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AB 2561 Presentation: Status of County of
Santa Barbara Vacancies and Recruitment
and Retention Efforts in Calendar 2025

Presented by Kristy Schmidt, HR Director, and
Natalie Alvarado, Talent Acquisition & Development Division Chief



Presenter Notes
Presentation Notes
Good morning chair Capps and members of the board, I’m Kristy Schmidt, Human Resources Director and I have with me Natalie Alvarado, our Division Chief over Talent Acquisition and Development, who will assist me with this presentation.




AB 2561 Requirements
Countywide Information

* Workforce Information
PUbliC Hea ring * Vacancy Information

* Recruitment Information

* Hiring Issues

* Retention Information
Current vacancy information
Union presentations

Agenda



Presenter Notes
Presentation Notes
Natalie: Thank you Kristy. Chair Capps and members of the board.

As part of our efforts to meet the obligations of AB2561, today we will be covering countywide information on our Calendar Year 2025 recruitment, retention and vacancy efforts. Given the current fiscal constraints, Director Kristy will present brief information on current vacancies
Once we have reviewed the County’s information, we will turn it over to our unions who have notified us they will be presenting today.



AB 2561 Requirements

» Public agencies must hold at least one public hearing per FY, prior to adoption of
budget,

* Present information about overall vacancies in funded positions and recruitment
and retention efforts.

* Any recognized employee organization for a bargaining unit (union) is entitled to
make a presentation to Board addressing that unit's vacancies and recruitment
and retention efforts

« If the vacancy rate in that bargaining unit exceeds 20%, union can demand that
the County present certain additional information at the hearing

* Number of vacancies, applicants, average hiring times, and opportunities to
improve compensation and working conditions.


Presenter Notes
Presentation Notes
AB 2561 Requires public agencies to hold at least one public hearing per fiscal year, prior to adoption of the annual budget 
Staff need to present information about vacancies in funded positions and recruitment and retention efforts.  
Any recognized employee organization for a bargaining unit (union) is entitled to make a presentation to the Board addressing the status of vacancies and recruitment and retention efforts for positions within that bargaining unit 

If the vacancy rate in that bargaining unit exceeds 20%,  union can demand that the County present certain additional information at the hearing: number of vacancies, applicants, average hiring times, and opportunities to improve compensation and working conditions.  

As we’ll discuss later, only one very small bargaining unit at our County had a vacancy rate above 20%, and that unit did request the additional information that will be presented.


Workforce Information — General

* Total Budgeted/Authorized Full-Time Positions: 4,732.45 as of December 31,
2025

* Department services provided to the public by Budgeted/Authorized Workforce:
* Administrative & Civic Services
* Public Safety
* Housing, Community, and Environmental Services
e Health and Human Services


Presenter Notes
Presentation Notes
At the County of Santa Barbara at the end of Calendar Year 2025, we had 4,732.45 FTE budgeted. This number takes into account positions that are added throughout the calendar year outside of the annual budgeting cycle, along with positions that were unfunded in Social Services in November 2025 as part of an effort to mitigate layoffs. We have done work to reconcile our data so that it only includes budgeted, funded FTE at the end of CY 2025.

The County provides services to the public through 23 different departments that support administrative & civic services, public safety and legal services, health and human services, housing, community, and environmental services.
Administrative & Civic Services
Manages vital records, elections, budgeting, and internal operations to ensure transparent governance and efficient county services.
Public Safety & Legal Services
Protects public safety through law enforcement, probation, and legal services, ensuring justice, rehabilitation, and due process.
Health & Human Services
Provides essential health, behavioral wellness, and social support programs to promote community well-being and assist vulnerable populations.
Housing, Community & Environmental Services
Oversees housing, libraries, parks, sustainability, and infrastructure to enhance quality of life and support sustainable development.
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RECRUITMENT LIFE CYCLE

