
 

Lake County, Florida:  
Taking Action for Change 
Transforming Services for Persons with Mental Illness in 
Contact with the Criminal Justice System 
 
 
Introduction 
 
This report summarizes the Cross-Systems Mapping & Taking Action for Change workshop held 
in Lake County, Florida on October 2 and October 3 2008. The workshop was facilitated by the 
Florida Criminal Justice Mental Health and Substance Abuse (CJMHSA) Technical Assistance 
Center at Florida Mental Health Institute (FMHI), University of South Florida (USF). This report 
includes: 
 

 A brief review of the origins and background for the workshop 
 A summary of the information gathered at the workshop 
 A cross-systems intercept map as developed by the group during the workshop 
 An action planning matrix as developed by the group 
 Observations, comments, and recommendations from the Florida CJMHSA Technical 

Assistance Center to help Lake County achieve its goals 
 
Recommendations contained in this report are based on information received prior to or during 
the Cross-Systems Mapping & Taking Action for Change workshop.  
 
Background 
 
The Lake County Criminal Justice Mental Health and Substance Abuse (CJMHSA) Planning 
Council along with the full support of multiple local stakeholders requested that the Florida 
CJMHSA Technical Assistance Center facilitate the Cross-Systems Sequential Intercept Model 
Mapping and Taking Action for Change in Lake County, Florida to provide assistance with: 
 

 Creation of a map of the points of interface among all relevant systems 
 Identification of resources, gaps, and barriers in the existing systems 
 Development of a strategic action plan to promote progress in addressing the criminal 

justice diversion and treatment needs of the target population 
 
The participants in the workshop included 31 individuals representing multiple stakeholder 
systems, including mental health, substance abuse treatment, human services, corrections, 
advocates, family members, consumers, law enforcement, and the courts. A complete list of 
participants is available at the end of this document. Michele Saunders LCSW (Partners in 
Crisis),   John Petrila, J.D., L.LM (FMHI) and Nicolette Springer, M.S. (FMHI) facilitated the 
workshop sessions.  
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Objectives of the Cross-Systems Mapping Exercise  
 
The Cross-Systems Mapping Exercise had three primary objectives: 
 
1. The development of a comprehensive picture of how people with mental illness and co-

occurring disorders flow through the Lake County criminal justice system along five distinct 
intercept points: Law Enforcement and Emergency Services (Intercept 1), Initial 
Detention/Initial Court Hearings (Intercept 2), Jails and Courts (Intercept 3), Community Re-
entry (Intercept 4), and Community Corrections/Community Support (Intercept 5). 

 
2. The identification of gaps, resources, and opportunities at each intercept point for individuals 

in the target population. 
 
3. The development of priority areas for activities designed to improve system and service level 

responses for individuals in the target population. 
 
The Lake County Cross-Systems Map created during the workshop is on the last page of this 
document. 
 
 
Resources, and Opportunities 
 
There are several features of the Lake County Systems Map that are particularly noteworthy. 
These include, but are not limited to the items listed below. 
 
Existing Cross-Systems Partnerships and important relationships include: 
 

 The CJMHSA Council has emerged as an important venue for cross-systems discussion 
 The county commission has demonstrated interest in the overall planning process and 

support for discrete initiatives 
 The recent diversion program agreed to between the State Attorney and the Public 

Defender, and supported by the County Commission, creates the foundation to include 
diversion of people with serious mental illnesses as the program unfolds 

 A strong commitment to CIT training for law enforcement 
 Establishment of the CJMHSA Council  

 
Strengths Identified 

 
 The County CJMHSA Planning Council has met several times and has established 

subcommittees 
 Strong leadership and enthusiasm to improve the system is evident 
 While the county population has grown significantly in recent years, participants in the 

mapping exercise identified a number of areas where intervention with a comparatively 
small group of individuals could have a positive impact 

 Law enforcement and the courts are knowledgeable about relevant issues and appear 
willing to participate in cross-systems initiatives 
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Lake County Cross-Systems Map Narrative 
 
The following information reflects the notes taken during the Cross-Systems Mapping Exercise. 
These notes include a description of the map at each intercept point in the Sequential System 
Map by the Lake County CJMHSA Planning Council participants. Gaps in service delivery and 
resource opportunities are identified at each intercept point. These notes may be used as a 
reference in reviewing the Lake County Cross-Systems Map and as a tool in developing a 
formal strategic plan and future Memorandum of Understanding among the CJMHSA Planning 
Council members and other community stakeholders. 
 
