
FORM GEN. 160

CITY OF LOS ANGELES
INTER-DEPARTMENTAL CORRESPONDENCE

Date: November 19, 2020

To: The Mayor 
The City Council

\
Richard H. Llewellyn, Jr., City Administrative OfficerFrom:

sj

Subject: INNOVATION FUND RECOMMENDATION - CALL DIRECTION TO ENSURE 
SUICIDE SAFETY (CRESS)

RECOMMENDATIONS

That the Council, subject to the approval of the Mayor:

1. Establish and appropriate a new appropriation account entitled Los Angeles Police 
Department - Call Direction to Ensure Suicide Safety (CRESS) in the amount of $378,522 
within the Innovation Fund No. 105/10 from the available cash balance of the Innovation 
Fund.

Transfer $378,522 from the Innovation Fund No. 105/10, Account to be Established, Los 
Angeles Police Department - Call Direction to Ensure Suicide Safety (CRESS) to Fund 
No. 100/70 as follows:

2.

Fund/Dept.
100/70

Account No. Account Name Amount
$378,522Contractual Services003040

3. Instruct the Los Angeles Police Department to:
Separately track all encumbrances and expenditures of Innovation Fund monies 
so that unspent funds can be returned to the Innovation Fund at the end of the 
fiscal year;
Report to the Innovation and Performance Commission with an accounting of the 
funds, the lessons learned, and any obstacles faced; and,
Report to the Innovation and Performance Commission if, after the receipt of funds, 
the scope of the funded item differs from the scope approved for funding by the 
Mayor and the City Council.

a.

b.

c.

Authorize the City Administrative Officer to make technical corrections as necessary to 
those transactions included in this report to implement Mayor and Council intentions.

4.
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SUMMARY

The City Administrative Officer herewith transmits the recommendation of the 
Innovation and Performance Commission (IPC) to approve funding in the amount of $378,522 
from the Innovation Fund (IF) for the Los Angeles Police Department (LAPD) - Call Direction to 
Ensure Suicide Safety (CRESS) pilot. Please note, as with all IPC recommendations, this report 
presents the idea as submitted by the Department and approved by the IPC along with the 
necessary recommendations to implement the idea as presented. If the scope of the Innovation 
Fund item changes after the Department receives funding, the Department must return to the 
IPC to present the revised scope to the Commission to determine whether alternative 
recommendations are required.

The Los Angeles Police Department (LAPD) is the primary Public Safety Access 
Point (PSAP) for both police and fire services. At present, police officers are dispatched to 
respond to all mental health crisis 9-1-1 calls, including suicide attempts. If an injury or overdose 
is reported in addition to the mental health crisis, the Los Angeles Fire Department (LAFD) is 
also dispatched. LAPD suggests that law enforcement dispatch is not typically required for these 
types of calls, and that officers typically do not have sufficient training to assist individuals with 
severe mental illness. Through the CRESS pilot, LAPD will collaborate with the Didi Hirsch 
Suicide Prevention Center (SPC) to create a 9-1-1 call diversion program to divert identified 
mental health calls to the SPC. LAPD suggests that Didi Hirsch SPC is a national leader in 
mental health and suicide crisis services, research, and training. The overarching goal of this 
pilot is to redefine community safety by ensuring Los Angeles residents in mental health or 
suicidal crisis receive appropriate and timely support. In addition, LAPD indicates that the 
implementation of this pilot will not only save the City money, but may also save lives.