COUNTY OF SANTA BARBARA
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The County’s recruitment process for filling vacancies tends to follow a merit-based hiring process that aligns with our civil service rules. Vacancies at the County are created for a variety of reasons, whether that be through internal movement such as promotions, transfers, demotions, turnover at the county, new positions being added, etc. Above you will see the workflow outlined for our recruitment process.
Once a department submits a requisition (essentially a request for hire) through our applicant tracking system, CountyHR begins the process of working to fill the vacancy. That may be determining if we already have a list of qualified candidates to provide to the department to consider for interviews, or if not, working with hiring managers to develop the job posting, review applications for minimum qualifications, take qualified applicants through a testing process and placing those who past on an eligible list for consideration.
Departments then receive the top 10 names to review and invite to interviews and continue the hiring process through offer, background checks or investigations, etc.



# of Vacancies Created

# of Vacancies Filled 79 92 71 48 44 55 57 36 60 30 31 47

# of Remaining

. 462.5 416 443.7 454.9 451.9 437.7 434.4 438.6 433.6 437.3 381.5 385.9
Vacancies

% of Vacancies 96% 87% 93% 95% 9.5% 92% 9.1% 9.2% 9.0% 9.1% 8.1% 8.2%
* Average % of Vacancies at the End of Each Month: 9.0%

* Highest % of Vacancies at the End of a Month: 9.6%
* Lowest % of Vacancies at the End of a Month: 8.1%

2025 Vacancy Information — General
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General Information re Vacancy Status
Script: 
This chart outlines our vacancy information for Calendar Year 2025. Above you can see the vacancy information for each month and what it was by the end of that month. Vacancy percentages were calculated by taking the # of remaining vacancies for the month and dividing it by the total funded FTE at the end of the month.

As mentioned previously, vacancies for each month could be created through internal movement (promotions, demotions, etc.), an employee leaving the county, retiring, etc. or through newly budgeted positions being added. (Note: Vacancies Created from eP data + salary resolutions for newly allocated positions; Vacancies Filled from eP data); 23.5 budgeted positions added through 2025

Our average % vacancy rate across the year for the entire County was 9.0%, this reflects a 2.51% drop in vacancies from the previous year. This is in part due to more accurate tracking of our vacant unfunded positions, along with in November and December seeing a drop in funded vacancies because of board direction to unfund positions in DSS and County Health that were slated for cost reductions efforts in lieu of layoffs.
Our highest vacancy rate being 9.6% in January and our lowest being 8.1% in November.


Note: Vacancy Rates per month based on last day of the PP for each month. 
February dip: vacancies filled spiked to 92, the highest throughout the year.
March spike in vacancies: retirements
Other considerations: hiring cycles for certain departments/ positions 


Recruitment
nformation - IR L

Continuous Recruitment 185
General
R t t New External Recruitment 372
ccruitmen New Internal Only Recruitment 93
Stat | St ICS Total # of Vacancies Filled 650

» Total # of Applications Received During Calendar Year
2025: 15,447
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Presentation Notes
General Information re Recruitment: This slide is intended to satisfy the obligations under Government Code section 3502.3, subdivision (a), paragraph (1), which requires that “[a] public agency shall present the status of vacancies and recruitment and retention efforts during a public hearing before the governing board at least once per fiscal year.”

Script: Throughout Calendar Year 2025 the County ran close to 300 recruitments (Job Posting report). This is a decrease from the previous years as departments have been strategic in holding vacancies longer to account for potential fiscal constraints. These recruitments varied from continuous recruitments- typically run for hard to fill positions that will be open for a long time, external recruitments that are open to the public and current county employees to apply, and internal recruitments that are for current county employees to apply (typically as a promotional recruitment). 

As you can see we had 650 vacancies filled through these means, and over 15,400 applications in Calendar Year 2025. Our applications received in 2025 decreased by over 3,000 applications from 2024, which speaks to our applicant pool being smaller but also the decrease in recruitments. However, as I will discuss later finding qualified applicants for hard to fill positions still poses a challenge.


