Systems that Serve:
mproving County

Behavioral Health Service

The Transformational
Change Partnership (TCP)

As the behavioral health crisis deepens, it is imperative that
we not only develop behavioral health programs but also
consistently build the capacity of frontline practitioners and
systems to deliver coordinated, community-centered care
that meets people where they are.

In California, recent reforms, including CalAlIM, the CARE Act,
CYBHI, and the Behavioral Health Services Act, have created
new opportunities to improve system integration, while
placing new pressures on county agencies that must
translate policy into practice.

The Transformational Change Partnership (TCP) was

established to meet this challenge, creating space for county
leaders and program staff to step back from compliance

demands, reflect on system design, and test new
approaches.

The McGeorge School of Law at the University of the Pacific

leads TCP, in collaboration with Third Sector and the
California Institute for Behavioral Health Solutions. Third

Sector partnered with county agency leaders and program
staff to align public systems with the needs of communities
most impacted by behavioral health challenges.
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More than four in five
More than 85 percent of TCP

participating counties reported
that TCP strengthened

collaboration across systems.

participants said the program met

or exceeded their expectations.

Counties in Action
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Yolo County aligned criminal-legal
system initiatives, including care courts

and reentry planning, while building
governance structures centered on
human-centered design.

Monterey County closed the knowledge
gap around the all-payer fee schedule for
school-based mental health services,
equipping districts to use the
reimbursement system.

Santa Cruz County advanced school-
based behavioral health integration by
consolidating government structures and
securing new funding streams.

Placer County participated in two
cohorts, one strengthening its adult

system of care under CalAIM, and a
second reducing duplication and
expanding supports for justice-involved
individuals.

Nevada County focused on adapting to
CalAlM payment reform.
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People whose behavioral health
service delivery will be
improved through TCP's work
across the five participating
counties.



What Changed?

Practices: Counties made visible progress in changing how systems operate
« Santa Cruz cut more than 30 "system of care” meetings to about 15, redesigning them as cross-agency spaces for joint learning and
accountability.
« Placer mapped every entry point and referral pathway, revealing gaps never documented before, and introduced same-day assessments,
replacing a two-visit process.
« Monterey and Santa Cruz created decision trees to standardize school-based behavioral health.
« Placer and Nevada updated payment structures.

« Yolo revised jail-health contract language.
« All counties embedded Plan-Do-Study-Act cycles to reframe pilots as opportunities to learn.

People: Relational and cultural shifts made reforms stick
« Participants reported increased trust, more direct communication within and between agencies, and greater willingness to bring community voice
Into decisionmaking.
« In Monterey, relationships between schools and behavioral health providers moved from formality to trust.

- In Santa Cruz and Yolo, relationships across agencies that had once operated in silos began to align.
« Counties moved from consensus-driven paralysis to action-oriented learning.

Perspectives: County staff who once saw their roles as enforcing compliance began to view themselves as

system changers
« A Yolo County contract administrator shifted from seeing contracts as oversight tools to seeing them as opportunities to reduce recidivism.

- Placer staff developed a broader understanding of how historic policies shaped current system inefficiencies.

- In Monterey, schools were redefined as co-providers of behavioral health.

Are you ready to
Innovate your services?

Third Sector provides technical assistance that goes beyond changes to policies and practices

and includes changes to culture and mindsets critical for sustaining long-term systems change.

- Practices and Policies:

Third Sector helps counties streamline governance structures, standardize service delivery,
update payment and billing systems, and build the data infrastructure needed for continuous
Improvement.

- People:

Third Sector strengthens relationships across county agencies, behavioral health providers,
schools, and community-based organizations, deepening trust and increasing the willingness to
bring consumer and community voice into decisionmaking.

- Perspectives:

Third Sector supports county staff and leaders in shifting from compliance-focused to outcomes-
focused thinking, deepens understanding of how historical policies shape current system gaps,
and expands who has a voice in shaping reform.
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