COUNTY OF LOS ANGELES - DEPARTMENT OF MENTAL HEALTH

AUTHORIZATION TO IMPLEMENT THE PLAN FOR THE RELIEF OF THE
COUNTY HOSPITAL PSYCHIATRIC EMERGENCY SERVICES
AND
APPROVAL OF REQUEST FOR APPROPRIATION ADJUSTMENT
FOR FISCAL YEAR 2004-2005

(ALL SUPERVISORIAL DISTRICTS)
(4 VOTES)

REQUEST:

1.

Authorize the Departments of Mental Health (DMH) and Health Services (DHS)
to implement a plan for the relief of the County Hospital Psychiatric Emergency
Services (PES Relief Plan), effective upon Board approval.

Authorize DMH to utilize one-time funding from the Realignment Trust Fund
Account, in the amount of $7,250,000, as described in Attachment |, and Federal
Financial Participation (FFP) Medi-Cal revenue, as described in Attachment |l, to
offset the cost of the PES Relief Plan.

Instruct the Director of Mental Health to redirect DMH’s existing resources, as
necessary, in future years to backfill the lapse of one-time Realignment funds to
ensure that critical components of the PES Relief Plan are maintained.

Authorize DMH to fill 58.5 Full-Time Equivalent (FTE) positions, as detailed on
Attachment Iil, in excess of what is provided for in DMH's staffing ordinance,
pursuant to Section 6.06.020 of the County Code and subject to allocation by the
Department of Human Resources (DHR).

Approve DMH's Request for Appropriation Adjustment in the amount of
$4,768,000 for Fiscal Year (FY) 2004-05, fully funded by one-time Realignment
Trust Fund Account funding ($4,325,000) and FFP Medi-Cal revenue ($443,000)
to fund Salaries & Employee Benefits (S&EB), Services and Supplies (S&S), and
Fixed Assets necessary to implement the PES Relief Plan.

Approve DHS’ Request for Appropriation Adjustment in the amount of
$1,400,000, fully funded by an intrafund Transfer from DMH to offset S&EB and
S&S to augment PES services at DHS.
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PURPOSE/JUSTIFICATION:

The purpose of the requested actions is to implement the PES Relief Plan in accordance
with the DMH Stakeholders’ Recommendations, provided to the Board on October 19,
2004. In addition, the requested actions will be part of the plan the Departments of Health
Services and Menta! Health are developing to immediately address the increased demand
on the psychiatric emergency rooms and inpatient units as instructed by the Board on
November 3, 2004, in the motion brought forward by Supervisor Yaroslavsky. The PES
Diversion Plan, as described in a memorandum from DHS to the Board on September 20,
2004, (Attachment 1V) comprised the initial action taken to relieve pressure on the PES
based upon the results of a DHS/DMH Collaborative Workgroup’s findings. This PES
Relief Plan is the next step in the plan that will be provided to the Board in response to this
motion, which could include an expansion of urgent care services to additional County
hospitals, an increase in indigent bed resources at private hospitals to relieve DHS
psychiatric emergency areafinpatient services, and enhanced public guardian services to
facilitate placement of conservatees from County hospitals into community resources.

In September 2004, upon determining the availability of additional one-time monies in the
Sales Tax Realignment Trust Fund Account, that were available for the FY 2004-2005
Adopted Budget, DMH reconvened its Stakeholders group to make recommendations for
the allocation of these funds. The elements of this plan are inter-linked, coordinated, and
focused on the development of a network of specialized outpatient alternatives to PES and
inpatient services, as well as augmentation of DHS' PES resources.

The unrelenting demand for emergent psychiatric services at all four (4) County hospitals
has resulted in a critical situation. The existing system all oo often stabilizes people in
crisis and discharges them, without an effective connection to the outpatient system of
care, only to have them return repeatedly in crisis. The PES Relief Plan will serve to
address this critical situation.