Recruitment data from NEOGOV

*654 Total Hires via NeoGov
Continuous recruitment time to hire data pulled by filtering exam plan types of open, transfer, lateral transfer, re-employment list, reinstatement list, open & promotional
Average # of Calendar Days to Fill Vacancies: 219 days (310 days) - application to offer response date (98 calendar days)
Change in time to fill is due to new process/ procedures like management review, review of vacancies and if we plan to fill in light of lay offs, etc. this has added additional time
New External recruitment time to hire data pulled by filtering exam plan type of open, open & promotional
Average # of Calendar Days to Fill Vacancies: 91 days - application to offer response date  (105 days)
New Internal Only recruitment time to hire data pulled by filtering exam plan type of promotional
Average # of Calendar Days to Fill Vacancies: 94 days - application to offer response date (75 days)

Total # of Applications Received During Calendar Year 2025: 15,447
Decrease over Calendar Year 2024: 18,666 applications received
Slight decrease over Calendar Year 2023: 16,217 applications received


Retirements 123
Involuntary Separations 69
Rete nt| on Voluntary Separations 351
. Internal Promotions 173
|nf0rmatlo.n B Internal Transfers 23
Rete ﬂt 10N Internal Demotions 28
StatiStiCS Newly Budgeted Positions 23.3
Total Vacancies 790.3

* Annual Staffing Turnover Rate: 8.88%

* Turnover rate = # of separations (420) divided by
# of budgeted FTE (4,732)
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Script: When looking at our retention and where we see employees leaving positions, some of this naturally occurs through retirements, internal movements that is captured through employees promoting, transferring or demoting to other roles within the County. There is a group of employees who either voluntarily separate or involuntarily separate from employees. 

Our annual turnover rate sits at about 8.88%, which is fairly standard and is captured through the separations (including retirements, involuntary separations, and voluntary separations) divided by the # of our budgeted FTE.

Current data from eP
Budgeted positions data from Salary resolution

Turnover rate = # of separation (420) divided by # of budgeted FTE (4,732)
Separations pulled from eP
Budgeted FTE from reconciliation against CEO data



Vacancy Information — Represented Bargaining Units

0: Physicians and Psychiatrists, Non-Supervisory 14.45 37.8 38.23%
11: Physicians and Psychiatrists, Supervisory 0.0 4.6 0.00%
12: Fire Fighters, Non-Supervisory 12.0 157.0 7.64%
13: Fire Fighters, Supervisory 4.0 72.0 5.56%
14: Law Enforcement, Non-Supervisory 25.5 478.0 5.33%
15: Law Enforcement, Supervisor 2.0 69.0 2.90%
17: Deputy District Attorneys 5.0 59.0 8.47%
18: Probation Peace Officers, Non-Supervisory 22.0 195.0 11.28%
19: Probation Peace Officers, Supervisory 0.0 21.0 0.00%
20: Deputy Public Defenders 4.0 50.0 8.00%

e Bargaining Units at or exceeding 20% vacancy rate:
e 10: Physicians and Psychiatrists, Non-Supervisory


Presenter Notes
Presentation Notes
General Information re Hiring
The following charts outline our vacancies as of 12/31/25 for each bargaining unit, their associated budgeted FTEs and the % of vacancies the BU had. This is intended to satisfy the obligations under Government Code section 3502.3, which requires us to present information on the status of our vacancies. As of December 31, 2025, the vacancy rate for each bargaining group was under 20%, with the exception of bargaining unit 10: Physicians and Psychiatrists, Non-Supervisory, which had a vacancy rate of 38.23%.

