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OVERVIEW 

San Diego County is at a critical inflection point in the evolution of its health and social services 

systems. Two concurrent developments demand focused, expert-driven planning: (1) the 

implementation of federal H.R. 1, which proposes sweeping changes to Medicaid and nutrition 

assistance eligibility, and (2) the strategic realignment of the County’s Behavioral Health Services 

(BHS) into a standalone organizational structure. Each initiative carries major implications for the 

County’s operational structure, budget, and ability to meet the needs of vulnerable populations. 

The convergence of these federal and local policy shifts presents both risk and opportunity—

requiring a nimble, systems-level governance structure capable of identifying cross-cutting 

impacts, maximizing state and federal engagement, and ensuring thoughtful design and 

implementation.  

 

On December 10, 2024 (32), the Board of Supervisors (Board) authorized a comprehensive 

assessment of the Behavioral Health Services (BHS) Department to optimize its role as a health 

plan, ensure effective service delivery, and strengthen system-wide integration. This action also 

directed an assessment of the potential impacts on the County’s Health and Human Services 

Agency (HHSA), recognizing the interdependencies between behavioral health, public health, and 

social service functions. To support this work, the Board approved a competitive solicitation for 

consulting services to conduct the assessments, analyze operational models, and identify strategies 

to enhance efficiency and outcomes.  

 

Since that action, it has become clear that, in addition to the original Board direction, a more 

structured governance framework is needed to collaborate with the Chief Administrative Officer 

and any contracted consultants in advancing this critical work, particularly in light of recent 

developments in federal legislation. This enhanced structure would provide the capacity to 
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integrate emerging federal requirements into the County’s planning, ensure cross-departmental 

coordination, and position the organization to respond effectively to both local priorities and 

external policy shifts. 

 

This Board Letter recommends the establishment of an ad hoc subcommittee to advise on these 

critical transitions, with a scope that spans federal systems policy and local structural 

transformation. The subcommittee would examine the full range of fiscal, legal, operational, and 

equity considerations related to H.R. 1 implementation, the BHS realignment, and the 

organizational implications for the HHSA as a whole. This approach allows the Board to govern 

holistically across overlapping systems, elevate cross-departmental coordination, and partner with 

state and community stakeholders to ensure the County's strategy is both responsive and forward-

looking.  

 

RECOMMENDATION(S) 

CHAIR TERRA LAWSON-REMER & VICE CHAIR MONICA MONTGOMERY 

STEPPE 

1. Establish an ad hoc subcommittee of this Board, entitled the Ad Hoc Subcommittee on 

Social Safety Net and Behavioral Health Systems Transformation (“Subcommittee”), and 

appoint Supervisor Terra Lawson-Remer and Supervisor Monica Montgomery Steppe to 

explore, study, plan, and recommend actions to support and strengthen the County’s social 

safety net and behavioral health system. The Subcommittee shall work with the CAO and 

County Counsel to report back to and advise the Board on the following:  

a. Developing a coordinated Countywide response to potential federal changes to 

eligibility systems for public benefits programs, including but not limited to Medi-

Cal and CalFresh; and  

b. Transforming the Behavioral Health Services (BHS) department into a distinct 

organization and to initiate a multi-year transformation approach at the earliest date 

possible. This should also include an assessment and possible recommendation(s) 

to restructure the Health and Human Services Agency (HHSA). In conducting its 

work, the Subcommittee may consider, but will not be limited to, the following: 

i. Advising the CAO on structural and operational changes needed to establish 

BHS as a standalone structure, including adjustments to governance, 

organizational alignment, staffing, and resource deployment; 

ii. Supporting a plan for BHS to function as a managed Medi-Cal specialty 

behavioral health plan in compliance with evolving federal and State 

regulations;  

iii. Working with the CAO and contracted parties to identify and pursue 

external consulting resources and technical assistance to support the 

transformation of BHS and to conduct a comprehensive assessment of the 

remaining HHSA structure and functions, excluding BHS, in comparison to 

statutory mandates, service delivery responsibilities, and local needs;  

iv. Advising on organizational realignment opportunities that improve 

transparency, fiscal sustainability, and service effectiveness across County 

health and human service systems;  
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v. Facilitating strategic planning, community engagement, and stakeholder 

input to ensure the Subcommittee’s work reflects the experiences and 

priorities of clients, providers, and impacted communities; and  

vi. Guiding efforts to ensure the County maintains a responsive, equitable, and 

accountable behavioral health system while advancing organizational 

efficiencies and core public service delivery across HHSA. 

