Scores for all zip codes in Santa Cruz County.[36]

Figure 4 above shows that the South County zip codes 95019 and 95076 have the
lowest HPI scores within Santa Cruz county. These South County zip codes lag far
behind the rest of the County zip codes on socioeconomic indicators for healthy living.
This contributes to increased South County healthcare costs.
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Figure 5: Examples of two socioeconomic indicators in zip code 95076[37]

Figure 5 above shows that even though 88% of adults residing in 95076 are insured, its
percentile ranking is only 31% compared to other California zip codes. This indicates
the effectiveness of being “insured.” Being insured by itself does not guarantee better
health outcomes if the health services are poor or not available in the area. This is the
case for 95076.[38] [39] The same is true for Preschool Enrollment indicating a very low
enrollment compared to other zip codes.

California Proposition 1 (2024) is intended to address the socioeconomic indicators
related to homelessness. This funding may eventually alleviate the housing,
overcrowding and affordability issues in the 95076 zip code, reducing the incidence of
mental health cases, hence improving general health outcomes.[40]

Mental Health Index
The Mental Health Index developed by Conduent Healthy Communities Institute and
part of the SocioNeeds Index® Suite, is a measure of the SDOH correlated with
self-reported poor mental health. It identifies areas of high need within the community,
requiring targeted interventions.[41] The MHI for the zip code 95076 has a rank of 5
indicating “High Need” with respect to socioeconomic indicators Homelessness,
Unemployment, Healthcare Access, and Single Parent Household.[42] [43]

In summary, both HPI Index and Mental Health Index of 95076 reveal poor
socioeconomic conditions compared to the rest of Santa Cruz County, calling for urgent
attention to address these issues and reduce health care costs.

Case Management Programs
Case Management programs provide comprehensive care to patients with complex
needs. Santa Cruz County implements this type of program as Santa Cruz Enhanced
Care Management.[44]

Santa Cruz County Care Management Background
Santa Cruz County participated in a California pilot program called the Whole Person
Care program, which started in 2016 and ended in 2021. It was a grant-funded program
to provide case management services to Medi-Cal patients that met multiple needs
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criteria.[45] There is evidence that case management programs such as Whole Person
reduce costs and provide better outcomes for clients.[46] Based on this success, the
Whole Person Program has been rolled out as Enhanced Care Management (ECM)
starting in January 2022. The ECM program allows the providers to charge Medi-Cal for
these services.

Managed Care Services Provided
The Enhanced Care Management programs focus on high-cost beneficiaries requiring
high touch service with multiple needs, including mental health services.[47] The ECM
programs provide each client with a lead case manager and each has a community
health worker to assess needs. Health services are provided at County clinics. Services
include assisting with housing and food needs in addition to mental and physical health
support.[48]

Step-down programs manage the transition of clients from treatment to independent
living. These programs often involve therapy, skills training, and medication
management, all designed to help people transition back into the community
successfully. These programs provide connection to both physical and behavioral health
services. Managed care services are greatly enhanced with the availability of step-down
programs. This will ensure there is a continuous glide path to wellness. Currently the
County step-down services are severely limited. For example, ECM is offered as a new
benefit to people released from incarceration as of January 2024.[49] [50]

Challenges of Meeting the Demand for Managed Care Services
Currently, ECM is reaching only 0.5% of the eligible ECM residents of Santa Cruz
County.[51] There are 300-400 ECM clients currently enrolled countywide. The county
has five different ECM programs at present. All of them have waiting lists.[52]

A major obstacle to expanding these services is the BHD job vacancy rate of up to
30%.[6] Additional case managers are needed to meet the patient demand. Case
managers with the required experience and licensure are difficult to recruit and these
positions often go unfilled for long periods of time. Providing additional services would
have a negligible budget impact because these services are covered by Medi-Cal. The
additional services provided by newly-hired case managers will be self-funding and
therefore increased services will have negligible budget impact.

BHD is not currently using outcome-based metrics. Doing so will enable them to provide
more effective services. Interviews indicated that patients are not typically surveyed for
their functional skills and needs (such as done by ANSA). It is important to survey
patients at intake, periodically during their time in the program and then finally when
they leave the program. Interviewees also mentioned they had considered such surveys
but didn’t have the direction or scope to do so.[53] [54] [55] The RAND corporation had
identified parameters for these surveys in its 2018 report.[56]

Despite the potential benefits of Managed Care Services in providing services for our
most vulnerable Santa Cruz County residents with the help they need, the challenges
with recruiting and funding make our ideal outcomes difficult to achieve.
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Conclusion
Santa Cruz has more homeless people per capita than anywhere else in California. A
majority of these homeless residents are in need of behavioral health services.
Compounding the problem is that the County’s general budget is limited. Santa Cruz
County is also an expensive place to live and therefore recruitment of health care
providers is a challenge. Given these facts, Santa Cruz County is facing an uphill battle
to provide adequate Behavioral Health Services both in terms of dollars and not having
enough personnel. The Behavioral Health Services owes it to taxpayers to rigorously
apply outcome-based metrics to determine which programs give the biggest bang for
the buck.

The Grand Jury’s preliminary analysis of regional service levels indicates South County
residents have limited access to healthcare and lag other areas in socioeconomic
indicators. Programs that improve socioeconomic indicators in South County will reduce
behavioral healthcare and mental services costs in the long run.

Findings
The Grand Jury wishes to acknowledge the fiscal limitations of Santa Cruz County. The
findings and recommendations of this report are made with these fiscal restrictions in
mind.

Findings on Lack of Data Transparency
F1. The County budget website lacks HSA Financial data visible to the public to

ensure transparency of programs and funding efficacy.

F2. The County has limited staff to analyze the data for identifying trends which
would allow focusing resources more effectively.

Findings on Out-of-County Transfers and 95076 Zip Code
F3. Zip code data can pinpoint areas of “High Need,” which can direct data-driven

funding for better health outcomes and give a better “Return on Investment.”

F4. The 95076 zip code has an extraordinarily high number of patient transfers to
outside the county compared to other zip codes of Santa Cruz county. This
indicates a major lack of healthcare facilities and services to serve the
community.

F5. A study of socioeconomic indicators of the 95076 zip code, compared to other zip
codes of Santa Cruz county, reveal a dire need to improve the following:

● Homelessness
● Low Preschool Enrollment
● Poor Health Care Access
● Unemployment
● Support for Single Parent Households
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Findings about Case Management
F6. The ECM programs are currently at capacity and have waiting lists. More

providers are needed to expand the program further to transition more residents
to independent living.

F7. Though there is evidence that managed care programs like ECM are effective,
lack of data leaves doubt in the public’s mind. Data supporting the success rate
of ECM programs would ensure stronger public support.

Recommendations
R1. The Grand Jury recommends that Behavioral Health Services, in collaboration

with the Chief Administrative Office Staff (CAO), provide a plan to report program
performance on County websites. This plan should include data necessary to
evaluate the effectiveness of each behavioral health program, including
outcome-based metrics, patient feedback for each program, number of patients
served, and financial details like budgeted expenses and revenue sources by
program. This plan should be published by December 31, 2024. (F1, F2, F3)

R2. The Grand Jury recommends that the Board of Supervisors direct the CAO to
implement performance budgeting of Behavioral Health Services over the next
two-year budget cycle. This was also recommended by the 2017-2018 Grand
Jury. The BoS should take this action by December 31, 2024. (F1)

R3. The Grand Jury recommends that because the 95076 zip code is the area of
most need, Behavioral Health Division’s Enhanced Care Management programs
should focus efforts on identifying and case managing clients in this area by
December 31, 2024. (F3, F4, F5, F6, F7)

R4. The Grand Jury recommends that Behavioral Health Services, County Office of
Education, and the Board of Supervisors develop and publish a plan, with
measurable outcomes, that focuses on improving socioeconomic indicators in
the 95076 zip code by December 31, 2024. (F3, F4, F5)

R5. The Grand Jury recommends that Behavioral Health Services and the Board of
Supervisors include an outcome-based evaluation of contracted services through
a summary report that is publicly available. This should be done for all new and
renewed contracts by December 31, 2024. (F1, F2, F4, F5, F7)

Commendations
C1. County Behavioral Health Services are to be commended for their dedicated

service to the community. They provide compassionate care with limited
resources, all while being understaffed. Given the Behavioral Health Services
high job vacancy rate, existing resource providers continue to provide exemplary
services.
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Required Responses

Respondent Findings Recommendations Respond Within/
Respond By

Santa Cruz County
Board of Supervisors F1–F7 R1–R5 90 Days

September 9, 2024
Santa Cruz County
Superintendent of

Schools
F3–F5 R4 60 Days

August 12, 2024

Invited Responses

Respondent Findings Recommendations Respond Within/
Respond By

Santa Cruz County
Behavioral Health
Services Director

F1–F7 R1–R5 90 Days
September 9, 2024

Santa Cruz County
Chief Administrative

Officer
F1 R1 90 Days

September 9, 2024

Definitions
● BHD: Behavioral Health Division
● CAO: Chief Administrative Office - County Administrative Office supervises County

departments and functions and is responsible for the County budget, strategic
management initiatives, communications, legislative advocacy, intergovernmental
relations, and emergency operations, as well as management of the Board of
Supervisors' meeting agendas and records

● CCHA: California Central Coast Alliance for Health - Serve the Medi-Cal Managed
Care for Santa Cruz County.[47]

● CDC: Centers for Disease Control and Prevention
● ECM: Enhanced Care Management - Statewide Medi-Cal benefit available to eligible

members with complex needs, including:
○ Access to a single Lead Care Manager who provides comprehensive care

management and coordinates their health and health-related care and services.
○ Connections to the quality care they need, no matter where members seek

care—at the doctor, the dentist, with a social worker, or at a community center.[47]

● EQR: External Quality Review - an analysis and evaluation of aggregate information
on access, timeliness, and quality of health care services by Behavioral Health
Concepts, Inc.[57]
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● HCB: High-cost beneficiary - Identified as those with approved claims of more than
$30,000 in a year

● HSA: Health Services Agency
● MHI: Mental Health Index - a measure of social determinants and health factors

correlated with self-reported poor mental health[41]

● Performance Budgeting: A performance budget is one that reflects both the input
of resources and the output of services for each unit of an organization

● SDOH: Social determinants of health - Social determinants of health (SDOH) are the
nonmedical factors that influence health outcomes. They are the conditions in which
people are born, grow, work, live, and age, and the wider set of forces and systems
shaping the conditions of daily life[31]
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Honoring Commitments to the Public

Review of 2020-21 Grand Jury Report Responses

Summary
The value of Grand Jury reports and recommendations comes when government
agencies actually improve their transparency and efficiency. It typically takes two years
for results to be measurable.

The 2023-24 Santa Cruz County Civil Grand Jury reviewed local government responses
to three of the nine 2020-21 Grand Jury reports. The other six (6) reports were in
compliance. The purpose was to determine whether the named local government
officials and their agencies met their stated commitments. Following through on these
commitments is required by California Penal Code section 933.05.

In two cases, the agencies promised to take action at some unspecified time in the
future. This is not an appropriate response. The specific time action will be taken is
required to be specifically stated.

The Grand Jury investigation on those two cases discovered that there was significant
action taken, though in the case of one report Grand Jury recommendations were not
fully implemented. In the third case, the specific recommendations could not be
addressed due to changing circumstances. The reports reviewed, and agency actions,
are below:

● Santa Cruz County Agricultural Commissioner’s Office Can Get By with a Little
Help from its Friends: The Commissioner’s Office still has work to do. Four new
recommendations have been made to address the original recommendation,
which is still unmet.

● Wildfire Threat to the City of Santa Cruz: Commitments were partially met.
● The CZU Lightning Complex Fire - Learn…or Burn?: Commitment has been met.
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Background
Each year the Santa Cruz County Civil Grand Jury (Grand Jury) investigates local
government operations. It then issues reports with the goal of improving government
efficiency and effectiveness, and promoting accountability and transparency. The Grand
Jury reports make recommendations for improvements. When called for in the report,
elected local government officials and governing bodies are required to respond to the
Grand Jury’s findings and recommendations.

Each investigated organization receives a copy of the Grand Jury’s report and a response
packet that includes the instructions. They send their responses to the presiding judge of
the Superior Court with a copy to the Grand Jury. Elected officials must respond within 60
days and governing bodies are required to respond within 90 days.

Only governing bodies and elected county officers are required to respond to Grand
Jury reports. However, the Grand Jury may invite a response from other “responsible
officers” such as the chief administrative officer of a government function.

Readers interested in a more comprehensive look at the Grand Jury reports and
responses are encouraged to read the original reports and responses. All may be found
on the County’s Grand Jury web page in the Reports section.

Scope and Methodology
For this Honoring Commitments report, the Grand Jury reviewed responses to the
following three 2020-21 reports:

● Santa Cruz County Agricultural Commissioner's Office Can Get By with a Little
Help from Its Friends.[1]

● Wildfire Threat to the City of Santa Cruz[2]

● The CZU Lightning Complex Fire – Learn...or Burn?[3]

The 2023-24 Grand Jury has followed up with the responding agencies for these
selected reports. The Grand Jury wanted to know whether the agencies actually did
implement recommendations as they said they would, or that they did the further
analysis, and what the outcome was. Without follow-up these recommendations can fall
by the wayside and drop out of public view.

Online research of websites, news articles, and published reports as well as interviews
were all employed by the Grand Jury to investigate these issues.

Grand Juries are authorized to review report responses for each of the following
categories. However, the responses in this report address only categories 2 and 3 as
listed below:

1. HAS BEEN IMPLEMENTED – provide a summary of the action taken,

2. HAS NOT YET BEEN IMPLEMENTED BUT WILL BE IN THE FUTURE – provide
a timeframe or expected date for implementation,
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3. REQUIRES FURTHER ANALYSIS – provide an explanation, scope, and
parameters of an analysis to be completed within six months, or

4. WILL NOT BE IMPLEMENTED – provide an explanation of why it is not
warranted or not reasonable.

Investigation

1. Santa Cruz County Agricultural Commissioner's Office
Can Get By with a Little Help from Its Friends

This report from the 2020-21 Grand Jury had to do with managing resident notification
gaps related to agricultural pesticide applications near schools and neighborhoods.

The Watsonville City Council responded to public demands for advance notice of
pesticide use in nearby neighborhoods with a City Council resolution.

It was believed that the Santa Cruz County Agriculture Commissioner's office could post
the submitted and approved notices online, indicating that pesticide application was
about to take place.[1]

2020-21 R2: Recommendation by Grand Jury
Within six months, the Board of Supervisors should assess and initiate online
posting, text, or email notification of pesticide applications for nearby
neighborhoods.[4]

2020-21 R2: Response and Explanation from Santa Cruz County Board of
Supervisors
WILL NOT BE IMPLEMENTED – explain why
Our County has been engaged with community members residing next to farms
that may have questions or want information about the use of pesticides. These
engagement efforts are led by the Agricultural Commissioner who works with our
growers and community members to encourage more communication.

The California Department of Pesticide Regulation (DPR) is in the early stages of
assessing feasibility for a statewide notification program and DPR is the
appropriate agency to lead these efforts to ensure a program that is equitable
and consistent across the State.[5]

2020-21 R3: Recommendation by Grand Jury
Within six months, the Board of Supervisors should lobby the state and the
Department of Pesticide Regulation to require that specific location information
useful to the public be included on forms such as the Restricted Material Permits
and the Notice of Intent forms.[4]
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2020-21 R3: Response and Explanation from Santa Cruz County Board of
Supervisors
WILL NOT BE IMPLEMENTED – explain why
These efforts are already underway by the California Department of Pesticide
Regulation (DPR). DPR is in the early stages of engaging stakeholders on the
development of a statewide pesticide notification program. DPR plans to have
listening sessions with communities throughout the State later this year to
receive feedback and comments regarding information that would be important
as part of any notification process including more site-specific information. Input
from communities and stakeholders will drive the specific information that will be
included on notifications and whether Restricted Material Permits and Notices of
Intent are the best outlets to provide this information. It is possible that
notification information may be provided in a different format in an effort to make
the information comprehensive.[5]

2023-24 Grand Jury Follow-up to R2 and R3
Even though the responses to these recommendations were neither:

HAS BEEN IMPLEMENTED nor
HAS NOT YET BEEN IMPLEMENTED BUT WILL BE IN THE FUTURE,

the 2023-24 Grand Jury assessed that the responses did require follow-up to assure the
public that the issue is being addressed.

The 2023-24 Grand Jury did research on the California Department of Pesticide
Regulation website, and interviewed personnel in the Santa Cruz County Agricultural
Commissioner’s Office as well as officials of the City of Watsonville.[6]

The Grand Jury learned that the DPR is indeed developing a new system of notification for
agricultural pesticide applications statewide, called “Spray Days Now.” A preliminary
version of that application has been tested in four California counties, including Santa Cruz
County. The testing was done with the participation of the Santa Cruz County Agricultural
Commissioner and several residential communities near agricultural fields.[6] [7] [8]

The program has two modes of operation. The first is passive. It allows anyone to go to
a specific website where they will be presented with a map of California. The user can
then drill down on the map to their (or any) specific location and locate any planned
pesticide application in that area. The second mode is more active. It allows a user to
sign up to be notified anytime a pesticide application is to be made in an area near their
home, business, school, etc.[7]

This new program was initially scheduled to be rolled out in the spring of 2024, but due
to various project issues it is now expected to be ready by spring of 2025.[7]

The Grand Jury found, through interviews with officials at the county and city levels, that
information about the new program being developed by the CDP has not been
successfully communicated to impacted south county city officials.

Honoring Commitments to the Public published June 17, 2024 Page 5 of 14

2023–2024 Consolidated Final Report 93



The County Agricultural Commissioner’s Office is the primary liaison to the state
Department of Pesticide Regulation. The information in this section was largely
furnished by the Commissioner’s Office. To corroborate this data, fact finding with other
agencies such as the City of Watsonville or Pajaro Valley School District was done. The
Grand Jury did not observe content reflecting the plan on those agency websites and
was not briefed on it by those agencies based on interviews.[8] [9]

The Grand Jury did learn some good news from the County Agricultural Commissioner.
As science progresses, less toxic pesticides are being developed and released
regularly. This reduces the severity of health and environmental impacts in the
community. There is also growth in the organic control of pests, again reducing hazards
to the public. In addition, many growers in Santa Cruz County are now investing in
artificial intelligence driven machines, such as one that goes through the crop fields and
vacuums up any unwanted insect pests, and one that can selectively destroy weeds
with laser beams, avoiding the crop plants. These methods further reduce negative
impacts and allow the growers to continue producing high quality agricultural products.[7]

Findings
F1. The California Department of Pesticide Regulation is developing a new system of

notification for agricultural pesticide applications statewide and the proof of
concept shows promise of being a good solution for notifying the public of
pesticide application information in a timely manner.

F2. The Active and Passive modes of notification will allow access to members of the
public in a manner of their choosing. Some people are comfortable signing up for
notifications, others are not and would prefer to look up the information
anonymously. This appears to provide most people the option to choose the
method with which they are most comfortable.

F3. Because project delays have put off the release of the new system until the
Spring of 2025, rather than 2024 as originally proposed, it is even more important
that the public be made aware of what the new system will provide to them.

F4. As science progresses, less toxic pesticides are being developed and released
regularly, and growers are finding acceptable alternatives to many pesticides.
Less toxic pesticide use in Santa Cruz county is leading to lower risks to human
and environmental health.

F5. Communication between the Agricultural Commissioner’s Office and other south
county officials concerning pesticide management is not adequate, leading to a
higher risk to human health.
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Recommendations
R1. The Grand Jury recommends that the Office of the Agricultural Commissioner

makes known to City of Watsonville officials and various governmental agencies
information about advances in agricultural pest control, including less toxic
pesticides and alternative methods of pest eradication. This information should
be shared by September 30, 2024. (F4, F5)

R2. The Grand Jury recommends that the Office of the Agricultural Commissioner
inform the public about advances in agricultural pest control, particularly to
residents in areas commonly exposed to pesticide applications. This should be
completed by October 15, 2024. (F4, F5)

R3. The Grand Jury recommends that the Office of the Agricultural Commissioner
makes known to City of Watsonville officials and various governmental agencies,
information about the “Spray Days Now” notification system being developed by
the state DPR. Information should be shared by September 30, 2024. (F1, F2,
F3, F5)

R4. The Grand Jury recommends that the Office of the Agricultural Commissioner
communicate information to the public about the “Spray Days Now” notification
system being developed by the state DPR, especially in areas impacted by
pesticide use. This should be completed by October 15, 2024. (F1, F2, F3, F5)

2. Wildfire Threat to the City of Santa Cruz
The Grand Jury of 2020-21 investigated the high risk probability of wildfires, especially
in areas surrounding the City of Santa Cruz known as the Wildland Urban Interface
Area (WUI). The Grand Jury wanted to know how the high risk of wildfires was being
addressed and our level of preparedness. The 2020-21 report specifically addressed
the issue of homeless encampments and how they contributed to wildfire risk in WUI
areas of the city.[2]

2020-21 Grand Jury Report, Recommendation R2
In the next three months, the City Council needs to have more transparent and
formal coordination with the county on management of homeless resources.[2]

2020-21 R2: Response and Explanation from Santa Cruz City Council
Has not yet been implemented but will be in the future.
The 2x2 Committee, consisting of the City’s Mayor and Vice Mayor as well as the
County Supervisors from Districts 3 & 5, meets every other week on
homelessness issues. The Mayor and Vice Mayor provide a verbal report on
those discussions at Council meetings on a monthly basis. County/City
coordination through the Homeless Action Partnership has not been as
transparent as it could be; however, the County has proposed a new charter to
regional participants and it should increase transparency. It has been adopted by
the HAP and is proceeding with consideration by cities and the county.[2]
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2023-24 Grand Jury Follow-up and City Response to R2
The following is an excerpt from the Office of the City Manager of Santa Cruz in
response to the Grand Jury’s request for their follow-up to recommendations made in
the 2020-21 Grand Jury report Wildfire Threat to the City of Santa Cruz:

City and County representatives began informally meeting in 2016. In January of
2018, both the City and the County formalized their respective agencies'
participation and communication through a committee known as the 2x2. The 2x2
was composed of two members from the County Board of Supervisors and two
members from the City Council to improve coordination between the agencies
regarding homelessness issues. The goal was to form a regional response, in
partnership with the County, to strengthen City efforts to improve how we
respond to the homelessness crisis.