All unions were notified if they had any bargaining units with a 20% or higher vacancy rate and their right to request additional information at the public hearing on that specific bargaining unit. County HR did receive a request for additional information to be provided at the public hearing on BU 10, in the upcoming slides, we will go into more detail on the additional information regarding bargaining unit 10s vacancies for the year.

include all of the following information during the public hearing:
(1) The total number of job vacancies within the bargaining unit.
(2) The total number of applicants for vacant positions within the bargaining unit.
(3) The average number of days to complete the hiring process from when a position is posted.
(4) Opportunities to improve compensation and other working conditions.”





Vacancy Information — Represented Bargaining Units

22:
23:
24:
25:
26:
27:
28:
29:
30:
44:

1: Human Services, Non-Supervisory

Human Services, Supervisory

Clerical Services, Non-Supervisory

Admin, Tech, Ofc and Health Services, Non-Supervisory
Admin, Tech, Ofc and Health Services, Supervisory
Craft, Tech and Maintenance Services, Non-Supervisory
Craft, Tech and Maintenance Services, Supervisory
Engineers and Technicians, Non-Supervisory

Engineers and Technicians, Supervisory

Civil Attorney Association

Law Enforcement Management

10.0
0.0
57.1
125.3
25.0
14.0
8.0
4.0
2.0
2.0
0.0

458.0
68.0
698.375
1042.15
266.75
267.75
59.0
102.5
46.0
30.0
32.0

2.18%
0.00%
8.18%
12.02%
9.39%
5.23%
13.56%
3.94%
4.35%
6.67%
0.00%

10


Presenter Notes
Presentation Notes
Bargaining Units re Vacancy Status

Here are the additional represented bargaining units and their associated vacancy rates.





Vacancy Information — Unrepresented Groups

Unrepresented managers, attorneys, confidential 523.03 9.46%
employees, department heads, assistant department
heads, elected supervisors and officials
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Bargaining Units re Vacancy Status

Lastly, all of our unrepresented managers, attorneys, confidential employees, department heads, assistant departments heads and elected supervisors and officials were grouped together as they have no union representation, As you can see the vacancy rate for this group is 9.46%.


This slide is intended to satisfy the obligations under Government Code section 3502.3, subdivision (c), which requires that “If the number of job vacancies within a single bargaining unit meets or exceeds 20 percent of the total number of authorized full-time positions, the public agency shall, upon request of the recognized employee organization, include all of the following information during the public hearing:
(1) The total number of job vacancies within the bargaining unit.
(2) The total number of applicants for vacant positions within the bargaining unit.
(3) The average number of days to complete the hiring process from when a position is posted.
(4) Opportunities to improve compensation and other working conditions.”




Hiring Challenges — General

* The statute requires us to “identify any necessary changes to policies, procedures, and recruitment
activities that may lead to obstacles in the hiring process.”

* The County identified the following potential obstacles:
* Departments holding vacancies in anticipation of budget cuts
e Cost of living and housing in Santa Barbara
e Complicated civil service recruitment requirements

* Wide enough reach of recruitment platforms (NEOGOV, HR website, Social Media, LinkedIn,
Indeed, etc.) to attract qualified applicant pool

* QOutdated classification specifications
* Competitiveness of family health benefits (major progress being made)

12
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Presentation Notes
General Information re Hiring
We are presenting the following information to satisfy the obligations under Government Code section 3502.3, subdivision (a), paragraph (3), which requires that “[a] shall identify any necessary changes to policies, procedures, and recruitment activities that may lead to obstacles in the hiring process.”
The statute only requires that the agency identify the issues that may lead to obstacles in the hiring process, not necessarily the changes to potentially resolve such issues. However, doing so would be prudent, if the agency identified a change and can adopt and implement it. 

Additionally our merit based civil service recruiting process requires minimum qualification screening, testing, at times complicated/ in-depth background checks and medical clearances. All of these processes take time and can make it challenging to compete with the timeline of hiring in the private sector.

While we have taken steps to continue broadening our outreach and marketing through different recruiting/marketing platforms such as social media, linkedin, indeed, etc. and we have seen an increase in applicants, we still have challenging in finding qualified applicants.

