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ATTACHMENT 2 
J.O.I.N Framework 

 
Race, equity and inclusion strategy for the County Organization  

 
The killing of George Floyd in May 2020 challenged the County to consider structural and racial 
inequities in the organization.  In response to this challenge and with a spirit of continuous improvement 
the County now embarks on the journey of improving, repairing, and making its organizational systems 
more equitable, inclusive and more likely to achieve Renew ’22 objectives such as effectively 
responding to our diverse community members and attracting and retaining the best and brightest staff. 
 
The race, equity and inclusion framework has been developed to affirm the County’s ongoing efforts to 
establishing race, equity and inclusion as top organizational priorities.  The framework provides the 
County with an immediate response and allows for inclusion and participation from all County 
departments to more specifically identify the longer-term plan.   
 
The Framework 
 
The race, equity and inclusion framework will help leaders understand the current organizational state 
and guide a successful renewal process.  The framework identifies four phases over a period of time that 
focus on the following: 

 
 

• Phase I-Join Hands: County leaders establish a stakeholder group to inquire about the current reality 
in the organization regarding race, equity, & inclusion through survey, guided discussions, team 
learning, and training. 
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• Phase II-Open Hearts & Minds: Envision future state and determine ways to create alignment with 

COSB mission, vision, and values. Asses existing policies, programs, and practices to determine 
alignment with new state of race, equity & inclusion in the County.  

• Phase III-Ignite Action: Innovate and implement shared solutions and deploy tools required to 
advance, track, and measure race, equity & inclusion progress. 

• Phase IV-Navigate Change: Implement communication and accountability strategy to continue to 
inspire and increase County-wide visibility and collective commitment to the new path forward. 

 
The J.O.I.N. framework requires a shared commitment from all levels of the organization.  Stakeholder 
participation, particularly County leadership, is an important focus of the framework.  County leadership 
will be offered education, resources and support to ensure race, equity and inclusion concepts are 
integrated into departmental operations.   
 
Phase I objectives have been identified as desired outcomes over the next several months.  These 
objectives are: 1) Foster trust and accountability among organizational leaders, 2) Assess current 
organizational status in regards to race, equity, and inclusion, 3) Increase leadership understanding of 
current organizational state, 4) Establish a consistent race, equity, and inclusion methodology across the 
County. 
 
 
The Business Case 
 
Alignment 
To fulfill the County’s vision of “One County, One Future” and mission to “deliver exceptional public 
services so all in Santa Barbara can enjoy a safe, healthy and prosperous life,” a need for a more 
consistent and integrated approach to addressing race and equity issues has been identified.  
Additionally, these concepts are key components that easily align with the Renew transformative 
initiative already underway. A McKinsey investigative report (2020) along with numerous other 
researches conclude that equity and inclusion efforts are positively correlated to effective, responsive 
and innovative organizations.  A commitment to a work environment that respects and honors the 
uniqueness of each individual employee and customer is a commitment to advancing the County’s 
vision, mission and identified outcomes of Renew ’22.   
 
Compliance 
The County has and will continue to comply with Equal Employment Opportunity requirements.  
However, the County has seen an increase in requests and requirements from various grant providers for 
demonstration of the County’s commitment to equity and inclusion principles through formal 
Employment Equity statements or planned outreach and engagement to specific community populations.  
Preparing the organization to respond to the evolving needs of funding sources and other business 
partners has becoming increasingly more important.   
 
Changing Customer Demographics  
The County of Santa Barbara organization is a microcosm of the macro social-cultural dynamics 
occurring outside the workplace.  Shifts in society create equal shifts within the workplace.  Awareness 
of these shifts help the County better serve our diverse customers and their needs. Results of the 2020 
Census are not currently available, however, Table 1 shows data from the 2010 census already shows the 
micro shifts occurring in the community.   
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Table 1.  2010 US Census Bureau- County of Santa Barbara Population 
Identity Group % of Population 
Female 50% 
Language other than English in the home 39.7% 
Foreign-born 22.9% 
Hispanic/Latino/Latinx 46% 
White 43.8% 
Asian 6.0% 
Black 2.4% 
Native American 2.1% 
Pacific Islander 0.3% 
Veteran 21,908 total count in population 
 
 
Workforce Demographics & Expectations 
A five-year review of County new hires and existing Leadership Racial Breakdown (see charts below) 
provides the base from which our future workforce will grow and where our current focus needs to be.   
As the County continues to attract, hire and sustain a millennial workforce, it is important to 
acknowledge the impact equity and inclusion has on this cohort.  A 2018 Deloitte Millennial 
survey confirms that 47% of millennials actively look for diversity and inclusion when sizing up 
potential employers. Ensuring an equitable and inclusive organizational culture becomes a high priority 
if we are to build a robust pipeline for current and future County vacancies.    
  

