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APPROVED 3/2/2021
MINUTES
ORANGE COUNTY
BOARD OF COMMISSIONERS
VIRTUAL RETREAT
JANUARY 22, 2021
2:00 p.m.
The Orange County Board of Commissioners met for a Virtual Retreat on Tuesday, January
22, 2021 at 2:00 p.m.
COUNTY COMMISSIONERS PRESENT: Chair Renee Price, Vice Chair Jamezetta Bedford,
and Commissioners Amy Fowler, Jean Hamilton, Mark Dorosin (joined at 2:05 p.m.), Sally
Greene, and Earl McKee (joined at 2:30 p.m.)
COUNTY COMMISSIONERS ABSENT: NONE
COUNTY ATTORNEYS PRESENT: John Roberts
COUNTY STAFF PRESENT: County Manager Bonnie Hammersley, Deputy County Manager
Travis Myren, Clerk to the Board Laura Jensen
(All other staff members will be identified appropriately below.)
Due to current public health concerns, the Board of Commissioners is conducting a Virtual
Special Meeting on Friday, January 22, 2021. Members of the Board of Commissioners
participated in the meeting remotely. As in prior meetings, members of the public were able to
view and listen to the meeting via live streaming video at
http://www.orangecountync.gov/967/Meeting-Videos and on Orange County Gov-TV on
channels 1301 or 97.6 (Spectrum Cable).
Welcome & Context setting for the Retreat –
Chair Price welcomed the attendees, and thanked the planning committee and
department staff for making this retreat happen.
Call to Order
Chair Price called the meeting to order at 2:04 p.m. and asked Commissioners to accept
a roll call.
Roll Call ensued.
Commissioners McKee and Dorosin were not present at the start of the meeting.
Chair Price said the focus of the retreat will be 2 pandemics: COVID-19 and racism, and
she asked the group to take the risks necessary to bring justice. She said the culture is on the
precipice of a brave new world, and needs courage and innovation to move from relief to
recovery to resilience. She said she would really like to address racism, and talk about equity
and inclusion. She said it is time to face the facts and deal with it. She said impossible to solve
all problems in 6 hours, but the Board of County Commissioners (BOCC) can begin with
policies, priorities, and how it will impact the budget season that is fast approaching.
Review agenda & Working agreements
Maggie Chotas, Facilitator, said the Chair’s words offer a powerful framing for the day,
and the two pandemics the group is working in.
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Maggie Chotas reviewed the agenda, and the following ground rules and parameters for
the day:









Begin and adjourn on time
One speaker at a time
Listen attentively
Focus on learning and inquiry
Stay on topic – use the parking lot to record items for future discussion
Share the time available for discussion
It is OK to disagree…please do so respectfully
Use the parking lot

Chair Price said the chat box will visible to the public.
Maggie Chotas said other virtual environments will be visible to the public as well.
Maggie Chotas asked the Commissioners to use the raised hand feature, but also to try
to get her attention, if not recognized.
Icebreaker: Commissioner Trivia
 Two truths about yourself – think about unusual or esoteric facts others might not know
 Something untrue or made up about yourself
Maggie Chotas lead the BOCC in the icebreaker.
Where are we?
Annette Moore, Director of Human Rights and Relations, made the following PowerPoint
presentation:
Slide #1
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Slide #2

Slide #3

Slide #4
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Annette Moore related background information about the impact of racism on the quality
of people’s lives in the community. She resumed the PowerPoint presentation:
Slide #5

Slide #6

Annette Moore said there is wide disparity of opportunity in Orange County. She
resumed the PowerPoint presentation:
Slide #7
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Annette Moore highlighted the disparities in the above data. She resumed the
PowerPoint presentation:
Slide #8

Annette Moore said death rate for infants for Black families is 22.7%, and for Hispanic
families it is 5.2%. She said Black families represent 13% of Orange County and Hispanics only
7%. She resumed the PowerPoint presentation:
Slide #9

Annette Moore said disparities are due to institutional racism, and not putting County
money in the right places. She resumed the Power Point presentation:
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Slide #10

