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FINDINGS
 

The Board ofSupervisors agrees with Findings 6,13,16 and 17.
 

The Board ofSupervisors partially agrees with Findings5 and 14.
 

RECOMMENDATIONS(RI,R4,R5, R6, R7,R8,R9,R14, R17, RI8,R19)
 

Recommendations numbered7and 19 will be implemented.
 

Recommendations numbered4and6have been implemented.
 

Recommendationsnumbered 1,5,and 8 are in the process ofbeing implemented.
 

Recommendation numbered 9will not be implemented.
 

Recommendations 14, 17, and 18 caimot be implemented by the Board ofSupervisors.
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INTEROFFICE MEMORANDUM
 

TO: BOARD OFSUPERVISORS
 

FROM: ELISHIA HAYES,COUNTY ADMINISTRATIVE OFFICER
 

SUBJECT: RESPONSETO 2021-22GRANDJURYREPORT"DISTRUST,DISAGREEMENTS,
 
DYSFUNCTION"
 

DATE: NOVEMBER 29,2022
 

In the Grand Jury Report,"Distrust,Disagreements,Dysfunction,"the Grand Jury has requested that your Board
 
respond to Findings 5,6, 13, 14, 16 and 17 and Recommendations 1,4,5,6, 7,8,9, 14, 17, 18,and 19.1 am
 
proposing the following response as detailed below.
 

FINDINGS
 

Findina 5: The Board ofSupervisors is responsiblefor the administration and management ofthe County's

businesspractices; however, the Supervisors did not respond in an effective manner to information provided to
 
them regardingdysfunction on many levels between the County Administrative Officer,Auditor-Controller, other
 
elected officials, and departmentdirectors.
 

Response:Partially agree , ^
 
The Auditor-Controller is an independently elected official, and as such the Board of Supervisors has limitea
 
tools to direct their actions. The Board, however, in 2018 placed a measure on the baUot for voters to decide
 
whetherthe position ofAuditor-Controller and Treasurer-Tax Collector should becomeone position,the Director
 
ofFinance,and whether that position should be appointed by the Board ofSupervisors. Such a position would
 
allow the Board ofSupervisors to more effectively and quickly solve fmance-related issues while ensunng an
 
experienced,qualified individual serves in that role.
 

By law, elected officials must reside in the jurisdiction they serve. The County of Humboldt has an annual
 
operating budget ofmore than$500 million,the largest ofany organization in the region, 18 d^artments,more
 
than 2,000 employees, more than 40 community services districts, fire districts and school districts. It can be
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difficult in a smallcommunity like Humboldtto find an individual who not only possesses the qualifications,but
 
also the experience,leadership and interpersonal skills neededto effectivelylead such alargeandcomplexagency
 
as its chiefaccountant, as well as someone who is willing to conduct their affairs as a public official subject to
 
public inspection,review and criticism. However,the Board collectively leads the County ofHumboldt and is
 
ultimately responsible for the financial well-being of the organization, and its response did riot prevent the
 
dysfunction.
 

Finding 6:Humboldt County Code, Sec. 241-6(a) requires the County Administrative Officer and the Auditor-

Controller to cooperate in the preparation ofthe County's annual budget. There is a general obligation that the
 
two offices collaborate to ensurefiscal responsibility; however, this is being obstructed by a breakdown oftrust
 
and communications between the two offices.
 

Response:Agree
 

The County Administrative Office(CAO),after receiving direction fi-om the Board,during open session and the
 
mid-year budget report, provides departments their fixed cost estimates for the coming year(salary and benefits
 
costs;insurance;Information Technology charges;Purchasing; Motorpool,etc.)as well asthe amountofGeneral
 
Fund allocation they will receive. Atthe mid-year budget report,the Board also provides direction on priorities
 
for any additional General Fund requests that departments may have.
 

Typically, in April, departments come before the Board during two informational meetings to discuss directly
 
with the Board the condition of their budgets and programs. These are also opportunities for departments to
 
express to the Board their need for any additional fUnding request(s)they havesubmitted. During tlis same time
 
(typically in Marchand April),CAOstaffmeetindividually with each departmentto discuss theirbudgets,answer
 
questions,and hear concerns.
 