In January of 2022, the Santa Cruz County Housing for Health Partnership
(H4HP) Policy Board was created to replace the Homeless Action Partnership
(HAP) oversight groups. The newly created H4HP serves as the federally
designated Housing and Urban Development Department (HUD) Continuum of
Care (CoC) Board for Santa Cruz County and coordinates resources, programs,
and services focused on preventing and ending homelessness.[10] [11]

Prior to the creation of the H4HP Policy Board, the HAP CoC oversight groups
included staff from the County's four cities, the County, a member of the health
sector, members from various non-profits serving the homeless community, and
those with lived experience. The HAP groups did not include elected officials.
Subsequently, changes were made to the CoC governance structure to ensure
broader and deeper engagement of City and County leaders in the CoC planning
and decision-making process, with the additional option to include elected
officials from the cities and the County on the Policy Board. The current Policy
Board membership overlaps with individuals historically involved with the 2x2 and
HAP. The City of Santa Cruz has two seats on the policy board, which may be
filled by elected officials, government staff, or other citizens. Therefore, the 2X2
was eliminated, however staff continue to meet on a bi-weekly basis. to
collaborate on projects of mutual interest related to homelessness.[12] [13] [14]

Grand Jury research found that the Santa Cruz County Housing for Health Partnership
is in place. This group is a collaboration between the County’s Human Services
Department and a coalition of partners and resources for the purpose of preventing and
ending homelessness within our County. The partnership includes a wide variety of
members from the community including Santa Cruz City Council members, Board
Supervisors, agency representatives, and County senior-level employees.

In March 2019 the Partnership began developing the Healthy Santa Cruz County
Strategic Framework. The Framework contains steps aimed to reduce “unsheltered and
overall homelessness countywide by January 2024.” The Framework outlines a detailed
plan to accomplish this goal.[15]
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With regard to the City Manager’s response to 2020-2021 Recommendation R2, the
City has met its commitment to formally collaborate with the County for the purpose of
managing homeless resources and reducing homelessness in our County.

2020-21 R8: Recommendation by Grand Jury
In the next six months, the City Council should produce a detailed plan and
accounting of how the federal and state homeless funds are used.[2]

2020-21 R8: Response and Explanation from Santa Cruz City Council
Has not yet been implemented but will be in the future.
The City has detailed information on how all state and federal funds received to
date have been spent. The City received additional, direct funding from the state
as part of the current state budget, and the requirements for how that will be
spent and what that will fund are still to be determined. Similarly, direct funding
from the American Rescue Act will go towards homelessness, but specifics
related to that spending and the associated limitations are still to be determined.
City staff are working with a consultant to provide a consolidated report on
various City expenditures, including prior and upcoming state and federal fund
expenditures.

2023-24 Grand Jury Follow-up and City Response to R8
The following is an excerpt from the Office of the City Manager of Santa Cruz in
response to the Grand Jury’s request for their follow-up to recommendations made in
the 2020-21 Grand Jury report Wildfire Threat to the City of Santa Cruz:

A detailed plan for the use of funds was originally developed in March of 2022.
The cost projections were revised in May of 2022. Further updates to the budget
were presented to the City Council in December of 2022. During the budget
presentations to the City Council for FY24, a summary of expenditures was
presented to the City Council on May 23, 2023.[12] [16]

The City’s response to the Grand Jury’s 2020-21 report states that the City has “detailed
information on how all state and federal funds received to date have been spent.” Yet no
such information appears to have been provided.

The City’s FY 2024 Annual Budget attached to the May 23, 2023 City Council meeting
contains only high level revenue and expenditure line items for Homeless Response
Program Funds. Revenues of $14M in 2022 appear to be a lump sum to be spread over
an unknown number of years. Overall expenditure figures for 2022 (actual), 2023
(adopted budget), and 2024 (adopted budget) total approximately $20M.

Finding
F6. With regard to the City Manager’s response to Recommendation R8, the City’s

FY 2024 Annual Budget does not provide a detailed plan and accounting of how
homeless funds have been used. The City’s response only partially fulfilled its
commitment to make related budget figures available.
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Recommendations
R5. Within 90 days the City Manager should publish the figures that their initial

response indicated were available for prior for years. (F6)

R6. Within 90 days the City should publish the summary of expenditures as
presented to the City Council in May 2023 that expand on the figures provided in
the FY 2024 Annual Budget. (F6)

3. The CZU Lightning Complex Fire – Learn...or Burn?
The CZU Lightning Complex fires of August 2020 were ignited by over three hundred
lightning strikes in the counties of Santa Cruz and San Mateo. The fires burned for thirty
seven days creating the largest wildfire in the history of Santa Cruz County. The
2020-21 Grand Jury wanted to know how the governmental response to the fire
measured up and whether it could be deemed prepared for the next wildfire
eventuality.[3]

2020-21 R3: Recommendation by Grand Jury
Within the next six months, the Board of Supervisors should require that CAL
FIRE produce timely after-action reports for all major incidents.[3]

2020-21 R3: Response and Explanation from Santa Cruz County Board Of
Supervisors

Requires further analysis
CAL FIRE, as County Fire has participated in County after action reviews and
participates in monthly coordination meetings with law enforcement, CAO, and
The County Fire Chiefs Association met to discuss lessons learned and
continues to meet and work together. Substantive concerns at the State level are
outside the local span of control to address. County Fire and its State CAL FIRE
partners provided a professional response under considerable strain from the
magnitude of this incident.[3] [17]

2023-24 Grand Jury Follow-up and Santa Cruz County Board Of
Supervisors Response to R3
The following is the response from the Director of the Office of Response, Recovery and
Resiliency (OR3), David Reid, on behalf of the Board of Supervisors 2023-24:

CAL FIRE has and will participate in After Action Reviews conducted by the
County Office of Response, Recovery and Resilience for all major incidents that
impact the County. OR3 is coordinating closely with CAL FIRE as County Fire on
Wildfire Prevention activities, the County of Santa Cruz Emergency Operations
Plan update, and alert and warning practices.[17] [18]

In addition to the above statement from the Office of Response, Recovery and
Resiliency, the Grand Jury acquired a copy of a report titled 2020 CZU Lightning
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Complex Fire: After-Action Report and Improvement Plan, published on December 7,
2021.[19] The purpose of the report was to provide an analysis of the strengths and
weaknesses of the Emergency Operation Center’s (EOC) core capabilities and identify
improvement strategies.

The County of Santa Cruz and coordinating response partners held feedback sessions
in order to assess the successes and failures of the CZU response. CAL FIRE is listed
in Appendix C of the After-Action Report as a contributing partner although it is difficult
to determine to what extent CAL FIRE participated.

These sessions produced an extensive list of emergency management program
opportunities for improvement and functional gaps. At the time the report was published,
working groups had been meeting weekly to bi-weekly to address the prioritized
improvement goals. At that time several process improvements had been completed.
Several others were under development or not yet started.

The 2023-24 Grand Jury is pleased with the thoroughness and completeness of the
response to the Grand Jury’s recommendation.

Finding
F7. The joint effort between CAL Fire and OR3, as well as many other partners listed

in the report, to improve preparedness for future wildfires is well-documented in
the above-mentioned After-Action Report and Improvement Plan. Furthermore,
the Grand Jury’s recommendation that this undertaking commence within 6
months of the Grand Jury report publication did take place in the allotted time
period. However, the Grand Jury did not find the original report or any published
updates to the initial report that included progress towards the report’s stated
objectives. Such publications would reassure the public that wildfire
preparedness is a priority and is being addressed.

Recommendation
R7. The Grand Jury requests an update as to the progress to date of the objectives

outlined in the December 2021 After-Action Report in Appendix A: CORE
CAPABILITIES / IMPROVEMENT PLAN and further requests that the OR3
publish this update on its website. (F7)

Conclusion
As previously mentioned in the Summary, the 2023-24 Grand Jury reviewed responses
to three of the nine 2020-21 reports and found that, to varying degrees, commitments
were kept. In some cases, the agencies are implementing recommendations but it’s not
clear if the actions are in response to the Grand Jury or whether they were instigated by
the agencies. The Grand Jury continues to recommend that all organizations create and
regularly update formal records of the actions they take to address Grand Jury
recommendations, and to share those records with the public, in accordance with CA
Penal Code section 933(c).
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Required Responses

Respondent Findings Recommendations Respond Within/
Respond By

Santa Cruz County
Board of Supervisors F1–F5, F7 R1–R4, R7 90 days

September 16, 2024
Santa Cruz City

Council F6 R5, R6 90 days
September 16, 2024

Invited Responses

Respondent Findings Recommendations Respond Within/
Respond By

Santa Cruz County
Agricultural Commissioner F1–F5 R1–R4 90 days

September 16, 2024

Santa Cruz City Manager F6 R5, R6 90 days
September 16, 2024

Director, Santa Cruz County
Office of Response,

Recovery and Resiliency
F7 R7 90 days

September 16, 2024

Definitions
CAO: Chief Administrative Office
EOC: Emergency Operation Center
DPR: Department of Pesticide Regulation
H4HP: Housing for Health Partnership
HUD: US Department of Housing and Urban Development
OR3: Office of Response, Recovery and Resiliency
WUI: Wildland Urban Interface area
HAP: Homeless Action Partnership

Sources
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Best Interest of a Child –
Report on Child Protective Services

Perception Is Reality

Summary
The 2023-2024 Santa Cruz Civil Grand Jury investigated the Child Protective Services
(CPS) Agency since there was a perception by some Resource Families (Foster
Families) that CPS in Santa Cruz County was reunifying children with their Birth
Families at all costs. The investigation concluded that based on metrics it could not find
any evidence to uphold this perception.

This report suggests improvements in three areas:

1. Publish outcome based metrics on the website to improve transparency. This will
allay concerns of ideological bias in the decision making process by Child
Protective Services.

2. Update and publish the complaint process - who gets involved at what stage and
the metrics associated with it. For example, number of complaints, time to
resolve them and number of complaints that get escalated to different levels.

3. Record Child Family Team meetings. This will be valuable when there is a
dispute between the social worker’s notes and the accounts of any other
members who are involved in these meetings.
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Background
The Civil Grand Jury started this investigation for the following reasons:

1. The Civil Grand Jury had received complaints from Resource Families over the
past year. The complaints reflected that Santa Cruz County Child Protective
Services were “reunifying” the child with Birth Parents at “all costs.” In some cases,
the reunification was claimed to cause harm to children with behavioral issues.

2. CPS operations have not been reviewed by the Grand Jury since 2002-03.

CPS provides protective services and support to abused and neglected children and
their families in Santa Cruz County. Services include emergency response, in-home
family preservation services, family reunification services, and foster care. CPS also
issues licenses for Resource Homes (formerly called foster homes) and family day care
homes. In addition, the Division operates programs to prevent child abuse and domestic
violence and to provide adoptions. Services are mandated by state statute pursuant to
the California Welfare & Institutions Code (WIC) which defines its area of purview as

WIC §300 (b) (1) A child that has suffered, or there is a substantial risk
that the child will suffer, serious physical harm or illness as a result of any
of the following:
(A) The failure or inability of the child's parent or guardian to adequately

supervise or protect the child.
(B) The willful or negligent failure of the child's parent or guardian to

adequately supervise or protect the child from the conduct of the
custodian with whom the child has been left.

(C) The willful or negligent failure of the parent or guardian to provide the
child with adequate food, clothing, shelter, or medical treatment.

(D) The inability of the parent or guardian to provide regular care for the
child due to the parent's or guardian's mental illness, developmental
disability, or substance abuse.[1]

CPS is allowed to remove children from any home suspected of child endangerment.
This wide-ranging authority allows staff to remove children from homes, levy allegations
and refer cases for possible criminal prosecution.

As of December 31, 2023, the CPS was overseeing the welfare of 173 children - 47 of
them were resident with their Birth Parents and 126 were with Resource Families.[2]

Scope and Methodology
The scope of this investigation is to probe into the CPS process and check if there is
any validity to the complaints submitted to the Grand Jury by the Resource Families
(formerly known as foster families). Is there a systemic problem within the agency? Due
to privacy laws, it was not possible to investigate individual cases. Therefore, the Grand
Jury decided to look at the data to see if it indicates any patterns that could reflect the
validity of the complaints.
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The sources of information gathered for this report include:
● Interviews with CPS personnel and the public.
● Relevant articles, published reports, newspaper articles, and documents found

online regarding Child Protective Services.
● The Grand Jury report of 2002-2003 - “Family and Children’s Services”[3]

Investigation
The Grand Jury heard reports of unsupervised custody handoffs in dark parking lots
with no CPS personnel in attendance. There was also a complaint of the child being
returned to the Birth Parents from a Resource Family who had not achieved the level of
stability required for reunification.

The Grand Jury noticed a common theme with many of the complaints. They include:
1. Failure to Apply Bypass Criteria[4]: Cases consistently show decisions

prioritizing reunification over children's well-being, with social workers failing to
consider established criteria meant to protect children at risk.

2. Visitation Conflicts: Frequent disputes arise around visitation schedules,
particularly when children express fear or resistance.

3. Trauma from Disruption: Abrupt removals from stable foster placements create
significant emotional distress for children. Hand-offs are not always warm, and
lack of compassion was a constant theme.

4. Potential Risk of Reunification: Concerns are raised about reuniting children
with potentially harmful Birth Parents who haven't addressed the issues that led
to their removal.

5. Social Worker Conduct: Complaints of insensitive treatment, intimidation, and
potentially falsified records highlight possible misconduct by social
workers.[5] [6] [7] [8]

Limitations Accessing CPS Data
The whole CPS process is protected by privacy laws and therefore no one from the
outside (except the CPS staff and the court system) have access to the proceedings or
documents. Therefore, the Grand Jury cannot investigate individual complaints. The
Grand Jury could only look at the long term trend using data collected over the past ten
years. After listening to and reading the complaints, the Grand Jury decided to interview
CPS staff to understand if there is data available that can show any pattern pointing to a
systemic bias. It was not easy to find the relevant staff in CPS to talk to about the CPS
process since there is no organizational chart listed on the website. One of the
interviewees acknowledged the shortcoming of not listing the organization chart on the
website and promised that it will be corrected soon.[9]

Origins of Perceptions of Bias
In public welfare systems such as CPS, generally the children who are removed from
the Birth Families tend to come from a lower socioeconomic class. The Resource
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Families tend to come from a higher socioeconomic background. In the past, the CPS
system was thought to be biased towards the Resource Families. Yet the current law
tends to lean towards equity which leads to some staff feeling that they should “over
calibrate” towards the Birth Families. The staff strongly agrees that family reunification is
of the highest priority unless there is a danger to the child. This inherently creates a
conflict since during the reunification process, the Resource Families feel that their
voices are not heard.[10] [11]

The Jury learned that what’s in the best interest of a child is extremely hard to
determine and can be subject to some intense debates. Is the system trying to
over-correct this past problem? This can also lead to a perception problem for all
concerned parties.[10] [11]

Lack of Data Transparency
While the CPS website provides information about their services, there is no data
regarding the outcome of their services. Also, the public cannot get insight into the
volume of services. The specific statistic that the Grand Jury looked at was “how many
children and teens exiting” the CPS system. The California Welfare Indicators Project[12]

maintained by University of California holds data related to reunification. (See Figure 1
below.) In contrast, none of the relevant data was available from Santa Cruz County’s
public website dedicated to CPS.[13]

Figure 1. Data from the California Welfare Indicators Project for Santa Cruz County.[14]

The blue line in Figure 1 represents the percentage of children and teens reunited with
their Birth Families. Between 2012 and 2023, that percentage varied from 33% in 2013
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to 43% in 2023 and peaked at 54% in 2016. The percentage graph or the actual number
graph did not show any particular trend towards reunification or a bias against it.

Bypass Decisions Seem Arbitrary
Resource Families believed that the “bypass” criteria were not being applied in the
County in some instances. The goal of CPS is to reunite with Birth Families as long as
there is no danger to the child. Towards that goal, the CPS provides various programs
for Birth Families to become eligible for reuniting with the child. The “bypass” refers to a
situation where reunification services are not offered to parents after their child has
been removed from their care. This means CPS won't work towards reuniting the child
with the birth parents and will instead focus on finding a permanent placement for the
child, such as adoption or guardianship.
Some examples where the “bypass” is applied are:

● Chronic use of alcohol or drugs
● Parent incarcerated or violent felony
● Severe physical abuse of child under 5
● Physical / sexual abuse again
● Prior termination of reunification services

For a full list see “Bypass-at-a-Glance” in the Websites section below.[4].
The complainants felt that in some cases the “bypass” criteria should have been
applied. In their opinion, if the “bypass” criteria were applied then the child would have
never been a candidate for reunification and therefore would have avoided the
emotional trauma for the child and the Resource Families.
Due to confidentiality restraints, the Grand Jury was unable to investigate individual
cases to review how criteria were applied. However, for the past two years, thirteen
cases were found to be eligible for bypass in Santa Cruz County. CPS applied the
bypass criteria in seven of those cases. The children in these cases then became
eligible for permanent placement.[15]

Lack of Follow Up Data
At the present time, follow up by CPS happens only up to 18 months after the child is
reunited with the Birth Family. This may not be enough time to determine the effects of
reunification. In an interview with a complainant, the Grand Jury was told that five years
after reunification, a child they had fostered was experiencing behavioral problems at
school and was suffering from depression.[16]

Complaint Process Transparency
There is no documentation of the complaint process in Santa Cruz County, either on the
website or available through CPS personnel interviews.[17] Currently complaints are
lodged with the social worker. Supervisors are not advised of complaints unless the
social worker brings the issue to the supervisor. Furthermore, there is no data available
on the number of complaints received year by year and their resolution status.
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The 2002-2003 Grand Jury report titled “Family and Children’s Services,”[18]

recommended, “The County Board of Supervisors create a Citizen Review Board as
recommended by the Little Hoover Commission.[19] This Board should review child
welfare services and make recommendations to the Board of Supervisors, local
agencies and others regarding improvements. Membership should include
representatives from education, foster care youth, health care, civic and business.

The Citizen Review Board should hire a Child Welfare Inspector General with the
authority to recommend improvements. Responsibilities should include enforcement of
rules for CPS, reform of the foster care program, and building a volunteer support
network. The Citizen Review Board can look into these unresolved complaints to
identify any systemic issues. This will also eliminate any appearance of the conflict of
interest in the eyes of the complainants.

Team Meetings
Throughout the reunification process, multiple meetings, generally referred to as Child
Family Team (CFT) meetings, take place. The CFT includes everyone who has an
interest in the child: CPS staff, birth parents, resources parents, social workers, doctors,
psychiatrists, teachers, and possibly more. Notes about the meeting are produced by a
social worker after conclusion of the meeting. The notes are available to all the
participants. The Grand Jury found some Resource Families felt social workers’ notes
did not accurately reflect what happened during the meetings. Due to the nature of
these meetings, they are not recorded. Therefore, there is no way to resolve these
differences in perception to the satisfaction of all parties.

Conclusion
This investigation was undertaken as a result of complaints received by the Grand Jury.
Complainants believed that CPS policies regarding child safety were not being followed.
The investigation was hampered by data that was largely insufficient or unobtainable.
This results in Resource Families' perception that child safety is not being prioritized.
The Grand Jury was not able to substantiate this claim based on the available data
reviewed. The Grand Jury remains concerned that this perception will persist unless
there is more transparency of both data and operations. This perception may prevent a
sufficient number of Resource Families from signing up to provide this valuable service
which is critical for the protection of neglected and abused children in our community.

Findings
F1. It is hard to contact the relevant people in CPS to get information since there is

no organizational chart published on the website. People don’t know who they
can contact for specific issues.
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F2. The lack of readily available CPS data metrics accessible on the Santa Cruz
County website can lead to perceptions based on individual experiences.
Perception becomes reality if data is not provided which can lead to public
distrust of the system.

F3. Lots of data is available on the California Welfare Indicators Project maintained
by University of California for the whole state of California for each county. It is
hard to sift through and find relevant data for Santa Cruz County.

F4. There is no formal complaint process. You can lodge a complaint only with your
social worker. When the complainant is not happy with the resolution, complaints
are lodged with the Grand Jury. This is ineffective and results in a lack of
accountability or follow up on the complaint.