Intercept I: Law Enforcement / Emergency Services 
 
A person in crisis may seek help voluntarily. There are several other alternatives to 
voluntary contact. These include calls to Helpline, calls to 911 and calls to emergency 
medical services (EMS).  Helpline may offer counseling on the phone, and can also 
contact EMS if necessary. A 911 dispatcher will ask first whether the situation is a 
medical or law enforcement emergency, and act according to the response. The 
dispatcher may request that a CIT trained officer be sent to the scene. If EMS is called, 
the person may be taken for emergency medical care to Leesburg Medical Center, 
South Lake, Florida Hospital, or Lifestream; where the person is taken will depend on 
where in the county the person is located when EMS responds.  
 
 
There are approximately 13 separate law enforcement agencies in Lake County. Law 
enforcement response to a call will be dictated first by whether the responding officer 
defines the issue as law enforcement or medical issue. If the person appears to require 
use of the Baker Act, he or she will be taken to Lifestream, which operates the only 
receiving facility in the County. Lifestream has 10 beds for adults and 6 beds for 
children. Lifestream may admit the person voluntarily, or if necessary pursue further 
action under the Baker Act. 
 
Lake County law enforcement has trained CIT officers.  Of the 13 agencies 
approximately 6 agencies participate in the training.  If a call is identified as a mental 
health emergency dispatch will attempt to dispatch a trained CIT officer. 
 
Detoxification services are available at Lifestream, which has 15 detoxification beds. 
Individuals may also be detoxified after booking, while being evaluated for possible 
commitment under the Marchman Act.  
 

 Identified Gaps – Law Enforcement / Emergency Services (Intercept 1) 
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 No mobile crisis team 
 No formal linkage to services from jail 
 Lack of adequate funding for detox beds 
 Marchman Act difficult to use and so rarely used 
 Outpatient commitment provisions of Baker Act rarely used and perceived as 

difficult to use 
 The receiving facility is geographically too distant from people in the south 

part of the county 
 Law enforcement sometimes have to wait long periods of time in an 

emergency room and there have been problems occasionally with people 
leaving an emergency room inappropriately 

 There is no public transportation system in the county which has an impact on 
treatment 

 Making CIT available to the smaller law enforcement agencies in the County 
is difficult but important to consider 

 Relevant information about a person’s prior treatment or criminal justice 
history is not always available to decision makers in the criminal justice and 
treatment systems 

 
Intercept II: Initial Detention / Initial Detention and Court Appearance 
 
All individuals are screened at booking for a variety of issues, including mental health 
issues. The person is asked about suicide history, Baker Act history, current thoughts 
about self-harm and related questions. If a person appears psychotic, he or she will be 
placed in a secure setting for observation. Individuals are also asked to sign 
authorization for release of information when booked.  
 
A person considered in need of mental health treatment will be assessed in more detail 
by mental health professionals in the jail, who will prepare a treatment plan. There are 
no formal pre-trial services in Lake County, though the jail will call the public defender 
and/or judge as appropriate to report that a person in jail has a mental illness potentially 
relevant to competency to proceed or other options.  
 
 

 Identified Gaps – Initial Detention and Court Appearance (Intercept 2) 
 There is no formal pre-trial service program in the county or formal diversion 

programs permitting diversion prior to initial appearance (though the new 
program that will be jointly sponsored by the public defender and state 
attorney may change the latter situation for some people in the future) 

 Jail staff report that they are unable to medicate a person who is psychotic 
and dangerous based on legal advice that people in pre-trial status cannot be 
medicated absent consent; the inability to medicate can lead to worsened 
mental state and potentially endanger others 

 Some people with mental illnesses are arrested and released repeatedly with 
little intervention available to end this cycle 

Lake County Final Report 2008 - 4 -



 The absence of an electronic medical record has an impact on the availability 
of information about a person’s past condition 

 
 
Intercept III: Jails / Courts 
 
Individuals may bond out after initial appearance and enter treatment, though there is 
no formal linkage to the treatment system. Individuals who have been found 
incompetent to proceed are either committed to the state or to a competency restoration 
program. There is a growing focus on competency restoration in the community, though 
the competency restoration program is operated through the state Department of 
Children and Families.   
 
All adjudicated cases then proceed to judicial disposition. Defendants who are found not 
guilty or have had charges dropped are released into the community.  
 
Lifestream does some in-reach into the jail but has limited capacity.  
 

 Identified Gaps – Jails and Courts (Intercept 3) 
 The court is not always clear about the status of people referred to the 

community restoration program; they can stay in the program for long periods 
of time with little information sent back to the court 

 There is a long delay in having competency reports returned by examiners 
 There is no formal linkage between the courts and treatment providers post-

adjudication, though treatment as a condition of probation is used in at least 
some cases 

 
Intercept IV: Re-Entry 
 
Individuals who are sentenced to more than one year of incarceration are transferred to 
State Prison. Those serving less than one year are housed in the county jail. There are 
treatment services available in jail, including on-call psychiatry and in-house mental 
health counseling.  
 