The CAO then gathers all this information and considers the additional funding requests in light ofthe Board-

approved priorities and discussions and makesarecommendation to the Board in Junein theform ofthe Proposed
 
Budget.From there, the Board holds a public hearing to hear fi-om the pubhc and discuss the Proposed Budget
 
with departments. Again,these are additional opportunities for departments to come before the Board to express
 
their needs.
 

The CAO provides all these public meeting dates to departments at the beginning ofthe budget development
 
process.The Auditor-Controller did not participate in any ofthese processes for FY20-21,21-22,or22-23.
 

Finding 13: The Countypaid unnecessary credit card interest: lost bank interest;paidfor consultants to assist
 
withfinances and otherprofessional orpersonnelservices;faced delays in receivingfunds;paidfines and late
 
fees;and missed opportunities tosecuregrants. These losses were the resultsofpayments orrequiredreportsnot
 
submitted on time by the Auditor-Controller.
 

Response:Agree
 

Finding 14: The County'sfinancialprocedures are decentralized in that differentprocessesfor accounting are
 
used by different departments,including the use ofspreadsheets andsome use ofpaper timecards.
 

Response:Partially Agree
 



All county departments use the same central financial software for accounting, CentralSquare Technologies,

Finance Enterprise. The central agencies responsible for issuing financial procedures are the Auditor-Controller
 
and CAO. Each department then may produce their own department-specific procedures that allow them to
 
streamline application of rules from the central agencies to their individual programs. Some departments,

including DepartmentofHealth and Human Services(DHHS)and Public Works mustadhere to umque financial
 
procedures, timelines and deadlines required by state and federal agencies. In other cases, like in the Sheriffs
 
Office, the central software responsible for payroll, Executime, which feeds into Finance Enterprise, is not
 
currently set up to handle the unique circumstances of, and portions of labor agreements that apply to, 24/7

employees like Sheriffs and Correctional Deputies.These factors have necessitated theuseofother timekeepmg
 
measures than Executime.
 

Finding 16: The BoardofSupervisors adopted Resolution 21-128affirming, unless otherwise authorized by law.
 
all interest on monies deposited with the County belongs to and shall be paid quarterly into the GeneralFund
 
and the Auditor-Controller is authorized and directed to actin compliance with the resolution and Government
 
Codesection 53647.
 

Response: Agree
 

Finding 17: The County Administrative Offiicer is responsibleforsupervising County business affairs, as charged

by the Board ofSupervisors, specifically including, supervising all departmentsfor whom the Board adopts an
 
annual budget.
 

Response:Agree
 

TheChiefAdministrative Officer is charged with supervising the affairs ofthecounty and those entitiesfor whom
 
the Board adoptsan annual budget.It enforces and carries outthe Board's policies,coordinates the administration
 
ofdepartments and services under the Chief Administrative Officer's supervision and makes recommendations
 
on transferring personnel services between them. The Chief Admimstrative Officer, in cooperation with the
 
Auditor-Controller, supervises the budget, and reviews all requests for additional personnel and makes
 
recommendationsto theBoard onthose matters.FinaUy,upon direction from the Board,the ChiefAdministrative
 
Officer may assist in performing evaluations of department heads, and recommend to the Board appointment,
 
reassignment,reduction or discipline up to and including tennmation.
 

The Board is ultimately charged with performing evaluations and retains appointing authority over non-elected
 
department heads.The residents and votersofHumboldtCountyreview the performance ofelected officials,even
 
though theBoard adopts the annual budgets ofthe departments within which those elected officials operate.
 

RECOMMENDATIONS(Rl,R4,R5,R6, R7, R8, R9, R14,R17,R18,R19)
 

Recommendation 1: TheHumboldt County Civil GrandJury recommends the Auditor-Controller develop and
 
maintain an accessible(and regularly updated)written andcomprehensive operationspolicyandprocedures
 
manualthatis available to currentstaffand new-hires. The GrandJuryrecommendsa draftmanualbe completed
 
by Dec. 31,2022.andfully implemented byJuly 1, 2023.
 

This recommendation is in the process of being implemented.
 



