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Title of Project (Limited to 50 characters, including spaces, using Arial 12 point font):
NAME OF PROJECT: E-CONTRACT MANAGEMENT ENCOUNTER BILLING SYSTEM

DATE OF IMPLEMENTATION/ADOPTION: JANUARY 1, 2012

(Must have been implemented at least one year - on or before June 30, 2012)

PROJECT STATUS: X Ongoing One-time only
HAS YOUR DEPARTMENT PREVIOUSLY
SUBMITTED THIS PROJECT? Yes x No

EXECUTIVE SUMMARY: Describe the project in 15 lines or less using Arial 12 point font. Summarize the problem, solution, and
benefits of the project in a clear and direct manner

The Online Contract Management Encounter Billing System was initiated in October
2010, and was implemented in January 2012 as mandated by the State Department of
Alcohol and Drug Programs’ Drug Medi-Cal Program. In light of the County strategic
plan, SAPC’s management system was designed to create a paperless environment
that would provide centralized online management functions, a client tracking system,
and claim submissions and reimbursements per Healthcare Common Procedure Coding
System Code Sets. The system provides an automation solution to both Drug Medi-Cal
and non-Drug Medi-Cal programs in over 400 contract agency locations throughout Los
Angeles County. As a robust Web-based application, the system provides real-time
summaries and fiscal year forecasting of service utilizations, client treatment service
encounters at an annual funding of over 167 million dollars reimbursed to over 2.7
million transaction claims. The system completely eliminates manual paperwork
processes from claim submission to invoice generation and processing to ensure
service effectiveness with maximized deliverable outcomes. Therefore, we believe that
this project is a candidate for the Mega Million Dollar Award as well as other awards.

M 2 3) M+2)+(3) SERVICE
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ANNUAL COST AVOIDANCE ANNUAL COST SAVINGS ANNUAL REVENUE ESTIMATED/ACTUAL PROJECT
BENEFIT
$ 4,138,685 $ 1,559,562 $ $ 5,698,247 Web Based
System
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Substance Abuse Prevention and Control
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Title of Project (Limited to 50 characters, including spaces, using Arial 12 point font):
NAME OF PROJECT: E-CONTRACT MANAGEMENT ENCOUNTER BILLING SYSTEM

FACT SHEET — LIMITED TO 3 PAGES ONLY: Describe the Challenge, Solution, and Benefits of the project,
written in plain language. Include a discussion of the technology and linkage to the County Strategic
Plan. The description should identify Performance Measures.

CHALLENGE

SOLUTION

BENEFITS

LINKAGE TO THE COUNTY STRATEGIC PLAN (DETAIL IS REQUIRED FOR COUNTY DEPARTMENTS):
OPERATIONAL EFFECTIVENESS AND HEALTH AND MENTAL HEALTH

CHALLENGES

1. FREQUENT CHANGES OF FUNDING SOURCE REQUIREMENTS AND
PROGRAM REGULATIONS

Substance Abuse Prevention and Control (SAPC) is a program within the Department of
Public Health which oversees a large number of treatment and prevention contracts with
Community Based Organizations (CBOs) at over 400 locations throughout Los Angeles
County. The program serves various community populations with a majority from low
income residents, homeless, criminal and non-criminal populations. Broadened
program goals using complex funding from local, State, and Federal sources frequently
requires modification of contract policies and data collection processes.

2. LACK OF STANDARDIZED INFORMATION TECHNOLOGY
INFRASTRUCTURES

One critical Health Care Reform core function is implementing the electronic Health
Records and Data Exchange system which results in a standardized encounter billing
system across multi-system platforms. SAPC and CBOs needed to establish an
automated billing system to meet the Health Insurance Portability and Accountability Act
of 1996 (HIPAA) 5010 Electronic Data Interchange (EDI) Accredited Standards
Committee (ASC) X12 Transaction Code Sets. SAPC and CBOs' information
technology, contracts, and finance services were not prepared for this requirement.

3. LACK OF INFORMATION TECHNOLOGY (IT) RESOURCES AND FUNDINGS

Over ninety five (95) percent of SAPC’s non-profit contract agencies have no or very
limited IT resources in-house to scope the rapid change of technology. SAPC also has
limited funding for outside IT vendors to stay abreast of system requirements.
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4. SYSTEM DEVELOPMENT WAS PERFORMED SIMULTANEOQUSLY WITH
EXISTING ONGOING FUNCTIONS

One of the biggest challenges for SAPC was to have an automated system in place by

the State’s deadline with existing IT staff who simultaneously supported on-going tasks
for SAPC. The desired system needed to fulfill State specifications, be versatile and be
developed with no cost burden to the program.

SOLUTIONS

Without IT outsourcing solutions, SAPC IT has utilized its own staffing resources in the
design and development of the E-Contract Management Encounter Billing System.
After ten (10) months of developing a business analysis and designing related tasks, the
system, with over one hundred and fifty thousand (150,000) lines of programming
codes, was implemented in January 2012 with no IT vendor costs. The system was
designed in .NET 3.5 Framework, C# code, and SQL Server 2008 with all connections
over 128-bit Secure Socket Layer (SSL) encrypted Hypertext Transfer Protocol Secure
(HTTPS). The system programming coding was reviewed by the United States Public
Sector Microsoft Premier Engineer Service that confirmed that the system provided
effective and efficient data collection applications to internal staff and CBO’s. It also
provided system interfaces with the California Departments of Alcohol and Drug
Programs and Health Care Services. The system was designed with an interoperability
platform which provides client data exchange solutions with other County agencies such
as the Department of Mental Health, Department of Health Services, and Probation
Department.