LAPD and Didi Hirsch SPC have worked together over the past four years to 
design this pilot to divert 9-1-1 calls so those in suicidal crisis or severe emotional distress can 
receive appropriate mental health assistance. Through this pilot, LAPD proposes to divert an 
estimated 25 percent of behavioral health calls to SPC counselors for de-escalation. The pilot 
would be conducted for an eight hour period each day. Through the pilot, LAPD indicates the 
Department will see a decrease in the burden on its LAPD patrol resources as well as has a goal 
of decreasing violent, traumatic encounters between police and people suffering from mental 
health crisis. By diverting calls away from immediate police response, this pilot aims to achieve:

• Increased number of lives saved of individuals contemplating suicide;
• Reduced number of patrol units dispatched to mental health and suicide crisis calls;
• Reduced number of "suicide by cop” incidents;
• Reduced number of repeated police contacts by people in mental health crises who are 

not posing a public safety risk;
• Increased number of community members served by mental health crisis specialists 

instead of the criminal justice system;
• Decrease in law enforcement crisis response and involuntary hospitalizations, both of 

which carry a risk of crisis escalation and subsequent suicide attempts, while dis- 
incentivizing future help-seeking behavior;

• Decrease in subsequent suicide attempts and increase in linkage to mental health care;
• Implementation of a robust exchange program to include a) cross-cultural and technical 

training for LAPD 9-1-1 dispatchers and SPC staff, and b) supplemental suicide and 
mental health crisis de-escalation training for LAPD response units; and
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• Data tracking and evaluation to inform decision-making regarding continuing and/or 
increasing this pilot program.

In 2019, the LAPD received 32,708 9-1-1 calls coded as suicide/behavioral health- 
related (Attachment A). LAPD estimates that it costs the Department $500 to respond to each 
call, and only 6 percent of these calls led to arrests. If 25 percent of these types of calls received 
during the eight-hour pilot period each day are diverted to SPC, LAPD suggests the Department 
could save an estimated $1,277,500 annually. According to LAPD, if the pilot were to expand to 
24 hours day and increase to 100 percent of calls being diverted, savings to the Department 
could grow to more than $14 million a year.

According to LAPD, through this pilot non-imminent risk suicide-related and 
behavioral health-related calls answered by LAPD 9-1-1 Dispatch operators will be diverted to a 
dedicated line at the SPC Crisis Call Center, with the exception of calls involving the following 
circumstances:

• The subject is threatening to jump from a bridge or structure;
• The subject needs medical attention/suicide attempt in progress;
• The subject has a weapon and is outside/in public and not in a building or residence; or
• The subject has a weapon inside a building or residence and other people are present.

The proposed call diversion workflow for the pilot is provided as Attachment B. 
9-1-1 Dispatch operators will connect the caller with SPC via a dedicated line and provide a 
warm hand-off. The caller will be aware of the transfer and will stay on the call as pertinent details 
(including incident number) are shared, before the LAPD 9-1-1 Dispatch operator releases the 
call. The SPC crisis counselors will manage the caller’s needs as they do all their calls, providing 
the highest quality, culturally competent care. The goal is to de-escalate the crisis by providing 
support, risk assessment, collaborative safety planning, and linkage to resources. All diverted 
callers will be offered a minimum of one follow-up call at the end of the original call per best 
practices. If the crisis counselor assesses a safety risk, a crisis line supervisor will initiate rescue 
by calling LAPD Dispatch and using the provided incident number. When police response is 
necessary, crisis counselors will continue to be involved as a stabilizing phone presence until 
the LAPD System-wide Mental Assessment Response Team (SMART) arrives. Following the 
incident, the LAPD will offer follow-up services through the Case Assessment Management 
Program (CAMP). CAMP is an expansion of the SMART Program and provides referrals, 
intervention and/or placement in mental health facilities for individuals with more acute needs.

LAPD will measure the success of the pilot through the follow metrics:
The number of calls diverted from law enforcement to the crisis phone counselors;
The number of calls handled by the crisis counselors that subsequently require police 
response;
The types of calls being diverted;
The outcome of de-escalation calls handled by crisis counselors while police officers are 
en route to mental health crisis-related scenes; and,
The number of calls per day and shift that are diverted, in order to adjust staffing levels 
for potential growth.
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LAPD states that successful follow-up will be important as a means of connecting 
positively with the caller and decreasing the likelihood of repeat usage of 9-1-1 and law 
enforcement involvement. Through ongoing review of these measures, it will be determined if 
appropriate calls are being diverted and criteria and/or training will be adjusted, if needed. To 
determine the success of the follow-up efforts, LAPD and SPC will review the number of:

• Callers who accepted follow-up;
• Callers who were successfully reached; and,
• Linkages to mental health, substance use, or other community services.