The county contracted with the accounting and financial services consultant Macias,Gini& O'Connell,LLP
 
(MOO)to develop and update the County's Financial Policies Manual to serve this very purpose.The draft
 
manual wascompleted by MOOin the fall of2021.County Counsel and theCAO have reviewed the manual
 
and provided feedback.The prior Auditor-Controller had not provided feedback on the manual. The Interim
 
Auditor-Controller Cheryl Dillingham is reviewing the manual and expected to provide feedback in early 2023.
 
Presentation for possible adoption by the Board ofSupervisors is anticipated in 2023.
 

Recommendation 4: The Humboldt County Civil GrandJury recommends the Auditor-Controllerprovide
 
accessible, written policies andprocedures to County departments,schoolandspecial districts and other
 
organizationsfor whichfinancialservices areprovided. These willclearly state terminology and methods
 
required by the Auditor-Controller. The GrandJury recommends this be completed byDec.31, 2022,aspartof
 
thepolicies andprocedures manualdevelopment.
 

This recommendation is in the process of beingimplemented.
 

Recommendation 5: The Humboldt County Civil GrandJury recommends theAuditor-Controllerfollow
 
establishedprocedures bysubmitting an annualbudgetproposalto the County Administrative OfficeforFiscal
 
Year2022/2023,andfor each subsequentfiscalyear.
 

This recommendation has been implemented.
 

The Auditor-Controller submitted a budgetproposal to the CAOfor Fiscal Year2022/23 which was
 
incorporated into the Fiscal Year 2022/23 budget adopted on Sept.27,2022.
 

Recommendation 6: TheHumboldt County Civil GrandJury recommends that with the Fiscal Year 2022/2023
 
budget request, the Auditor-Controllersubmitaplan to meetoperationalrequirements,includingstaffing
 
requirements needed to achieve theplan's goal. When the budgetrequest is approved, theplan, which will
 
reduce the needfor the County to hire consultants,should beimplemented by June30,2023.
 

This recommendation has been implemented.
 
TheCAO and new Auditor-Controller worked together to determine the needs to meet operational requirements
 
and available resources in Fiscal Year 2022/23.
 

CAO staffincluded a place-holder budgetfor the Auditor-Controller's office in the Recommended FY 2022-23
 
Budget and increased the Contingency Funds budget by more than $900,000 to $2.5 million understanding that
 
additional resources would be necessary to complete the backlog offmancial transactions and reporting in the
 
Auditor-Controller's office. During the budget hearing in September,the Board approved including allocations
 
of$200,000 for staffmg and consultants,$735,000for renovation and ADA updates pertaining to the Auditor's
 
office,and $439,000 for Internal Revenue Service penalties and interestfor late payroll tax payments and
 
quarterly filings. These allocations were finalized with the adopted budget on Sept.27,2022. Staffvacancies
 
and unsuccessful staffrecruitments have created additional challenges in filling several already allocated and
 
budgeted positions that exist in the Auditor Controller's department. Stafffrom the CAO were loaned to the
 
new Auditor-Controller to help with the transition and ongoing operational requirements.
 



RprnrnmenHfltinn 7: TheHumboldt County Civil GrandJury recommends that when notified ofconflicts
 
between elected and appointed officials, the Board ofSupervisors actpromptly to investigate and take
 
necessary actions.
 

This recommendation will be implemented.
 

Recommendation 8: TheHumboldtCounty Civil GrandJury recommends the BoardofSupervisors establish an
 
Advisory Committee to include the County Administrative Officer,Auditor-ControllerandBoard appointees of
 
no less than three other elected officers or department heads. This committee mayinclude afacilitator to help
 
enable the transfer ofinstitutional knowledge,setgoalsand build on complementary strengths. The Grand Jury
 
recommends this committee he established by Oct. 1,2022.
 

This recommendation is in the process of beingimplemented.
 

Thecounty has an established Audit Coninuttee which,ifutilized by the Auditor-Controller can be built upon to
 
fulfill many ofthe objectives outlined above.The current Audit Committee includes the Auditor-Controller,the
 
ChiefAdministrative Officer and the Treasurer Tax Collector as nonvoting members.The Board ofSupervisors
 
appointed two ofits members to the committee,one special district or school member,and two qualified
 
membersofthe public.The challenges with the Auditor-Controller,the Board ofSupervisors,the CAO and
 
other county departments was rooted in communication issues, which are improving under Ms.Dillingham
 
serving as Interim Auditor-Controller and is anticipated to continue when she assumes the elected office after
 
Jan. 1,2023.
 