Annette Moore said the pandemic has taught us that we are stronger together. She said
working collaboratively can break down institutional racism. She said all jurisdictions have
agreed to leverage their strengths to work on the community plan. She said the community plan
has five key themes, and a GARE team leader will lead each multi-jurisdictional team. She said
each team will draft a portion of the plan for diverse review, and elected officials will approve.
She said the plan will be data driven, and will lead to the development of a racial equity
scorecard. She said this is not a novel concept, but it is different. She said the group will
evaluate community progress throughout the County. She said Orange County is leading the
way, and doing something no other jurisdiction in the country is doing. She said the BOCC is
invited to attend the upcoming symposium.
Annette Moore explained that during this time of racial tension, she was surprised that
she was only asked to give an update, and was an afterthought. She said Housing directors are
typically asked to participate in conversations around affordable housing. She said Human
rights and relations are an important part of the conversation when discussing racism and racial
equity. She said if the County is serious about this, there must be a serious conversation with
all necessary players participating in the conversation.
Commissioner Dorosin asked how far along in the five-pillar process the team is.
Annette Moore said the pillars represent committees that are working simultaneously.
Commissioner Fowler asked if it is known what items will be tracked on the scorecard.
Annette Moore said a list is in development, and Commissioners should send ideas to
her.
Commissioner McKee said he understands the need for discussions and planning, but
feels action is also important. He asked if there is a timeline for the planning process.
Annette Moore said the goal for plan completion is the end of February, beginning of
March, and it will be put out to the public for further discussion. She said thereafter it will be
brought to the BOCC.
Commissioner McKee said he does not want to get stuck talking in circles.
Annette Moore said the team is seeking meaningful community engagement, which has
been slowed due to the pandemic.
Commissioner McKee said he wholeheartedly supports community engagement, but
wants to be sure that everyone is on the same page in moving towards action.
Chair Price asked if there is more the BOCC can do as a whole at this point to move this
along.
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Annette Moore said she would welcome BOCC participation, and encouraged the Board
to share ideas and facts now, as opposed to on the back end of the process.
Chair Price asked if the Board should devote part of a work session to help develop
ideas and action items. She said the Board wants to engage in a meaningful way.
Annette Moore said this is a policy that will set the tone for the rest of the County, and
things are going to be done differently from now on. She said this plan needs to be embedded
in County government, by doing whatever is necessary. She said this should be part of
everyone’s work plan.
Chair Price said if there are ideas for how the Board can actively participate to please
share them.
Commissioner Hamilton said she would like to see a draft of what is coming up. She
said she cannot picture what GARE is about, how it works, etc. She said this is an important
process, and she wants to give meaningful feedback, so there is action. She said she needs
more information. She said statistics are useful, but it is important to know what underlies those
statistics locally, statewide and nationally, if not world-driven. She said the everyday implicit
biases need to be addressed. She said the big metrics may not capture that. She said she
wants to do the work and wants to do it well.
Annette Moore agreed, and said that is why GARE is drafting this tool to get this
information to the Commissioners and community for further discussion, and to determine gaps
and steps of action. She said it is important to determine how to use County funds to address
this issue, and how do the State and the Federal Government need to be involved.
Commissioner Dorosin said he is unsure how much specificity is appropriate now, but he
would like to see interdepartmental cooperation. He asked if criminal justice metrics will be
included, along with possible policy changes.
Annette Moore said the team has been talking about interdepartmental actions, and how
everyone can work together. She said these problems cannot be solved in silos, and there
must be a multidisciplinary approach is important. She said there is a capacity issue here, and
building capacity is one of the problems. She said building capacity for equity will take
additional resources.
Commissioner McKee said it will be important to determine how committed the County is
to reducing spending in some favored programs to fund this effort without raising taxes. He said
this will cost some funding, over a decent amount of time. He said if this is going to be done, it
needs to be done right. He said the BOCC will have to make hard decisions about decreasing
spending in order to increase progress in this area.
Annette Moore said it is less defunding but rather the reallocation of funding. She said
the BOCC will have determine if it will allow the data to determine where funding should go.
Commissioner McKee agreed, and said it will mean the reduction of funding in certain
areas. He said a lot people, especially low-income people, feel they are being driven out of
Orange County due to the high cost of taxes and living.
Commissioner Bedford said the County does not have a strategic plan, and asked if it is
possible to prioritize things without one. She said this is a parking lot issue.
Chair Price responded to Commissioner Fowler’s comment in the chat, and said the
County is tracking data related to the small business loans.
Chair Price said the elephant in the room is racism and implicit bias around all issues of
disparity. She said if the County can get at this cause, and if the lowest in society can be raised
up, then everybody is raised up. She said racism touches all areas, and is a problem that has
existed for hundreds of years. She said if tackling racism is a priority, then the County can
begin addressing issues across the Board.
Commissioner Fowler said her comments in the chat are ideas for the GARE team to
consider.
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Commissioner Fowler highlighted the items she typed in the chat box and said markers
need to be measureable and within the Board’s control. She said things need funding, and
some things need tracking.
Travis Myren introduced the next retreat topic.
Slide #1
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Slide #2

Slide #3
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Slide #4

Slide #5

Slide #6
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Slide #7

Travis Myren said there is a lower percentage of death for Hispanics, despite higher
number of cases. He resumed the PowerPoint presentation:
Slide #8

Travis Myren said the community spread is slowing, and the goal is a 5% positive rate.
He resumed the PowerPoint presentation:
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Slide #9

Travis Myren said the unemployment rate is getting better, and things are returning to a
more normal point.
Chair Price asked if one has to report unemployment in order to be counted.
Travis Myren said one has to be actively looking for work to be counted in this rate, and
claims could be different than the employment percentages. He resumed the PowerPoint
presentation:
Slide #10

Travis Myren said certain sectors of the economy are more impacted than others. He
resumed the PowerPoint presentation:
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Slide #11

Travis Myren said the disparate impact of unemployment continues. He resumed the
PowerPoint presentation:
Slide #12

Commissioner Dorosin asked if there were possibly undercounts, for example in the
Hispanic population.
Travis Myren said there is an assumption that this may be true, especially in
unemployment claims and enrollment in social service programs, because of fears of retribution
towards undocumented populations. He said the need for assistance may still be present. He
resumed the PowerPoint presentation:
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Slide #13

Slide #14

Slide #15

Commissioner Dorosin asked if all Emergency Housing Assistance and HOPE programs
funds have been expended.
Travis Myren said there are other funds coming in from CDBG-Corona Virus and other
areas.
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Emila Sutton, Housing and Community Development Director, confirmed that
municipalities are providing funds to assist in housing intervention programs.
Commissioner Hamilton requested that presenters not use acronyms since the public is
watching and may not know what these are.
Travis Myren clarified the names of the programs.

Slide #16
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Slide #17

Slide #18

Slide #19
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Slide #20

Travis Myren said some programs are tracking a little low compared to last year, but it is
due to the influx of CARES funds. He said staff expects to exhaust those funds by the end of
the year. He resumed the PowerPoint presentation:
Slide #21

Travis Myren said child protective service reports are commonly made at schools, which
are not open, so reporting is down. He resumed the PowerPoint presentation:
Slide #22
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Slide #23

Travis Myren said the interventions described on slide #22 have had an impact on pretrial bookings by month. He resumed the PowerPoint presentation:
Slide #24

Commissioner Dorosin cited this as an example where real substantive changes can be
made to incarcerations.
Travis Myren agreed, and said it has not come at the expense of public safety.
Commissioner Dorosin asked if any of the other reallocations of funds are eligible to be
reimbursed.
Travis Myren said yes, around $3 million is reimbursable by FEMA, and this will likely
impact fund balance.
Commissioner Dorosin asked if there is a timeline for reimbursements to be received.
Travis Myren said the goal is 90 days, but staff will know better once the paperwork is
submitted.
RECESS RETREAT FOR BREAK
A motion was made by Commissioner Dorosin, seconded by Commissioner McKee to
recess the meeting at 3:34 p.m. and reconvene at 3:44 p.m.
Roll call ensued
VOTE: UNANIMOUS
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RECONVENE RETREAT
A motion was made by Commissioner Fowler, seconded by Commissioner Hamilton to
reconvene at 3:44 p.m.
Roll call ensued
Commissioner McKee and Commissioner Dorosin were not back yet.
VOTE: UNANIMOUS
Slide #25