c. Public Benefits Access and Eligibility Systems Planning: Assessing the potential 

operational and equity impacts of federal policy changes on Medi-Cal, CalFresh, 

and other public benefits programs, particularly among vulnerable populations. In 

conducting its work, the Subcommittee may consider, but will not be limited to, 

the following: 

i. Evaluating workforce capacity and administrative readiness to manage 

anticipated increases in redeterminations, work requirements, and other 

procedural hurdles; 

ii. Supporting the development of outreach, education, and communications 

strategies to inform residents of their rights, responsibilities, and available 

supports; 

iii. Facilitating cross-sector partnerships with legal service providers, 

community-based organizations, and healthcare providers to assist 

residents in navigating new administrative processes; 

iv. Exploring technology and data solutions to streamline enrollment and case 

management and reduce barriers to access; and 

v. Advising on engagement with state and federal agencies to shape 

implementation timelines and advocate for local flexibility 

d.   Once the purposes outlined above have been achieved, the Subcommittee will 

conclude its work.  

 

2. Rescind all recommendations approved by the Board of Supervisors on December 10, 2024 

(32), redirect $0.4 million of funding previously appropriated for the actions for 

Recommendation 2, and direct the CAO to take any additional actions to effectuate this 

Recommendation. 

 

3. In accordance with Section 401, Article XXIII of the County Administrative Code 

authorize the Director, Department of Purchasing and Contracting to issue a competitive 

solicitation or solicitations, and upon successful negotiations and determination of a fair 

and reasonable price, award a contract or contracts for consulting services to support the 

work of the Subcommittee and advising of the CAO on organizational structure, services, 

contracted programs, revenues and expenditures, staffing, and operations, and upon 

successful negotiations and determination of a fair and reasonable price, award a contract 

for an Initial Term of up to one year, with four 1-year Options, and up to an additional six 

months, if needed; and to amend the contracts to reflect changes in program, funding or 

service requirements, subject to the availability of funds and the approval of the CAO or , 

and to include a contract option to assist the County in implementing recommendations as 
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approved by the full Board. The CAO shall prepare any Statement of Work and evaluation 

criteria in accordance with this Board letter and in consultation with the Subcommittee. 

 

EQUITY IMPACT STATEMENT 

In the United States, health inequities persist along lines of race, ethnicity, sexual orientation, 

gender identity, and disability, creating disproportionate barriers to care for historically 

marginalized populations. According to the 2022 San Diego County Health Equity Report Series, 

Black residents experience significantly worse behavioral health outcomes compared to other 

racial groups. Recent sweeping changes to Medicaid and nutrition assistance eligibility at the 

federal level pose additional risks, potentially reducing access to essential healthcare and nutrition 

resources for low-income individuals and families. These changes are expected to 

disproportionately impact communities of color, people with disabilities, and LGBTQ+ residents, 

populations that already experience higher rates of chronic illness, food insecurity, and behavioral 

health challenges. Optimizing the Behavioral Health Services (BHS) organizational structure to 

improve access, coordination, and responsiveness will be critical to mitigating these inequities, 

safeguarding essential supports, and advancing the County of San Diego’s commitment to health 

equity. 

 

SUSTAINABILITY IMPACT STATEMENT 

Adoption of these recommendations will enable the County of San Diego (County) to make 

progress toward Sustainability Goal #2 by ensuring just and equitable access to services and 

resources and will also advance Sustainability Goal #4 by safeguarding the health and well-being 

of everyone in the region. These actions will improve access to this array of services and will help 

address the needs of many vulnerable populations in the County while also planning for the future 

of service delivery in these areas. 

 

FISCAL IMPACT 

Funds for this request are included in the Fiscal Year 2025-26 Operational Plan for the Health 

and Human Services Agency. If approved, this request will result in Fiscal Year 2025-26 costs of 

an estimated $400,000 to support efforts to strengthen safety net and behavioral health systems. 

Funding will be based on the redirection of amounts set aside for the December 10, 2024, actions 

that are proposed for recission today; the funding source is Behavioral Health Realignment, to be 

supplemented as necessary with appropriate program revenue or General Purpose Revenue. 

There will be no General Fund impact and no additional staff years. 

 

BUSINESS IMPACT STATEMENT 

N/A 

 
..Details 

ADVISORY BOARD STATEMENT 

N/A 

 

 

 

BACKGROUND 
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On December 10, 2024 (32), the Board of Supervisors authorized a comprehensive assessment of 

the Behavioral Health Services (BHS) Department to optimize its role as a health plan, ensure 

effective service delivery, and strengthen system-wide integration. This action also directed an 

assessment of the potential impacts on the County Health and Human Services Agency (HHSA), 

recognizing the interdependencies between behavioral health, public health, and social service 

functions. To support this work, the Board approved a competitive solicitation for consulting 

services to conduct the assessments, analyze operational models, and identify strategies to enhance 

efficiency and outcomes. The Board further directed staff to report back on the findings and 

recommendations, ensuring transparency and alignment with the County’s broader strategic 

priorities. 