 
 
 
 

https://www.webershandwick.com/news/millennials-at-work-perspectives-on-diversity-inclusion/
https://www.webershandwick.com/news/millennials-at-work-perspectives-on-diversity-inclusion/
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Strategy: Phase I 

COUNTY GOVERNMENT WORKFORCE 
LEADERS BY RACE 

COUNTY GOVERNMENT WORKFORCE CENSUS BY RACE 
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The County understands the goal of equitable and inclusive policies, programs and work environment is 
not a one-time event.  It is a commitment to roll up our collective sleeves and continually assess, learn, 
revise and re-design our structures and systems to make them effective in responding to the ever-
changing needs of both community members and employees.  To make the critical decisions about the 
organization’s future regarding race, equity and inclusion, the County has designed an agile and 
adaptable strategy that allows us to learn along the way.  The process is not rigid nor fixed.  We will 
maintain a curiosity about our work and adjust as needed.  Here is how we will proceed over the next 
few months: 
 
1. Organizational Assessment: This is a preliminary process of taking stock. We will assess the 

organization to determine our strengths and areas of opportunity. 
2. Leadership Learning Labs:  Leaders drive success. They set goals and monitor results, define 

vision and strategy, design the infrastructure of the organization, develop people and build 
culture. Affording leaders the opportunity to co-explore and experiment with race, equity and 
inclusion concepts will build the required trust and common experience from which common 
solutions can emerge.   

3. Workforce Development: Cultural change is an outcome of change at all levels of the organization.  
It is important to provide the workforce varied platforms offering opportunities to learn, explore and 
express.  Employees need the tools and education that allow them to grow. 

4. Partnerships:  The County takes a position of humility around this work. We don’t have and won’t 
have all the answers. We are willing to listen and learn from others.  We will continue to convene 
private and public sector partners for information and resource sharing.  We will work with subject 
matter experts that will guide and mentor us.   

 
The County is willing to be held accountable to meeting the expectations presented.  We will continue to 
present the Board with progress along this journey.   
 
Timeframe and Budget 
The expectation is that Phases I through IV will be completed by 2022.  The total cost of the framework 
is approximately $135,000.   
 
Phase I: Nov, ‘20 to March ‘21 
Phase II: April to June ‘21 
Phase III: July to Dec ‘21 
Phase IV: Jan to Jun’22 
 
 
 
 
 
 


	b) Direct staff to return at budget workshops with options for funding diversion efforts, improving data analysis and systems, and speeding discovery processes;
	c) Direct staff to provide data for an evaluation of racial disparities of the adult incarcerated population;
	d) Adopt a statement of commitment by the County to advance equity and inclusion;
	h) Provide other direction as appropriate; and
	Criminal Justice Systems Changes
	a) Receive a status report on efforts to reduce the jail inmate population and responses to Board direction of July 16, 2020 (Attachment 1).
	b) Direct staff to return at budget workshops with options for funding diversion efforts, improving data analysis and systems, and speeding discovery processes.
	c) Direct staff to provide data for an evaluation of racial disparities of the adult incarcerated population.