Commissioner Greene said she remembered that property tax collections were
anticipated to not go down very much, and asked if a one half million reduction is not very much,
in context.
Gary Donaldson, Chief Financial Officer, said collection rates were budgeted
conservatively, due to the recession. He said, for context, real property tax is budgeted at $154
million, while motor vehicle property tax is budgeted at $11 million. He said it is a slight decline.
Chair Price asked if the decrease in property and motor vehicle tax collections is
correlated to foreclosures.
Travis Myren said he has not run that analysis.
Gary Donaldson said he has not heard that this is the case.
Travis Myren resumed the PowerPoint presentation:
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Slide #26

Slide #27

Slide #28

Travis Myren said the demographics of the respondents were not reflective of the
population of Orange County, so Annette Moore is working to validate the results of the survey.
He resumed the PowerPoint presentation:
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Slide #29

Slide #30

Slide #31

Chair Price said the American Indian or Alaskan Native responses were outliers, but
there were only 6 responses, so it may not be reflective.
Chair Price said Durham has community ambassadors, who were paid a small stipend,
and gathered a lot of good information because these are people who live in the community and
people are willing to talk to their neighbors.
Various comments were made in the chat box about community ambassador examples:
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Commissioner Hamilton said statistics can show if interventions are working. She said
there is a lot of really good descriptive statistics, but without analysis the statistics just show
what is already known, without a lot of direction. She said it is important to focus on statistics
that show the impact of interventions. She said this applies to the community values survey,
which has small sample sizes, and does not allow for conclusions. She said if there is not good
representation, the statistics are not really giving good information.
Commissioner Dorosin referred to the revenue impact slides, and said fees are down,
and sales tax is up. He said expenditures will be $3.7 million over revenues, which seems
higher than the projected losses, less the increased sales tax. He asked if clarification could be
given on these numbers, and the “hole” that that County is looking at.
Gary Donaldson said staff uses a long-term fiscal model for multiple fiscal years, and
based on that, it shows that revenues will be lower than expenses. He said with all of the
reductions, any buffers that staff created are gone. He said the expectation is that the County
will use $3.7 million in fund balance, which takes the County lower than its target, and the
County will need to take measures to avoid using that fund balance.
Commissioner Dorosin asked if this takes sales tax revenue into account.
Gary Donaldson said yes.
Bonnie Hammersley clarified that the power point slide shows the major losses, but
there are other smaller losses, which were not included. She said the County needs to fill a
$3.7 million gap in the next 6 months to end the year with a balance.
Commissioner Greene said the community values survey was just completed, and it is a
first step. She said she would fully support paying people to go into the community to gather
more data.
Commissioner Hamilton clarified that there is a $3.7 million shortfall in the next 6
months, which could be managed with fund balance, but doing so would negatively impact the
County’s financial position.
Gary Donaldson said yes, and using the unassigned fund balance would decrease it to
13% or so, and the target is 16%.
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Bonnie Hammersley said this action would affect the County’s Triple A bond rating,
which affects the County’s ability to get lower interest rates on debt.
Gary Donaldson explained the Triple A bond rating, and the factors that affect it.
Commissioner Hamilton asked if there is a strict threshold.
Gary Donaldson said there is not a strict threshold, but it is one factor. He said if there
was a sustained decline in the fund balance over 2-3 years, the County’s rating would probably
be changed.
Travis Myren said 15-20% is the typical level for a triple A bond rating.
Bonnie Hammersley said the County is on the lower end of the rating, with a fund
balance of 16%.
Chair Price referred to interventions, such as eviction diversion, and how they impact the
County coffers. She asked if there is any federal or state relief.
Travis Myren said he is not sure if there will be a relief package.
Chair Price asked if the County will continue with the intervention programs, if there is
not relief.
Bonnie Hammersley said the County would focus on the pandemic response, and funds
will be reallocated from other locally funded programs if there is not relief from the Federal or
State government.
Identifying priorities, goals & strategies for the next year
Maggie Chotas introduced the Commissioners to Jamboard, which is a digital post-it
board for idea development. She asked the commissioners to use the following questions to
input ideas.





Knowing what we know about the current reality, what priorities do we need to set?
How do our priorities achieve our goal of disrupting racism?
How can our priorities help us rebuild in a more equitable way?
What goals and strategies would have the most potential impact in the priority areas in
the next year?
Maggie Chotas reviewed the Jamboard ideas:
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Chair Price said she sees a need for meeting basic human needs.
Commissioner Greene said she sees that the Board is the social safety net, and in a
time of crisis, the Board needs to focus its attention on the basic needs.
Commissioner Bedford agreed with Chair Price and Commissioner Greene.
Commissioner Dorosin said this is a lot of priorities, and practically the Board will have to
prioritize them. He said spreading the available resources too thin will not bring about desired
outcomes. He said there will need to be short term, mid term and long term priorities, and
flexibility about the priorities based on other variables that may arise (outside funding, vaccine
response, etc.) He said he is an optimistic person, but seeing things listed this way can be
overwhelming. He said it is encouraging to see consensus in the Board’s focus and concerns.
Commissioner McKee said all of these issues are valid and important, but there is a limit
to what the BOCC can accomplish. He said he wants to prioritize that those with the most need
get the most of the Board’s focus. He said he has sat on the Board for ten years, and it is
important to be willing to disrupt agendas when necessary. He said the Board sometimes fails
to look critically at its business practices, and is doing a disservice to the residents. He said,
given what the Board is facing, no one knows what COVID will be, and the Board needs to
focus on those that have limited access to even register for a COVID vaccine. He said there is
no accounting for hours that one spends on phone and Internet to set up an appointment. He
said how does a person working 8 hours a day have time to get that set up, not to mention

25

those without access to reliable Internet. He said the BOCC must focus on those that are in the
most need.
Commissioner Hamilton agreed with previous comments. She said these are the issues
the Board has been talking about for years, and the BOCC is the social safety net. She said the
BOCC must make sure that those most in need are served, and there are resources to do so.
She said there are things the BOCC can address that are not money related, but rather systems
related. She said it is important to consider different ways of doing things.
Commissioner Fowler said she is glad that the issues are agreed upon, and schools are
still an issue, despite not being in her top 3. She said she wants to look for ways to get a better
bang for the County’s buck. She said she would like to look at mental health supports, as
Cardinal Innovations is getting a lot of the County’s money but not providing great services.
She said COVID is a new variable, and it is affecting people’s ability to support themselves.
She said if the Board can address COVID, it might help ease other priorities.
Chair Price agreed with previous comments, and she would like the Board to consider
efficiency. She said it is important to assess what is working, and what is not, and how to be
most efficient and work best with local partners.
Commissioner Greene agreed, and said she would double down on partnerships with
the towns. She said the Board should reach out again, and coordinate plans on housing with
municipalities. She said everyone needs to be rowing in the same direction.
Commissioner Hamilton had final thoughts on priorities based on the Jamboard session,
which she entered into the chat box:

Closing out Day 1
Maggie Chotas asked the Board what would be helpful going in to tomorrow, and
reviewed the agenda.
Chair Price discussed improvements to Jamboard usage, and said she would like to see
comments condensed into a list or slide.
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Commissioner Dorosin said he would like to hear from staff with any immediate
feedback they may have, or to answer questions.
Commissioner Bedford asked for anything from staff that it feels the Board missed
during day 1 of the retreat.
Maggie Chotas offered a feedback form for the Board in the chat box.
RECESS
A motion was made by Commissioner Bedford, seconded by Commissioner Fowler to
recess the meeting at 5:01 p.m., and to reconvene on Saturday, January 23, 2021 at 9:00 a.m.
Roll call ensued
VOTE: UNANIMOUS
CONTINUED VIRTUAL RETREAT
JANUARY 23, 2021
9:00 a.m.
The Orange County Board of Commissioners met for a Continued Virtual Special Meeting on
Tuesday, January 23, 2021 at 9:00 a.m.
COUNTY COMMISSIONERS PRESENT: Chair Renee Price, Vice Chair Jamezetta Bedford,
and Commissioners Amy Fowler, Jean Hamilton, Sally Greene, Earl McKee, and Mark
Dorosin (arrived at meeting at 9:01 am)
COUNTY COMMISSIONERS ABSENT: NONE
COUNTY ATTORNEYS PRESENT: John Roberts
COUNTY STAFF PRESENT: County Manager Bonnie Hammersley, Deputy County Manager
Travis Myren, and Clerk to the Board Laura Jensen (All other staff members will be identified
appropriately below.)
Due to current public health concerns, the Board of Commissioners is conducting a Continued
Virtual Retreat on Saturday, January 23, 2021. Members of the Board of Commissioners
participated in the meeting remotely. As in prior meetings, members of the public were able to
view and listen to the meeting via live streaming video at
http://www.orangecountync.gov/967/Meeting-Videos and on Orange County Gov-TV on
channels 1301 or 97.6 (Spectrum Cable).
CALL TO ORDER and Reconvene the Virtual Retreat from January 22, 2021
Chair Price called the meeting to order at 9:00 a.m.
A motion was made by Commissioner Fowler, seconded by Commissioner McKee
to reconvene the continued virtual retreat from January 22, 2021.
Roll Call ensued.
VOTE: UNANIMOUS
Opening remarks
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Chair Price asked if the other Commissioners had anything to say or add based on the
agenda items covered on the previous day.
The Board made no comments.
Commissioner Dorosin arrived at 9:06 a.m.
Reflecting on Day 1 & Preparing for Day 2
Maggie Chotas reviewed the agenda for Day 2, and reviewed feedback from Day 1:
round robin discussion was good, Jamboard did facilitate the conversation, trivia was fun,
present sticky notes in more readable fashion, and encourage more dialogue.
Commissioner Hamilton said she found Jamboard was good for a quick look, but she
would like to go more in depth about barriers to addressing community issues. She said to think
about how Jamboard is used, and how it may take energy away from the conversation about
underlying determinants and what can be done about it.
Chair Price said she would like more dialogue. She said this list shows that the Board is
the social safety net, and she would like to have more discussion on how the Board puts its
thoughts and policies into action.
Commissioner Bedford asked if there will be more time for questions 2 and 3 from
yesterday’s Jamboard, as she put “I don’t know” for some questions.
Maggie Chotas said this is a short period of time, and she reviewed the feedback: look
for ways to deepen conversation, looking at barriers and resources that could be reallocated,
remembering that the county is the social safety net, using strategy, putting ideas into action,
how those questions around racial equity move into building in an equitable way.
Confirming priorities for 2021
Maggie Chotas asked where the Board want to spend time in going in greater depth.
She reviewed her notes on priorities from the previous day’s meeting:
Related to schools
1.
Supporting students and parents
2.
Continue to support schools which are frontline in providing education, mental health,
and food for students
3.
School facilities that better air quality given COVID
4.
Supporting students and parents
5.
support students, schools, faculty and staff
6.
Public education needs during COVID
7.
Develop school facilities plan for future
Related to Priority Setting and Strategic Planning
1.
Realign spending to focus on immediate human need. Review capital projects for areas
that can be delayed
2.
Need to identify policies that will address the highest need and produce greatest impact.
Also consider short term/immediate measures, as well as mid and longer range
3.
Tell us what we must do legally and still prioritize human services
4.
recognize we can't meet all goal at once. Need to develop triage model
5.
Identify immediate needs: small business/workers support, housing aid, education
access
6.
Create a strategic plan that incorporates short term, measurable goals, prioritized by
need and equity
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Related to Housing
1.
housing support
2.
assure safe housing for individuals and families
3.
Homelessness/housing aid, coordinating countywide
4.
Housing support
5.
Food and housing, essential core services are #1
Related to Food
1.
Food and housing, essential core services are #1
2.
assure access to healthy food
3.
Food support, coordinating with schools and other agencies countywide to alleviate
hunger.
4.
food support
Related to Health Care
1.
assure quality health care for all residents
2.
Health access during COVID including vaccine
3.
Improved access to healthcare
Related to Internet access
1.
Internet access
2.
Internet access, including lobbying for state change in law
3.
deploy broadband by any means necessary
Related to COVID
1.
Improved information about COVID
2.
get COVID under control
Related to Mitigation of Climate Change
1.
Climate change mitigation, continued work
2.
Climate Change
Related to Supporting Residents with Disabilities
1.
Supporting disabled residents and others who have difficulty traveling to services
2.
Supports for folks with disabilities and awareness that they too are disproportionately
referred to legal system, disproportionately lower wealth, and have disproportionate
barriers to employment
Related to Improving Mental Health Supports
1.
Improve mental health supports, filling in the gaps (diversion facility, inpatient care for
adolescents)
2.
continue work on Behavioral Health and also Move to Alliance
What else?
•
Ensure close coordination with State and other local governments, to avoid unnecessary
duplication of effort
•
assure opportunities for gainful employment
•
promote economic development--attract corporations, assist small businesses and
farms.
•
continue aging support
•
transform the criminal justice system
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•
•