Remmmendation 9: TheHumboldtCounty Civil GrandJury recommends the Advisory Committee convene on a
 
regularlyscheduled monthly basis or morefrequently whenever a majority ofthe members deems it desirable or
 
necessary. Effective upon establishment ofthe committee.
 

Thisrecommendation will not be implemented.
 

Asstated in the response to Recommendation 8,the county hasan established AuditCommittee in large part
 
due to communication issues that are not anticipated to continue under new leadership in the Auditor­
Controller's Office. Staffare currently meeting as needed with the Auditor-Controller andcommumcation has
 
improved.That arrangement is proving effective.
 

Rpmmmffndation 14: The Humboldt County Civil GrandJury recommends ifthe Auditor-Controller anticipates a
 
requiredfinancialreportoraudit cannotbefiled on time, the Board ofSupervisors be notifiedand assistance be
 
requestedfrom the County Administrative Officer, and ifneeded,from the Treasurer-Tax Collector,impacted
 
departments or agencies, andthe State Controller's Office.
 

This recommendation cannotbe implemented by the Board ofSupervisors.
 

The Board ofSupervisors fully supports this recommendation,however;the recommendationis for the Auditor-

Controller to notify the Board and requestassistance from the CAO and ifneeded other departmentsor
 
agencies.
 



Recommendation 17: The Humboldt County Civil GrandJury recommends the Auditor-Controllerpostalljournal
 
entries no later than SO daysfrom the date they were submitted.
 

This recommendation cannotbeimplemented by the Board ofSupervisors.
 

The Board ofSupervisors supports this recommendation,however;the recommendation is for the Auditor-

Controller to postjournal entries no later than 30days from the date they were submitted. Ifneeded,the Board
 
may direct staffto develop and abide by policies adopted by the Board to ensure the Auditor-Controllercan
 
meetthis timeline.
 

Recommendation 18: The Humboldt County Civil GrandJury recommendsthe Auditor-Controller comply with the
 
BoardofSupervisors'Resolution21-128.
 

This recommendation cannot beimplemented by the Board ofSupervisors.
 

The Board ofSupervisors completely supports recommendation,however;the recommendation is for the
 
Auditor-Controller to comply with Resolution 21-128. Ifneeded,the Board may direct staffto develop and
 
abide by policies adopted by the Board to ensure the Auditor-Controller can comply with Resolution 21-128.
 

Recommendation 19: The Humboldt County Civil GrandJury recommendsthe County Administrative Officer
 
comply with the County Code requirementofsupervising all County departments by requiring alldepartments to
 
submitfinancialdocuments to the Auditor-Controller within the timeframe and in the manner necessary to meet
 
established reporting andfiling deadlines.
 

This recommendation will be implemented.
 

As stated in the response to Finding 17,the ChiefAdministrative Officer is charged with supervising the affairs
 
ofthe county and those entities for whom the Board adopts an annual budget. It enforces and carries out the
 
Board's policies,coordinates the administration ofdepartments and services under the ChiefAdministrative
 
Officer's supervision and makes recommendations on transferring personnel services between them.The Chief
 
Administrative Officer,in cooperation with the Auditor-Controller,supervises the budget,and reviews all
 
requests for additional personnel and makes recommendations to the Board on those matters. Finally, upon
 
direction from the Board,the ChiefAdministrative Officer may assist in performing evaluations ofdepartment
 
heads,and recommend to the Board appointment,reassignment,reduction or discipline up to and including
 
terniination.
 

However,the Board is ultimately charged with performing evaluations and retains appointing authority over
 
non-elected department heads.The residents and voters ofHumboldt County review the performance ofelected
 
officials,even though the Board adopts the annual budgets ofthe departments within which those elected
 
officials operate.
 

Finally,the Auditor-Controller creates their own guidelines and deadlines, not the ChiefAdministrative Officer.
 
While the ChiefAdministrati\'e Officer and county will strive to meet those requirements, it is incumbent upon
 
the Auditor-Controller to clearly delineate and make reasonable the information,records,and deadlinesthey
 
require and require departments to meet.
 