 

Since the previous Board direction, additional federal and state policy changes have created 

additional considerations which must be addressed.  More than ever before, San Diego County 

now finds itself at a critical inflection point in the evolution of its health and social services 

systems. Two concurrent developments demand focused, expert-driven planning: (1) the 

implementation of federal H.R. 1, which proposes sweeping changes to Medicaid and nutrition 

assistance eligibility, and (2) the strategic realignment of the County’s Behavioral Health Services 

into a standalone organizational structure. Each initiative carries significant implications for the 

County’s operational structure, budget, and capacity to meet the needs of vulnerable populations. 

The convergence of these federal and local policy shifts presents both risk and opportunity, 

requiring a nimble, systems-level governance structure capable of identifying cross-cutting 

impacts, maximizing state and federal engagement, and ensuring thoughtful design and 

implementation. 

 

This Board Letter recommends the establishment of an ad hoc subcommittee to advise on these 

critical transitions, with a scope that spans federal systems policy and local structural 

transformation. The subcommittee would examine the full range of fiscal, legal, operational, and 

equity considerations related to H.R. 1 implementation, the BHS realignment, and the 

organizational implications for HHSA as a whole. This approach allows for a more cohesive 

collaboration across overlapping systems, elevate cross-departmental coordination, and partner 

with state and community stakeholders to ensure the County’s strategy is both responsive and 

forward-looking. 

 

In conducting its work, the ad hoc Subcommittee may consider a range of focus areas to address 

the operational and equity implications of recent federal policy changes. These may include 

assessing the potential impacts on Medi-Cal, CalFresh, and other public benefits programs, with 

particular attention to vulnerable populations; evaluating workforce capacity and administrative 

readiness to manage anticipated increases in redeterminations, work requirements, and other 

procedural changes; and supporting the development of outreach, education, and communication 

strategies to ensure residents understand their rights, responsibilities, and available supports. The 

Subcommittee may also explore opportunities to facilitate cross-sector partnerships with legal 

service providers, community-based organizations, and healthcare providers to help residents 

navigate new administrative processes; examine technology and data solutions that can streamline 

enrollment and case management while reducing barriers to access; and advise on engagement 
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with state and federal agencies to shape implementation timelines and advocate for local 

flexibility. 

 

The establishment of this ad hoc subcommittee will ensure that the County approaches these 

complex and concurrent transitions in a coordinated, transparent, and equity-focused manner. By 

drawing on subject matter expertise, engaging directly with impacted communities, and fostering 

collaboration across County departments and external partners, the subcommittee will position the 

Board to make informed, timely decisions that protect access to essential services and strengthen 

the County’s capacity to respond to evolving needs. 

 

The collaboration of the ad hoc subcommittee working with the CAO and County staff will enable 

the County to more adequately anticipate and address challenges whether related to funding 

constraints, operational readiness, or service delivery gaps.  It will allow additional engagement 

while leveraging opportunities for innovation and system improvement. In addition, the 

subcommittee’s work will assist in determining how broader organizational restructuring within 

HHSA will best align resources, enhance efficiency, and ensure that programs are positioned to 

deliver integrated, equitable services across the region. 

 

Ultimately, the work of the ad hoc subcommittee will lay the foundation for sustainable, long-term 

transformation. By aligning federal policy responses with local structural reform, and by 

collaborating on any organizational changes needed within HHSA positioning the County to 

deliver services that are not only effective and efficient but also responsive to the diverse needs of 

the region. The Board’s leadership in establishing this body underscores a proactive, solutions-

oriented approach.  This approach will ensure we are able to bridge immediate realities, reform 

outdated processes, and transform the County’s health and human services systems to meet the 

challenges and opportunities of the future. 

 

LINKAGE TO THE COUNTY OF SAN DIEGO STRATEGIC PLAN 

The proposed actions align with the County of San Diego’s 2025-2030 Strategic Plan Initiatives 

of Health Equity, Quality of Life, Community Partnership by exploring opportunities to optimize 

the economic and administrative efficiency of the County of San Diego. These efforts will result 

in services for County residents that are more accessible, timely, and effective leading to improved 

outcomes for our most vulnerable residents. 

Respectfully submitted, 

   

TERRA LAWSON-REMER   MONICA MONTGOMERY STEPPE 

Supervisor, Third District   Supervisor, Fourth District 
 

ATTACHMENT(S) 



 

SUBJECT:  ADVANCING EQUITY THROUGH AN AD HOC SUBCOMMITTEE ON SAFETY 

NET SERVICES AND BEHAVIORAL HEALTH SYSTEMS TRANSFORMATION 

 
 

 

NA 
 