address racism and implicit bias
Close the revenue gap

How do our priorities achieve our goal of disrupting racism?
-By focusing on the lowest-income populations we are necessarily focusing on a lot of Black
residents and other minorities.
-Assuring housing, education, healthcare and jobs for all is intended to address racism
-My priorities presumably help those in greatest need which is equitable and may also help
decrease racial inequities
-how we chose priorities creates tong term agendas that tend to entrench themselves and either
disrupt or support themselves
-I don't know.
-target and prioritize measures that go directly to racially disparate outcomes-- housing/utilities;
support for low-wage workers; vaccine and other health interventions; criminal justice/reentry/policing
-Minorities have "lesser" or "worse" outcomes in all areas of priorities: education, health,
hunger, housing, climate effects, Behavioral Health - everything I listed, so racial equity must be
embedded in how we implement the priorities
How can our priorities help us rebuild in a more equitable way?
-I think this is the challenge: That funding programs may not get to the core need. We can focus
on who is most impacted by budgeting decisions. Who is most impacted by program cuts or
additions? Alternatives? Example, that FEMA monthly housing divided by 81 persons is over
$2,400 a month. Could that money be better spent to pay rent and utilities and have groceries
and money left over, especially if two folks shared an apt than paying a hotel?
-If we are cognizant of equity and build our priorities and strategic plan around equity, then
hopefully we will make improvements in addressing inequities
-pandemic has forced us to prioritize & exposed racialized impacts. need to evaluate how
measures taken have been implemented & whether moved us forward, maintained status quo,
or deepened inequity
-looking at our priorities in a manner that ignores established norms would allow greater
flexibility
Commissioner Greene asked a clarifying question on Schools item 6, asking if it was
regarding public education or educating the public generally.
Commissioner Bedford said she was referring to the public school systems.
Commissioner Fowler said the priority setting/strategic plan needs to be done first, in
order to organize the rest. She also said importance does not necessarily correlate to the
number of items.
In the chat box, Commissioner Dorosin and Commissioner Greene agreed:
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Maggie Chotas asked if the Board wants to go in depth on any particular items.
Commissioner Hamilton said all of the items are important, but asked if the biggest
needs could be identified. She said COVID is affecting everything, and the Board must address
the most immediate needs. She said school buildings must be ready to accommodate students,
and not exacerbate the spread of COVID.
Commissioner Dorosin reminded the Board that the County is in a budget shortfall this
year, and said it might be helpful to think about items for this budget cycle. He said savings
items presented on previous days will help the Board’s efforts in the short term, but the Board
should think about how to move things around for next year, so efforts can continue.
Chair Price said all of the priorities are important, and this work is what the BOCC does
and has to do. She said she wants to consider how to take care of these needs in both the
short and long term. She said the Board cannot avoid the budget shortfall, and must consider
how to do deal with it effectively. She said there is a great deal of overlap in these issues, and it
is hard to split them apart and prioritize.
Bonnie Hammersley said she would not expect the Commissioners to prioritize the
priorities, as all items are the Commissioners’ priorities. She said cost containment measures
are not policy changes. She said no programs have changed in this budget, but they may
change in the upcoming budget. She said staff is providing the information that is currently
available, but it may not be complete. She said for example, the Criminal Justice Resource
department was only created 5 years ago, and there was not much data. She said more data
was showed yesterday due to those efforts. She said staff is equipped with the skill to do the
work, and is looking to the BOCC for the policies to allow the work to happen. She said next
year will be hard, and the projections are worse. She said there are currently resources going
towards these priorities, and that will continue. She said staff is acting with urgency due to the
challenges and the Commissioners’ priorities, and this will not change. She said staff clearly
understands the Commissioners’ priorities, and the BOCC did not miss anything yesterday, but
the County does not have the resources to cover all of the priorities. She said next year’s
budget will different than what has been seen in the past, and staff may suspend some
programs, knowing what the needs are for the residents.
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Commissioner Bedford read from some of the cost containment measures listed on the
previous day, and asked for confirmation that these are efforts taking place now and that the
Board does not need to vote on them.
Bonnie Hammersley said yes. She said some fund balance may be needed as well.
She said the pay as you go suspension is related to the long-range facility plan, specifically in
Hillsborough. She said paying for FEMA costs up front has brought down the fund balance.
She said seasonal and temporary employees are not being hired, but rather staff is reassigning
full time employees to address COVID. She said Department of Health, social services, and
Housing are addressing the needs for the most vulnerable residents. She said no policy
changes have been needed to make these changes, as all are within her existing authority.
Commissioner Hamilton was glad the Board did not need to reshuffle its priorities, and
wants to focus on how the Board can best use its time.
Bonnie Hammersley affirmed that staff brings information and wants to let the
Commissioners know where things are. She said staff takes into consideration what is said at
the retreat. She said this is the opportunity to keep the Board informed, and policy changes will
come in the recommended budget.
Commissioner Fowler asked if the Manager looked at debt restructuring to save money.
Bonnie Hammersley said yes that is constantly ongoing.
Commissioner Fowler asked if County departments restructure budgets based on
priorities, or if they continue on with budgets as is.
Bonnie Hammersley explained the budget calendar and process, which includes priority
settings and guidelines.
Commissioner Bedford asked if FY22 budget assumes no CARES and federal funds.
She said staff was able to pivot in the current year when funds became available.
Bonnie Hammersley said the budget is a plan and things always change. She said she
will never include money that has not been approved by an elected board, but staff does make
budget amendments on a monthly basis. She said between the recommended budget process
and the budget adoption, there is room for amendments.
Chair Price said looking at the next 3 months, it seems like the staff knows what it is
doing and the Board does not need to focus on those details.
Bonnie Hammersley said she would like to know if there are areas that should be
brought up that staff should be looking at differently.
Chair Price said if the Board has ideas it should pass them along, but the Board does
not need to reprioritize.
Bonnie Hammersley said yes, and staff will find the resources. She said there is no new
money.
Travis Myren said in the short term, it is helpful for the Commissioners to be conduits to
the constituents, and tell staff if there is anything it should be addressing.
Commissioner Bedford cited the example of spending on the election to make sure it
was successful. She said seniors are having trouble getting information on, or access to, the
COVID vaccine, and similarly the County should be spending whatever is needed on the
vaccination program.
Travis Myren said there would be an adjustment to the process, and Health Director
Quintana Stewart is working on resetting expectations, and relaying information on how much
vaccine the County is getting.
Commissioner Bedford confirmed residents are confused.
Bonnie Hammersley said the State is helping the County by sending 30 staff to help
create a phone bank for vaccine information. She said this is a national challenge.
Commissioner Dorosin has confidence in staff for cost cutting measures, but it would be
helpful to get information on the implications of the interventions, such as the hiring freeze: how
many positions are frozen, and what are the dollar amount implications, etc.
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Commissioner Hamilton said what the Board learns now, can also be useful is how the
Board communicates to marginalized communities. She said it is important to know if there are
racial equity impacts. She said some of it is related to resources, but some of it is how the
County talks to people, and some of it is education.
Commissioner McKee clarified that the actual vaccination process is going well, and that
he is not getting any comments on that. He said, rather, residents are frustrated with the
process of gathering information, registration, and the lack of response. He said it would help if
a human being would pick up the phone. He said the County is not prepared for the vaccination
process to go to the next phase. He said the current problems will be minimal compared to
what will come in the next phase, if systems are not improved.
Commissioner Greene said she is a Board representative to the Family Success Alliance
(FSA), and this group recently discussed a successful summer pre-K intervention program that
will not be able to proceed due to a lack of grant funding. She said the grant funding was from
the County, and she was unaware that the Board had cut it. She said she would like more
clarity on these types of budget cut implications.
Bonnie Hammersley said staff will check on this, and will send information to all
Commissioners. She said was unaware of this issue, and it is staff’s goal that the Board will
always know the implications of any cuts. She said the public health budget was not cut last
year, so this may have been an internal decision at FSA. She encouraged the Commissioners
to always communicate these types of issues to her or Travis Myren to research.
Chair Price echoed Commissioner Bedford’s comments about doing whatever is
necessary to get the vaccine distributed. She said when more doses are available weekly, it
may be wise to partner with others to vaccinate several thousand people every day. She said
the County may need to shift things around in order to do a mass vaccination. She said this
may need budgetary support, or simply logistical support.
Commissioner Hamilton said UNC Health and Duke will receive a lot of vaccines and will
vaccinate many residents. She said it is important to know what these two entities are doing,
and encourage residents to access these resources if available to them. She said the County
needs to focus on vaccinating those who do not have the resources to get to Duke or UNC for
vaccinations. She said mobile units will be needed, and the County must both educate
residents on what is out there, while simultaneously delivering the vaccine to those who do not
have access.
Travis Myren said he would put together information to share with Commissioners on
these ideas and efforts. He said communication with UNC has been tricky, and staff has a
meeting schedule to work on better coordination.
Maggie Chotas said this was a good conversation, and summarized the key points.
FY2021-22 Budget planning
Travis Myren made the following PowerPoint presentation:
Slide #1
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Slide #2