Many of out classification specifications are outdated or haven’t been revised in many years.

Lastly, our health benefits and the cost to add families or children to plans has been cited as a reason for declining job offers or leaving the county. The board and the county have made significant strides to address this by increasing county contributions to employee + 1 and employee + family sponsored plans. We know with the 2025 increases going into effect, we will be in a strong spot to support our employees having rich health benefits for them and their families.


Hiring Opportunities — General

* The County has been exploring the following opportunities to address these obstacles
consistent with available funding:

* Expanding the Employee Referral Program

* Increasing profession-specific marketing strategies

* Developing a classification specification update plan

* Streamlining civil service recruitment rules

* |dentification and development of internal talent pools

13
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General Information re Hiring

While the statute only requires that we identify the challenges that may lead to obstacles in the hiring process, we did want to take time to share what County HR has already been doing to address these challenges.

A couple years ago when we noted the challenges with filling custody deputy positions, we created the employee referral program. We recognize we have 4,700+ employees who can serve as our greatest recruitment support by identifying friends, family, community members who would be strong additions to the county. We are looking to expand the employee referral program to other hard to fill positions and encourage employees to continue referring potential applicants to our county.

We will be working more closely with hiring managers and departments to increase our profession specific marketing strategies and identify professional associations/ boards that qualified applicants would be searching for jobs.

Another goal we have is developing a classification specification update plan that would allow us to strategically look at job families and outdated classifications on a set schedule, determine if the classifications need to be updated and work to do so.

We initially took some larger civil service rules for updates/ revisions a couple years ago. This past year we have had a working committee of HR professionals that is doing a deeper dive of our rules and identifying recruitment rules that can be adjusted or changed to help streamline our recruiting process. We hope to bring forth these changes to the board in the next fiscal year.

Lastly, with Workday coming, we will have better ways to identify internal talent pools and focus on developing our talent pools to continue promoting or moving within the organization.



Bargaining Unit 10: Vacancy Breakdown

FORENSIC PATHOLOGIST 1.0 1.0 0.00%
PSYCHIATRIST 8.0 10.9 18.9 57.67%
STAFF PHYSICIAN 14.35 3.55 17.9 19.83%

Grand Total 23.35 14.45 37.8 38.23%
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Bargaining Unit 10 re Vacancy Status

This slide is intended to satisfy the obligations under Government Code section 3502.3, subdivision (c), which requires that “If the number of job vacancies within a single bargaining unit meets or exceeds 20 percent of the total number of authorized full-time positions, the public agency shall, upon request of the recognized employee organization, include all of the following information during the public hearing:
(1) The total number of job vacancies within the bargaining unit.
(2) The total number of applicants for vacant positions within the bargaining unit.
(3) The average number of days to complete the hiring process from when a position is posted.
(4) Opportunities to improve compensation and other working conditions.”

This slide outlines the job vacancies within the bargaining unit by classification, as you can see above, where the county is struggling to recruit is within the Psychiatrist classification. 




Bargaining Unit 10: Recruiting Information

PSYCHIATRIST 7 6 2 2

STAFF PHYSICIAN 16 16 8 7

Average number of days to complete hiring process from when a position is posted in Calendar
Year 2025

= 236 days from posting to offer response (this is due to recruitments being run as
continuous)

= 71 calendar days from application received to offer response
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Bargaining Unit 10 re Vacancy Status

This slide is intended to satisfy the obligations under Government Code section 3502.3, subdivision (c), which requires that “If the number of job vacancies within a single bargaining unit meets or exceeds 20 percent of the total number of authorized full-time positions, the public agency shall, upon request of the recognized employee organization, include all of the following information during the public hearing:
(1) The total number of job vacancies within the bargaining unit.
(2) The total number of applicants for vacant positions within the bargaining unit.
(3) The average number of days to complete the hiring process from when a position is posted.
(4) Opportunities to improve compensation and other working conditions.”