BENEFITS

SAPC’s E-Contract Management Encounter Billing System provides the following
benefits:

. Secured system is available anytime and anywhere with internet access
Unlimited user access and no software license fee to community agencies
Elimination of redundant data entry and typo errors

Standardized data collection elements and operating system framework
Real-time claims submission, expenditure forecasting and utilization reports
Electronic data available for program research & evaluation

Complete client service encounter data for program compliance and auditing
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purposes
. Extensive information for executive decision-making and planning
. Information to support program substance use disorder evidence based practices
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In addition, the system is able to exchange billing information per HIPAA 5010
Electronic Data Interface Transaction Code Sets for Drug Medi-Cal and similar layouts
for non-Drug Medi-Cal claim encounters with other health care facilities in preparation
for upcoming federal requirements related to the Health Information Exchange.

Also, the E-Contract Management Encounter Billing System benefits the County, the
Department of Public Health, and the public by allowing SAPC staff to spend their time
working to reduce the burden of substance abuse rather than on a cumbersome
administrative process.

Outcome Measures

SAPC established the centralized online system to the community based contracted
agencies fo ensure the compliance of the annual contract monitoring and auditing
process to SUD treatment agencies on a timely basis.

By establishing the real-time client tracking and billing services Web application, the
time to prepare and complete the document for preliminary audit will be reduced by
75%.

The system will provide performance data including expenditures, payments, and
forecasting on a “real” time basis thus providing contracted providers with instant
feedback on their activity. This process will reduce the manually process by at least
95% with the elimination of typos and/or calculation errors.

Through the automation process of HIPAA Health Care Eligibility Benefit Inquiry and
Response (X12 270/271) transaction code sets, the system will enable SAPC and its
contract agencies to verify a client’s eligibility prior to treatment services being provided
again the State eligible Medi-Cal system. This automation process will result in
reducing denials for ineligible client claims from 15% to below 5%.

With the above successful measures implementation, SAPC has more informatics and
staffing resources to enhance the quality services provided to the needed population as
well as to maintain the well-being fiscal accountability.

From the above system capabilities and benefits, the system was positively
acknowledged by the State Department of Alcohol and Drug Programs and the CBOs
including the California Association of Alcohol and Drug Program Executives
(CAADPE).
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Title of Project (Limited to 50 characters, including spaces, using Arial 12 point font):

NAME OF PROJECT: E-CONTRACT MANAGEMENT ENCOUNTER BILLING SYSTEM

CosT AVOIDANCE, COST SAVINGS, AND REVENUE GENERATED (ESTIMATED BENEFIT): If you are claiming

cost benefits, include a calculation on this page. You must include an explanation of the County cost
savings, cost avoidance or new revenue that matches the numbers in the box. Remember to keep
your supporting documentation.

Cost Avoidance: Costs that are eliminated or not incurred as a result of program outcomes.

Cost Savings: A reduction or lessening of expenditures as a result of program outcomes.

Revenue: Increases in existing revenue streams or new revenue sources to the County as a result of program outcomes.

(1)
ACTUAL/ESTIMATED
ANNUAL CosT
AVOIDANCE

$ 4,138,685

(2) (3)
ACTUAL/ESTIMATED ACTUAL/ESTIMATED
ANNUAL COST SAVINGS ANNUAL REVENUE
$1,559,562 $

(1) +(2) +(3)
ToTaL ANNUAL
ACTUAL/ESTIMATED
BENEFIT

$ 5,698,247

SERVICE
ENHANCEMENT
PROJECT

Y

ANNUAL= 12 MONTHS ONLY
Estimate of Annual Substance Use Disorder Treatment Expenditures

Program Type # Claims Unit Of Services Amount
Drug Medi-Cal 1,545,563 2,330,007 | $70,289,564
Non Drug Medi-Cal | 1,213,560 2,650,800 | $96,888,866
Total 2,759,123 4,980,807 | $167,178,430

1. Base on the above summary, the cost avoidance from the clearinghouse to
prepare and submit transaction claims is:

Cost Avoidance = 2,759,123 claims x $1.5/claim = $4,138,685

2. Cost Saving: Estimate Time elapsed and associate cost without the automation

system:

a. Time to generate claims manually at contract agencies (average: 30 claims
per hour at the rate of $15/hr):
2,759,123 claims / 30 claim per hour = 91,970 hours x $15/hour = $1,379,562

b. Claims processing at SAPC (3 weeks per month with 5 full time FTEs at an
average $25 per hour including benefits):
12 month x 3 wks/month x 40 hrs/wk per FTE x 5 FTEs x $25 = $180,000

3. Paper saved: One (1) claim per sheet on average

Number of paper sheet saved: 2,759,123 sheets = over 5,500 Reams of paper
In addition to the above cost savings, real-time internet access and accurate data
information are the critical service enhancements of the SAPC system automation.
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