Travis Myren said the County will need a solution for a $10 million increase in debt
service. He said based on the current debt model, the County deferred the tax increase last
year with one-time revenues. He said to pay for debt service in FY22 with a tax increase only
would require an increase of 4.81 cents, which be a combination of the deferred FY21 needs
and FY22.
Bonnie Hammersley said every penny on the tax rate is $2 million, and the first
obligation of a county is to pay the debt. He said 4.81 cents would only go to pay debt.
Commissioner McKee confirmed that in FY23, there is no tax rate increase needed for
debt service, as debt service payments will not increase that year.
Bonnie Hammersley said yes.
Travis Myren resumed the PowerPoint presentation:
Slide #3
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Slide #4

Travis Myren said one of the budget tasks this year will be reviewing what is a mandated
and what is a discretionary program. He said the Visitors Bureau and Sportsplex have some
fund balance, and both programs are discretionary. He said there is currently no local funding
in these areas, but the County is the safety net for these organizations. He resumed the
PowerPoint presentation:
Slide #5

Commissioner Hamilton asked if more information could be provided on no recurring
capital.
Travis Myren said these are items that fall under the debt threshold, such as
replacement equipment for parks and recreation and emergency services.
Chair Price asked if the departments that make up safety exemptions could be identified.
Myren said Department of Health; Housing; Criminal Justice Resource Department;
Social Services; and the Sheriff’s Department.
Bonnie Hammersley said these departments will not be required to do a 5% reduction,
but will be limited on discretionary funding. She said there will be no new discretionary
spending, such as a car wash for county vehicles.
Chair Price asked if Human Relations is included in this group. She requested that
departments focus on equity, even with spending reductions. She said it is important to stay on
top of that.
Bonnie Hammersley said that focus weaves itself through all departments and there are
resources for that. She said the Board also has opportunity to amend budgets. She said all
departments are participants in the GARE program.
Chair Price said COVID has highlighted the disparities in the County.
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Bonnie Hammersley said there will be reductions, but also reallocations. She said she
has tasked staff with finding sustainable reductions. She said the County has a structural deficit
that it must cure.
Chair Price said she is concerned about ongoing evictions and access to healthcare.
Commissioner Fowler reminded the Board of the legislative workgroup. She said it is
important to try and push back on moving the responsibility for retirement and healthcare costs
to local schools back to the State.
Commissioner Dorosin asked if the Board should anticipate the Visitor’s Bureau and
Sportsplex will be asking for county funds.
Bonnie Hammersley said staff is working with both entities on cost containment
measures to try to avoid this.
Commissioner Dorosin asked if there is a timeline for the opening of the northern
campus, and the selling of the old Environment and Agricultural Center facility.
Travis Myren said the northern campus will open in the summer 2021. He said the
Detention center and current Environment and Agricultural Center will be vacated, and these will
be opportunities for sale or redevelopment. He resumed the PowerPoint presentation:
Slide #6

