
COUNTY OF SACRAMENTO 

CALIFORNIA 
 

For the Agenda of: 

April 1, 2009 

2:00 P.M. 

 

 

 

To: Board of Supervisors 

 

From: County Executive Office 

 

Subject: Overview Of County Core Responsibilities 

 

Supervisorial 

District: All 

 

Contact: Paul G. Lake, Deputy Director 

Department of Human Assistance (874-6111) 

Linda Foster-Hall 

County Budget Officer (874-2453) 

 

Overview 
For Fiscal Year 2009-10, the County Executive directed a fresh analysis of the County’s core 

responsibilities as a refinement of the Board of Supervisors’ budget priorities.  Core 

responsibilities are the services that the County is required to provide.  This staff report details 

the process and results of an analysis of those responsibilities, giving further clarity to the 

priorities.  In past years, the County Executive and the Board of Supervisors have used the list of 

priorities to fund discretionary programs beyond original allocations, since in most cases there 

was an excess of funds available.  This year, since there are no additional funds, the County 

Executive will allocate based on priorities, starting with our core responsibilities. 

 

Recommendation 
Receive and file this report. 

 

Measures/Evaluation 
This enhancement of the Board of Supervisors’ priorities is a method of providing improved 

decision-making to the County. 

 

Fiscal Impact 
This action has no cost. 

 

 

 

BACKGROUND 
In the mid-1990s, Sacramento County faced reductions in its general purpose financing.  At that 

time, the County Executive Office (CEO) sought to fund mandated programs before funding 

discretionary programs.  The CEO, departments, and County Counsel reviewed programs 

throughout the county to identify mandates and the level of staffing or performance necessary to 

meet those mandates.  Since then, the County has classified all programs as either specifically 
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mandated (specified in the law), flexibly or practically mandated (a program that counties must 

provide at some undefined level), or discretionary.  The original analysis has been refined and 

updated to varying degrees.    

 

In February 2003, the Board of Supervisors adopted a set of priorities to guide budget decision-

making.  The first priorities were to meet program mandates (specific and flexible) and financial 

obligations.  From there the Board’s priorities proceeded as follows, from highest to lowest: 

 

• Discretionary law enforcement 

• Safety net for disadvantaged citizens 

• Sustainable and livable communities 

• General government functions 

• Prevention and early intervention programs.   

 

These priorities have guided budgeting recommendations since that time.  

  

DISCUSSION 
Defining “Core Responsibility” - Based on research and discussions with the County’s executive 

leadership, the County Executive is defining a core responsibility as the minimal level of service 

needed to either: 

 

a) Meet a mandate - defined as a federal or state law or regulation, or a court order; 

b) Meet the basic expectations of the public for programs that, while not mandated, have a long 

history of being a responsibility of counties throughout the state.  Examples include such 

responsibilities as land use regulation, road management, and agriculture pest exclusion; 

c) Debt obligations; 

d) Essential fiscal services (payroll, bill payment, etc.); 

e) Critical internal service programs that the organization and departments need to function at a 

minimal level, such as personnel services and essential information technology. 

Criteria for Categorizing Programs - To refine the criteria and apply them to County programs, 

the CEO analyzed department information and met with department staff to discuss detailed 

aspects of their mandates and performance standards.  Criteria applied included: 

 

Mandates 

• Is there a legitimate possibility of consequences to the County for not meeting the service 

levels or providing the service, specifically sanctions, litigation, receivership, court 

intervention, or other legal action?  What level of service has triggered these 

consequences, either in Sacramento County or in some other jurisdiction? 

• If state or federal funding disappeared, would the County have to backfill with General 

Fund money?   
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Service Level 

• Does the mandate set service levels in measurable terms, such as time lines, success 

percentages, processes completed, staffing levels, and similar performance targets?  How 

is the department currently doing relative to those targets?  If we are doing significantly 

better, could the department reduce staffing and services and still meet the mandates? 

• Can we determine a minimal level of service necessary to meet the core responsibility 

based on regulatory targets, sanction triggers, benchmarking, or industry standards?  Do 

we meet, exceed, or fall short of those levels? 

 

Internal Support Functions 

• If the program provides internal support to the County organization or other departments, 

rather than directly to the public, how critical is the service to the ability of the 

organization or other departments to meet their core responsibilities?  Would their ability 

seriously deteriorate if the internal support service dropped below a certain level? 

 

Process - Departments provided information about program mandates, service standards, current 

performance, and other data to determine whether their programs are core responsibilities.  CEO 

staff reviewed this information with departments and compared it with earlier County Counsel 

opinions regarding mandates, reaching conclusions regarding core responsibilities.  Where 

questions still existed, staff discussed them further with County Counsel and the departments.  In 

most cases, this process resulted in a finalized list of programs that are core responsibilities and 

those that are not.  Staff has asked Counsel for additional analysis in the remaining programs 

(mental health, adult protection in particular).   

 

Since the Sheriff, District Attorney, and Assessor are independently elected, the CEO made no 

changes to their submittals with regard to classification of their core responsibilities.  Likewise, 

staff did not assess the service levels of the County Counsel’s office, deferring to his 

determination of his core responsibilities. 