CONTRACTORS:

There are two (2) existing DMH Legal Entity contractors—~Community Counseling
Service of Los Angeles, Inc. and Didi Hirsch Psychiatric Service--who operate the only
three (3) adult crisis residential programs and one (1) contractor, Telecare Corporation,
who operates the only adult Psychiatric Health Facility (PHF) within Los Angeles
County.
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1) Community Counseling Service
Compass House
2335 Portland Street
Los Angeles, CA 90007

Supervisorial District 1
Mental Health Service Area 6

2) Didi Hirsch Psychiatric Service

Excelsior House Jumpstreet

1007 Myrtle Ave. 1233 S. La Cienega Boulevard
Inglewood, CA 90301 Los Angeles, CA 90035
Supervisorial District 2  Supervisorial District

(S N

Mental Health Service Area 8 Mental Health Service Area

3) Telecare Corporation
Psychiatric Health Facility
6060 Paramount Boulevard
Long Beach, CA 80805

Supervisorial District 4
Mental Health Service Area 8

Through delegated authority, DMH will execute amendments to these existing contracts
to augment the amount of Realignment funds for adult crisis residential programs and
one (1) PHF.

FISCAL SUMMARY:

There is no impact on net County cost.
DMH

For FY 2004-2005, the six-month cost of the PES Relief Plan is $4,768,000. This
amount inciudes the pro-rated cost of 58.5 FTE positions and associated program
costs, funding for increases in Crisis Residential/PHF uninsured care capacity, provision
of augmented residential care, and PES augmentation. The PES Relief Plan will be
financed by $4,325,000 of one-time Realignment funds and $443,000 of FFP Medi-Cal
revenue. Budget details are provided in Attachment II, and positions details are
provided in Attachment IIf.
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For FY 2004-2005, the Request for Appropriation Adjustment in the amount of $4,768,000
provides DMH with the spending authority required for implementation of the PES Relief
Plan. The adjustment, fully funded with $4,325,000 of one-time Realignment funds, which
is included in the Sales Tax Realignment Trust Fund Account, and $443,000 of FFP Medi-
Cal revenue, provides spending authority to fund the necessary increases of $2,291,000 in
S&EB, $2,337,000 in S&S, and $140,000 in Fixed Assets for the implementation of the
PES Relief Plan.

DMH will carry forward the remaining $2,925,000 of the $7,250,000 one-time Realignment
funds into FY 2005-2006 towards the cost of the Crisis Stabilization Unit (CSU), Urgent
Care Services (UCS), Dedicated Intensive Residential Resources, and Peer Supported
Services components of the PES Relief Plan. DMH is committed to maintaining the CSU
and UCS programs on an ongoing basis and, accordingly, will include these programs in
the FY 2005-2006 Budget Request. In order to do so, DMH will redirect existing
resources, if anticipated other revenue sources are not available. Efforts will be made to
maintain the other DMH components of the PES Relief Plan, should other anticipated
revenue sources materialize.

DHS

For FY 2004-2005, the Request for Appropriation Adjustment in the amount of $1,400,000,
fully funded by an Intrafund Transfer from DMH, provides DHS with the spending authority
required for PES Augmentation. The funding will be used to provide $200,000 for S&EB
and $1,200,000 for S&S.

Specifically, this PES Relief Plan will assist with decompressing the PES. A portion of
these funds ($400,000) will be utilized to purchase a limited number of inpatient psychiatric
beds in the private sector to improve patient flow when the PES are at capacity. Funds will
further be used to provide bridge funding for additional staff for the Medical Alert Center
{MAC) to manage the diversion program. Finally, DHS will augment staffing in the PES to
increase safety and to improve patient flow in an expedited manner through the PES.

FACTS AND PROVISIONS:

In September 2004, DMH reconvened the delegates from the Stakeholder process that
had generated recommendations for the FY 2004-2005 Adopted Budget to make
recommendations to your Board for allocation of the additional funds in the Sales Tax
Realignment Trust Account. The recommendations developed through this process
include the allocation of $7,250,000 for a plan, developed by representatives from DMH
and DHS, in consultation with partners from community-based and provider agencies,
for the relief of the County hospitals PES. The PES Relief Plan consists of five (5)
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components: a Crisis Stabilization Unit, Urgent Care Services, Dedicated Intensive
Residential Resources, Peer Support Services, and PES Augmentation.