LAPD also reports that in other jurisdictions such as Houston, 9-1-1 networks are 
not led by law enforcement, and 9-1-1 calls are triaged either to the police or to mental health 
counselors through similarly standardized protocols. Preliminary data from Houston shows that 
51 percent of all calls transferred to crisis counselors were completely diverted away from any 
type of face-to-face response, leading to approximately $6 saved for every $1 invested.

The IPC recommends funding of $378,522 for the CRESS pilot. This amount will 
fund the program, technology, and training needs to accommodate diverted 9-1-1 calls during 
eight daily hours for one year (12 months). This entire amount will be provided by LAPD to the 
Didi Hirsch SPC to implement the pilot. The cost breakdown is as follows:

ANNUAL
COST

1 Staff Salaries
Crisis Counselor Bi-Singual 
Shift Supervisor Bi-lingua I 
Data Analysis and Reporting 
Management Supervision

2.5 FTE‘5 
1FTE 

0.2SFTE 
0.15 FTE

5 124,800
56,160
20,000
12,000

$

$

4

$2 Benefits 22% 46,851

Total Staff Cost $ 259,811

2 IT/Software Adjustments (Placeholder pending integration project appraisatl 5 10,000

3.65 FTE's4 Occupancy costs S 20,075

5 Allocated Operating Costs

$Based on the total Didi hirsch annual budget, the average cost to support 
1 FTE is approximately S7,200. This does not include occupancy costs but 
does include computer equipment and software, phones, supplies, recruiting

3.9 FTE'5 28,030

6 Training
Cross-cultural and technical training for LAPD 911 dispatchers and Didi Hirsch SPC staff, 
and suicide and mental health crisis de-escalation training for LAPD response units.

5 20,000.00

5Subtotal 337,966

s7 Indirect 12% 40,555.94

378,522
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FISCAL IMPACT STATEMENT

Approval of these recommendations will allocate $378,522 of the remaining 
$1,521,234 Innovation Fund 2020-21 available balance. The $378,522 will be transferred to the 
LAPD to begin implementation of the pilot project that has been approved by the Innovation and 
Performance Commission. In some cases, departments will incur ongoing costs.

FINANCIAL POLICIES STATEMENT

The recommendations of this report are in compliance with the City’s Financial 
Policies as Innovation Fund monies are being utilized for an eligible project which will improve 
the quality, efficiency and effectiveness of City service through innovation, productivity, and 
performance measurement.

RHL:BLS: 11210031h

Attachments
A: 911 Call Diversion 2019 Stats 
B: 911 Call Diversion Process Flow



Attachment A

LAPD 911 Suicide/Behavioral Health Calls To Be Considered for Diversion
January 1, 2019 to December 31, 2019

Code Call Type # Calls # Arrested % Arrested
Attempt Suicide 6.8%9073 3864 262

907A3 Ambulance Attempt Suicide 5.9%3497 207
Possible Attempt Suicide 4.4%907P3 4610 204

907PA3 Ambulance Possible Attempt Suicide 3.9%381 15
918AF Ambulance Female with Mental Illness 4.4%1299 57
918AJ Ambulance Juvenile with Mental Illness 2.1%96 2
918AM Ambulance Male with Mental Illness 4.4%1872 83

Female with Mental Illness 5.5%918F 4299 237
Juvenile with Mental Illness 4.2%918J 806 34
Male with Mental Illness 6.7%918M 7062 470
Possible Female with Mental Illness 2.9%918PF 956 28
Possible Juvenile with Mental Illness 5.1%918PJ 79 4
Possible Male with Mental Illness 3.8%918PM 1353 52