There are no formal programs in the jail for linking a person to treatment on release. In 
addition, there is no person charged specifically with assuring that individuals are 
examined for possible eligibility for entitlement programs or for assuring that the process 
of applying for eligibility begins prior to release.  
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 Identified Gaps – Re-entry (Intercept 4) 
 If benefits have been suspended while the person is in jail, it is difficult to get 

medication prescriptions filled 
 There is inadequate shelter and housing for people leaving jail 
 People leave jail without entitlement benefits and must apply on their own; the 

lack of benefits has an impact on their ability to obtain treatment 
 Inadequate funding for treatment and services 
 The person receives a 3 day supply of medication on leaving jail, in 

accordance with external standards, but this is often inadequate for the 
person’s needs, particularly when the person is unable to immediately obtain 
medication on release to the community 

 
Intercept V: Community Corrections / Community Support 
 
After judicial disposition or upon release from incarceration, individuals can be placed 
under the supervision of a number of community corrections agencies. These include 
work release, state probation, and county probation. County probation officers appear to 
have more knowledge about a person’s mental illness because of county screening on 
the issue. However, state probation officers have no formal way to learn whether a 
person has a mental illness or treatment history.  
 
As noted above, individuals with documented mental illness are provided with a three 
day supply of medication when released from county jail into the community. County 
probation in particular has developed a good working relationship with Lifestream to 
keep informed about the person’s adherence to treatment.   
 
Also as noted above, there is no assistance with reinstating social security or Medicaid 
benefits; leaving many without the means to obtain needed medication and/or access to 
medical attention. 
 

 Identified Gaps - Community Corrections / Community Support (Intercept 5) 
 Very little knowledge made available for probation at either state or county 

level, more however for latter because of county intake screening       
  Huge gap in numbers of people not being served by case management (40 

people being managed by a case manager; 20 if juvenile caseload)       
 Not much help with people on probation being given help with securing 

entitlements and social services   
 Affordable housing limited; sober housing limited 
 From family standpoint, have kids raising kids or parents who can’t control 

kids; need better family supports/assistance 
 Probation (state and county) can’t get information on treatment compliance as 

part of monitoring adherence to probation conditions 
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The Lake County Action Plan 
 
Subsequent to the completion of the Systems Mapping exercise, the assembled 
stakeholders began to define specific steps that could be taken to address the gaps 
identified in the group discussion about the systems map. Four priority areas were 
identified, which included expanded use of outpatient civil commitment; data sharing; 
discharge planning from the criminal justice system; and pre-adjudication issues, 
including mobile crisis services. These priority areas are outlined on the following 
pages.



 

 

Priority Area 1: Outpatient civil commitment 
Objective Action Step Who When 
1.1  Determine whether the 

Baker Act provisions 
permitting outpatient civil 
commitment can be used 
more frequently, particularly 
with individuals with mental 
illnesses in the jail 

 Obtain more information about how best to use 
Outpatient Commitment (OPC) and in what 
circumstances  

 Screen people in jail on whether they meet criteria 
for OPC 

 Evaluate use of OPC and potential funding for 
services associated with it 

Mike Dwyer 
 
Howard Lawrence 
 
Mike Dwyer; Karen 
Rogers 

2 weeks from report 
 
On-going 
 
Immediately and on-
going 

Priority Area 2: Communications/Data sharing 
Objective  Action Step Who When 
2.1 Improve sharing of 

relevant data and 
information to improve 
treatment coordination 
and cross-system 
collaboration 

 Create steering committee to identify barriers to 
information sharing 

 Assure expansion and better dissemination of county 
resource guide 

 Create more educational opportunities for public and 
stakeholders on mental illness/criminal justice issues 

Duane 
Zimmerman 

Four weeks from 
report 
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Priority Area 3: Discharge planning 
Objective Action Step WHO WHEN 
3.1 Create better discharge 

planning from jail to 
treatment system 

 SOAR – Benefits Planning/Learn more about 
program 

 Provide SOAR training for key people 
 
 Bring DCF forensic coordinator to learn more about 

role and function 
 

Dale 
Benafield/Karen 
Wheeler 
 
Kevin Lenhart 

4 weeks from report 
 
 
 
4 weeks from report 

3.2 Create capacity within 
county to work on 
entitlement benefits and 
eligibility 

 Feasibility analysis of whether creation of a 
position to work across agencies in reviewing 
individual eligibility for entitlements and to help 
individual initiate process 