F5. Child Family Team members often dispute the accuracy of "official" meeting
notes taken by the attending CPS Social Workers, leading to lack of trust
between team members.

F6. The lack of data makes it difficult to determine whether bias is present either to
Resource Families or Birth Families to the detriment of the child.

Recommendations
R1. The Grand Jury recommends that CPS publish an organizational chart by

October 31, 2024. (F1)

R2. The Grand Jury recommends that CPS publish outcome based metrics, such as
number of children moved to Resource Families, number of Resource Families
available in the County, number of successful and failed reunifications, and
identify success metrics for children under care, on an annual basis on their
website to improve transparency by December 31, 2024. (F2, F3, F6)

R3. The Grand Jury recommends that CPS create and publish the complaint
process. This published process should include a supervisor not vested in the
outcome who can review the complaints. This process and the accompanying
metrics like number of complaints and resolution times should be made available
to the public by December 31, 2024. (F4)

R4. The Grand Jury recommends that the County Board of Supervisors establish a
Child Welfare Oversight board and an Inspector General similar to what the
2002-2003 Grand Jury recommended. This could help resolve bias, impropriety
and undue influence complaints and will help provide transparency and increase
trust in the CPS process. The Grand Jury recommends that the planning for this
should start by December 31, 2024, with the board fully implemented six months
after the planning is finished. (F4, F5)

R5. The Grand Jury recommends that the CPS department begin to record the Child
Family Team meetings by the end of December 31, 2024. (F5)
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Required Responses

Respondent Findings Recommendations Respond Within/
Respond By

Santa Cruz County
Board of Supervisors F1–F6 R1–R5 90 Days

September 16, 2024

Invited Responses

Respondent Findings Recommendations Respond Within/
Respond By

Director, Santa Cruz County
Child Protective Services F1–F6 R1–R3, R5 90 Days

September 16, 2024
Director, Santa Cruz County
Human Services Department F1–F6 R1–R3, R5 90 Days

September 16, 2024

Definitions
● CPS: Child Protective Services
● Resource Families: Formerly referred to as Foster Families.
● Birth Parents: Biological parents of the child
● Bypass Criteria: Criteria used to “bypass” Birth Parents reunification services

and move the child to a permanent placement[4]
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Victims of the CZU Wildfire – Four Years Later

The Flame Still Burns

“And the flame still burns
From a glimmer back then it lights up again in my life" Mick Jones

Summary
For most of our community at large, the CAL FIRE designated CZU Lightning Complex
Fire of August, 2020 may be no more than a distant memory, recollected only faintly as
part of our collective communal experience. It may also be that such memories we have
are clouded by the intervening pandemic that touched every corner of our community.
Or we may simply be thankful that this disaster did not touch our homes and families.
But for many who lived through that conflagration and lost homes, it is not a distant
memory but rather a continuing and ever-present reality.

It may surprise you to know that a substantial number of those who lost their homes
simply walked away without rebuilding. Many found themselves under-insured to the
degree that they simply could not bear the cost to rebuild. Others were unable to
rekindle their dreams because they found themselves unable to navigate a lengthy and
often bewildering permitting process. And others chose not to rebuild their homes
because they were unaware or uninformed that restorative resources and support were
available. Almost four years later, only about one third of the homes that were destroyed
are being rebuilt.

The Findings and Recommendations contained in this report highlight the need for
improved disaster preparedness. That means more readily accessible disaster recovery
information, improved support from county government agencies and the need for
ongoing outreach to our community to prepare us for the next disaster event. We will be
challenged again by natural disasters, be they borne of earth, wind, fire, or flood.

We can do better and we can meet that challenge together.
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Background
In the early morning of August 16, 2020, a thunderstorm occurred that produced
thousands of lightning strikes, resulting in hundreds of fires throughout California. There
were over 300 lightning strikes in Santa Cruz and San Mateo Counties. These
combined with dangerous drought conditions unleashed the largest fire in Santa Cruz
County history. This massive wildfire, dubbed the CZU Lightning Complex Fire, had
devastating consequences for many of the residents of Santa Cruz Supervisorial
Districts 3 and 5. The fire consumed 86,000 acres and nearly 1,000 structures, of which
697 were single family homes, and caused the tragic death of one Santa Cruz County
resident.[1] [2] [3] See Figure 5 for a map of the fire zone in Appendix A.

Over 77,000 people were evacuated and nearly all of Big Basin Redwoods State Park
was burned. Thirty-seven days after the fires began, on September 22nd, CAL FIRE
reported it had gotten control of the CZU Lightning Complex Fire. By the end, the cost to
fight this fire reached more than $68 million. The damage, loss of life, disruption from
evacuation, and efforts to support the victims of the fire were well publicized during the
event. On October 6, 2020 the Santa Cruz County Board of Supervisors (BoS) voted to
create the Office of Response, Recovery and Resilience (OR3) to respond to not only
the CZU August Lightning Complex fire, but also to future disasters.[4]

Past Grand Jury reports noted that nothing was yet published about the performance of
our government leadership and agencies during the CZU fire. Yet they remain
accountable for assisting and supporting those fire victims that lost their homes and
ensuring readiness for the next disaster event.

OR3 is developing an emergency plan. It is currently being reviewed by the state office of
Emergency Services (CalOES). The Grand Jury does not yet have access to the plan.[5]

Less than a third of all homes lost to the CZU Lightning Complex Fire have been rebuilt
in the intervening three and half years. Not only has the CZU Lightning Fire left
residents without homes, but it also left many residents angry and frustrated about the
response and performance of their local government agencies. Most residents are
grateful for the work done by our county fire districts, local volunteer firefighters and
selected government agencies and nonprofits. However, many residents are also
exasperated and need to have their voices heard about the performance gaps of local
government and agencies during the recovery and rebuilding process which continues
to this day.

Scope
The function of the Grand Jury is to examine effectiveness and efficiency of city and
county governments as well as special districts. The scope of this report encompasses
the effectiveness of county elected leaders and county agencies in response to the CZU
Lightning Complex Fire. We sought to answer these key questions about leadership,
process, and communications:

● What were the major obstacles faced by those fire victims that chose to rebuild
their homes?
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● How efficiently and effectively did county government and agencies respond to
the needs of the CZU fire victims with respect to the recovery and rebuilding
process?

● Has the county government and its agencies stepped up and demonstrated
oversight and accountability with respect to the CZU Fire recovery and rebuilding
process?

Methodology
The Grand Jury requested and examined a wide range of documents from the county
agencies involved in the CZU Lightning Complex Fire and its aftermath. The Jury
researched media articles, online publications, community meetings, prior grand jury
reports, and examined the practices of other counties that experienced devastating
wildfire events. Furthermore, the Jury toured areas affected by the fire in Boulder Creek.

Perhaps most importantly, extensive interviews were conducted with fire victims,
including those who lost homes, those who were able to rebuild and those who were
unable to do so. Additionally, the Grand Jury sought out the stories and experiences of
first responders, building trades professionals, and community advocates who
demonstrated thoughtfulness, courage, and tenacity under adverse conditions.

However, the foundation of our investigation rests upon interviews conducted with
government and county agency officials. The Grand Jury evaluated this group for their
past and current levels of efficiency and disaster preparedness and for their response to
this devastating community event.

It is our overriding belief and understanding that public officials and agency staff have
an obligation to serve its citizens. This obligation entails ensuring that risks are
understood and managed and that resources are maximized within financial constraints.
This approach proactively mitigates foreseeable risks and ensures that the needs and
concerns of the public are recognized and satisfied.

Investigation
As the Grand Jury began its investigation into the CZU Lightning Complex Fire, it
quickly became apparent that emergency preparedness and public education related to
natural disasters were lacking.[6] [7] However, the most alarming area of inquiry became
the obstacles to recovery and rebuilding that continue to plague and frustrate fire
victims. This report will detail the role that each party played in the CZU fire story and
the ensuing recovery efforts.

Fire Victims’ Experiences
Those whose lives were upended by the fire are the special focus of this report. As
such, we start by discussing their recovery odyssey. The Grand Jury interviewed five
CZU fire victims. Jurors also read stories of other victims online.[8] [9] These victims’
stories cover the spectrum of recovery experiences. The Grand Jury found that on one
end of the recovery spectrum were victims who had completed the rebuild process,
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while the other end of the spectrum held those who decided to sell their parcel and
move out of the mountains. Many of the victims in the latter group were senior members
of our community who had lived in their homes for many years and simply had neither
the energy nor the heart to rebuild. Most victims fell somewhere in between. See Figure
1 for a reminder of the devastation caused by the CZU fire.

Figure 1: Bonny Doon - Destroyed home, photo taken during the CZU
fire.[10]

Those that chose to rebuild their homes encountered a mountain of obstacles that many
still struggle with today. The majority of fire victims were either uninsured or
underinsured.[11] [12] The claims of those who were insured were processed slowly.
Delays in insurance payouts meant that while victims waited, the cost of rebuilding rose
dramatically. When insurance payouts were finally made, funds were no longer enough
to cover the cost to rebuild their home.[13] See Figure 2 below for an example of a home
destroyed in the fire, with no action to rebuild taken as of this report.
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Figure 2: Boulder Creek Destroyed Home - photo taken December 15, 2023.[14]

Fire victims did begin to get some relief when the BoS created the Recovery Permit
Center (RPC) in December 2020.[15] [16] Many reported that the RPC staff treated them
with empathy and were responsive to their needs. A later section of this report will go
into detail about the RPC organization and the preclearance process designed
specifically for fire victims.

Board of Supervisors
The Grand Jury interviewed board members for this report about their responses to the
CZU Fire and their continued efforts on behalf of fire victims.[17] [18]
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Board Oversight of Disaster Preparedness
In addition to being critical of the County’s initial response to the fire, victims also
expressed doubt about the County’s preparedness for future fires. The BoS is in the
position to advocate for the community by holding agencies accountable and to prepare
for an uncertain and dangerous future. Santa Cruz County will undoubtedly experience
future natural disasters and it is critical that County agencies, under the purview of the
Board of Supervisors, be better prepared for the next major wildfire.[7] [19]

Lack of Communication with CAL FIRE
The lack of coordination and/or communication between CAL FIRE and local volunteer
fire departments likely resulted in unnecessary loss. This Grand Jury heard anecdotal
testimony from multiple victims about local fire volunteers being discouraged from
responding to the fire or being outright ordered by CAL FIRE to stand down.[20] [21] [22]

The tragic death of Last Chance resident, Tad Jones, is partly attributed to the CAL
FIRE evacuation order coming late to the Last Chance community. He left the
designated evacuation gathering point when no help came and paid the ultimate price.[3]

A prior 2020-2021 Grand Jury report issued soon after the CZU Fire expressed
concerns over the response by CAL FIRE. That report found that the BoS had not held
CAL FIRE accountable for their lack of analysis of their performance in the CZU
Lightning Complex Fire. The report also found that no provision existed in the current
contract between the County and CAL FIRE to develop after-action reports during the
non-fire season.[23]

In December 2021, OR3 published the After-Action and Improvement Plan in response
to the CZU Fire. However, CAL FIRE doesn't appear to have actively participated in the
development of the report as the report was focused on internal County operations. This
is unfortunate as CAL FIRE participation could have provided a unique perspective and
valuable input.[24] Refer to Appendix C for the After-Action Report Improvement Plan.

Board of Supervisors’ Fire Victim Support
In September of 2021, the BoS passed a Resolution that grants variances for CZU fire
victims that is set to expire September 21, 2024.[25] These variances allowed those who
wished to rebuild their home to take advantage of waivers in the permit process if they
rebuilt “in-kind”. A new home was considered “in-kind” if it were built in the same spot as
the original home and if it added no more than 400 square feet. This resolution was a
major exception to the building code and many victims took advantage of this exception
and so were able to avoid some of the preclearance requirements.

The BoS was instrumental in establishing both the OR3 and the Recovery Permit
Center (RPC).[26] [27] OR3 was created in order to improve our community’s emergency
response, elevate our disaster awareness, and prepare for increases in extreme
weather due to climate change. The RPC was created for the purpose of providing
essential permitting services to fire victims. The establishment of these organizations
was instrumental in streamlining the rebuilding process for CZU Fire victims.
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The BoS also passed a Resolution on March 14, 2023 requiring County staff to notify
permit applicants when the status of their permit applications changed. It also stipulated
that application decisions should take no more than two weeks for “uncomplicated”
cases.[28] [29]

Long Term Recovery Group Support of Fire Victims
The Long Term Recovery Group (LTRG) is a collaboration of nonprofit, faith-based,
local, state, and national organizations. These organizations work together to share
information and resources to help address the needs of individuals and families affected
by the CZU Lightning Complex Fires. LTRG also works in concert with a number of
community-based organizations including Catholic Charities, Community Bridges,
Boulder Creek Parks and Recreation, Valley Churches United, and the Community
Action Board.[30] [31]

The LTRG is currently supporting 30-40 families who are victims of the CZU Fire with
case management services. Funding and services provided by Catholic Charities and
Community Bridges included clothing, kitchen kits, laundry services, and various
household items. The LTRG also hosts community events for fire victims.[32]

Longer-term services provided by the LTRG include preclearance process assistance,
septic upgrades, and reestablishment of electricity. The LTRG has also provided water
tanks, contractor services, tiny houses and yurts, transportation of modular homes, and
bridge funding.[33] The LTRG is collaborating with Mennonite Disaster Services to build
four to five homes per year over a three-year period for families in Santa Cruz County
who lost their homes in the CZU Fire and who are uninsured or severely under-insured.
This represents roughly 10% of the homes being rebuilt.[34] [35]

In spite of the important services the LTRG has provided, the results of a CZU fire victim
survey indicated that more than half of the respondents were not aware of the group
and so did not access their services. The LTRG did not have a website until March 2024
but was rather reliant on brochures made available at the RPC office, the LTRG link on
the RPC website, and their Facebook page to publicize the services it offers.[36] [37] [38] In
March of 2023 the LTRG went live with their website and will be better able to publicize
their services going forward.[39]

The Grand Jury was impressed by the breadth and volume of services provided by the
LTRG, and was especially impressed by how effectively the LTRG services
complemented those provided by the County’s RPC. One public official is quoted as
saying: “The Long Term Recovery Group has been a godsend.”[40]

Unfortunately, Community Foundation funding for the LTRG runs out mid-November
2024. Without additional funding the LTRG will go into “sleep mode” if there is no new
disaster and as the need of CZU fire victims lessens.[41] [42] [43] [44]

Based upon the testimony received, the Grand Jury believes that present and future
disaster preparedness would be well served by the creation of a public-private
partnership between the LTRG and OR3. The purpose of such a partnership would be
to provide continuing case management assistance and support to current and future
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disaster victims. The LTRG is very willing to continue collaborating with government
entities and other community groups to help disaster victims.[45]

Other counties have an ombudsman on staff to provide guidance to community
members for difficult to navigate topics, such as water quality and building permits.[46] An
ombudsman within this partnership could provide ongoing natural disaster
preparedness support and information in a number of ways, including:

● Soliciting volunteers to assist victims with limited resources in getting started in
the preclearance process.

● Conducting volunteer orientations and providing training.
● Providing the community with an informational overview of current building costs

in order to assist community members in their assessment of acquiring insurance
policies adequate to rebuild “in kind” in the event of a future disaster event.

● Providing case management services to guide disaster victims through the
rebuilding process including debris clearance, insurance and obtaining required
county permits.

Role of the Office of Response, Recovery and Resilience
The County Office of Response, Recovery and Resilience was created to improve the
community’s emergency response, elevate disaster awareness, and prepare for
increases in extreme weather due to climate change. It was modeled after the County of
Sonoma’s Office of Recovery and Resiliency.[4] [47]

The purpose of the Office of Response, Recovery, and Resiliency, otherwise known as
OR3, is threefold:

● A Response function to serve as the emergency management office including
disaster preparedness for residents, development of written guidelines for
emergency preparedness, response, recovery and mitigation for disasters and
operation of the Emergency Operations Center (EOC).

● Recovery support efforts for disasters that have occurred, which includes the
Long Term Recovery Group services, Recovery Permit Center services, and
debris flow and removal.

● Resilience which includes the County’s resilience planning for future disasters,
sustainability, and climate change.

Much of OR3’s initial focus has been on recovery due to the CZU Lightning Complex
Fires. Their role is getting residents who lost their homes resettled and rebuilt as soon
as possible after any disaster.[48] See Figure 6 for the RPC map and dashboard in
Appendix A.

Services Delivered by the Recovery Permit Center
Prior to the establishment of OR3 and the RPC, the County Planning Department, now
part of Community Development and Infrastructure (CDI), was the only department to
deal with the influx of building permit queries from CZU Fire victims. But Planning staff
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was down 30% from 22 years ago and their workload was up 30%.[49] Therefore, the
Planning Department was not equipped to handle the additional workload.

Victim interviewees unanimously agreed that contact with the Planning Department
during this time was extremely frustrating and that the department was not able to
provide any meaningful assistance. Victims, already traumatized by the loss of
everything they owned, had negative interactions with the Planning Department. They
reported feeling hopeless and/or ready to abandon their plans to rebuild.[50] With the
establishment of the RPC, victims found a helping hand. Both victims and building
professionals alike found working with the newly-established RPC to be more user
friendly.[51]

The RPC was created by the BoS on November 17, 2020, three months after the CZU
fire. It acts as the County’s “one-stop” center with the goal of expediting and guiding the
building permit and rebuilding process.[52] After the CZU fire, our County reached out to
other Counties who had also experienced large wildfires. Based on a recommendation
from Sonoma County, Santa Cruz County contracted with 4Leaf, Inc. to manage the
county Recovery Permit Center. The RPC was needed due to staffing constraints within
the Santa Cruz County Planning Department.[53] And 4Leaf has extensive disaster
recovery experience throughout the country which was desperately needed.

The contract term was initially set to run through June 30, 2023, and was extended to
June 30, 2024. Another extension to provide service through December 31, 2024 is
being considered by the BoS.[54] [55]

Testimony offered by fire victims and building professionals reflected the near
unanimous approval of their services. The RPC dramatically reduced the time to obtain
a building permit.[56] [57] The streamlined CZU Fire Victim rebuild process starts with three
preclearances that must be obtained prior to submission of a building permit
application.[58] The RPC team identifies and works through technical issues with septic
systems, water, fire access and potential geologic hazards in the Pre-Clearance phase.
A site plan is required as part of the Pre-Clearance application. The three required
Pre-Clearances are:

● Environmental Health: The environmental health Pre-Clearance verifies the
permitted septic system and water source for the property. The Pre-Clearance
will determine the specific water and septic requirements for a proposed project.

● Fire Access: The RPC sets up a site visit to determine if the property has site
access that meets standards for emergency services access, and if driveways
and bridges meet applicable codes.

● Geologic Hazards: The geologic hazard Pre-Clearance is a pre-application
evaluation of potential geologic hazards that may affect a rebuild proposal. Any
reports required by the Pre-Clearance must be reviewed and accepted by County
staff prior to issuance of the geologic hazard Pre-Clearance to apply for a
building permit.
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Figure 3: Recovery Permit Center - Steps to Rebuild[59]

As shown in Figure 3, once the three Pre-Clearance hurdles are completed, the building
permit application may be submitted. Initial plan review is one week, with resubmitted
plans being reviewed within five days. The building permit is issued once the plans are
approved.[60] [61]

RPC and Victim Interaction with County Planning
Transitioning to the present, the process of winding down the RPC and passing off CZU
Fire victims’ cases from the RPC to the Planning Department is underway. The Grand
Jury has received testimony that collaboration between the RPC and County Planning
could be improved. Staffing changes in both the Planning Department and in the
Recovery Permit Center (4Leaf staff) led to some delays in handling requests due to
inconsistent processes between RPC and the Planning Department.[62] [63] There are
now weekly coordination meetings between the two (2) departments.[64] Testimony
showed that the initial phase of handing off RPC cases to the Planning Department is
not going as smoothly as it should.[65] [66] 4Leaf appears to lack confidence in how CZU
Fire victim cases will be handled by the Planning Department.[67] [68]

4Leaf and Planning Department communication is poor. In addition, the physical
distance between the RPC, located in the County building basement, and the Planning
Department, located on the 4th floor, hinders communication. Planning Department staff
state that they would have preferred to have the RPC located in a space adjoining their
offices.[67]

So, what does the future of the relationship between the Planning Department and RPC
hold for the 158 fire victim permits still in construction as of April 10, 2024? Testimony
received from Planning staff indicated that they believe the RPC to be a “cool”
model.[69] [70] They plan to adopt RPC's expedited Pre-Clearance model.

Obstacles to Rebuilding
CZU Fire victims faced a myriad of problems while going through the permit and
rebuilding process. The following is a summary of each of the major obstacles to
rebuilding after the fire.
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Insurance Issues
The majority of victims of the CZU Fire were either underinsured or had no fire
insurance. For those who had insurance, the time to process their claims and to receive
payouts took months. Some victims interviewed for this report in early 2024 were still
waiting to receive their final payout. Meanwhile, as victims waited for their claims to be
processed, the cost of building a home skyrocketed during the Covid pandemic. As
reflected in a 2022 RPC survey of fire victims, costs rose from $200-$300 per square
foot to $700-$800 per square foot.[71] [72] Preexisting policies did not account for this
increased cost.