30174 1655Total Calls To Be Considered for Diversion 5.5%

LAPD 911 Suicide/Behavioral Health Calls NOT Eligible for Diversion 
January 1, 2019 to December 31, 2019

Code Call Type # Calls # Arrested % Arrested
Citizen Holding Female with Mental Illness 0.0%918HF 24 0
Citizen Holding Juvenile with Mental Illness 0.0%918HJ 9 0
Citizen Holding Male with Mental Illness 22.7%918HM 22 5

918OF Officer Holding Female with Mental Illness 33.3%3 1
918OJ Officer Holding Juvenile with Mental Illness 0.0%1 0
918OM Officer Holding Male with Mental Illness 0.0%6 0

Violent Female with Mental Illness 11.1%918VF 728 81
Violent Juvenile with Mental Illness 7.3%918VJ 314 23
Violent Male with Mental Illness 12.2%918VM 1427 174

2534 284otal Calls NOT Eligible for Diversion 11.2%

Calls per DayYearly

LAPD 911 Calls To Be Considered for 
Diversion 28519 78

Savings Analysis
Projections Estimated Annual Savings# Calls/Day Avg Cost/Call

$ 14,235,000.00$28,519 Yearly Calls Eligible To Be Considered for Diversion 78 500
$ 4,745,000.00Eligible Calls in an 8-hour (pilot) Period $26 500
$Estimated Eligible Calls (~25%) Diverted to Didi Hirsch 1,277,500.00$7 500

* Average Cost/Call based on salary of 2 Police Officers and a Field Sergeant handling a radio call for an average of 3 hours

HL 36501 11/17/2020

Source: Los Angeles Police Department



Attachment B

911 Call Diversion FLOW
Incoming 911 Call

Call is triaged and assessed for 
appropriate response and/or 
diversion.

i |qi|f
Medical Emergency 
without Law 
Enforcement Needs

.J
'

i Call Type CodingLAFD 911 Mental Health 
Emergency with 
Law Enforcement 
Needs

Certain call types are considered 
for diversion to Didi Hirsch SPC:

1. Suicide Attempt
2. Possible Suicide Attempt
3. Mental Illness
4. Possible Mental Illness

Access to/deploy 
therapeutic vans 
if appropriate ^02^

■4--------- 1I
PATROL!I 1

GDMH 1
r

V.

1Does the call involve any of these 
criteria? I

Subject is violent 
Subject is armed with a 
weapon/object and the public is at

1.

XAssess Eligibility2. 1
G k.

Does the call involve any of these criteria?
1. Subject needs medical attention
2. Subject on a structure/bridge in public area
3. Subject has a weapon and is in public with 

others present
4. Subject has a weapon, is inside a 

residence/building and with others present

risk i
YES iWelfare checks

Subject has possibly committed a 
criminal act due to mental illness 
Subject's behaviour is high risk 
(jumper, barricade, other high risk 
behaviour)
Critical incident (any call where 
SMART may assist with de
escalation)

3.
i4.

[03j5.

16.

NO
;L. T
I

_Y. kXDivert to Didi Hirsch
SMART LAPD Dispatch transfers the call using a SPC 

designated line. The highest answer priority 
containing following information:

1. Incident Number
2. Caller Phone Number, Location, Name
3. Any Essential Call Details

Unit
<041..

Possible Real-Time Access* r
911 Dispatch will be 
alerted for calls with 
imminent safety 
concerns.

*Preliminary pending LAFD/DMH review L.

Follow-Up ■1

All diverted calls are 
offered a minimum of 
one follow-up call.
Follow-up contacts will 
include re-assessment 
of risk, confirmation of 
safety plan, and Q6 1
linkage to resources.

Safety Need
i Call Management

f
Call is managed like all crisis line 
calls and includes risk assessment, 
safety planning and overall 
deescalation.

K-----

H :—i

Source: Los Angeles Police Department


