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SUBJECT: FUNDING EXPANSION OF COUNTY OF SANTA CLARA TRUSTED 
RESPONSE URGENT SUPPORT TEAM IN CITY OF SAN JOSÉ 
 
 
BACKGROUND 
 
The Trusted Response Urgent Support Team (TRUST) program is a County of Santa Clara 
(County) program that provides services through two contractors, Pacific Clinics and 
Momentum. TRUST teams respond to lower acuity mental health incidents throughout the 
County for persons 18 years or older. TRUST’s three-person teams are composed of a first aid 
responder, a crisis intervention specialist, and a peer support specialist. TRUST can provide 
services either in person or over the phone. More information on TRUST is available on the 
County of Santa Clara’s Behavioral Health Services Department website.1 
 
The City Council’s approval of the Mayor’s March Budget Message for Fiscal Year 2024-2025 
included approval of a memorandum from Councilmembers Ortiz, Candelas, and Jimenez 
directing to the City Manager to submit a Manager’s Budget Addendum (MBA) with cost 
estimate for funding a TRUST team focused specifically on responding to calls within San José 
city limits. This MBA is submitted in response to that direction.  
 
 
ANALYSIS 
 
The County’s TRUST program currently responds to calls for service throughout the entire 
County, including San José. In addition to the response teams, the TRUST program costs include 
supporting functions like dispatch, community outreach, transportation, and other associated 

 
1 https://bhsd.santaclaracounty.gov/programs-services/community-mobile-response-teams. Additional information 
on TRUST can also be found in the staff analysis of 911 Call Events brought to City Council on February 27, 2024 
(https://sanjoseca.primegov.com/Portal/viewer?id=0&type=7&uid=e643d076-312e-4f9f-a7cd-8d37b0b22290), as 
well as the February 15, 2024 Joint Special Meeting of the City of San José Public Safety, Finance, and Strategic 
Support Committee and County of Santa Clara Public Safety and Justice Committee 
(https://sanjose.legistar.com/MeetingDetail.aspx?ID=1169167&GUID=A862CCA1-A36A-4917-8883-
40A487C916FF&Search=). 

MANAGER’S BUDGET ADDENDUM #2 

https://bhsd.santaclaracounty.gov/programs-services/community-mobile-response-teams
https://sanjoseca.primegov.com/Portal/viewer?id=0&type=7&uid=e643d076-312e-4f9f-a7cd-8d37b0b22290
https://sanjose.legistar.com/MeetingDetail.aspx?ID=1169167&GUID=A862CCA1-A36A-4917-8883-40A487C916FF&Search=
https://sanjose.legistar.com/MeetingDetail.aspx?ID=1169167&GUID=A862CCA1-A36A-4917-8883-40A487C916FF&Search=


HONORABLE MAYOR AND CITY COUNCIL 
May 9, 2024 
Subject:  FUNDING EXPANSION OF COUNTY OF SANTA CLARA TRUSTED RESPONSE URGENT 
SUPPORT TEAM IN CITY OF SAN JOSÉ 
Page 2 of 3 
 
supporting activities. To dedicate a TRUST response team to the City of San José, staff would 
need active participation by the County to grow the program.2  
 
In developing this MBA, staff had multiple conversations with County personnel, including 
members of the County Executive’s Office and Behavioral Health Services. County personnel 
have provided two options depending on the level of intervention sought by the City Council.  
 
Option 1 – Full San José Program (3-year investment) 

One option is for the City Council to invest in a discrete, San José specific program over a three-
year period. Such an investment would include a San José-specific team (somewhere between 
16-21 FTE depending on geographic coverage), material (including transportation), dispatch, 
community outreach, management, and other associated program costs. Such an investment 
would provide telephonic and in-person assistance 24 hours a day, seven days a week. The total 
three-year cost is estimated at $8.0 million, with the first year costing approximately $2.8 
million, and the remaining two years costing $2.6 million each. 
 
If City Council were to appropriate $8.0 million in 2024-2025 to create a discrete San José 
TRUST program, a significant amount of work would be required to realize that expansion. City 
and County staff would need to work on the following actions: 

Program Expansion (Planning and Design) 
• Analyze existing program data to determine how a TRUST team would provide increased 

levels of service for San José residents, under what scenarios/criteria, and determine what 
services could be provided with the financial resources appropriated; 

• Program workflows with County dispatch and San José Police Department, as needed; 
• Define measurable outcomes and determine methods and tools needed to measure 

expansion performance; and 
• Fill vacancies in existing and new TRUST positions. 

Community Outreach 
• Conduct community outreach and education on what services are available through 

County resources (marketing plan); 
• Continue collaboration to determine productive avenues for addressing mental health 

crises and provide appropriate resources to City residents; 

Evaluation 
• Develop an evaluation framework to understand the effectiveness of a City-specific 

expansion and the outcomes associated with the intervention. 

  

 
2 It is staff’s understanding that the County of Santa Clara is not currently considering expanding the TRUST 
program. 
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Option 2 – Augmentation of San José Program (1 year investment) 
 
As noted above, the TRUST program is currently operating in the City of San José. A second 
option for City Council consideration pertains to augmenting this existing program by adding a 
TRUST team that could enhance geographic and shift coverage in the City by one shift, five days 
a week. An addition of a team includes 3 FTEs (1.0 EMT/First Responder, 1.0 Crisis 
Intervention Specialist, and 1.0 Peer Provider). The one-year cost for this option is estimated at 
$450,000 and includes salaries and benefits as well as operating and administrative costs.  
 
If City Council were to appropriate $450,000 in 2024-2025 to expand the TRUST program, City 
and County staff would need to work to define current program expansion and an evaluation 
framework to understand the effectiveness of the outcomes associated with the intervention. 

The following table summarizes these two options: 

Fund # of Years # of FTEs 2024-2025 Estimated Cost 

Option 1 
Discrete, full San 
José Program 

3 16 - 21 

$8,000,000 
Requires an appropriation of $8.0 million in 
2024-2025 that would be spent down over a 

three-year period  
 

Option 2 
Augment Existing 
Program by one 
team 

1 3 
 

$450,000 
 

Importantly, the costs provided above are an estimate. If an expansion of this program were 
directed by City Council and agreed to by the County Board of Supervisors, final program costs 
may change depending on the final program design, which would need to include an evaluation 
component to help the City Council understand the impact of their investment and the outcomes 
of the interventions.  
 
 
COORDINATION   
 
This cost estimate was coordinated with the City Attorney’s Office, the City Manager’s Budget 
Office, and the County of Santa Clara Behavioral Health Services Department. 
 
 
 
 /s/   /s/ 
SARAH ZARATE   PAUL JOSEPH 
Director, Office of Administration,    Acting Chief of Police 
Policy, and Intergovernmental Relations 
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