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Epic Phase 1: Proven Value at SMMC, 

Edison Clinic & Correctional Health 

Services

• Unified inpatient and ambulatory clinical record

• Improved safety, reliability, and clinician experience

• Standardized workflows across core services

• Strong adoption with measurable operational gains

• Improved revenue cycle processes and cash flow



What SMMC Has Seen, So Far
Improved safety and 
efficiency through greater 
internal and external  visibility 
of documentation in all SMMC 
services

More timely access to 
critical lab results - 
workflow recognized by Joint 
Commissions as a "game 
changer"

Reduction in unnecessary 
duplication of procedures 
through greater visibility 
into procedures done at 
other institutions

Substantial increase in 
local access to data 
through dashboards and 
internal Epic tools

Greater and more timely 
patient access to their 
medical records through 
MyChart

More self-service options 
for patients (including 
appointment scheduling) 
through MyChart

Utilizing Epic tools and 
process improvement, 
reduced authorization and 
registration payment 
denials from 11.6% to 5.9%

Reduced wait times for 
outpatient prescriptions 
from 90-120 minutes down 
to 20.

Increased cash flow by 
25%.



Number of patients 
live on MyChart

Percent of patients 
seen on MyChart

Appts scheduled 
via MyChart

Rx renewals requested
via MyChart

Messages sent to care 
team via MyChart

30,637 36.5% 

8,093 91421,074

IMPROVED 
PATIENT
EXPERIENCE



Current State: 
Fragmented Systems, Fragmented Care
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• Single patient chart

• Reliable data exchange

• Standard workflows

• Clinician confidence

• Simpler continuum of 

care between internal 

programs To
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ed • Data trapped in silos

• Manual workarounds 

and duplication

• Delayed information for 

care teams

• Higher operational and 

patient/ client risk M
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• Unified longitudinal 

record

• Real-time data across 

settings

• Safer transitions of care

• Scalable platform for 

the future

data,



Epic Phase 2: Continuing to Connect 

the Mosaic Across County Health

• Behavioral Health and Recovery Services

• Aging and Disability Services

• Family Health Services

• Health Coverage Unit

• Public Health Lab



• Proven momentum from Phase 1 success

• Growing regulatory and reporting complexity

• Workforce strain requires modern, integrated 

tools

• Fragmentation costs increase every year

Why Implement 
Epic Mosaic?



Why Now?

• Strengthen patient and client safety through 

integrated information

• Empower staff with efficient, modern tools

• Advance data-driven care and reporting

• Modernize investments across the enterprise

• Manage long-term costs through integration 

and scale



Looking Ahead:
Our Mosaic• Seamless care across the continuum for One County Health

• Reliable data for quality, finance, and planning

• Stronger clinician and patient/ client experience

• Foundation for innovation, analytics, and AI

• Technology resilience and proactivity

Looking 
Ahead 
through our 
Mosaic



Investing in 
One County Health 



Investing in Our Future

Recommendations for 
upcoming 2-year 
budget cycle
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FY 26-28 Phase 2 Implementation Budget 
- $58 million

* Recommended contract with CTG for temporary implementation 
staffing support

$15 

$29 

$10 

$4 

Phase II Implementation Budget (in 
millions)

Epic License Temporary Contracted Staff*
County Staff Other

Training and Go-
Live
76

Analytics & 
Report 
Writers

11

Software 
Programmers

29

Project 
Mgmt

9

Temporary Contracted Staff - 125 CTG Staff



FY27-28 Operational Budget - $40 million

$10 

$5 $23 

$1 $1 
$1 

By Category, in  millions

Epic Agreement
3rd Party Applications
County Labor
Contractor Labor
Other Charges
Contingency



Investing in Our Resources:
FTE Support

EHR Analyst 
I/II

23

EHR Analyst III

5

EHR Application 
Leaders

2 Managers

2 Supervisors

Health IT 
Admin

1 Office 
Specialist
1 Admin 

Assistant
1 IS Data 
Specialist

Total New* Positions:                        35
*New positions will be offset in part by the sunsetting of 24 limited term positions currently supporting Epic/ HIT Operations.



CURRENT STATE:  Epic Wave 1 Implementation & Ongoing Operations

Regular 49 $13M

Limited Term 17 $4.5M

TOTAL 66 $17.5M

FUTURE STATE:  Epic Mosaic Wave 2 Implementation & Ongoing Operations

Existing Regular 49 $13M

New Regular (being requested today) 35 $9.6M

Limited Term 0 $0

TOTAL 84 $22.6M

Investing in Our Resources:



What We Can Look Forward To
Epic provides us with the tools we will need to address 
the challenges that lay ahead

Utilizing more of the tools and functionality in Epic to 
enhance safety, quality and efficiency

Epic implementation across Health will allow greater 
care coordination across Health in the same way it has 
happened internally at SMMC

Epic implementation across Health will ensure key 
information such as conservator status and medication 
usage will be more transparent across the system



One Patient. One Story. 

One County Health.





Divisional Funding
Division FY 27-28 Legacy Offset Net Increase Funding Source

ADS 2.8 0.82 (Q, Collabrios) 1.98 State claim and potentially some general 
fund within our existing allocation

BHRS 9.75 2.78 (Avatar) 6.97 Realignment 

FHS 3.57 1.1 (Avatar) 2.47
MAA Annual Claiming, other state/federal 

funding, and potentially some general fund 
within our existing allocation

PHPP 2.99 0.8 (Orchard) 2.19
MAA Annual Claiming,  other state/federal 

funding, and potentially some general fund 
within our existing allocation

Cor Health 1.98 0.60 (Cerner) 1.38 CalAIM Revenue from billable activities

SMMC 19.08 5.5 (eCW, Cerner, Pices) 13.58
This allocation will be a reduction from 
prior years as costs are shared among 

other divisions.  

Total $40.17 M $11.6 $28.57





Epic Integrated Opportunities- Wave 1 Divisions Only