Some victims had enough fiscal resources to begin the process before receiving
insurance payouts. In some cases, the unanticipated cost of obtaining Pre-Clearance
studies quickly depleted their funds and they decided to cut their losses and abandon
plans to rebuild.[73] A few were more fortunate and were able to rebuild but still
experienced out of pocket expenses waiting for their insurance payouts. One victim
reported, “Right now I’m out of pocket a little over $1.2M on this build.” At the time of the
interview this homeowner was still waiting for a final insurance settlement.[74] [75]

Shortage of Building Professionals
The COVID-19 pandemic resulted in building professionals being hired for renovations
driven by California’s shelter in place orders during the pandemic. As a result, CZU Fire
victims struggled to engage the contractors, architects, and engineers necessary to
begin their rebuilding process. The lucky people who were able to engage professional
assistance were then able to avoid some of the pitfalls of the permit process and make
good progress. In the early aftermath of the fire, those who chose to go at it alone ran
into unfamiliar permit requirements and often incurred many thousands of dollars in
costs unnecessarily. They sometimes had to scrap their early work, and go back to
square one.[76] [77]

Required Pre-Clearances
As stated earlier, CZU fire victims were required to obtain three types of Pre-Clearances
in order to be issued a building permit.

● Environmental Health
● Fire Access
● Geologic Hazards

The process of obtaining the three Pre-Clearance permits could be arduous and
expensive depending on the geography of any given parcel.[78] [79] The typical costs
include:

● Pre-Clearance permit, $350
● Soil reports, $6,500
● Survey, $3,000
● Septic study, $7,500
● Structural engineer, $3,000-$5,000
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But these were the known costs going into the Pre-Clearance process. Unfortunately,
the pre-clearance reports often showed a property did not meet the standards required
to pass inspections. Alternatively, if they wanted something other than rebuilding “in
kind,” the cost to come up to code could cost many tens or even hundreds of thousands
of additional dollars.[80]

Environmental Health
This Pre-Clearance concerns the septic system on the property. Septic system
upgrades before the fire were approximately $30,000-$40,000. After the fire the cost
was $100,000 and more. Interviewees reported that over 50% of fire victims had to put
in new septic systems and 25% had to upgrade to an advanced treatment system.[81]

Septic system requirements were revised and became more stringent in October 2023
when the BoS adopted the Santa Cruz County Local Area Management Program
(LAMP).[81]

In one case, a retired environmental health specialist helped 50 CZU Fire survivors
obtain their environmental Pre-Clearance permit. These 50 residents’ rebuilds were held
up by Planning staff with poor understanding of septic regulations and environmental
health ordinances. This good Samaritan worked with the County to resolve the issue so
that his neighbors could carry on with their rebuilds.[82] [83]

Fire Access
The Grand Jury heard from interviewees that the fire department stringently applied the
state requirements that a firetruck be able to turn around on the property. The Grand
Jury also heard testimony about cases where fire trucks had adequate room to turn
around but the road didn’t meet the County Fire District requirement. The minimum
requirement to pass the Fire Pre-Clearance is a 12-foot wide access road with 12-foot
wide by 35-foot-long turnouts located approximately every 500 feet.[84] Many roads and
culverts were badly damaged by contractors doing debris flow clearance.[85] Needless to
say, the cost of bringing roads up to fire code would be very costly. This has impacted
dozens of homes in communities such as Last Chance Road.

In addition, fire codes also require 10,000 gallons of water storage on site and all homes
must have a sprinkler system.

Geologic Hazards
Santa Cruz County is the 15th highest landslide risk out of 3,000 counties in the United
States, according to a FEMA study.[86] [87] Geologic studies and guidelines are therefore
critical in protecting the safety of County residents. California now requires building
foundations to be designed by a geotechnical engineer. Because geotechnical
engineers will not work in a geologically hazardous area without a partnering geologist,
additional costs of $20,000-$40,000 are incurred and the availability of these
professionals is extremely limited. Most fire victims wait six months to a year for a
report.[88]
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On October 13, 2021 the BoS adopted the CZU Rebuild Directive, Resolution 226-2021
to facilitate rebuilding structures destroyed in the fire. It allows rebuilding replacement
structures “in kind,” up to 10% or 400 square feet larger than the original destroyed
structure, on the same footprint, with minimal or no geologic hazard reports required.

The Community Foundation of Santa Cruz County funded Atkins Engineering to
produce a report of geologic hazard zones so that individual property owners wouldn’t
have to incur the cost of conducting their own study.[89]

If the Atkins Report shows a property is in a hazardous zone, additional geologic reports
are required. To avoid those costs, an owner can choose to utilize the CZU Rebuild
Directive. In this case the property owner must record a covenant that geologic hazards
have not been investigated and they assume the risk of any potential geologic hazards
on the property.[90] [91] This covenant is an encumbrance of title, a claim against a
property by a party that is not the owner. An encumbrance can impact the transferability
of the property and restrict its free use until the encumbrance is lifted.[92]

Though the geography of the fire area in Boulder Creek required these geological
studies, and the process of clearing this Pre-Clearance hurdle was challenging, the
Grand Jury received testimony that the County Geologist engaged by the RPC
improved the Pre-Clearance process significantly and reduced the time to obtain this
permit.[93] [94] Refer to the RPC Geological Hazard Workflow in Appendix B.

Current Rebuild Status
Figure 4 below shows the status of CZU fire victims’ permits issued and homes rebuilt
as of April, 2024. These numbers are the most current but are subject to change.

Category Total Notes
Number of homes/residences
destroyed 697 Approximate count

Single-family residence permits
issued by RPC, approved for
construction

253 Permitted and occupied or under
construction

Parcels with Single-family Residence
permits currently in construction 158

Source: County of Santa Cruz,
Community Development, and
Infrastructure & FEMA

Parcels with approved final, moved in 95 Homes occupied

Homes/residences not rebuilt 444
Approximate count (This number is an
approximation of the number of homes burned
less those either rebuilt or under construction.)

Parcels since transferred or sold 193 Source: Local Hazard Mitigation Plan
2021-2026. County of Santa Cruz.

Figure 4: Counts of CZU Fire Recovery Permits and Rebuilds as of April 10, 2024
provided by the Planning Department[95] [96] [97]
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Conclusion
The litany of obstacles to rebuilding is long and complex. From Grand Jury interviews
with fire victims and those agencies primarily responsible to aid and assist in restoration
and rebuilding, we found much to note. Many victims struggled with the permitting
process, insufficient insurance coverage, or a lack of knowledge or understanding of the
applicable agency and regulatory requirements. Others simply were so dispirited by the
experience that no amount of money could see them through to completion.

It is good to remember that we too often get lost in numbers. Numbers don’t completely
hide the human cost from view, but sometimes make it more difficult to see and feel. As
Grand Jurors, we saw it and felt it all the more deeply as we re-lived every experience,
every delay, and every difficulty with every victim we interviewed. That being said, this
report is respectfully submitted as a story of both success and failure in which two
seemingly contradictory concepts exist side by side. This report is offered to reconcile
those concepts and to inform and guide our community.

With those thoughts in mind, the 2023-2024 Santa Cruz County Civil Grand Jury
respectfully submits the following Findings, Recommendations, and Commendations.

Findings
F1. The inability of local fire departments to coordinate (communicate) with CAL

FIRE during their initial response to the CZU Fire caused many fire victims to
unnecessarily lose their homes and possibly contributed to the loss of a life.

F2. The Long-term Recovery Group which assisted CZU fire and other disaster
victims with case management and food and housing support serves as a model
for the future.

F3. Because many CZU fire victims were unaware of LTRG disaster services, fire
victims, to their detriment, did not make use of the services and/or available
financial assistance.

F4. The failure of County agencies to have an effective disaster response plan in
place prior to the CZU Fire caused many fire victims to incur unnecessary
expense in the rebuilding process.

F5. The failure of CDI and Environmental Health to provide timely guidance with
respect to applying for and obtaining required permits after the CZU Fire caused
many fire victims to expend unnecessary time and expense in the rebuild
permitting process.

F6. The failure of the County Environmental Health department to fully inform CZU
fire victims about new state septic system regulations (LAMP) resulted in many
fire victims abandoning their plans to rebuild after realizing how high the cost of
meeting the new standards would be.
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Recommendations
R1. The Santa Cruz County Civil Grand Jury recommends that the Santa Cruz

County Office of Response, Recovery and Resilience enter into a public-private
partnership with the Long Term Recovery Group to provide continuing assistance
and support for current and future disaster victims. This should be done by
December 31, 2024. (F2, F3)

R2. The Santa Cruz County Civil Grand Jury recommends that OR3, CDI, and Santa
Cruz County Environmental Health collaborate in developing a plan for an
expedited rebuild process for future disaster victims. This should be done by
December 31, 2024. (F5, F6)

R3. The Santa Cruz County Civil Grand Jury recommends that OR3 provide a list of
all victims of the CZU Lighting Complex Fire, as well as lists of victims of any
future disasters, to the LTRG to simplify outreach to victims. This should be done
by September 1, 2024. (F2, F3)

R4. The Santa Cruz County Civil Grand Jury further recommends that the Board of
Supervisors work with CAL FIRE to develop clear collaboration between local
firefighting agencies and CAL FIRE. The community at large should then be
advised as to this line of command. This should be done by December 31, 2024.
(F1, F4)

Commendations
C1. The Santa Cruz County Civil Grand Jury commends the Recovery Permit Center

and 4Leaf for its outstanding service to our community and particularly its work in
assisting and supporting victims of the CZU Lightning Complex Fire in their
recovery and rebuilding efforts.

C2. The Santa Cruz County Civil Grand Jury commends the Long Term Recovery
Group for its outstanding service to our community and particularly its past and
continuing work in assisting and supporting victims of the CZU Lightning
Complex Fire in their recovery and rebuilding efforts.

C3. The Santa Cruz County Civil Grand Jury commends Catholic Charities and
Community Bridges for their outstanding service to our community and their
continuing work in support of CZU Lightning Fire victims and their families.

C4. The Santa Cruz County Civil Grand Jury commends the Community Foundation
of Santa Cruz County for providing financial support to the Long Term Recovery
Group and for the preparation and publication of the Atkins Debris Flow Analysis
Report.

C5. The Santa Cruz County Civil Grand Jury commends Stephen Homan, a retired
registered environmental health specialist, who helped 50 CZU fire survivors
obtain their environmental Pre-Clearance. A fire victim himself, he donated his
time to this effort.
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Required Responses

Respondent Findings Recommendations Respond Within/
Respond By

Santa Cruz County
Board of Supervisors F1–F6 R1–R4 90 days

September 19, 2024

Invited Responses

Respondent Findings Recommendations Respond Within/
Respond By

Long Term Recovery Group F2, F3 R1, R3 90 days
September 19, 2024

Community Foundation of
Santa Cruz County F2, F3 R1, R3 90 days

September 19, 2024
Director, Santa Cruz County

Community Development and
Infrastructure

F5, F6 R2 90 days
September 19, 2024

Director, Santa Cruz County
Office of Response, Recovery

and Resilience
F6 R1–R3 90 days

September 19, 2024

Director, Santa Cruz County
Environmental Health

Department
F5, F6 R2 90 days

September 19, 2024

Definitions
● 4Leaf, Inc: Independent Company hired to provide pre-clearance permitting
● BoS: Santa Cruz County Board of Supervisors
● CAL FIRE: The Department of Forestry and Fire Protection
● CDI: Santa Cruz County Community Development and Infrastructure
● EOC: Emergency Operations Center
● LAMP: Local Area Management Program
● LTRG: Long Term Recovery Group
● OR3: Santa Cruz County Office of Response, Recovery and Resilience
● RPC: Recovery Permit Center
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Site Visits
On December 15, 2023, CZU Fire Victim committee members were given a tour
of several fire areas: the Clear Creek, Boulder Brook, and Fallen Leaf
neighborhoods.

Victims of the CZU Wildfire - Four Years Later published June 21, 2024 Page 23 of 26

2023–2024 Consolidated Final Report 135

https://www.santacruzsentinel.com/2023/12/08/santa-cruz-most-vulnerable-county-in-state-to-landslides-officials-say/
https://www.santacruzsentinel.com/2023/12/08/santa-cruz-most-vulnerable-county-in-state-to-landslides-officials-say/
https://santacruzcountyca.gov/Portals/0/County/FireRecovery/pdfs/CZU%20Rebuild%20Directive%20Board%20Resolution.pdf
https://santacruzcountyca.gov/Portals/0/County/FireRecovery/pdfs/CZU%20Rebuild%20Directive%20Board%20Resolution.pdf
http://santacruzcountyca.iqm2.com/Citizens/Detail_LegiFile.aspx?ID=11360&highlightTerms=atkins
http://santacruzcountyca.iqm2.com/Citizens/Detail_LegiFile.aspx?ID=11360&highlightTerms=atkins
https://www.ksbw.com/article/czu-lightning-complex-sep-11-containment-grows-as-evacuation-orders-dwindle/33995179
https://www.ksbw.com/article/czu-lightning-complex-sep-11-containment-grows-as-evacuation-orders-dwindle/33995179
https://www.santacruzcountyca.gov/FireRecovery/RecoveryPermitCenter/RecoveryPermitCenterDashboard.aspx
https://www.santacruzcountyca.gov/FireRecovery/RecoveryPermitCenter/RecoveryPermitCenterDashboard.aspx


Appendix A – CZU and RPC Maps & RPC Dashboard

Figure 5: CZU Fire Area Map from date. Credit: KSBW Action News 8.[98]

Figure 6: Recovery Permit Center Dashboard Map as of May 1, 2024.[99]

Victims of the CZU Wildfire - Four Years Later published June 21, 2024 Page 24 of 26

136 Santa Cruz County Civil Grand Jury



Appendix B – Recovery Permit Center Geologic Hazard Workflow
Figure 7 is the detailed workflow provided by RPC Staff. It shows how the CZU Directive
can be used for the Geologic Hazard Pre-clearance, as well the steps required if the
CZU Directive is not used.

Figure 7: Geologic Hazard Clearance Workflow used by the Recovery Permit Center
for CZU Fire Victims.[100]
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Appendix C – After-Action Report Improvement Plan

Figure 8 lists the core capabilities implemented for the CZU Fire and their associated
performance ratings, as observed during the event, and determined by the evaluation
team and after action review process.

Capabilities having a higher frequency of deficiencies or areas of improvement identified
during the after action review process were rated M, for “Performed with Major
Challenges.”

Capabilities with lower frequency of areas of improvement or deficiency, received an S,
for “Performed with Some Challenges.”

Figure 8: After-Action Report Improvement Plan, December 7, 2021[24]
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Housing For Whom?

An Investigation of Inclusionary Housing
in the City of Santa Cruz

Summary
Inclusionary Housing refers to the percentage of units in a development project required
by City Code to be set aside for below market rate rent or sale. This type of housing is a
critical source of affordable housing in the City of Santa Cruz. The number is small while
the demand is high.

The City Municipal Code requires that local residents and workers in the City of Santa
Cruz who meet income eligibility requirements are given preference (priority) for
Inclusionary Housing. But is this happening?

The Grand Jury investigation determined that the City keeps no records, does no
tracking, gathers no data, and has no evidence to determine if preference is being given
to local residents and local workers when renting Inclusionary Housing units.

The City has conflicting and contradictory policies on whether Inclusionary Housing
applies to low, very low and extremely low income earners only, or whether moderate
income earners are also eligible. The City cannot state what percentage of the City’s
affordable housing is occupied by income-verified UCSC students.

The Grand Jury recommends that the disparity in the City’s legal documents regarding
income eligibility levels for Inclusionary Housing be resolved; that the City develop
publicly available metrics to ensure Inclusionary Housing preferences are being
followed and to document the percentage of Inclusionary Housing units rented to UCSC
students.
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Background

Inclusionary Housing And Measure O
Since 1980, the City of Santa Cruz has required housing project developers to provide a
percentage of the project units at “below market” rates. This percentage is called the
Inclusionary rate. It was part of Measure O approved by voters in 1979. The resulting
Inclusionary Ordinance adopted by the Santa Cruz City Council has subsequently
undergone a number of updates.[1]

Housing Costs Force Long Commutes
Since the adoption of the Inclusionary Ordinance, housing costs both for sale and rent
have risen dramatically in Santa Cruz and elsewhere in the Bay Area. Santa Cruz has
been designated as the most expensive rental market in the US. Many workers earn too
little to afford the ever-increasing rents. Much of the local workforce, whether police
officers, firefighters, nurses, teachers, restaurant workers, cooks, cleaners, janitors,
teachers, mechanics…the list is long…commutes long distances from other
less-expensive towns to work in Santa Cruz.[2] [3]

UCSC Students And Rental Housing
Students have a big impact on the City’s rental housing supply. Since the adoption of
the Inclusionary Ordinance in 1980, the student population at the University of California
at Santa Cruz (UCSC) has increased from six thousand students to the current nineteen
thousand students. Anticipated growth through 2040 is planned for twenty eight
thousand students plus additional staff and faculty. Student population growth accounts
for approximately half the population growth of the City of Santa Cruz since 1980.[4] [5] [6]

Scope and Methodology
The Grand Jury reviewed available documents and conducted interviews to determine if
there is Ordinance-related tracking by the City of Santa Cruz. In particular, the Grand
Jury investigated whether Inclusionary Housing is occupied by local residents and local
workers as mandated by the City’s Municipal Code 24.16.045. The Grand Jury also
sought data on UCSC student occupancy of Inclusionary and 100% Affordable
Housing.[7]

The report focuses on Inclusionary Housing units in projects built since 2007. That is the
year that Preference (priority) for local residents and local workers was adopted in the
Ordinance and the Municipal Code.[8]

The Scope of the report includes the following:
● How many Inclusionary units exist in the City
● The numbers of Inclusionary units at each income level
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● The methods used by the City to track and document that local resident and local
worker preferences are being implemented

● The percentage of Inclusionary units occupied by students and non-students.

The Methodology for the investigation included:
● Interviews with City and County agency staff and housing providers
● Statutes and Guidelines:

○ City Ordinances related to Inclusionary Housing
○ Resolutions related to Inclusionary Housing
○ Municipal Codes related to Inclusionary Housing
○ Housing and Community Development (HCD) income levels applied to

Inclusionary Housing
○ Conditions of Approval for Mixed-Use Housing projects

● Process Documents:
○ Affordable Housing Agreements between developers and the City
○ Documents for applying for an Inclusionary/Measure O unit

● Tracking:
○ Annual monitoring documents required of property managers

● Other:
○ Newspaper articles
○ Public hearings for City Mixed-use Housing projects

Investigation
The Grand Jury’s investigation covered how affordable housing is managed and
documented within the City of Santa Cruz.

Where Is The Data?
The Grand Jury has previously addressed this issue. The 2022-2023 Grand Jury report
titled, Housing Our Workers: Essential Workers Need Affordable Housing!
recommended the City adopt “clear, measurable guidelines.”[9]

Given the magnitude of the need for more affordable housing, the long commutes by
low-income local workers and the growing UCSC student population, it is imperative
that existing and future Inclusionary Housing be occupied by those for whom it is
intended. Whether this requirement is being achieved should be based on metrics, not
assumptions or hearsay.

This investigation was done to determine whether the City of Santa Cruz has verifiable
documentation to ensure the following: that the City-required Inclusionary Housing units
in mixed-use and in 100% Affordable Projects are being offered to and occupied by
local residents and local workers at the appropriate income levels as required.
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Assumptions About Inclusionary Housing And “Essential” Workers
Members of the Santa Cruz community assume that Inclusionary Housing is intended
for our local essential workers. Both proponents and opponents of the 2024 ballot
Measure M (which included increasing the Inclusionary rate from 20% to 25%) made
such statements during the campaign. Similar statements are voiced by members of the
public as well as by the City Planning Commission and City Council when speaking in
support of proposed mixed-use housing projects with Inclusionary units. Speakers claim
that providing such affordable housing will enable workers to live near their workplace
rather than having to commute long distances to their jobs in Santa Cruz. However,
essential workers, as such, are not called out in the Inclusionary Housing preference
categories. The City has no data on whether any essential workers are being housed in
Inclusionary or other Affordable Housing.[7] [10]

Inclusionary Housing Framework

Evolution of Measure O
Since it was passed in 1979, Measure O / Inclusionary Housing Resolutions have been
updated as follows:

● Eight City Council Resolutions were passed between 1985 and 2018 requiring all
Inclusionary Housing to be rented or sold to extremely low, very low and low
income households as defined by the State Housing and Community
Development department.

● In January 2007, preferences for local residents and local workers to rent or buy
Inclusionary Housing units were added to the Ordinance.

● In 2020, the rate of Inclusionary units was raised from 15% to 20%.
● The Inclusionary designation of the units is now in perpetuity and will not convert

to market rate should a tenant leave.[1] [11] [12] [13] [14]

Inclusionary Housing: Preferences for Local Residents and Local Workers
Since 2007, the City has required that preferences be applied when property managers
choose tenants for Inclusionary Housing. These preferences are codified in Municipal
Code 24.16.045 (6) as follows:

As consistent with state and federal law, preferences for rental Inclusionary units
shall be given in the following priority order:
a. Residents of the city of Santa Cruz for at least one year.
b. Those employed in the city of Santa Cruz.
c. Residents of the county of Santa Cruz for at least one year.
d. Those employed in the county of Santa Cruz.