 

Attachment A lists all programs where the department receives General Fund dollars.  It includes 

a brief description of each program and indicates whether it is a core responsibility or not.  A 

program identified as a core responsibility meets two tests.  First, it falls within at least one of the 

base definitions of a core responsibility (see [a] through [e] on page 2).  Second, further 

reduction of the identified level of funding and staffing likely would result in failure to meet 

mandates, the most basic public expectations, or the critical internal needs of the organization.  

Any program that did not meet these two tests is listed in the attachment as “not a core 

responsibility”. 

In some cases, the attachment lists a program as both a “core responsibility” and “not a core 

responsibility”.  These programs meet the criteria of a core responsibility, but the current level of 

service is greater than the obligations require.  The County has the option to reduce services in 

these programs, although this does not imply a reduction in customer services or impacts on 

outcomes, only that the program could still meet its requirements with reductions in services. 

Using Core Responsibility Analysis For General Fund Allocations 

The County Executive intends to recommend allocation of general purpose financing to meet 

core responsibilities before funding other programs.  To the extent that there is enough financing 
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to pay for all Core Programs at Minimal Service Levels, recommended General Fund allocations 

to departments will cover those programs throughout the County.  The CEO will apportion any 

remaining financing based on the Board’s budget priorities.   

 

If there is insufficient general purpose financing to fund all core responsibilities, the CEO will 

recommend department allocations based on: (1) their proportion of costs related to their core 

responsibilities, and; (2) where these programs fall within the Board’s budget priorities.  The 

CEO will take department feedback on recommended service reductions into account when 

making final budget recommendations to the Board of Supervisors. 

 

Future Schedule 
Attachment B updates the Budget Schedule.  The County Executive intends to provide 

departments with their General Fund allocations on April 3.  This will give departments time to 

identify potential program reductions and impacts and to engage community groups and 

stakeholders in discussions about the budget.  There will be workshops on specific topics and 

areas of the budget in May.  Budget hearings are scheduled to begin June 9. 

 

MEASURES/EVALUATION 
This enhancement of the Board of Supervisors’ priorities is a method of providing improved 

decision-making to the County. 

 

FINANCIAL ANALYSIS 
 

Not applicable. 

 

Respectfully submitted, Respectfully submitted,  

 

                                                                                                                                

PAUL G. LAKE, Deputy Director LINDA FOSTER-HALL 

Department of Human Assistance County Budget Officer 

 

APPROVED: 

TERRY SCHUTTEN 

County Executive 

 

By:    

NAV GILL, Chief Operations Officer 

County Executive Office 

 

 

Attachments: 

Attachment A - Determination of Core Responsibilities in General Fund-Supported Programs 

Attachment B – 2009-10 Preliminary Budget Timeline Revised 3-30-09 
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Fiscal Year 2009-10 Preliminary Budget Timeline

1

PRELIMINARY SCHEDULE –REVISED 3/30/09
Event Due Dates

Develop Major Budget Assumptions/Personnel Costs/Allocated
Costs/Internal Service Charges

August - December, 2008

Allocated Costs due from Internal Service Departments December 15, 2008

Allocated Cost Package available on the Intranet January 12, 2009

Personnel Budget Report distributed to Departments February 2, 2009

Budget Instructions distributed to Departments February 6, 2009

Information Sharing Session: Discuss Budget Materials and
Instructions

February 9, 2009

Midyear Financial Report/Budget Outlook February 10, 2009

Facility Acquisition or Improvement Request (Form 330) February 13, 2009

Budget submittals and Core Database due to County Executive
Office from the following funds (Numbers entered into
SCBDA):

 General Fund (001)
 Court Operations (003)
 Capital Construction (007)
 Tobacco Litigation Settlement (008)
 Transient-Occupancy Tax (TOT) (015)
 Building Inspection (021)

March 13, 2009

All Other Funds Budget submittals and Core Database due to
County Executive Office

 Enterprise
 Governmental
 Internal Services
 Special Districts

March 13, 2009

Requests for Fully Funded Additional Growth due March 13, 2009

Departmental Reduction Impact Statements Due March 13, 2009

Analysis by CEO Analysts of Budget Submittals March 13–April 3, 2009



Fiscal Year 2009-10 Preliminary Budget Timeline

2

PRELIMINARY SCHEDULE –REVISED 3/30/09
Event Due Dates

Evaluation and inclusion of Cost Savings Ideas into Budget Continuous

Board of Supervisors’ Workshop on Core Responsibilities April 1, 2009 2:00 p.m.

Revised Core Program Funding Decisions No later than April 20, 2009
April 3, 2009

Department Review of Core Program Funding
Departments finalize impact statements

April 21–April 30, 2009
April 3 - April 20, 2009

Analysis by County Executive Officer and Chief Operations
Officer of Proposed Budget Requests

April 2009

Analysts’ final revisions and budget production May 1–May 18, 2009

Departmental Community Outreach May 2009

Board of Supervisors Workshops May 2009

Proposed Budget Materials to print May 21, 2009

Recommended Proposed Budget Available May 29, 2009

Proposed Budget Hearings—Budget Overview and
Determination of Core Funded Budget

June 9, 2009, 2:00 p.m.
June 10, 2009, 9:30 a.m.
June 17, 2009, 2:00 p.m.
June 18, 2009, 9:30 a.m.