Crisis Stabilization Unit (CSU)

The CSU will serve as a countywide resource for those persons brought to any of the
four (4) County hospital PES who are in crisis and cannot be managed through usual
outpatient services, but do not require hospitalization. The CSU will meet an identified
need for an alternative to PES and subsequent inpatient care. The CSU will be
available 24 hours per day, seven (7) days per week, with the capacity to serve ten (10)
adults and two (2) adolescents at any given time, with a maximum length of stay of 23
hours. Emphasis in the CSU will be on highly specialized and intensive interventions,
rapid stabilization, engagement with mental health care specialists, and linkage to
mental health, housing, substance abuse, and other services within clients’ local
communities. The facility space to house this program has been identified by DMH and
DHS and is centrally located at the Augustus F. Hawkins Mental Health Center
(AFHMHC). It is anticipated that the CSU will have the capability to divert up to 3,285
clients annually from the County hospital PES operations.

Based on a January 1, 2005 implementation date, pro-rated cost for FY 2004-2005 is
$2,287,000, fully funded with $1,900,000 of one-time Realignment funds and $387,000
of FFP Medi-Cal revenue. The annualized cost for FY 2005-2006 is $4,574,000 and will
be funded with the remaining $1,900,000 of one-time Realignment funds, $774,000 of
FFP Medi-Cal revenue, and if anticipated other revenue sources are not available, the
redirection of existing resources will be required to maintain the CSU program.

Urgent Care Services (UCS)

Presently, AFHMHC's Adult Outpatient Clinic (AOP) operates one of the busiest
weekday walk-in services in the system. However, on weekends and holidays, persons
who could be treated by AOP, such as those needing medication refills, are referred
instead to the Martin Luther King, Jr./Drew Medical Center's (MLK) PES. The UCS will
serve as an extension of the AOP, providing a similar service on weekends and
holidays, but taking referrals only from the PES. The UCS staff will be utilized during
the week to follow-up with clients discharged from UCS, PES, or the MLK Augustus F.
Hawkins’ inpatient units to assist them in continuing to address their mental heaith and
other needs through community-based programs. 1t is anticipated that the UCS will
have the capability to divert up to 15 to 20 PES clients per holiday and weekend day, or
approximately 1,560 to 2,080 clients annually.
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Based on a January 1, 2005 implementation date, pro-rated cost for FY 2004-2005 is
$281,000, fully funded with $225,000 of one-time Realignment funds and $56,000 of
FFP Medi-Cal revenue. The annualized cost for FY 2005-2006 is $564,000 and will be
funded with the remaining $225,000 of one-time Realignment funds, $112,000 of FFP
Medi-Cal revenue, and if anticipated other revenue sources are not available, the
redirection of existing resources will be required to maintain the UCS program.

Dedicated Intensive Residential Resources

This component is directed at maximizing DMH'’s ability to provide residential treatment
resources, particularly for uninsured clients, as an additional means of diverting clients
from the PES and inpatient units. DMH currently contracts for three (3) Crisis Residential
Facilities that provide treatment of under 30 days duration for persons in crisis who do not
require acute inpatient care, and one (1) PHF that provides acute inpatient care as a iess
costly alternative to acute hospital care. Under the Board’s delegated authority, DMH will
augment funding for these contracted programs, as listed on Attachment |l, to enable them
to serve a higher proportion of uninsured clients. Also included in this component of the
plan are six (6) DMH positions that will be utilized to manage the Crisis Residential/PHF
resources and to work collaboratively with DHS staff in the PES and inpatient units to
facilitate the flow of clients through the various levels of outpatient treatment and housing.
This component of the PES Relief Plan will be discontinued mid-year in FY 2005-2006,
should additional funding not become available to maintain this component on an ongoing
basis.

A total of $1,498,000 of one-time Realignment funds has been allocated to fund Dedicated
Intensive Residential Resources for a twelve-month period. Therefore, $749,000 will be
allocated to both FYs 2004-2005 and 2005-2006 to provide six (6) months of funding for

each fiscal year.