	Advancing Racial Equity and Inclusion in the Community
	d) Adopt a statement of commitment by the County.
	 History: Understanding our local history and developing an inventory of landmarks (estimated cost of up to $25,000).
	 Advice and Outreach for County plans: Creating an equity advisory and outreach committee to assist with guidance and participation on several CSD and Long-Range Planning upcoming plans ($19,200).
	 Support for the arts: Supporting local communities of color through art by funding and incubating art programs and projects by emerging and historically underrepresented groups and artists ($20,000).
	 Facilitated community conversations:  Facilitating equity, inclusion and communication through Listen, Learn and Share discussions for i) the arts community ($20,000) and ii) the broader community in conversations beyond the arts ($10,000).

	g) Direct staff to return with a process for distribution of the remainder of the equity funds ($270,800).

	h)  Provide other direction as appropriate.
	Criminal Justice System Changes
	a)  Receive a status report on efforts to reduce the jail inmate population and responses to Board direction of July 16, 2020 (See Attachment 1)
	 Identify what resources would be required to expand the county’s criminal justice data capacity and to speed up the discovery process.
	 Identify performance measures from the criminal justice agencies focused on permanently reducing the ADP and/or diverting people away from the criminal justice system.

	b) Direct staff to return at budget workshops with options for funding diversion efforts, improving data analysis and systems, and speeding discovery processes.
	c) Direct criminal justice partners to provide data for an evaluation of potential racial disparities of the adult incarcerated population

	Advancing Equity and Inclusion in the Community
	d) Adopt a statement of commitment by the County to advance equity and inclusion.
	Proposed Statement of Commitment to Equity and Inclusion in the Community and Workplace
	Systems Change – Normalize, Organize and Operationalize.  To advance any type of sustained change, organizations must do the following:
	e) Receive a report on an equity and inclusion framework for the County government organization - “J.O.I.N.” - and approve funding ($135,000) for the initiative - See Attachment 2.
	f) Receive a report from Community Services Department (CSD) on actions to support community voices and engagement in partnership with other departments and organizations, and fund the initiatives ($94,200).
	g) Direct staff to return with a process for distribution of the remainder of the equity fund ($280,800)

	Conclusion
	ATTACHMENT 1
	Status report on efforts to reduce the jail inmate population and responses to Board direction of July 16, 2020

	 Digital Storage Upgrade - $200,000 one-time / $40,000 ongoing
	 Percentage of cases referred to a diversion program that   successfully completed the program.
	 1 FTE Data Analyst $130,000 ongoing
	 2 FTE Lead Discovery Clerks - $223,400 ongoing
	 Percentage of misdemeanor cases that are presented but not filed, or reduced to infractions.
	 Number of bench warrants recalled or purged per year
	 Expand/sustain pre-trial assessment staff beyond the life of the current grant (expires December 2021). To continue until June 30, 2022 will require $380, 950. The on-going annualized cost after that date will be $779,000
	 Establish a protocol for implementing 1203.35 PC (flash-incarceration) and obtain waivers on 25% of identified clients
	 Facilitate judicial reviews on 100% of eligible defendants for pre-arraignment release consideration
	 The expansion of Pretrial supervision will require 2 additional FTEs which will cost $302,800 (on-going)
	 Digital Storage Expansion/Cloud - $200,000 one-time / $45,000 ongoing
	 Percentage of cases that settle at arraignment
	 3 FTE LOP’s to Process Discovery/Arraignments - $225,000 ongoing
	 Percentage of new cases countywide (felony & misdemeanor) that receive the discovery the day before arraignments
	 2 FTE DPD-Arraignments Santa Maria and Santa Barbara-$400,000 on going
	Expansion Requests – immediate
	 1 Extra-Help System Admin - $30,000 one-time
	 1 FTE Data Analyst – $130,000 ongoing
	 1 FTE Holistic Defense Advocate – $120,000 on going
	 Expand Co-response capacity to handle 50% of all mental health calls received through Sheriff’s dispatch
	 Ensure that 30% of law enforcement deputies and 85% of Custody Deputies have attended an advanced CIT course
	 Add one new inmate program each year for the next four years
	 Maintain the ADP of inmates on electronic monitoring at 85% of capacity (current capacity is 100 inmates)
	 3 Dep II’s to continue co-response beyond the life of the grant (expires in Fall 2022) - $574,488
	 Sheriff’s In-Custody education programs (1 per year)
	o Finding Your True North (Harvard Business School): $108,250
	o Success Stories (pilot): $10,600

	 Expand staffing for the Alternative Sentencing Bureau to increase monitoring capacity from 100 to 200 inmates
	 Add $25,000 per year to the Overtime budget to cover backfill overtime necessary to conduct the CIT training
	 Add a Data Analyst to the Sheriff’s staff at a cost of $145,607

	 The of number of in-custody clients referred for services