Commissioner Hamilton asked if there could be clarification on capital and debt
deferment in regards to operating costs and debt service.
Travis Myren referred to debt service, and said those have already been borrowed. He
said new capital deferment could forestall debt service increases in the future, and reduce
operating future costs.
Commissioner Hamilton requested a table explaining the various options and the
operating impacts.
Commissioner McKee asked if clarification could be provided on what the actual FY22
savings would be if the County deferred, not the total cost of the capital project. He said cutting
the southern branch library, for example, will not result in savings of $8.4 million.
Travis Myren said staff will put together a document explaining when the debt payments
will be paid, and how operating costs are affected.
Commissioner McKee requested that the document be easy for anyone to understand.
Chair Price asked if clarification could be provided on the deferred maintenance for the
schools, and how the numbers were determined.
Travis Myren said staff worked with the schools on a three-year plan, and how the
schools would time the projects.
Chair Price said the slide shows just one year, and asked if the schools are splitting this
60/40.
Bonnie Hammersley said yes, and this is year two of the three-year plan.
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RECESS RETREAT FOR BREAK
A motion was made by Commissioner Hamilton, seconded by Commissioner McKee to
recess the meeting.
Roll call ensued
VOTE: UNANIMOUS
RECONVENE RETREAT
A motion was made by Commissioner Fowler, seconded by Commissioner Bedford to
reconvene at 10:51 a.m.
Roll call ensued
VOTE: UNANIMOUS
Maggie Chotas reviewed the retreat goals with the Commissioners




Build camaraderie and collaboration
Work toward a comprehensive, yet flexible, Recovery and Resiliency Plan for Orange
County that is focused on disrupting racism and reflects the dynamic reality of the
current landscape
Prioritize recovery spending for the short, medium, long term and begin to identify policy
changes to rebuild in a more equitable way
Maggie Chotas shared a link to the Jamboard in the chatbox:

Maggie Chotas reviewed the Jamboard priority framework:
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Maggie Chotas asked if after everything the Commissioners have heard, if there are any
directions the Board wants to set for themselves in moving forward.
Commissioner Bedford asked if Annette Moore, Human Rights and Relations Director,
could help in addressing questions 2 and 3 on the Jamboard, regarding disrupting racism and
rebuilding in an equitable way.
Commissioner Hamilton asked if the Board can talk to each other rather than using
Jamboard. She said Jamboard makes it more difficult to have a discussion.
Chair Price said staff knows what it is doing 3 or 6 months ahead, and the Board can just
tell them about anything new. She asked if the Board wants to talk about the priorities.
Commissioner Hamilton said Jamboard makes it hard to see each other.
Discussion ensued about technical issues.

Commissioner Dorosin said some prioritization is important, and considering if there are
items that need increased funding, such as housing, food, Internet access, etc. He said the
Board set a long list of priorities, and needs to identify goals, top priorities, and immediate
needs, and also consider how this work address structural racism. He said it is important to
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consider the available resources for the programs being offered. He said the Board needs to be
working towards action steps.
Bonnie Hammersley said Commissioner Dorosin’s suggestion would be helpful to staff.
She said if there are the things the Board would like for staff to do, staff can begin working
through it.
Commissioner Fowler agreed with Commissioner Dorosin’s comments. She said the
Board needs to develop a strategic plan to make long-term decisions, which would be a yearlong process to gather input from stakeholders.
Maggie Chotas reviewed the conversation: What is the framework now, what needs to
be dialed up, what needs to be dial back, to have depth, to address long-term goals, for more
information on disrupting racism. She suggested that gathering information on disrupting racism
could be an action step.
Commissioner Dorosin said an example is that the eviction diversion program is working
well, and address the high priority of housing need. He said he would like to continue this
program, and if adding more resources would serve more people, or cover greater costs, then
more funding should be allocated.
Bonnie Hammersley said Commissioner Dorosin’s example is helpful as she can add
this type of change in when creating the recommended budget. She said staff can also pre
gather any necessary information to help move the budget process along more effectively.
Commissioner Greene said she wanted to make sure that disrupting racism is part of
everything the County does.
Commissioner Greene said the Partnership to End Homelessness (PTEH) has identified
gaps that need to be filled, and doing so is directly in line with addressing the housing dilemma.
She said COVID funding provided for street outreach and diversion program last year, which
was PTEH’s priority number one. She said progress needs to continue on addressing PTEH’s
list of priorities.
Maggie Chotas reviewed the notes on Jamboard:

Commissioner Greene emphasized that there are specific things the Board can do to
end homelessness, such as addressing housing.
Commissioner Hamilton requested a list of all of the programs that the County offers, to
be more effective in conversations. She said she would like to know which programs are
discretionary, structural and cyclical. She said it would also be helpful to have any informative
statistics. She said she it is difficult to make decisions without this type of information.
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Commissioner McKee addressed the time constraints and asked if the Board should
focus on short-term priorities, identifying two or three areas. He said the Board could set a
special work session to dive deeper.
Chair Price asked if Commissioners can identify needs beyond COVID, and changes
that might be permanent. She said some things need to be changed, such as housing and
evictions, or working towards OWASA being able to forgive debt. She said another area is
Criminal Justice structural changes. She said the Board should consider the way the County
has operated, and if those practices necessary.
Maggie Chotas referred to the Jamboard notes, about having a vision of where the
Board wants to go.
Commissioner McKee said he wants to talk about education, and the impact of COVID
on students. He asked if there is a growing gap between families of means (broadband,
parenting help, tutoring), and those without. He said the Board needs to hear data from the
school districts, and have a long term plan to ensure that these children catch up.