Peer Support Services

As part of the Stakeholder supported initiative to expand peer support services throughout
the system of care, the PES Relief Plan includes 2.5 FTE positions to provide peer bridges
in the PES. These individuals will assist in linking clients in the PES back to community-
based care, thus “bridging” inpatient and outpatient care and alleviating PES recidivism.
This component of the PES Relief Plan will be discontinued mid-year in FY 2005-2006
should additional funding not become available to maintain this component on an on-going
basis.
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A total of $102,000 of one-time Realignment funds has been allocated to fund Peer
Support Services for a twelve-month period. Therefore, $51,000 will be allocated to both
FYs 2004-2005 and 2005-2006 to provide six (6) months of funding for each fiscal year.

PES Augmentation

Under the PES Relief Plan, DMH will provide $1,400,000 of one-time Realignment
funds to DHS through a Departmental Services Order (DSO), on a one-time basis, for
the remainder of FY 2004-2005 to relieve the crowded conditions in the PES. A portion
of these funds will be utilized to purchase beds in the private sector when the PES are
at capacity, and to provide bridge funding for additional staff for the MAC to manage this
diversion program. In addition, DHS will augment staffing in the PES to improve patient
flow in an expedited manner through the PES.

IMPACT ON CURRENT SERVICES:

The proposed actions will reduce the demand for services in the PES by diversion of
clients from PES to appropriate levels of care, more rapid disposition from PES to inpatient
units, and more timely discharges from the inpatient units.  In addition, the DHS and DMH
emergency/crisis systems will be effectively coordinated and inter-linked with its
community-based programs.

RK:KT:mm

Attachments (4)

KT:ZIP:PES Fact Sheet
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ATTACHMENT lll

COUNTY OF LOS ANGLES - DEPARTMENT OF MENTAL HEALTH

PSYCHIATRIC EMERGENCY SERVICES (PES) RELIEF PLAN

REQUEST FOR NEW POSITIONS
ltem Iltemn
No. Sub Position Ordinance Months FTE
CRISIS STABILIZATION UNIT
05295 A ASSISTANT NURSING DIRECTOR, ADMINISTRATION 1.0 12 1.0
08697 A CLINICAL PSYCHOLOGIST Il 3.0 36 3.0
02214 A INTERMEDIATE TYPIST-CLERK 2.0 24 2.0
09002 A MEDICAL CASE WORKER I 3.0 36 3.0
01401 A MEDICAL RECORD TECHNICIAN II 1.0 12 1.0
04726 A MENTAL HEALTH CLINICAL PROGRAM HEAD 1.0 12 1.0
05278 A MENTAL HEALTH COUNSELOR, RN 6.0 72 6.0
08709 A MENTAL HEALTH EDUCATION CONSULTANT 1.0 12 1.0
04735 A MENTAL HEALTH PSYCHIATRIST 2.0 24 2.0
05121 A NURSE PRACTITIONER 2.0 24 2.0
09193 A PATIENT FINANCIAL SERVICES WORKER 1.0 12 1.0
09035 A PSYCHIATRIC SOCIAL WORKER I 5.0 60 5.0
02096 A SECRETARY It 1.0 12 1.0
08712 A SENIOR COMMUNITY MH PSYCHOLOGIST 1.0 12 1.0
08105 A SENIOR COMMUNITY WORKER i 2.0 24 2.0
05280 A SENIOR MENTAL HEALTH COUNSELOR, RN 5.0 60 5.0
02216 A SENIOR TYPIST-CLERK 1.0 12 1.0
00913 A STAFF ASSISTANT II 1.0 12 1.0
05884 A SUBSTANCE ABUSE COUNSELOR 3.0 36 3.0
04737 A SUPERVISING MENTAL HEALTH PSYCHIATRIST 1.0 12 1.0
09038 A SUPERVISING PSYCHIATRIC SCCIAL WORKER 1.0 12 1.0
SUB-TOTAL CRISIS STABILIZATION UNIT 44.0 528 44.0
URGENT CARE SERVICES
09002 A MEDICAL CASE WORKER Il 2.0 24 2.0
04735 A MENTAL HEALTH PSYCHIATRIST (2 @ 0.5) 20 12 1.0
09035 A PSYCHIATRIC SOCIAL WORKER | 1.0 12 1.0
05280 A SENIOR MENTAL HEALTH COUNSELOR, RN 1.0 12 1.0
02216 A SENIOR TYPIST-CLERK 1.0 12 1.0
SUB-TOTAL URGENT CARE SERVICES 7.0 72 6.0
DEDICATED INTENSIVE RESIDENTIAL RESOURCES
09035 A PSYCHIATRIC SOCIAL WORKER K 6.0 72 6.0
SUB-TOTAL DEDICATED INT. RES. RESOURCES 6.0 72 6.0
PEER SUPPORT SERVICES
08103 A COMMUNITY WORKER (5 @0.5) 5.0 30 2.5
SUB-TOTAL PEER SUPPORT SERVICES 5.0 30 2.5
GRAND TOTAL PES S&EB 62.0 702 58.5