This slide outlines the recruiting information within the bargaining unit by classification.

For Psychiatrist, despite the recruitment being open all year long, the county only received 7 applications, of which two positions were filled.

Staff Physician still has challenges but not as great as Psychiatrist, in 2025 they did see more applications of 16 and hired 7 staff physicians.

The average number of days to complete the hiring process does seem long at 236 days, but that is because it is capturing from when the position opened, and if it has been open for months that add on to the time to hire. However, generally when an application is received it is processed fairly quickly from with an average of 71 days from when someone submits the application to when we receive an offer back. That 71 day period includes taking them through our testing process, putting them on a list, conducting interviews and background checks before making the offer. 




Bargaining Unit 10: Opportunities for Improvement

e Evaluate Compensation Structure
* Assess base salary and total compensation competitiveness against existing
public sector market.
* Increase Scheduling Flexibility

* Explore expanded part-time options and alternative work schedules to
improve recruitment and retention

e Other:

* Strengthen Recruitment Pipeline and Retention Efforts (training programs,
create career pathways, and evaluate long-term reliance on locum tenens)

» Strengthen Marketing Efforts (specialty journals, highlighting pension and
other public sector benefits, etc.)
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Bargaining Unit 10 re Vacancy Status

This slide is intended to satisfy the obligations under Government Code section 3502.3, subdivision (c), which requires that “If the number of job vacancies within a single bargaining unit meets or exceeds 20 percent of the total number of authorized full-time positions, the public agency shall, upon request of the recognized employee organization, include all of the following information during the public hearing:
(1) The total number of job vacancies within the bargaining unit.
(2) The total number of applicants for vacant positions within the bargaining unit.
(3) The average number of days to complete the hiring process from when a position is posted.
(4) Opportunities to improve compensation and other working conditions.”

Despite offering significant financial incentives through New Hire Incentives up to $90,000 for this specialty, vacancies persist, indicating that compensation alone is not the sole driver. The following opportunities focus on structural improvements to recruitment, hiring efficiency, and working conditions to improve both attraction and retention.


Funded Vacancies To be Eliminated = Remaining Vacant

Board of Supervisors 0.0 0.0

County Executive Office 10.0 3.0 7.0

County Counsel 2.0 1.0 1.0

District Attorney 13.0 1.0 12.0

Probation 39.0 7.0 32.0

Public Defender 15.0 4.0 11.0

Court Special Services 0.0 0.0

Fire 32.0 0.0 32.0

Sheriff 74.0 23.0 51.0 (4 held)

C u r re nt County Health 96.7 46.9 49.8 (30 held)
Behavioral Wellness 94.3 0.0 94.3

F un d e d Social Services 102.0 17.0 85.0 (29 held)
) Child Support Services 13.8 4.8 9.0

Va canciles Agricultural Comm. 6.0 0.0 6.0
Planning & Development 16.3 3.0 13.3

Public Works 254 0.0 25.4

Community Services 8.8 2.8 6.0

Auditor-Controller 4.0 3.0 1.0

Clerk-Recorder-Assessor 13.1 0.0 13.1

General Services 5.0 0.0 5.0

Human Resources 3.5 1.0 2.5

Treasurer-Tax Collector-Public 5.0 1.0 4.0

Information Technology 12.0 0.0 12.0

First 5, Children & Families 1.0 0.0 1.0

Totals 118.4 473.3 (63 held)
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Unions Presenting

e Union of American Physicians and Dentists
(UAPD)

e Service Employees International Union,
Local 721 (SEIU 721)

e Service Employees International Union,
Local 620 (SEIU 620)
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Presentation Notes
The statute allows for any recognized employee organization for a bargaining unit (union) to make a presentation to the Board addressing the status of vacancies and recruitment and retention efforts for positions within that bargaining unit. We presented this opportunity to all unions and received a response from SEIU 721 that they will be making a presentation.



Thank You
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