Maggie Chotas discussed using the sections of the Jamboard to connect thoughts
before making decisions.
Commissioner McKee said as the Board discusses priorities, it really has to figure out
what it needs to look at now in order to get to the next step.
Commissioner Dorosin asked if the County could review the Governor’s task force
recommendations for local governments on racial equity and criminal justice, to see if there are
things that could be implemented in Orange County. He said these might be policy changes,
and not necessarily have financial implications.
Maggie Chotas asked for clarification.
Commissioner Dorosin asked if staff would review the recommendations of this report,
and report back to the Board with policy and operations suggestions by staff.
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Commissioner Hamilton highlighted the challenges for children related to learning online
during the pandemic. She said she would like to understand the cost to the community, and
then get estimates of additional resources needed to help children catch up, such as through
summer programs, and help for mental and emotional challenges that have arisen.
Commissioner Fowler said she worked with the ABC Science Collaborative and put
information in the chat box:

Commissioner Fowler said remediation will be needed, but there will also be capital
needs for outdoor learning, and the focus needs to be on getting people back in person. She
said protective measures are likely to continue for a while until children are vaccinated. She
said the meeting with the school boards in February will be helpful.
Commissioner McKee said children falling behind in education will impact the County
long-term, and the Board needs to focus on this. He said some families are excelling in a virtual
education, and some are not. He said families have different resources to devote to educating
their children.
Commissioner Bedford pointed out that there are many programs related to eviction
intervention, and asked that to be noted on Jamboard. She asked if the Board could focus on
food and hunger needs in the County. She said her number 1 and 2 priorities are food and
housing. She said support to the aging interrelates with food and housing. She said a longerterm strategy that could be more revolutionary is things like a basic minimum wage.
Commissioner Bedford said it is important to get the vaccination program working well,
which is part of health care. She said she does not know if people can access healthcare if they
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have lost their jobs. She said it is important to safely reopen essential primary services that
have been closed, and consider if there should be weekend hours in more of these areas.

Bonnie Hammersley said some departments are offering expanded hours to
accommodate working parents. She said it is important to note that Child Protective Service
workers are going into homes.
Chair Price said what one thinks is mandatory versus what one thinks is discretionary
can be different, such as library services. She said it is important to remember how services
contribute to social/emotional well being as well. She said as the Board makes cuts, some
things may not seem obvious.
The Board reviewed the Jamboard notes.
Maggie Chotas requested any other ideas or items that need to be remembered as the
Board makes decisions.
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Chair Price said she would like to remember small businesses and farmers as the Board
makes decisions, which is related to economic development and jobs.
Commissioner Dorosin asked if the Board would look closely at emergency housing
programs: which strategies are having the intended impact, what are the unmet needs, etc.
Commissioner Bedford said almost all services have adapted to support meeting the
extra needs during the pandemic, such as parks and recreation, transportation, animal services,
etc.
Commissioner Bedford also said the County will continue to permeate climate change
response and environmental sustainability throughout all programs.
Maggie Chotas added racial equity to Commissioner Bedford’s comment, and said those
items need to continue to be emphasized throughout the Board’s work.
Chair Price asked if racial equity could be added to the Jamboard, as well as climate
change, and to specifically note the Board’s intention to work with the GARE program, in order
to deal with structural racism in the long-term:

The final Jamboard notes are below, as recorded and formatted by Maggie Chotas:
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Orange County Board of County Commissioners - January 2021
1
2
3

Guiding
Questions

1. Knowing what we know about 2. How do our priorities achieve our
the current reality, what priorities goal of disrupting racism?
do we need to set?

3. How can our priorities help us
rebuild in a more equitable way?

Priorities of the Priorities
Immediate needs

More Information Needed
Action steps

Longer Term Beyond Covid –
Structural Changes

Planning and prioritizing

-

Strategic planning: Have County staff create a
strategic plan that embeds equity. Should
include short term, measurable goals of
things the County actually controls

Small businesses and farmers –
economic development
Eviction Diversion programs/
Partnership to End Homelessness
Health Care/ Vaccines

Look at what we have had and how it is working; understand
the gaps
Support implementation plans

Governor’s report on racial justice
criminal justice reform
Educating in Covid

List of all programs
Know what is mandatory and what is discretionary – with
statistics, as well as what is cyclical and what is structural

Reopening any essential services that have been closed;
facilitating administration of vaccines
Review recommendations and have staff who work in that
area meet with BOCC to share their perspectives about how to
operationalize

- What has the impact of covid in virtual learning been on
students – understanding the growing gap between families
of means and low wage earners
- Knowing the costs to catch up students (eg., summer
learning more than 1 summer)
- Understanding mental health needs of students
- Considering capital needs to get students back to school
(eg., outdoor structures)

Foundational
Assumptions Throughout

Disrupting racism
Government Alliance on Race
Equity (GARE) work

Considering basic minimum income

Long term policy changes

How will we ensure that the children who
have been negatively affected by virtual
learning get caught up?

Addressing climate change
Climate mitigation
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1
2
3
4
5
6
7
8
9
10
11
12
13
14

15
16
17
18
19
20
21
22
23
24
25
26
27
28
29
30
31
32
33
34
35
36
37
38

Identifying communication & other next steps
What needs to be communicated?
What are other next steps?
Maggie Chotas asked if there was anything immediate the Board wanted to tackle next.
Bonnie Hammersley said she will take the Jamboard notes to the next Department
Directors meeting and report back to the BOCC with how its input will be incorporated to the
work of departments.
Commissioner Hamilton asked if the Board could think about how a strategic plan would
be undertaken, planning for a timeline, staff resources, community involvement, etc.
Bonnie Hammersley said staff would bring back options for a strategic plan and the
Board could decide what type of process it would like to pursue.
Maggie Chotas put a few questions about communications in the chat box:

Commissioner Dorosin asked if the County could revisit its communication strategy. He
said there will still be a lot of remote services and meetings in the foreseeable future, and the
County should think about how it is communicating with the residents. He said transparency is
one of the Board’s highest priorities.
Commissioner Greene said it might be time to reactivate the committee on
communications, of which Commissioner Dorosin is a part.
Commissioner Fowler said she liked the idea of focusing on communication and being a
source of connecting people to additional support opportunities. She said maximizing
partnerships that deliver services is a low-cost thing to do.
Maggie Chotas expressed thanks for the Commissioners’ engagement over the two
retreat days. She said she will send a confidential evaluation form to Commissioners.
Closing thoughts
Commissioner McKee said he hoped the retreat was as productive for everyone as it
was for him, and that the public found clarity. He said he hopes it is clear that running county
government is complicated, and the BOCC is working hard to find the best way forward.
Commissioner Dorosin thanked the Commissioners and staff for the time, candid
conversation and everyone’s commitment to the work.
Chair Price emphasized that everyone is in this together.
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17

Adjourn the Virtual Retreat
A motion was made by Commissioner McKee, seconded by Commissioner Fowler to
close the public hearing at 12:02 p.m.
Roll Call ensued.
VOTE: UNANIMOUS
Meeting ended at 12:02 pm

Renee Price, Chair
Laura Jensen
Clerk to the Board