NOQTE: A Mental Health Clinical District Chief item is being reassigned from budgeted Cost Center 20477 to the Augustus F. Hawkins
Mentai Health Ceanter (AFHMHC), Cost Center 20858, to provide management and oversight of the existing AFHMCH Mental
Health programs.

DMHASGGI/PESPES Budget 10-28.04f
PES JKA Arpon 11111

...




ATTACHMENT 1V

BOARD OF SUPERVISORS

Glorla Molina
Fiest Distriet

Yvonae Brathwaits Burke
Second District

Zov Yaroslaveky
Third District

THOMAS L, GARTHWAITE, M.D. - .
' . Don Knaba -

Director and Chiel Medical Officar . : - .
' . . " Fourth Qlstrict
FRED LEAF . : C
Chisf Oparnting Othcer oo . . Mluhnl:tb. Amonovich
. . Fltth Distri
COUNTY OF LOS ANGELES : . et

DEPARTMENT OF HEALTH SERVICES
313 N, Figveroa, Los Angeles, CA 20012
{218) 240-5101 . .

. September 20, 2004

TO: Each Supervisor

FROM: Thomas L. Garthwaite, M.D,
Director and Chief Medical Officer

SUBJECT: PSYCHIATRIC EMERGENCY DEPARTMENT

This is to Inform you of the Department of Health Services (DHS) efforts to ameliorate
the congestian in our Psychiatric Emergency Departments (PED). Fewer Inpatient
psychlatric beds along with Increased traffic from the Department of Mental Health
(DMH) and law enforcement have contributed 1o the strain on the County’s Psychiatric

Emergency Servicas. - |

| n response, DHS Adminlsiration_ together with the Emergency Medical Services (EMS)
Agency, DHS hospitals, the Department of Mental Health and {ocal law enforcement

have executed the following:

ctions Complsted

o Implemented a system for county opetated hospltals to report PED capacity to
the Medical Alert Center (MAC) via the ReddiNet Communications System. This
allows the DHS and MAC to monitor county hospital and system-wide capacity

.. status, ' .

« Established procedures for DMH to transport psychiatric patients, In the field to

| ‘ an open capacity county hospital, When all County hespitals are on diversion due
to closed capacity, the MAC assigns a hospital destination on a rotaling basis.

o Instituted transportation procedures with the Los Angeles Police Department
(LAPD) to transport psychiatric patlents o an open capacity PED.
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- Developed and impieniented an Interim psychiatric transfer procedurs that .

makes It easler for private hospitals to transfer §150 patients to the County.
Designated the MAC to menttor and coordinate PED traffic and transfers Into the

county system.
Increased MAC staffing to handle the additional PED call volume.

The DHS continues to collaborate, develop and standardize county ps';;chiatﬁc :

‘amergency service practices t‘o.improve efficlency and patient flow. Examples are:

Actl Progress

Establishing patient transport arrangements/pilot with the Los Angeles County

Sheriff Depariment. :
Developing a linkage program between the DHS and DMH in order to connect

+ patients with avallable inpatient and outpatient services. -

L

tmproving the process with DMH and private hospitals to' complete transfers of
patients placed on involuntary holds. , ‘ I
Implementing a county-wide psychlatric emergency department triage policy
based on best practices, which standardizes patient care. oo

Our work in this area will continue to be a priority. and we look forward to updating you
on our progress. - |f you have any questions or need further information, please fee! free

to contact John Quiroz, MAC Nurse Manager at (323) 890-7582,

TLG:ppila

c:

Chief Administrative Qfﬁcar

County Counsel
Executive Officér, Board of Supervisors