The same order is repeated for Inclusionary sale units.[15] [16]

The Grand Jury learned that UCSC students can apply for Inclusionary and Affordable
Housing if they are income-verified by the Housing Authority.[17] [18]
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Inclusionary Housing Overview
There are currently two hundred and forty (240) built and occupied Inclusionary units of
housing in the City of Santa Cruz. Ninety three (93) are ownership units while one
hundred and forty seven (147) are rental units.[19]

Income limits for Inclusionary Housing are set by the U. S. Department of Housing and
Urban Development (HUD) and the State Housing and Community Development
Department (HCD). The limits are tied to the County’s Area Median Income (AMI) and
are expressed as a percentage of that figure which varies by County and by year.[20]

In the course of this investigation, the City updated its website for the Housing Division
with a revamped Housing Assistance Information page. This update was celebrated in
Mayor Keeley’s monthly column in the Santa Cruz Sentinel on March 10, 2024.[21] The
new website includes the local resident and local worker preferences and information on
upcoming affordable projects. Future projects, either approved or in the pipeline, are
estimated to provide at least an additional six hundred Inclusionary/Affordable
units.[22] [23]

Inclusionary Housing: Income Levels And Rents
In 2023 the AMI in Santa Cruz County for an individual wage earner was $92,950. The
maximum annual income limit for the Low Income earner was $74,360. The maximum
monthly rent for a one-person studio for a Low Income individual was $2,169 a month
based on 80% of the AMI. For the Very Low Income category of wage earners the
percentage is 50% of AMI with the maximum rent of $1,162 a month for a one-person
studio.[24]

The AMI in Santa Cruz is rapidly rising due to the influx of higher wage earners. This
rise can be seen in the comparison between the AMI in 2020 and the AMI in 2023. The
AMI in 2020 for Santa Cruz County was $77,000. Three years later in 2023 it was
$92,950. For comparison, the 2023 AMI in Monterey county was $70,300.[25] [26]

The increase in AMI is significant because the maximum allowable incomes and rents
for low-income, very low-income, and extremely low-income earners are calculated as a
percentage of the AMI. The higher the AMI, the higher the qualifying allowable wages
and rents for all income levels of Inclusionary units.

A review of the table below in Figure 1 shows the AMI for one and two persons plus
maximum income and rent allowed in the city of Santa Cruz for the category of Low
Income for 2023, based on the HCD guidelines. The complete tables with footnotes can
be found in Appendix A. Figure 1 and 2 tables were extracted from the complete tables
for easier visibility.
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2023 MAXIMUM ALLOWABLE LOW INCOME BY HOUSEHOLD SIZE
& MAXIMUM RENTS BY UNIT SIZE RENTAL OF AN INCLUSIONARY UNIT

Per Resolution No. NS-16,452

Household Unit Size 1 Person/
Studio

2 Person/
1-Bedroom

STEP 1: Determine HUD Median Income (100% AMI)
by Household Size $92,950 $106,250

STEP 2: Reduce Step 1 by 8.16% $85,365 $97,580
STEP 3: Multiply Step 2 by 80% for the Maximum

Income Limit Maximum Allowable Household Income $68,292 $78,064

STEP 4: Divide Step 3 by 12 for Maximum Allowable
Monthly Income $5,691 $6,505

STEP 5: Multiply Step 4 by 25% for Maximum Rent
(Owner Pays all Utilities) $1,423 $1,626

Figure 1. Low Income Rent Formula[26]

A review of the table below (Figure 2) shows the AMI plus maximum income and rent
allowed in the city of Santa Cruz for the category of Very Low Income for 2023, based
on the HCD guidelines.

2023 MAXIMUM ALLOWABLE VERY LOW INCOME BY HOUSEHOLD SIZE
& MAXIMUM RENTS BY UNIT SIZE RENTAL OF AN INCLUSIONARY UNIT

Per Resolution No. NS-22,400

Household Unit Size 1 Person/
Studio

2 Person/
1-Bedroom

STEP 1: Determine HUD Median Income (100% AMI)
by Household Size $92,950 $106,250

STEP 2: Multiply Step 1 by 50% for the Maximum
Income Limit Maximum Allowable Household Income $46,475 $53,125

STEP 3: Divide Step 3 by 12 for Maximum Allowable
Monthly Income $3,873 $4,427

STEP 4: Multiply Step 3 by 30% for Maximum Rent
(Owner Pays all Utilities) $1,162 $1,328

Figure 2. Very Low Income Rent Formula[26]

Conflicting Measure O Allowable Income Levels On City Website
The City website on Housing Assistance Information and Resources / Measure O has
conflicting statements regarding allowable income levels for Inclusionary Housing. One
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entry states that Measure O units are restricted to Very Low and Low Income
households, or those households having a Housing Choice Voucher (Section 8).
Another entry states that Measure O units are available to Moderate, Low or Very Low
income households.

The City’s website for the Measure O Rents and Incomes page does not include the
Moderate income category and references only Low Income and Very Low income
categories. However, the city’s website referencing Measure O Inclusionary Housing
does include Moderate Income.[27]

As stated earlier, all eight City Council Resolutions on Inclusionary Housing from 1985
through 2018 require Inclusionary units to be rented or sold only to Low, Very Low and
Extremely Low income levels.

The most recent Resolution No. NS-29, 463 Exhibit A includes:

C. INCOME ELIGIBILITY, MAXIMUM RENTS, AND MAXIMUM SALES PRICES

1. Inclusionary Units: All affordable units shall be rented or sold to
extremely-low, very-low, or low income households.[28]

In practice it appears the City is allowing the Moderate income level to be included for
Inclusionary Housing projects. A currently proposed Inclusionary Housing project that
includes the Moderate income category is the development for 831 Almar Street. Under
the heading Affordable Units, it references nine (9) Very Low income and nine (9)
Moderate Income units.[29]

Moderate Income level earnings and allowable rents are higher than the other three
categories. The 2023 HCD annual allowable income for one person in the Moderate
category is $111,550 for Santa Cruz County.[30]

Requests were made to the City for the numbers of Inclusionary units occupied at the
various income levels. The Grand Jury learned that the city does not track those metrics
and no data is available.[31]

Inclusionary Housing: The Process

The City requires a project developer to sign an Affordable Housing Development
Agreement before the developer begins the process of seeking a Building Permit. Page
thirty-four of the forty page Development Agreement document includes the local
resident and local worker preferences section.[32]

Once a project is built and ready for occupancy, the property manager is required to
alert the City when a Measure O unit is available for rent. This availability is then listed
on the City’s website.[33]

The property manager retains discretion over the choice of tenants but is expected to
follow the preferences. Once a property manager selects a prospective tenant for a
specific unit, the property manager signs a Letter of Referral. This letter contains no
information regarding residence or current workplace of the prospective tenant but it
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does allow a prospective tenant to complete a Measure O Eligibility Application for
submission to the Housing Authority.[34] [35]

The Measure O Eligibility Application includes the applicant’s residence and workplace
information. It also has boxes for the applicant to check off yes or no to the questions of
living or working in the City of Santa Cruz. The Housing Authority does not verify the
residence or workplace entries. It checks and verifies only the income eligibility based
on the information supplied.[36]

If the prospective tenant is determined to be income-qualified for the specific unit, the
Housing Authority sends a Measure O Eligibility Certificate to the tenant, the property
owner, and the City.[37]

Are Inclusionary Housing Preferences Implemented And Checked?

The short answer is nobody knows. There are no checks, no tracking, and no records
kept. The following are descriptions of documents involved in the process. None of the
documents requires a submitted statement of compliance with the required City Code
preferences.

Annual Compliance Form
The City requires property managers to submit an Annual Compliance Form regarding
Inclusionary Housing units. This form checks income level compliance only. It contains
no reference to and requires no data for checking if the City Code preferences for local
residents and local workers are being followed. The Housing Authority verifies income
for Inclusionary units on first application. There is no annual verification of income. It is
not clear how the city verifies and tracks ongoing income eligibility.[38] [39]

Affordable Housing Development Agreement
Although the City’s Affordable Housing Development Agreement cites that the City
requires a “Maintenance of records to demonstrate compliance with this chapter” and
the chapter includes the City Code preferences, the City has no evidence of such
records being available or checked.[40]

Housing Choice Vouchers

Forty-eight percent (48%) of the one hundred and forty-seven inclusionary rental units in
the City are occupied by Housing Choice Voucher holders (formerly Section 8). Such
tenants are not required to be City locals nor work in the City. There are limited
resident/worker preferences under the Housing Authority, but they are County-wide
preferences, not City based. Property managers receive full market rate rents for units
occupied by Voucher holders with the difference subsidized by the Federal
Government.[41] [42] [43]
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Other Affordable Projects
The One Hundred Percent (100%) Affordable projects in the City have their own
preferences (priorities) for renting units based on the requirements of the funding
sources used by developers to build the projects. For example, if there is a priority for
people with disabilities, people at risk of homelessness or people with a Housing
Voucher, those priorities do not necessarily include local resident or local worker
preferences. There is no documentation or data available from the City showing how
many of these units are occupied by local residents or local workers.[44] [45] [46]

Anecdotal Beliefs

The Grand Jury learned from city officials that there is an assumption that Inclusionary
units are occupied by locals and local workers based on conversations and anecdotes.
There is no data available to support the assumptions.[47] [48]

Temporary Certificate of Occupancy Form
During the course of this investigation, the City initiated a “brand new” Temporary
Certificate of Occupancy (TCO), or TCO Projects Compliance Form. This new form
defines local resident and local worker preferences to remind the property manager of
said preferences to follow the rules. The manager of the new Cedar Street project is the
first to receive this form.[49] [50].

Rental Housing And UCSC Students
The impact of UCSC students on the local rental market is an ongoing issue. The
2022-23 Grand Jury Report stated: “F2. With the planned growth of UCSC to 28,000
students, the potential demand for off campus housing for students, faculty and staff has
the potential to make the affordable housing problem even worse.”[9]

First-year UCSC students live on-campus with guaranteed housing. When they move off
campus into rental housing for the rest of their UCSC education, income-eligible
students qualify for Inclusionary Housing as City local residents, which is the top priority
or preference for Inclusionary Housing. Each year, approximately fifty percent (50%) of
students seek rental housing off-campus.[51] [52]

The provision of more rental housing on Campus is a key issue in legal negotiations
between UCSC and the City of Santa Cruz. The Grand Jury believes it would be helpful
for the City to know how much of its affordable housing supply is rented to UCSC
students.[53]

The City could provide no data or documentation on the percentage of Inclusionary
Housing units occupied by income-qualifying UCSC students. The Grand Jury learned
that anecdotes and impressions substitute for data.[54] [55]
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Conclusion
The main function of the Civil Grand Jury is to improve transparency and accountability
in local government.

If adopted, the four recommendations from the Civil Grand Jury will help the City clarify
its Inclusionary Housing regulations. Doing so will provide the City and the community
with clear data on which to base claims and conclusions about who occupies affordable
housing in the City of Santa Cruz.

Findings
F1. The contradictory entries on the City’s website and in the City’s legal documents

on whether Inclusionary Housing is restricted to Low, Very Low and Extremely
Low income levels or whether it includes the Moderate income level is a major
discrepancy with consequences about who is eligible for and who obtains
Inclusionary Housing.

F2. The City has no data on whether Inclusionary Housing is occupied by
income-verified local residents and local workers. Both groups are given
preference for housing as required by Ordinance. Without data, neither the City
nor the community can be assured that such housing is meeting its intended
purpose.

F3. The City has no data on the percentage of units in Inclusionary and 100%
Affordable Housing projects that are rented to UCSC students. This leaves the
City and the public unable to assess the impact of UCSC on the local affordable
housing supply. Such data is important for the City’s ongoing negotiations with
UCSC to build more on-campus housing.

Recommendations
R1. The Grand Jury recommends that the Santa Cruz City Council state exactly

which HCD Income Levels are covered by the City’s Inclusionary Housing
Ordinance and Resolutions, and make that information public by December 31,
2024. (F1)

R2. The Grand Jury recommends that the Santa Cruz City Council develop an
ongoing system to track, document and verify within 30 days of occupancy
whether a unit is occupied by an income-verified local resident or local worker as
required by the Ordinance, specifying which category the renter fulfills, and have
such a system in place by January 31, 2025. (F2)

R3. The Grand Jury recommends that the Santa Cruz City Council document the
percentage of the City’s Inclusionary and 100% Affordable Housing units that are
rented to UCSC students, making that data public by February 28, 2025 with
annual updates. (F3)
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R4. The Grand Jury recommends that the Santa Cruz City Council create an
Inclusionary Housing public dashboard that covers the data called for in this
report by February 28, 2025. (F1, F2, F3)

Required Responses

Respondent Findings Recommendations Respond Within/
Respond By

Santa Cruz City Council F1–F3 R1–R4 90 Days
September 19, 2024

Definitions
● Affordable housing: a term in common use for housing that is affordable to

lower income earners
● AMI: Area Median Income
● HCD: State Housing and Community Development Department
● HUD: U. S. Department of Housing and Urban Development[20]

● Housing Choice Voucher: formerly known as Section 8 Housing. Federally
assisted housing operated through the Housing Authority

● Inclusionary Housing: The percentage of housing in projects that is required by
Ordinance to be rented or purchased at below market rates

● Mixed-use housing: retail on ground floor with housing above, including the
required Inclusionary units

● One Hundred Percent Affordable Housing: Public or private projects in which
all units are offered at below market-rate

● Preferences: Priority order for rental Inclusionary units codified in Municipal
Code 24.16.045 (6). See page 6 of report for priority listing.[15]
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Appendix A – Low and Very Low Income
Rent Formula Tables for Santa Cruz

Figure 3: Complete Low Income Rent Formula[26]
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Figure 4: Complete Very Low Income Rent Formula[26]
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New Recruiting Ideas for the Personnel Department

Residents Deserve a Fully Staffed Workforce

Summary
County residents rely on fully staffed County agencies to provide timely services. Prior
Grand Jury reports and media articles both point out chronic staffing shortages in key
departments. This report explores the root causes and suggests specific actions that the
County Personnel Department could take. These actions, which could help all other
departments fill their vacancies more quickly, include:

● Improve the website search engine optimization to increase visibility of job
listings.

● Adopt a countywide integrated HR software platform.
● Add department-specific recruiting expertise and bandwidth.
● Publish per-position candidate pool policies and hiring results on a semi-annual

basis.
● Guide departments to strengthen “Promote from Within” programs and embrace

continual improvement for advancement.
● Improve communication to candidates during recruitment and make current

candidate status easily available.
● Increase transparency of Personnel Data by using a countywide Dashboard.
● Conduct a salary comparison study based on nearby counties which have

recently hired County employees.
● Engage external expertise, such as peers and consultants, in order to improve

hiring processes.

The Grand Jury’s hope is that making progress toward full staffing will improve service
levels to residents and improve the morale of current County employees.
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Background
The charter of the Grand Jury is to identify areas where local agencies can improve
effectiveness and efficiency. Past reports from the 2022-2023 Grand Jury noted that
staffing shortages and long recruitment processes kept County agencies and
departments from delivering required services.

The focus of this investigation is to highlight issues and opportunities to accelerate the
hiring for difficult to fill positions across county departments. The end goal is improved
skills and processes that deliver fully staffed agencies with top quality people. Long term
positive outcomes can be fewer vacancies, shorter recruitment times, improved staff
morale and higher employee retention rates.

Scope and Methodology
Specific issues that the Grand Jury investigated included:

1. The frequently lengthy process from posting to hiring.
2. Inconsistent recruiting practices across departments.
3. Analysis of the root causes of slow hiring processes.
4. The lack of accurate integrated recruiting and hiring data.
5. The lack of status information to in-process candidates.
6. Continuous vacancies taking months to fill, especially for supervisors and those

requiring professional licenses.

The Grand Jury is very aware that processes at the County agency level take time to
change. This report guides residents through issues as well as opportunities for near
term process improvement. This investigation completed these tasks:

1. Compared an ideal hiring process to how the County operates today. This
includes reviewing today's current best practices in recruiting for government
jobs.

2. Evaluated practices in neighboring counties. This includes current technology
being used.

3. Interviewed County staff across agencies and roles, as well as external experts.
Specifically, that included Personnel Department staff and other County
department’s staff tasked with hiring and recruiting. Recent hires were
interviewed to understand their perspective on the process.

4. The Grand Jury looked for gaps in the current County recruiting policy.
5. Reviewed statistics from the Personnel Department recruitment reports.
6. Looked at “out of the box” approaches to improving access to candidates for

difficult to fill job profiles.

Investigation
The Grand jury interviewed a cross section of Personnel and Departmental staff, new
hires and experts in Human Resources well educated in best practices. Figure1 below
is a composite of a number of interviews that describe County recruitment experiences.
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Imagine you are a resident of Santa Cruz County working over the hill. You are

considering a job working for Santa Cruz County, which is much closer to home. You have

a job, but you are tired of the private sector and commuting over Highway 17.

You have heard the pay in Santa Cruz County is much less than Santa Clara County, but

you are ready for a change regardless. And you heard there are good benefits with

government jobs.

You have rented a home for many years in Santa Cruz with a great landlord. Since you

have been a good tenant, you have a below market rent. So you wouldn’t want to move

closer to your current job. You feel fortunate because you have heard Santa Cruz is the

highest priced rental market in the country and, besides, you like the Santa Cruz lifestyle.

Searching “Santa Cruz County jobs,” Google offers several websites, mostly

consolidators of jobs, not necessarily the Santa Cruz County website. Your search also

takes you directly to the Santa Cruz Probation Department website, but also to the

Personnel Department website. You can see that the County is not using up to date Search

Engine Optimization techniques (SEO) that help a website rank on the first page of

browser results. On the Personnel website you find a link for open positions with the

County and begin searching for analyst jobs in IT.

Just your luck you find a data analyst opening but there is no indication as to which

Department you would be applying. You send off the application and wait. You quickly get

an acknowledgement form letter. Two weeks later you receive an email indicating you did

not make a top ten list of applicants and your name will not be submitted to the hiring

manager for consideration. You are told if you want to wait they will call you if candidates

fall off the list and you are moved up.

Six months go by. It’s June, and you have written off the possibility of getting a position

with the County. Then, you get a call from someone in the Personnel Department asking if

you're still interested. Lucky for the County, you have held onto your current job! So you

express interest in pursuing a position with the County. You are told that you will be called

back soon.

A couple weeks go by and you get the call. You are told you may now be considered, but

there are several steps to take before you are determined to be qualified to work for the

County. You are then scheduled to take the required tests and pass a background check.

Once again you wait. In August you are called for an interview with a hiring manager. You

thought you had applied for a position in IT, but this is an interview for a new position in

the Health Services Agency. Unbeknownst to you, the application you filled out was for a

generic data analyst position. You go ahead with the interview and it seems to go well. And

you wait.

It’s October and you are notified that you got the job. Congratulations! The position is

not exactly what you expected, but the salary being offered is fair and you accept the

position.

Your start date is set for November. The time from submitting your application until

your date of hire is 11 months. How many people would be able to endure this process?

There must be a better way.

Figure 1 Composite of confidential interviewee’s recruitment experiences.
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For this report the Grand Jury examined only recruiting and hiring processes. The
investigation found several opportunities for process improvement. This report will
highlight some of the current obstacles and alternative approaches for building strong
candidate pools. Without a solid pool of candidates, hiring managers have limited
choices.

What is Holding Back Hiring?
There are many reasons Santa Cruz County takes a back seat to other counties as an
ideal employer. Externals include housing costs, post-Covid tight job market, salary
competition with private industry/Santa Clara County, and license/credential
requirements. County government issues examined include lengthy processes, wage
disparity, lack of communication with candidates, poorly-written job descriptions, no
designated recruiters, and others.

Of particular note is that post-Covid, employment for skilled professionals in Santa Cruz
County has been turned inside out. Local employers, including the County, could
previously rely on the attractiveness of the area lifestyle to overcome salary limitations.
The opposite is now true. Higher salaries over the hill, combined with flexible hybrid
work, have made Santa Cruz County an ideal place to live but not to work. Housing and
rental prices are proof.[1] Santa Cruz was number one in average wage needed to rent
a two bedroom in the Santa Cruz country according to the National Low Income
Housing Coalition for Housing report.[2] See Figure 6 in Appendix A.

The irony is inescapable. Skilled County employees receive below market wages, have
limited remote work options, and cannot afford housing in core cities.

An “Ideal” Hiring and Development Process
The following are best practices gleaned from several sources:[3] [4] [5] [6]

● Management commitment to continual improvement. For instance, embracing the
principle that best practices change and all employees can provide insights.
Soliciting these ideas improves current employee morale because they feel heard.

● Consistently strong candidate pools are formed when an organization combines
a strong brand, savvy marketing, and competitive postings.

● Good integrated data, combined with analysis, to improve performance.
● Fast hiring cycles with strong governance for required skills and certifications.
● Encouraging all employees to seek more senior positions. Building from within

can reduce job-hopping to higher paying localities.
● Fast track advancement for qualified staff based on established processes and

management support.

Variability in Hiring Success
There is a consistent pattern in filling available positions within County Departments.
Hiring is most efficient for entry level positions, especially with a candidate pool of
qualified applicants. Other positions are difficult to fill and may remain vacant for long
periods of time. This is especially true for the Health Services Agency (HSA), Human
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Services Department (HSD) and Public Works Department (PWD). The Sheriff’s office
has had problems hiring for several years. Examples of the hard-to-hire positions:

1. Positions requiring a specialized degree or credential (e.g., doctors, nurses, and
licensed social workers.[7] [8]

2. Higher level supervision (e.g., department supervisors).[9]

3. Jobs with difficult working conditions (e.g., correction officers at the jails).[10]

4. Positions that directly compete with private sector openings (e.g., IT
positions).[11] [12] [13]

Recruiting and hiring requires close collaboration between departments and Personnel.
There are some noted hiring gaps. Opportunities to improve them are discussed in
sections below.

Impact of Hiring Gaps
Hiring gaps examined in this report reduce quality of life for county residents. Consider
these cause and effect scenarios:

● Lack of nurses in the Health Services Agency can limit care for patients.
● Understaffed social worker teams in the Human Services Agency can

compromise family and child safety.
● In the Planning department, staff shortages for permitting, plan review and

inspections can lengthen the housing recovery time for fire victims or
development of additional housing.

● Open supervisor positions across all departments puts additional burdens on
senior administrators.[14]

No Data, No Answers
For the most part, County Personnel was unable to give the Grand Jury accurate report
data based on common recruitment measures. As a result, most of our information
came from interviews. This is unfortunate since such metrics capture data points used
to track, manage, and optimize recruitment processes. Because they are so critical,
they are continually captured as standard practice by many peer government
organizations.[15] The lack of such published data in Santa Cruz County is an important
fact for readers of this report.

Documenting which functions and practices are efficient allows departments to see
which recruitment methods need improvement. Two examples are average recruitment
time data and vacancy rate trend data. This would help departments and the County
Personnel Department assess the results of their hiring process and the effectiveness of
their hiring strategies.

Looking for More and Better Candidates
Rapidly gathering an adequate candidate pool is essential for filling critical vacancies.
For many positions that are easier to hire, a pool of qualified candidates can readily be
created. This is not the case for more specialized and senior positions.
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Without Salary Parity, Limited Candidate Interest
A salary comparison done by the Grand Jury comparing Santa Cruz County and Santa
Clara County posted salaries indicates that Santa Cruz County compensation is
generally lower, on average 17% lower.[16] As a result, experienced entry level staff
frequently seek out jobs over the hill to advance their careers.

Figure 2 below is a snapshot comparison of a handful of open positions at the County
as of February 25, 2024 demonstrating this salary disparity.

Date
Viewed

The Job
Opportunity

Salary -
Santa Cruz
County

Salary -
Santa Clara
County

Compared
to Santa
Clara

Salary -
Monterey
County

Compared to
Monterey

Feb.25,
2024 Clinical Nurse II $106,728-

$124,848
$150,552-
$182,996 68-70% $103,224-

$140,964 103- 88%

Feb.25,
2024 Clinical Nurse III $118,116-

138,084
$165,607-
$221,963 62-72% $165,840-

$226,392 61- 71%

Feb.25,
2024

Deputy Sheriff-
Lateral

$97,944-
$131,208

$111,662-
$135,742 59-62% $89,004-

$121,560 108-108%

Feb.25,
2024

Deputy Sheriff-
Cadet

$93,608-
$131,208 $103,731 91-127% $72,324 129-181%

Feb.25,
2024

Corrections
Officer- Lateral

$78,516-
$105,012

$110,032-
$133,752 70-79% $82,276-

$114,684 95-82%

Feb.25,
2024 Psychologist $106,056-

$134,160
$139,986-
$170,152 75-78% $93,240-

$127,464 113-105%

Feb.25,
2024

Public Defender
IV

$182,352-
$221,688

$226,025-
$281,328 79-80% 121,584-

$206,640 150-107%

Figure 2. Snapshot salary comparison for open positions as of 2/25/2024[17]

There is a Board of Supervisors approved philosophy that a salary comparison is done
comparing our county with eight other Bay Area counties including our neighboring
counties, Monterey and Santa Clara.[18] Our county strives to be in the middle of the
pack of the eight counties.[19] Current salary compensation guidelines (defined in 1990
and revised in 2002) call out Napa, Solano, and Contra Costa counties as benchmarks.
The cost of living is much lower in those counties and using them for comparison may
skew salary estimates lower.[20]

Static Candidate Search Practices Cast a Narrow Net
Post-Covid, unemployment remains low and prospects have many career choices and
see rising salaries. There are now many more candidates today declining job offers not
just here but everywhere. Candidates have gotten used to working from home and want
to work remotely, but the County does not accommodate this requirement as well as the
private sector.[21] In response, mainstream candidate search practices have evolved to
an “Employee Driven” marketing model.
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Adjustments made by other public sector organizations include:
● Position descriptions include more flexible scheduling, including consistent

hybrid/remote work.[22] [23]

● Advertising and awareness marketing extend further. For example: career fairs,
colleges and universities, social media, career panels, community markets and
events, in-person job fairs and networking events.[24]

The County Personnel Department has done trials with several of these approaches.
There has not been a published analysis of cost/benefit analysis for these efforts. There
is no public, written guidance for recruiters on best practices.

A couple of examples of pilot projects include:
● Quarterly community workshops on how to get a job with the County.[25]

● Employee testimonial videos.[26]

In contrast, continual posting remains a long-standing County practice even though it
has been shown to be ineffective. In this approach, generic postings are left unchanged
on the County website for months.[27] Candidates see only stale postings and search
engines rank them lower than newer postings from competing employers. Search
Engine Optimization tools can help to get ranked higher on the browser list.[28]

Limited In-process Candidate Communication Stalls Interest
Contact with candidates is sporadic. The initial communication is with Personnel, not the
hiring department, which is often seen as a barrier.[29] Applications are acknowledged
with a form email. The next contact may be months later, when the candidate is asked
to schedule a test or is called in for an interview.

There is no ongoing communication with candidates who are eligible, or information on
where they stand in the hiring process.[30] Candidates are not able to check their status
online and systems are not in place to automatically generate status communications.
Since processes and communications rely on manual employee processes, time can be
lost and gaps can occur.

Candidate Pool Bottlenecks Slow Hiring Decisions
The recruiting and hiring of county employees follow strict civil service guidelines to
ensure fair and equitable hiring. These requirements were put in place many years ago
to block unfair hiring practices. Circumstances have changed and some, such as
candidate pool sizes, now simply delay the hiring process. Some progress has been
made since the Board of Supervisors approved replacing the Rule of 10 with Rule of 5
for some positions.[31] Previously the Rule of 10 required Personnel to identify 10
qualified candidates before submitting the candidate list to the hiring manager. This
requirement was reduced to 5 candidates. However, there remain many rules which -
while well intended to avoid the “spoils” system of the past - remain as obstacles to
efficient hiring at the County.

Provisional hiring is a means to bring onboard highly qualified candidates for more
specialized positions while a determination is made as to their civil service qualifications
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and while their credentials are checked. This has only been rarely used in Santa Cruz
County to accelerate hiring. When it is used, it has been successful in persuading
candidates to wait out the months-long processes.

Extended Time to Hire Slows Departments
Due to practices described above, the process in use today often takes six months to a
year. Candidates frequently accept other opportunities before the Personnel department
makes an offer. Normally, public sector hiring takes three times longer than the private
sector for higher level, special skills or credentialed positions.[12] This is another factor
that puts Santa Cruz County at a huge disadvantage. The end result is service gaps for
residents and increased workload for existing staff.

Faster Per-position Result
The prior section looked at difficulties in attracting sufficient candidates. This section
looks at how to move from a pool of candidates to a hired employee.

Limited Agency-specific Recruitment Skills
We found that most County departments and programs lacked dedicated hiring
managers. Most of the time department managers, in addition to their regular duties as
administrators, are also charged with hiring. These managers often lack personnel
hiring experience.[32] The exception is the Sheriff’s department, which has an officer
dedicated as a recruiter. However, comparable large departments such as HSA, HSD
and Public Works, with similar complex position requirements, do not.

Typically, the most difficult positions to hire for are psychiatrists, senior medical
specialists, social workers, nurses, and senior building officials. These are all positions
that require specialized knowledge as well as a license.[8]

Human Resources Best Practices
The Grand Jury interviewed a Human Resources expert with many years’ experience
consulting for California cities and counties to improve their HR practices. The
consultant sampled some advertised open positions on the County Personnel website.

One Santa Cruz County job description for an engineer, for example, was not interesting
to prospective candidates.

● The salary description was monthly (not annual), the salary that was listed later
in the ad used a range without any context.

● There was nothing compelling in content when compared to another rural county
entity's job description for an engineer that included multi-media links talking up
the job, with multiple pictures.

● Best practice was to write a job description from the perspective of what the
candidate is looking for and would be interested in. An engineer would love to
see a link to current County projects to see what they might be working on if
hired.[33] Simply running an ad does not work today.[34]
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The consultant recommended several best practices which were divided into four
categories:

● Effective advertising methods for open positions
● Creative “outside the box” recruiting tips
● Managing new hires for retention and promotion
● Obtaining new recruits from employees.

Best Practices for Effectively Advertising Open Positions:
● Personnel staff and the department hiring manager should co-write the job

announcement and supplemental questions. Often HR develops an initial draft,
based on priorities articulated by the hiring manager and key details of the job
description plus required EEO/ADA language.[35]

● Show hourly salary for entry-level and part-time jobs and annual salary for
journey-level and above. It is acceptable to list both hourly and annual salary
ranges.[36]

● Include a benefit summary, with links to a graphic presentation “selling” benefits
to potential applicants.[37]

● Sell the job opening to qualified candidates by highlighting key features of the job
to the target market. The common element here is blending specific job tasks
with benefits and tapping into the reason folks choose a specific career path.[38]

● Continuous postings should be refreshed every month. This includes updating
the posting date, so web crawlers and search engines will “see” the posting as
new. Another best practice is to add new information each month, such as “Next
Application review date: Oct 30. All applications received by that date will be
reviewed by the hiring manager within 2 weeks.”[27] [39] [40]

● Contact each applicant within one week of the close of any job posting with a
status update.[41]

● Departments with chronic staff shortages would benefit from opening social
media accounts where information about department happenings and future
open positions may be highlighted.[42]

As an example of best practice innovation to increase exposure, the Sheriff’s
Department has its own Facebook and Instagram accounts and attends law
enforcement job fairs.

The Personnel Department has implemented a wide variety of outreach methods which
have had some success. These methods include social media, online job boards,
career panels, information sessions, direct US mailings, direct emails, direct phone
calls, attending community events (Farmer’s markets, Pride Day, County Fair),
attending online and in-person job fairs and internship fairs, radio ads, newspaper ads,
fliers posted at local businesses, attending professional conferences and networking
events.
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Best Practices for creative “outside the box” recruiting:
● A referral bonus is another nice perk for current staff. An employee contest or

reward program can be fun and effective. Some departments use a payment
split: 50% on hire; 50% when the probation period is successfully passed.[43]

● Use job titles and keywords that resonate with current industry nomenclature
even if they do not match the County’s current job title.[32]

● Provide candidate immediate access to the hiring manager if they clearly appear
to be a good candidate.[44]

● Have a union rep present during the interview process. This sensitizes the union
member to what the process is and promotes a better understanding from the
hiring manager's point of view. By collaborating with the union representative for
creative ways to meet civil service requirements it may be possible to come up
with unique ways to hire good candidates.[45]

Best Practices for managing new hire retention and promotion:
● Investing in communication skills for leads, supervisors and managers is vital, so

they have the tools to effectively lead their staff. Recommend coaching and
mentoring trainings.[46]

● Establish regular meetings throughout the probationary period with feedback on
performance and expectations. This allows the supervisor to assess if
assignments are appropriate, and/or if additional resources are needed to help
an employee. It also helps the employee to have a clear idea of how well they
are doing.[3]

Best practices for obtaining new recruits from employees:
● Annual reviews that include a professional development training plan will actively

encourage staff to improve their skill for advancement. This can help retain
valuable employees, while helping struggling employees improve and feel good
about staying with an employer long-term.[47]

Complex and Intertwined Personnel Department and Agency Roles
The County Personnel Department covers many areas within the Human Resources
operations besides recruiting. These include employee payroll and benefits, state and
federal compliance issues, employee grievances and union collective bargaining issues.

As a result, data is not readily available and acted upon. County Personnel staff are not
as familiar as they could be with current data on vacancies across the departments they
serve, time to hire, retention rates, etc.[48] They wait for the department or agency to
report a need for new hires. The data is held within the departments. Because of this,
consolidated county-wide job vacancy data is not available.

Home grown tracking systems and spreadsheets to capture hiring information continue
to be used in this county. Data collection is therefore labor intensive and inefficient.
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From Personnel Department interviews, Figure 3 below is an outline of the hiring
process.

1. A vacancy opens up. The hiring manager fills out the required form and submits it
to the Personnel Department.

2. After review by the Personnel technician, the hiring manager signs off on the forms.
3. Personnel may already have a list of candidates which can be filtered to identify

suitable candidates for a particular position.
4. The list is shared with the department hiring manager.
5. The hiring manager reviews the list.
6. The hiring department and Personnel jointly oversee candidate qualification

evaluation, testing, background checks, and training if required.
7. The Personnel technician takes part in weekly follow up meetings with the hiring

manager.
8. Candidates are identified.
9. The hiring manager does reference checks.
10. The Personnel technician does paperwork and completes a Payroll Action Form.
11. The form goes to the Records team for audit.
12. A pay grade is assigned to the candidate.
13. Personnel clears the hire.
14. The Personnel technician then contacts the candidate and schedules them for

in-processing.
15. A welcome letter with onboarding information is sent to the candidate.

Figure 3: Santa Cruz County Hiring Process Steps.[49]

Every recent hire interviewed said it takes at least six to twelve months to fill a County
position.[34] Sometimes things slow down because of the government hiring process.[50]

For example, candidates fill out tests and essays not necessarily for the position they
will be eventually offered. In other cases, it is because the hiring managers take months
to interview candidates provided by Personnel causing candidates to lose interest.[51]

Everyone seems to be resigned to the long process.[52] The Hiring Flow Chart in Figure
7 in Appendix A shows it is a complicated process that a candidate must endure.

Many peer agencies rely on integrated software tools to automate such processes and
integrate data gathering.[53] Most importantly, these tools free up managers from manual
paperwork tasks in order to focus on sourcing, interviewing, and hiring. As an example
of the value of integrated HR systems, San Francisco reduced hiring time by 40%
through streamlining the application, interview and hiring process.[54] Specific examples
of advantages of using an integrated system are shown in Figure 4 below.
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Software capability Impact on recruiter efficiency
and/or candidate perception

Increase pool of qualified
applicants.

Reach more candidates all at once, easier to
track cost-effectiveness on sourcing targeted
applicants.

Easier tracking and screening.
Improved/easier application process for
candidates. Screening automated for recruiter
and hiring manager.

Immediate response to online
application.

No recruiter effort.[55] Immediate feedback to
candidates.

Candidates can self-schedule
interviews.

No recruiter effort. Quickly locks down
interaction with the hiring team. Engages
candidates, demonstrates their interest.

Job posting content is displayed
as easy to follow indexed pages

Easier for candidates to evaluate topics of
interest.

Captures recruitment metrics,
such as time to hire, recruitment
effort results. Generates related
reports to track progress.

Lessens time for staff to pull data. Improved
process governance, capture of best practices
for oversight and planning.

New hire onboarding. Ensure compliance to policies while making
new hires feel welcome.

Figure 4: Typical capabilities of integrated HR software packages.[56]

Examples of Online Software Platforms for Organizing Personnel
Departments
Candidate Relationship Management (CRM) software streamlines the recruiting and
hiring process. Adapting CRM software would complement and/or improve inhouse
software and allow the County to more effectively compete with local counties and
cities.

NeoGov is an example of a company that provides CRM to public and civil service
employers. Santa Cruz County currently uses some NeoGov modules for applicant
tracking and online training of employees.[57] One advantage of using NeoGov is that
when an advertisement is posted on the County website, it is also picked up on the
NeoGov website.[58] Currently NeoGov is used by Watsonville, Santa Cruz City, Los
Gatos, San Jose, Monterey, Salinas, Santa Clara County and San Benito County.[59]

NeoGov saves lots of time because it sends out notices to candidates and allows them
to self-schedule interviews.[60]
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Careers in Government is another CRM software system that is available. Their
service scrapes subscribers' websites and publishes listings on their own, increasing
visibility to potential recruits. It would also push interested candidates back to the
County website.[61]

Handshake is a service that is free where links to County job posting can be posted,
increasing visibility to new candidates seeking job opportunities.[62]

Limited Focus on Accelerating Recruitment and Hiring
As mentioned above, because administrators also act as hiring managers at agencies
such as Public Works, Planning, HSA, and HSD, they are typically very busy people.
Time spent on the hiring process is often hard to find. However, a shortage of staffing
due to chronic unfilled positions can lead to employee frustration on one hand and
overtime charges on the other. Neither is good for these agencies.[51]

Personnel Department leadership positions that are filled by long-time employees can
be beneficial for the county. But it also has limited the acceptance of new ideas from
employees.[63] It is important to try new methods that appeal to a new generation of
workers and have worked elsewhere in hiring for difficult to fill positions.[64]

Agencies depend on the Personnel Department to optimize the hiring process. In many
cases peer organization best practices or employee suggestions are available to the
Personnel Department to improve efficiency and effectiveness. However, for these ideas
to be of any benefit, Personnel Department management must take a leadership role
that encourages their evaluation and testing. Continual improvement depends on
Personnel Department leadership as well as measurement.[65]

In-house, Bottom Up Advancement
The County has a tremendous resource to draw from - their existing employees. As
described above, the Grand Jury found that processes and candidate pools for entry
level employees are up to the task.

One hindrance to a bottom up approach is a lack of consistent policies, funding, and
training to encourage employees on that path.[47] As a result, employees considering
advancement often look elsewhere. This is a self-reinforcing downward spiral which
reduces the internal talent pool while encouraging some employees to leave. The
advantages of promoting from within are described in Figure 5 below.
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Existing Employee Characteristic Advantage to County

Easier to hire a Level 1 and promote to
Level 2

More entry level applicants who meet
minimum qualifications

Knows the opportunities for advancement Can track employee progress

Has already secured local housing Able to work locally without having to
commute

Understands local issues More likely to effectively contribute to
innovative organizational solutions

Can make a living at current County wage
levels

Less likely to seek out other locations that
offer higher wages

Gaining seniority and experience Becomes more invested in Santa Cruz
County organization

Figure 5. Advantages to County departments gained by promoting from within.

Conclusion
The Grand Jury recommends changes that improve efficiency and effectiveness of the
county’s hiring processes. This is done to improve service levels for County residents
that support the local agencies with hard-earned tax dollars.

All of the recommendations below are specific, but do not call out the elephant in the
room: County services for residents suffer because management is not able to prioritize
staffing levels, or deploy time-saving integrated software, or fix broken processes.
Residents deserve the improved services that fully staffed departments can deliver. For
county residents, the “just business as usual” attitude of local agencies towards filling
these critical vacancies is very concerning.

The Recommendations in this report anticipate continual improvement in County hiring
and recruiting. These will result in more completely staffed agencies and departments
that deliver high quality services on time with improved morale. The County will accrue
cost and time savings through integrated data and processes.

Time is money and the clock is ticking. The Grand Jury thinks this problem is urgent and
needs to be addressed now.
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Findings and Recommendations

Group 1: Fast-track Candidate Pool Quality / Quantity

Add Department-level Recruiting Expertise and Bandwidth
F1. Requiring candidates for difficult to fill positions coordinate with Personnel rather

than directly with hiring managers in departments slows the hiring process and
reduces candidate interest.

F2. The Personnel Department recruiter training does not provide recruiter skills to
the hiring managers necessary in today’s job market.

F3. Outdated personnel “candidate pool” rules and Civil Service recruiting policies
inadvertently force long term vacancies for supervisory and credentialed
positions.

F4. By not sending candidates for difficult to fill positions directly to hiring managers
the chances of hiring well qualified candidates are reduced.

F5. Most county departments lack dedicated hiring managers leading to overloaded
administrators.

R1. The Grand Jury recommends that by December 31, 2024, in order to reduce the
backlog of difficult to fill positions, the Personnel Department creates dedicated
recruiter positions for the HSA, HSD and Public Works departments. (F1–F5)

Improve Marketing to Candidates
F3 applies to this area as well.

F6. The Personnel Department has not changed policies and procedures in the face
of fewer candidates applying for County positions resulting in additional
vacancies and slower recruitment and hiring processes.

F7. The Personnel Department’s website advertising continuous open positions
without regular updates makes it very difficult for candidates to find opportunities
on search engines because the information is stale and not up to date.

R2. The Grand Jury recommends that by December 31, 2024, the Personnel
Department update recruitment and hiring procedures. For example, requiring
the updating of job postings on a regular basis in order to improve search engine
visibility. (F3, F6, F7)

R3. The Grand Jury recommends that by December 31, 2024, the Personnel
Department begin publishing per-position candidate pool policies and hiring
results on a semi-annual basis. (F3, F6, F7)
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Promote from Within
F8. Continuous improvement for promoting existing employees in departments with

difficult to fill positions can help to maintain effective staffing levels.

F9. Promoting employees within departments with many difficult to fill positions can
limit the damage caused by attrition, especially at more senior levels.

R4. The Grand Jury recommends that by December 31, 2024, the Personnel
Department, in collaboration with HSA, HSD and Public Works, embrace
continuous improvement and publish a skills and advancement plan to accelerate
promotion from within, including budget requirements and goals. (F8, F9)

Group 2: Improve Hiring and Recruitment Results

Adopt Integrated HR System
F10. The months-long hiring process is frustrating to candidates and jeopardizes the

County’s chances of hiring good candidates.

F11. The time required for complex paper processes steals time from creative
recruitment and ongoing contact with candidates.

R5. The Grand Jury recommends that by December 31, 2024, the Personnel
Department publish a cost/benefit analysis comparing their current approach with
that offered by integrated HR solutions. (F10, F11)

Embrace Continual Improvement within Personnel Department
F6 applies to this area as well.

F12. Despite the finding in F9, having leadership in Personnel Department positions
filled by long-time employees that have spent most of their career in the
department has led to limited acceptance of ideas that have worked elsewhere in
hiring for difficult to fill positions.

R6. The Grand Jury recommends that by December 31, 2024, the Personnel
Department develop a plan detailing how they will solicit and evaluate employee
recommendations that could help reduce the backlog of difficult to fill positions.
(F6, F12)

R7. The Grand Jury recommends that by December 31, 2024, the Personnel
Department publicly document how they have engaged external expertise which
would likely improve hiring and promoting processes. (F6, F12)
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Evaluate Peer Counties for Best Practices
F6 applies to this area as well.

F13. The 8-county salary comparison in place since 2002 is no longer a useful
benchmark for wages and salaries given the high cost of living in Santa Cruz
County resulting in many vacancies.

F14. To attract a wider pool of candidates for difficult to fill positions, pay needs to be
at least 90% of what Santa Clara County offers.

R8. The Grand Jury recommends that by December 31, 2024, and annually
thereafter, the Personnel Department conduct a salary comparison study based
on nearby counties. It is recommended that this study include counties which
have routinely recruited Santa Cruz County employees and residents. (F6, F13,
F14)

Create a Public Dashboard of Key Hiring and Recruitment Metrics
F15. The County Personnel Department was consistently unable to provide

comprehensive hiring statistics. Without accurate data, Personnel and other
departments cannot make sound judgements on how to measure improvements
in the hiring process for difficult to fill positions.

F16. The Personnel Department expects the department units themselves to track
hiring and recruitment metrics and keep important data such as turnover
statistics and vacancy rates. This leaves the Personnel Department and
oversight bodies without a clear picture of the situation and depth of the problem.

F17. By not filling essential positions for months at a time, services for residents suffer
harm when vacancies persist.

R9. The Grand Jury recommends that by December 31, 2024, the Personnel
Department post a public dashboard, based on real time data, to include
time-to-hire and vacancy rates for difficult to fill positions in County departments.
(F15, F16, F17)

Commendations
C1. The Grand Jury commends the Personnel Department for testing ways to

improve recruiting for difficult to fill positions. These include preparing a video
selling the lifestyle of Santa Cruz County, attending job fairs, having a booth at
the County fair, attending conferences where professionals meet, advertising in
magazines that target professionals with needed skills, reaching out to
universities and meeting students about to graduate.

C2. On the recommendation of the Personnel Department, the Board of Supervisors
eliminated the civil service requirement for a top ten list for a set of hard to fill
positions. Department hiring for those positions accelerated since managers
were able to interview candidates more quickly.
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Required Responses

Respondent Findings Recommendations Respond Within/
Respond By

Santa Cruz County
Board Of Supervisors F1–F17 R1–R9 90 Days

September 25, 2024

Invited Responses

Respondent Findings Recommendations Respond Within/
Respond By

Director, Santa Cruz County 
Personnel Department F1–F17 R1–R9 90 Days 

September 25, 2024

Definitions
Terms requiring an explanation that would not fit in the report flow.

● SEO: Search Engine Optimization. The practice of orienting your website to rank
higher on a search engine results page (SERP) so that you receive more traffic.
The aim is typically to rank on the first page of Google results for search terms
that mean the most to your target audience.[28]

● HR: Human Resources. A term often attached to Personnel Department
services.

● Provisional hiring: Committing to a candidate prior to fully completing the hiring
process. Allows for mutual commitment of the agency and candidate while
providing sufficient time for all required steps to complete.

● Rule of 10: A civil service rule that says until ten candidates have been vetted by
the Santa Cruz County Personnel Department they cannot be forwarded to the
hiring department.[31]

● CRM: Stands for Candidate Relationship Management in human resources,
talent acquisition, and recruiting software.
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Appendix A – Supporting Figures

National Low Income Housing Coalition for Housing Report

Figure 6: National Low Income Housing Coalition for Housing Report.[2]
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County Personnel Recruitment and Examination Flow Chart

Figure 7: County Personnel Recruitment and Examination Flow Chart.[66]
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City Of Santa Cruz:
Preventing Rape and Domestic Violence

Where’s The Priority?

Summary
By law, since 1981, the City of Santa Cruz is required under Santa Cruz City Ordinance 
81-29 to make the prevention of rape and domestic violence one of its highest priorities.
In 2023, the Santa Cruz City Council adopted a Five Year Strategic Plan. The Plan
makes no mention of rape and domestic violence.

Over the past decade, the City’s Commission for the Prevention of Violence Against 
Women has failed to provide the City Council with solid Annual Reports that document 
City, community, and police efforts to prevent rape and domestic violence. Recent 
reports have either included no data or limited data. The 2023 CPVAW Joint Report has 
no metrics on important trends such as whether the City of Santa Cruz still has a higher 
than average rate of rapes by strangers. What areas of the city were the crimes 
committed in? Have there been arrests?

Long-standing Commission programs such as the Safe Place Network of local 
businesses are currently idle. This year the Santa Cruz City Schools District canceled 
the Commission’s popular self-defense classes for middle and high school students. 
The in-person classes are being replaced with an online self-esteem video.

The City has ended the Commission’s thirty five-year access to redacted police reports 
of rape and domestic violence. These reports enabled the Commission to evaluate 
police response, respond to complaints and recommend training if needed.

The Grand Jury submits its findings and recommendations to bring the City of Santa 
Cruz into compliance with City Ordinance 81-29. The personal safety and well-being of 
the community is at stake.
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Background
Rape and domestic violence are among the most serious of crimes. Yet they are hidden 
crimes, ones we would rather not talk about except for high profile cases. When did you 
last read in the local press about a woman raped in Santa Cruz? Victims of these 
crimes feel shame, self-blame, fear, and isolation. Perpetrators are rarely arrested, 
prosecuted, convicted, and sentenced.[1]

Forty-three years ago, the Santa Cruz community took action to bring rape and 
domestic violence out of the shadows by making them issues of public concern and 
public policy. An Initiative was drafted, circulated, and gained sufficient signatures to 
qualify for the ballot. The Santa Cruz City Council at the time adopted the Initiative 
rather than put it to a vote of the people. As a result, Santa Cruz City Ordinance 81-29 
was passed by the Santa Cruz City Council in 1981.[2]

The Ordinance required the creation of a City Commission for the Prevention of 
Violence Against Women (CPVAW or Commission) to carry out specific actions to help 
prevent rape and domestic violence in the City. The Ordinance mandates that the Santa 
Cruz Police Department (SCPD) offer full and open cooperation to the Commission. The 
Ordinance states that: “It shall be the policy of the City of Santa Cruz that the prevention 
of rape and domestic violence shall be one of its highest priorities.” Sexual harassment 
was added to the purview of the Commission in the early 2000’s, however it is not 
codified in the Ordinance.[3]

Since 2016 there has been a noticeable decline in the Commission’s visibility and 
programs. There is little collaboration with relevant community agencies. Detailed 
information and metrics on rape are no longer presented to the community as in past 
years. The City of Santa Cruz appears to have significantly reduced its support for the 
Commission’s mandates. There is no mention of the prevention of rape and domestic 
violence in the City’s published priorities for the next five years.

This investigation was undertaken to document and explore possible reasons for this 
decline and recommend solutions. This will hopefully bring the Commission and the City 
back into compliance with its mandate to help prevent rape and domestic violence in the 
City of Santa Cruz.

Scope and Methodology
The scope of this investigation is:

● To investigate the effectiveness and function of the City of Santa Cruz 
Commission for the Prevention of Violence Against Women, the Santa Cruz 
Police Department, and the City of Santa Cruz with respect to the mandates of 
Ordinance 81-29.

● To investigate the decline in the comprehensiveness and usefulness of the 
Commission’s required Annual Reports.

● To investigate the decline and abandonment of established Commission 
programs for community awareness and safety.
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● To investigate how data on rape is recorded by the Santa Cruz Police 
Department, in what form it is sent to the Uniform Crime Reporting Program 
(UCR) and how it is shared with the Commission.

For this investigation the Grand Jury undertook the following actions:

Interviews
● Conducted interviews

Documents and Reports
● Reviewed City Ordinance 81-29
● Reviewed all available past CPVAW Annual Reports

Program Comparison
● Compared past Commission programs and activities with current programs and 

activities

Staffing and Budgets
● Examined past and current Commission staffing levels
● Examined past and current Commission budgets

Law Enforcement Data
● Reviewed Santa Cruz police statistics on reported rape and domestic violence 

and the format for submitting data to the UCR
● Reviewed Federal Bureau of Investigations (FBI) reports on National 

Incident-Based Reporting System (NIBRS) for Rape

Field Trips
● Attended a Commission meeting
● Listened to all Commission meetings since and including November 2023
● Inquired about Commission resources at local bars
● Visited downtown stores listed as members of the Safe Place Network for current 

evidence of the program

Investigation

History Of Commission Work
The record of work carried out by the Commission for the Prevention of Violence 
Against Women is partially captured on its website, which includes Annual Reports to 
City Council and the CPVAW Historical Timeline.[4]

The Historical Timeline begins with the Commission’s formation in 1981. It stops at 
2008. It gives a snapshot of the extensive programming, resources and community 
outreach that was typical between 1982 and 2008 and which has largely been 
discontinued.
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Some highlights from the timeline are listed below:[5]

● 1982 Distributed a bilingual Women’s Resource Card
● 1983 Emphasis on developing a Self-Defense Program
● 1985 Review of 1983-84 Sexual Assault cases. Many areas of concern identified.

An “Officers’ Check-list” developed for SCPD
● 1985 Sexual Assault Response Team (SART) initiated and developed
● 1987 Updated “Survivors Feedback Form” for those who reported to SCPD
● 1988 New procedures enabled survivors of domestic violence to obtain an

Emergency Protective Order at the scene of the crime
● 1989 Improve services for Latina survivors of domestic violence
● 1990 Self-defense class in Spanish established
● 1992 Outreach to women in Blaine St. Jail
● 1992 Teen Women’s Day. Self-defense for women with mental health issues
● 1993-94 Commission coordinator trained SCPD in Domestic Violence awareness
● 1996 Responded to the rapes of three elderly women with media coverage for

awareness, teach-ins, and free installation of safety equipment
● 1997 Latina Self-defense program established
● 1998 Self-defense for all female students at Branciforte Junior High
● 2000-01 First Teen Men’s Day. CPVAW 20th Anniversary
● 2003-04 Safe Place Network formed
● 2004-05 Bar Coaster Program developed. Banner Program established
● 2005-06 Joint City Committee on Sexual Assault created
● 2006-07 Stakeholders’ meeting, 45 representatives from community agencies
● 2007-08 Self-defense in City schools for girls and boys in PE classes established

The Ordinance specifies duties for the Commission and for the SCPD.[2] [4] Performance 
relative to fulfilling the Ordinance is covered in the following sections.

Decline in Report Quality and Frequency
Ordinance 81-29 requires that the Commission submit an annual report to the City 
Council documenting in detail City, community, and police efforts to carry out the 
purposes of the Ordinance. The Ordinance requires the Chief of Police to submit an 
annual report to the City Council documenting, in detail, police efforts to carry out the 
purpose of the Ordinance.[2]

There are no Annual Reports on its website of the Commission’s first twenty years of 
work. The Historical Timeline is the only record from 1981-2005.

The Joint report of 2005-2007 is the earliest listed report. For those years, the CPVAW 
and SCPD submitted a combined report.[6] [7] [8] Both the 2005-07 Joint Report and the 
2005-07 CPVAW Annual Report are comprehensive reports which highlight significant 
programs and include detailed metrics on reported rape and domestic violence. The 
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24-page 2005-07 CPVAW Report includes the results of a stakeholders’ meeting where 
forty-five representatives from community agencies, community members, and law 
enforcement participated in discussions that led to detailed goals and objectives.[9]

The Joint Reports and Annual Reports of 2008-10 and 2012 are also comprehensive, 
including detailed data on domestic violence and rape. The 2014-16 Annual Report is 
briefer than earlier reports. It does include data on rape and domestic violence but not 
as detailed as in the earlier reports.
Between 2017 and 2020 there are no Commission Annual Reports. In 2018 the 
Commission hired consultants to do a Needs Assessment. The resulting document 
references the entire county, does not focus on the city, and has little to add that is new 
or relevant to the Commission’s mandate.[10]

The 2020-21 and 2022 Reports are brief three-page narratives with no data on domestic 
violence or rape.[6] [7]

In May, 2024 the Commission and the SCPD completed a brief 2023 Joint Report. More 
details about this Report are under the section, SCPD and The Commission.[11]

For the first two CPVAW meetings of 2024, SCPD made available annual statistics on 
rape, domestic violence, homicide, and stalking. However there have been no 
comprehensive Annual Reports from the SCPD to City Council from 2012 to 2022.[12]

Metrics On Reported Rape in the City
Publicly accessible data on the profile of those who commit rape, where, what 
percentage are arrested and the outcome of arrests is important for community 
awareness and safety. Such data were provided in detail in earlier Commission reports 
but are not included in the three recent reports. The Commission has in the past made 
repeated requests for a tracking system to determine the outcome of an arrest. No such 
system or data have been provided.[13]

The actual incidence of rape in the City of Santa Cruz is unknown and can only be 
estimated. Reference to numbers in the Commission Annual Reports is based on rapes 
reported to the Santa Cruz Police Department. Reported rape is a smaller percentage of 
all rapes committed and estimates vary. Data from the Rape and Incest National Network 
(RAINN) estimate between a quarter to a third of all rapes are reported to law enforcement 
with differences based on ethnicity, age, class, and degree of physical injury.[1]

Note: The number of crimes listed may not equal the number of victims. A person may 
commit more than one crime on one victim.

Detailed information up to 2016
Based on redacted police reports (all personal information removed) the Commission 
until 2016 gathered detailed metrics on rape and domestic violence. These metrics gave 
important information to the community about these crimes. Information on rape 
included:

● Location of the crime by police beat (West, East, Beach, Central, Downtown)
● Time of year
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● Whether perpetrator and victim were local or visitor
● Age and ethnicity of perpetrator and victim
● Whether weapons or alcohol were involved
● Whether the perpetrator was a stranger, a brief encounter (less than 24 hours) or 

an acquaintance
● Percentage of arrests

The Figures which follow illustrate the detail and approach taken in earlier reports.

Detailed Information on Rape in Past Reports: From Joint Report 2008-2010
Figure 1 provides three data points on whether the person committing rape was an 
acquaintance, briefly encountered within 24 hours or a complete stranger. Such 
information is important for community awareness, preparedness, and crime prevention.

Figure 1. Reported Penal Codes on Sexual Assault 2008-2010.[14]
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Figure 2 indicates whether the perpetrator and the victim were local residents or visitors. 
Such information helps replace assumptions with facts.

Figure 2. Data from 2008-2010 Joint SCPD CPVAW Report-Victims & 
Suspects[14]

Commission Programs and Resources
The Commission has a history of providing the community with a wide variety of 
programs and resources for raising awareness of and helping to prevent domestic 
violence and sexual assault.

Covid had an understandable impact on the ability of the Commission to provide 
programs during 2020-22 and half of 2023. Since then there have been a few one-time 
well-attended events, a number of Public Service Announcements (PSA’s) and events 
for Domestic Violence Month. However, the established, popular CPVAW programs 
have largely disappeared, with no explanation on why they were ended. Other programs 
have been neglected. Visibility of CPVAW and, by association, the City’s commitment to 
public safety has declined. To document this decline the Grand Jury investigated the 
following major programs.

Preventing Rape and Domestic Violence published June 27, 2024 Page 8 of 30

190 Santa Cruz County Civil Grand Jury



Self-Defense
Free or low cost self-defense classes offered to the community at London Nelson 
Center and to Santa Cruz City District Schools have been a long-time key component of 
CPVAW’s visibility and resources for personal safety. Their progression is documented 
in the History of the Commission Work section of this report.

Establishing self-defense classes in District Schools was described in the 2007-8 
Annual Report as an “incredible milestone” and a “goal that CPVAW has had for years.” 
The following entry from the 2010 Annual Report captures their significance:

Since 2007, the CPVAW has partnered with Santa Cruz City Schools to 
offer safety skills/self-defense classes to girls and boys at local middle and 
high schools. Almost 5,000 students have taken these classes in the past 
four academic years. This program, scheduled during physical education 
classes, provides information on awareness, avoidance, verbal 
techniques, and physical skills for students. Evaluations from students and 
teachers continue to indicate that these classes are valued and successful 
in teaching girls and boys important skills that assist in avoiding or facing 
difficult, uncomfortable situations.[15]

Cuts to Self-Defense
Cuts to the Commission’s self-defense programs have been made over the past seven 
years.

In 2017 the Commission significantly cut the community self-defense program. This 
issue of public concern was covered by the weekly newspaper, The Good Times.[16] In 
November 2023, at the regular CPVAW meeting, the sixteen-year history of self-defense 
classes in middle and high schools came to an end. An online video, Vector Solutions, 
will replace in-person self-defense classes in District Schools. The video covers issues 
such as stress management, self-harm awareness, conflict resolution, students’ safety, 
wellness, and healthy relationships. While useful topics, they are different skills than 
those taught and practiced in a self-defense class.[17]

This decision was opposed by members of the public who spoke to the Commission at 
the meeting. Drawing on personal experience, they stressed the need for in-person, 
hands-on self-defense classes. Long-time City self-defense instructor, Leonie Sherman, 
cautioned against substituting in-person self-defense classes with an online course. She 
spoke of the need for a local instructor’s physical presence to ensure correct 
techniques, to connect with students and to respond to local situations.[18

]
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Safe Place Network
The network of “Safe Places” was initiated by the Commission in 1999. It is described 
as “A collaborative effort by the Commission for the Prevention of Violence Against 
Women, the Downtown Association, the Downtown Commission and Monarch Services 
(formerly Women’s Crisis Support‐Defensa de Mujeres)”.[19] The network of forty- one 
businesses, mostly in the downtown, identified by a decal in their window (Figure 3 
below), offered a safe place for anyone who felt threatened on the street. Upon request, 
a staff member in the business could offer resources and a place to wait until a resource 
responded.

Figure 3. Safe Place Window Sticker from CPVAW 
Annual Report 2005-07[20]

The Safe Place Network is still listed on the Commission’s website. Out of the forty-one 
businesses listed, fourteen have closed. Of the remaining businesses, only two still 
have stickers in their storefront windows.[21]

The Grand Jury could find no record of why this important program and safety resource 
has not been updated and continued. The Safe Place Network costs little to run and 
offers a valuable resource for our community and visitors if ever in need of an 
immediate safe haven in the downtown area. Without CPVAW active support, residents 
and visitors lose this valuable resource.

Preventing Rape and Domestic Violence published June 27, 2024 Page 10 of 30

192 Santa Cruz County Civil Grand Jury



Bar Coasters
The Coaster Program was introduced during April of 2005 to raise awareness regarding 
the issues of alcohol, sexual assault, and consent. Since the first distribution in 2005, 
more than thirty bars in the City of Santa Cruz, from Seabright on the Eastside to 
Mission St. and the downtown area have participated.[22] The coaster program started 
with a consent and alcohol message and then was updated with the GHB (date rape 
drug) testing feature. This was an effective way to keep the awareness message front 
and center with the public.

Figure 4. Drug Testing Drink Coaster - Juror supplied picture[8]

The 2020-21 and 2022 Annual Reports refer to a continuation of the coaster program 
with similar-themed posters and brochures. The Grand Jury could find no evidence of 
such support materials in a random selection of local bars. Coasters were found in only 
one bar after the barkeep spent five minutes searching along the back wall of the bar. 
Staff in other establishments who were asked said they had heard of the program and 
were interested but had no materials.[23]
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Banners
These public awareness banners, a program initiated in 2005 (shown in Figure 5 
below), were displayed twice a year on top of street poles along Pacific Avenue and 
major city corridors.

Figure 5. CPVAW Banner Project From CPVAW Annual 
Report 2005-07[22]

From the description in the 2010 Report: “Banners are displayed in April for Sexual 
Assault Awareness Month. Banners are again displayed in October for Domestic 
Violence Prevention Month. The goal of the CPVAW Banner Project is to raise 
awareness and to continue to keep the issues of sexual assault and domestic violence 
as a priority in the City of Santa Cruz.”[22]

From a review of the Annual Reports, it seems the banner program has been dormant 
for more than a decade. The Grand Jury could find no record of this program being 
officially discontinued.

Preventing Rape and Domestic Violence published June 27, 2024 Page 12 of 30

194 Santa Cruz County Civil Grand Jury



Measuring the City’s Support
The Grand Jury evaluated the following indicators of support for and commitment to the 
Commission’s mandate: the City’s Five Year Strategic Plan, Commission staffing, 
budget, community visibility and frequency of meetings.

Not In the City Five Year Strategic Plan
In 2023 the City Council adopted a Strategic Plan which establishes priority areas of 
focus for the City over the next five years. There are six Focus Areas in the Plan. Focus 
Area 5 (shown in Figure 6 below) is Public Safety. There is no inclusion of preventing 
rape and domestic violence under Public Safety, nor under any of the other five Focus 
areas.[24] The City confirmed that the Strategic Plan is a statement of the City’s 
priorities.[25]

Figure 6. From the 2023-28 Five Year Strategic Plan for the City of Santa Cruz[24]

Decline In Dedicated Staffing
Since the Commission’s inception, and until 2016, the City had funded a dedicated 
twenty-hour per week Commission Coordinator. The position required a knowledge of 
the issues as well as skills in event planning, outreach, and publicity. A dedicated staff 
position was considered necessary because CPVAW is not tied to a City Department. 
Other commissions such as Planning and Parks and Recreation are tied to City 
Departments with multiple employees to assist with their commissions’ work.

In 2016, the Commission lost its dedicated staff. The Coordinator and her predecessor 
had worked as Commission Coordinators for over twenty years. From the Historical 
Timeline and Annual Reports, it appears that their work ensured ongoing successful 
programs, visibility for the issues and effective partnership with relevant agencies and 
community groups. According to a city staff report, the position was eliminated.[26]
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Since the loss of the dedicated Coordinator position, the City Manager’s office has 
allocated employees from that Department to work a few hours per week for the 
Commission: to run Commission meetings, keep minutes and follow the Brown Act 
regarding posting of meetings. The turnover is high. The staff time available is low.

This problem is captured in the words of the then Commission chair Newman from 
November, 2017:

Newman says the CPVAW’s mission hasn’t changed, but admits that 
recent staff turnover and reduced allocated staff time for the commission 
has made its goals more of a challenge. The commission has had three 
coordinators in the last two years, and Newman says the process of 
commissioner appointments—which come from the City Council—as well 
as the amount of time needed to catch up new appointees, makes 
transitions difficult.[27]

From 2017 to 2024, the staffing situation is basically unchanged. It appears that without 
a dedicated staff person with sufficient time and knowledge of the issues, since 2016, 
the Commission’s programs, visibility, reports, and connections with the community has 
declined.[28]

Ongoing Budget Reductions

Don’t tell me what you value. Show me your budget, and I’ll tell you what 
you value. President Biden quoting his father, March 2023.[29]

The Commission’s annual budget has always been modest, covering the Coordinator’s 
half-time salary plus supplies, administrative costs, and self-defense classes. In 
2007-08 the City Council cut the Commission’s $69,992 budget to $50,759. In 2010-11 it 
cut the budget to $46,328. In 2023-24 council further cut the budget to $38,869.[30]

At its November 1, 2023 meeting, the Commission voted to forward a budget request for 
2025 for a status quo budget of $25,202 plus $15,000 for self-defense: a total of 
$40,202. The Commission voted for an additional request for a part-time staff with 
benefits. The City Council will vote on all department requests at its budget hearings in 
late May or early June 2024.[31]

Loss Of Visible Location
For over a decade the Commission had a storefront office on Cedar Street. This site 
gave public visibility for the issues and access to the Commission Coordinator for 
information and resources.

After the City sold the building in 2010, the Commission had to move. It had space for a 
number of years in a room upstairs in the Parks and Recreation department. The 
Commission was then moved to the City Manager’s office. This site is largely invisible to 
the public. According to discussion at Commission meetings, many resources, such as 
the banners and past documents, have been misplaced or lost. Since April 15, 2022, 
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there has been no mention of any CPVAW program or support of the Commission in the 
City of Santa Cruz City Manager's weekly update.[32]

Frequency Of Meetings
For the first twenty-five to thirty years the Commission held monthly meetings. That 
frequency, combined with a half-time dedicated staff person for CPVAW’s work, 
produced robust programs, community visibility and effective partnerships.

During the past decade, the City halved the number of CPVAW’s regular meetings to 
once every two months or six times a year. With such infrequent meetings, the 
Commission’s programs and their visibility to the media and the public have suffered.

SCPD And The Commission

High Incidence of Stranger Rape
When a rape is reported to the SCPD, if the perpetrator is a stranger, community alerts 
posted with suspect description and area of crime committed are important tools for 
community safety. The Joint Report of 2008 noted that “alert” flyers were posted in the 
community when a sexual assault occurred. The Report stated, “Commission staff and 
the Parks and Recreation Department work closely with SCPD to get the flyers out into 
the community as quickly as possible.” There is no evidence that this protocol is 
currently being carried out.[33]

Data gathered from police reports up to 2016 showed that the City of Santa Cruz is 
above the norm for rapes committed by strangers. The national average of rapes 
committed by strangers is just under twenty percent. The data up to 2016 show that the 
percentage of reported rapes committed by strangers is higher in the City of Santa Cruz 
than the national average. Even allowing for the fact that stranger rape is more likely to 
be reported than non-stranger rape, the city’s percentage is very high.[1]

Stranger rape is not singled out as being more serious than acquaintance or brief 
encounter rapes. It is highlighted because the public needs to know if an unknown rapist 
is still at large in the community. When the suspect is a stranger and has not been 
arrested, SCPD needs to alert the community.

Note: National averages do not track the brief encounter category. For the purpose of 
this report, the word “stranger” is used as it is defined in the reports and does not 
include a brief encounter. The rationale for creating the brief encounter category is on 
page 6 of the 2008 Joint Report.[14]

Figure 7 below shows the relationship between victim and perpetrator as compiled from 
Commission Reports 2005-2010. These reports use the term sexual assault, which 
covers all felony sexual crimes including rape. They include the crime of sexual battery 
which can be a misdemeanor or a felony depending on the details of the crime. The 
2014-16 report lists percentages only.
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Figure 7. Relationship between victim and suspect. 2005-2016[34] [35] [36]

There are no CPVAW Reports after 2016 that gather such data. Without available data 
and public reports, the community has no way of knowing whether Santa Cruz 
continues to have a high incidence of rapes committed by strangers. Such knowledge is 
crucial for community safety and crime prevention.

At its May 1, 2024 meeting, the Commission approved a 2023 Annual Report and Joint 
Report. While this Report includes data regarding the numbers of rapes and domestic 
violence incidents reported to SCPD, it does not include the detailed metrics that were 
featured in earlier Reports up until 2016. There is no information about which police 
beats, or areas of town the rapes were committed in, no data on age, ethnicity, use of 
alcohol or weapons and no information on the percentage of rapes committed by 
strangers. These long standing metrics are crucial for community awareness. It is 
important for the public to know if the high percentage of stranger rapes in Santa Cruz is 
a continuing trend.

In the absence of any such data, the 2023 Report, under the heading “Who are the 
Perpetrators?” highlights the following national statistic: “The majority of perpetrators 
are someone known to the victim. Approximately 8 out of 10 sexual assaults are 
committed by someone known to the victim.”[1]

This general statement and metric is accurate as an average for the nation, but it is not 
necessarily accurate for the City of Santa Cruz. When data on victim/perpetrator 
relationships were tracked by the Commission, over fifty percent of sexual assaults 
reported in the city of Santa Cruz involved an assailant who was a complete stranger to 
the victim. The Grand Jury believes that by referencing this generic national statistic 
the City is minimizing stranger rape and misleading the public into a possible false 
sense of security.

Defining Rape
A complaint filed with this year’s Grand Jury claims that the SCPD is not using the 
current Uniform Crime Report (UCR) definition of rape. The complaint asserted that by 
not using the current definition, neither the Commission nor the community are receiving 

Preventing Rape and Domestic Violence published June 27, 2024 Page 16 of 30

198 Santa Cruz County Civil Grand Jury



accurate data on rape. The answer as to whether the SCPD is using the current 
definition is complex.

To assess the validity of this claim the Grand Jury investigated the definitions of rape 
and how they are applied.

FBI And Revised Rape Definition
Since 1929, in an effort to track crime on a national level, the FBI has gathered crime 
data from local police departments under the UCR Program. Data, including that of 
rape, are submitted monthly by police departments to the UCR.

The current UCR definition of rape was adopted in 2014. Rape is now the umbrella term 
to cover all forms of felony sexual assault, previously submitted under their separate 
Penal Code entries. This is how the FBI described the new definition:

Beginning in 2013, the FBI UCR Program defines Rape for SRS UCR 
purposes as, ‘Penetration, no matter how slight, of the vagina or anus with 
any body part or object, or oral penetration by a sex organ of another 
person, without the consent of the victim.’ The new definition updated the 
80-year-old historical definition of rape which was ‘carnal knowledge of a 
female forcibly and against her will.’ Effectively, the revised definition 
expands rape to include both male and female victims and offenders, and 
reflects the various forms of sexual penetration understood to be rape, 
especially nonconsenting acts of sodomy, and sexual assaults with 
objects.[37]

The new definition includes the rape of males, attempted rape, and sex offenses 
beyond forced vaginal penetration. This change makes it a more comprehensive, 
inclusive definition.

SCPD, CPVAW and the Definition of Rape

A Question of Definition
The data on rape that SCPD presents to the CPVAW is different from what SCPD posts 
on its website. Entries for Rape on the SCPD website under Crime Data are listed as 
UCR numbers (revised rape definition). It should be noted that data prior to 2017 is 
more detailed than the single number listed after 2017.[38]

At the first two CPVAW meetings in 2024, SCPD shared Data Collection Monthly 
Reports for Sexual Assault. Each Data Collection table covered the years 2021-2023 
with the first three months of 2024 added to the second Report. Both Data Collection 
tables for 2021-2023 should be identical since they cover the same period. See Figures 
8 and 9 below.

Unlike on their website, SCPD Data Collection Tables are not using the revised UCR 
definition of rape. They list sexual assaults under their separate Penal Codes. Under the 
column Rape Cases the data includes only spousal rape and the old definition of rape. 
Using data for the year 2021 for example, a reader would conclude that there were 18 
rapes. To know the UCR rape totals, you must add up all the separate Penal Codes. 
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If the other forms of sexual assault are included, consistent with the UCR definition of 
rape, there were 26 rapes. By not using the revised UCR definition of rape, rapes 
are essentially being under-counted by more than 40%.

Figure 8. 2021-2023 Sexual Assaults Using Separate Penal Code Entries with old 
Rape Definition, from SCPD January 2024 Data Collection. Annual totals for easier 
viewing.[39] Full table in Appendix A.

Figure 9. 2021-2023 Sexual Assaults Using Separate Penal Code Entries with old 
Rape Definition, from SCPD May 2024 Data Collection. Annual totals only.[40]

Full table in Appendix B.

A Question of Accuracy
Of serious concern is that the data in Figure 8 and Figure 9 do not match, despite being 
identical data sheets for the same years 2021-23. In Figure 9, the Grand Jury entered 
the number of rapes from Figure 8 in parentheses so readers can see the difference. 
Both numbers should be identical.

One example: In Figure 8, the number entered for 2023 is eight rapes. In Figure 9, 
using the same definition, the number entered for 2023 is seventeen rapes. This is a 
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difference of more than 100%. It is not possible to know which is the correct number. 
SCPD must provide the Commission and the public with accurate data on rape. This is 
not a question of definition but of accuracy.

As previously noted, SCPD on its website under Crime Data is using the UCR definition 
of rape. However, the annual totals on the SCPD website for rape do not consistently 
match the aggregate numbers in the above Crime Data sheets. For example, for 2023, 
the UCR number on the SCPD website is twenty-one rapes. On Figure 8 when you sum 
the separate Penal Codes the number is twenty but on Figure 9 the number for the 
same year is thirty-four.

This discrepancy cannot be explained by the footnotes under Figure 9. Footnote #3 
states that UCR tracks the number of victims while SCPD tracks the number of cases, 
explaining why the numbers may be different. But that footnote applies only for the year 
2021. For that year, the total UCR figure on SCPD’s website is twenty-six which is the 
same number as on Figure 8. However, for that same year, Figure 9 has thirty-four 
rapes.[39]

These examples suggest there is a serious need for oversight and review for accuracy 
of the SCPD’s data collection before being published.

National Incident-Based Reporting System (NIBRS) and Rape
An overview of this reporting system is helpful for a fuller understanding of how rape is 
now defined and what additional data is submitted to the FBI for public awareness.[40]

In 2016, the FBI started transitioning to a new reporting format, which they expected to 
be completed by 2021. This system, the National Incident-Based Reporting System 
(NIBRS), aims to “enhance the quantity, quality and timeliness of crime data 
collection…and to improve the methodology used in computing, analyzing, auditing and 
publishing the collected crime statistics.”[37] California has CIBRS, which is the same as 
NIBRS with additional specific data elements.[41]

NIBRS uses the new UCR definition of Rape. It also defines the various felony sex 
offenses that fall under the term Rape.

NIBRS Gathers Important Rape Metrics
The Grand Jury learned that in 2024, the SCPD started using this enhanced data 
system for their submission to the FBI for crime data gathering.[42]

Both CIBRS and NIBRS require the submission of more crime elements than aggregate 
numbers. Non-identifying details of both victim and offender submitted to NIBRS 
include: age, sex, race, ethnicity, use of alcohol or drugs by the offender, use of 
weapons and relationship of victim to offender. This data is gathered from police 
departments, such as SCPD, nationwide and published for public information.[43]

Since the SCPD gathers this data for submission to CIBRS and NIBRS, such data 
should be available on a regular basis for the Commission as well as on the SCPD 
website. The Commission is currently not receiving the data as described above.
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This more detailed data could then easily be incorporated into the Commission’s Annual 
Reports. The increased data will enable the public to have a clearer understanding and 
awareness of rape and rape trends in the city of Santa Cruz, including whether the City 
has a continued trend of a significant number of rapes committed by strangers.[42]

Commission Access to Redacted Police Reports on Rape
There are two reasons the Commission requires access to redacted SCPD reports on 
rape and domestic violence. One is to gather information for the city and the community 
to have a more detailed and accurate understanding of rape trends. For instance, what 
communities or neighborhoods might be at risk or whether the high incidence of rapes 
by strangers is a continuing pattern. The other reason is to evaluate the quality of 
SCPD’s response to rape and domestic violence.

 Ordinance 81-29 Section 5d, 4 and 5 states that the Duties of the Commission are:
● To hear citizens’ complaints and recommendations about the City Police 

Department’s service to those who have been raped or battered, and to evaluate 
such input.

● To present recommendations to the City Council regarding activities of the Police 
Department related to this Ordinance.

● To make recommendations to the City Council regarding police training in the 
areas of rape and domestic violence.[2]

The Commission has a thirty-five year history of reviewing redacted police reports. The 
redacted cases have always been “closed” cases. No active cases or cases involving 
children were requested.[5] Over the past year, the City has denied the Commission 
access to redacted police reports. The Grand Jury asked to review the City’s reasoning 
for this denial. The response from the City attorney referred to Government Code 
Section 7926.600 as the reason for disallowing access. The Grand Jury did not see the 
relevance of this Code to the issue of access to redacted reports of rape.

Conclusion
City Ordinance 81-29 Section 3 (a) states, “It shall be the policy of the City of Santa 
Cruz that the prevention of rape and domestic violence shall be one of its highest 
priorities.” It is clear from each priority criterion evaluated for this investigation that the 
City is ignoring its mandate. This inaction leaves the community vulnerable and 
ill-informed with respect to rape and domestic violence. By adopting the Grand Jury’s 
recommendations, the City can bridge the gulf between their long-standing legal 
obligations and their current neglect of these critical services. The result will be a 
community better informed, better prepared, and less vulnerable to rape and domestic 
violence.
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Findings
F1. Since 2016, the lack of comprehensive Annual Reports with detailed metrics on 

rape, including the tracking of stranger rape, leaves the community less 
informed, more vulnerable, and less safe.

F2. By highlighting a generic national statistic on stranger rape, rather than 
assessing local metrics in the CPVAW 2023 Report, the City is minimizing 
stranger rape and misleading the public into a possible false sense of security.

F3. The lack of attention to long-time Commission programs such as the Safe Place 
Network and the Bar Coaster program leaves residents and visitors without 
important resources for their personal safety.

F4. The loss of the in-person self-defense program for boys and girls in Santa Cruz 
City Schools lessens students’ ability to prevent sexual assault and interpersonal 
violence, inconsistent with the mandate of Ordinance 81-29.

F5. The City’s replacement of a dedicated 20-hour per week Commission staff 
position with rotating staff with minimal hours has resulted in a loss of visibility for 
the prevention of rape and domestic violence, a loss of community connections, 
a lack of programs, inadequate resource distribution and less public awareness.

F6. The City’s refusal to allow the Commission continued access to redacted police 
reports prevents the Commission from making recommendations for police 
training and evaluating community complaints as required by Ordinance.

F7. The SCPD’s decision to drop stranger rape alerts and case-by-case updates 
leaves the community unaware about this serious crime and therefore less safe.

F8. The inconsistencies the Grand Jury found in SCPD’s rape numbers means the 
public, the CPVAW and the City have no accurate metrics about reported rape, 
leaving the community ill-informed and Annual Commission Reports unreliable.

F9. The SCPD and the Commission’s lack of a consistent definition of rape leads to 
public confusion and potential undercounting of rape crimes in the City.

F10. The Five Year Strategic Plan’s failure to include the prevention of rape and 
domestic violence leaves the community less aware and less safe.

F11. The City Manager’s Weekly Update to the community has not highlighted the 
work of the CPVAW for the past two years, effectively relegating the prevention of 
rape and domestic violence to a low priority, leaving the public uninformed.

Recommendations
R1. The Grand Jury recommends that the City Council fund a dedicated staff person 

for the Commission with skills commensurate to the need for program and 
resource development, community outreach and visibility, data research and 
report writing and have such position advertised by December 31, 2024. (F5, F3)
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R2. The Grand Jury recommends that the City Council reevaluate the legal ability of 
CPVAW commissioners to access redacted police reports of rape as described in 
this investigation, and present the results of that research by December 31, 
2024. (F6)

R3. The Grand Jury recommends that the City Council begin evaluating options with 
the Santa Cruz City School District to reinstate the in-person self-defense program 
for middle and high school students of all genders by January 31, 2025. (F4)

R4. The Grand Jury recommends that the SCPD update its website to include the 
detailed metrics on Rape Incidents submitted to NIBRS and CIBRS, ensuring all 
data entries are accurate and available at each meeting of the CPVAW, and have 
this in place by January 31, 2025. (F8, F9)

R5. The Grand Jury recommends that the SCPD reinstate community alerts for 
incidents of stranger rape, with case-by-case updates, by December 31, 2024. (F7)

R6. The Grand Jury recommends that the Commission and the SCPD submit 
comprehensive annual reports as called for in Ordinance 81-29, using the 
2005-07 reports as a model, with the 2024 Annual Report placed on the 
Commission's agenda by December 31, 2024 and future reports submitted on a 
consistent, annual basis. (F1)

R7. The Grand Jury recommends that the 2023 Report be amended to remove the 
national entry on stranger rape, replacing it with accurate data for the City of 
Santa Cruz by December 31, 2024. (F2)

R8. The Grand Jury recommends that the CPVAW update the status of the Safe 
Place Network and the Bar Coasters program. If the programs are to be 
discontinued, a public CPVAW meeting is advised for that decision. If the 
programs are to be continued, the date of January 31, 2025 is recommended for 
the full reinstatement of these programs. (F3)

R9. The Grand Jury recommends that Focus Area 5, Public Safety of the 2023-28 
Five Year Strategic Plan include an entry prioritizing the prevention of rape and 
domestic violence, as mandated by Ordinance 81-29, and published by February 
28, 2025. (F10)

R10. The Grand Jury recommends that the City Manager increase the visibility of the 
CPVAW programs and events by publishing relevant information, at least 
quarterly, in the City Manager’s Weekly Update and that the first article be 
published by December 31, 2024. (F11)

Required Responses

Respondent Findings Recommendations Respond Within/
Respond By

Santa Cruz City Council F1–F11 R1–R10 90 Days
September 25, 2024
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Invited Responses

Respondent Findings Recommendations Respond Within/
Respond By

Santa Cruz Chief of Police F1, F6–F9 R4–R6 90 Days
September 25, 2024

Commission for the Prevention 
of Violence Against Women F1–F3, F8 R4, R6, R7 90 Days

September 25, 2024

Santa Cruz City Manager F11 R10 90 Days
September 25, 2024

Superintendent, Santa Cruz 
City Schools F4 R3 90 Days

September 25, 2024

Definitions
● CIBRS: California Incident Based Reporting System
● CPVAW: Commission for the Prevention of Violence Again Women
● FBI: Federal Bureau of Investigation
● NIBRS: National Incident-Based Reporting System
● RAINN: Rape and Incest National Network
● SCPD: Santa Cruz Police Department
● UCR: Universal Crime Report
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Appendix A – Figure 8 Full Table[39]

Preventing Rape and Domestic Violence published June 27, 2024 Page 29 of 30

2023–2024 Consolidated Final Report 211



Appendix B – Figure 9 Full Table[40]
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