  

3.3 Create better access to 
services on release 
from criminal justice 
system 

 Analyze whether case management can be 
used more effectively for individuals released 
from jail 

 Analyze whether forensic case management 
should be expanded 

  

 
Priority Area 4: Pre-adjudication issues 
Objective  Action Step Who When 
4.1 Re-examine need and cost 

of a pre-trial service 
program 

 Determine whether original barriers to creation of a 
pre-trial services program are still applicable 

 Determine whether recently created diversion 
program created by State Attorney and Public 
Defender can be expanded over time to address 
individuals with mental illnesses who are charged 
with misdemeanors 

 
 

  

4.2 Examine whether and how 
to address need for mobile 
crisis services 
 

 Analyze existing gaps in mobile crisis  
 Expand CIT training to agencies not yet covered 
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Lake Co

4.3 Continue expansion of 
community competency 
restoration programs 

 Determine whether competency restoration 
decisions can occur more quickly with better and 
more frequent information made available to the 
courts 
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Conclusions and Recommendations: Summary 
 
A process such as the Cross-Systems Mapping & Taking Action for Change workshop can 
result in the acknowledgment of a somewhat daunting list of service gaps. In this respect, Lake 
County like many Florida counties and indeed like many jurisdictions in the United States. At the 
same time, Lake County has important strengths.  
 

 First, the individuals who participated in this workshop represented all of the major 
stakeholders necessary to accomplish change in this area and the planning meetings that 
have occurred over the last few months have opened up communications across agency 
boundaries. This is a pre-requisite for system planning and change.  

 Second, the discussion and comments during the day and a half were open and not 
defensive, but rather were focused on identifying problems and solutions.   

 Third, the active involvement of local law enforcement, the courts, the public defender and 
state attorney, as well as the county commission, creates a political foundation for change 
that is very well-developed and provides the basis for incremental change, over time.  

  
As Lake County moves forward in addressing the issues identified during this process, there are 
three issues in particular that may be of particular importance.  
 

 First, the planning process over time needs to identify the specific points in the process 
where intervention is possible and might have the biggest impact. It is impossible within 
existing resources to resolve every problem identified in a planning process, but it is 
possible to identify the potential points where an intervention might make the most 
difference.  

 Second, it is worth inventorying the data that are currently available in making this judgment 
and identifying what types of data that could be useful but either are not collected or not 
retained in an accessible data base. The USF-FMHI CJMHSA Technical Assistance Center 
can assist in this task. 

 Third, it is critical that the planning process not lose the momentum created to date. 
Planning meetings involving all relevant stakeholders should be conducted on a regular 
basis and assigned priority by stakeholders. In addition, there are a number of resources 
available to Lake County to accomplish some of the tasks identified during the workshop as 
next steps. Those resources should be utilized whenever possible to expand the capacity of 
the planning group. 

 
In closing, we would like to thank Lake County for allowing the CJMHSA Technical Assistance 
Center to facilitate this workshop. In particular we would like to thank Fletcher Smith and B.E. 
Thompson for their work in handling the logistics for the mapping session. We look forward to 
continuing to work with Lake County. 
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Resources 
 
 

Website Resources and Partners 
Florida Criminal Justice Mental Health and 
Substance Abuse Technical Assistance Center www.floridatac.org 

Louis de la Parte Florida Mental Health Institute 
Department of Mental Health Law and Policy http://mhlp.fmhi.usf.edu 

Florida Partners in Crisis http://www.flpic.org 

Justice Center www.justicecenter.csg.org 

Policy Research Associates www.prainc.com 

National GAINS Center/ TAPA Center for Jail 
Diversion www.gainscenter.samhsa.gov  

 
Other Web Resources 

Center for Mental Health Services www.mentalhealth.samhsa.gov/cmhs  

Center for Substance Abuse Prevention www.prevention.samhsa.gov  

Center for Substance Abuse Treatment www.csat.samhsa.gov 

Council of State Governments Consensus 
Project www.consensusproject.org  

National Alliance for the Mentally Ill www.nami.org  

National Center on Cultural Competence www11.georgetown.edu/research/gucchd/nccc/

National Clearinghouse for Alcohol and Drug 
Information www.health.org  

National Criminal Justice Reference Service www.ncjrs.org  

National Institute of Corrections www.nicic.org  

National Institute on Drug Abuse www.nida.nih.gov  

Office of Justice Programs www.ojp.usdoj.gov  

Partners for Recovery www.partnersforrecovery.samhsa.gov  

Substance Abuse and Mental Health Services 
Administration www.samhsa.gov  

Lake County Final Report 2008 - 12 -



 

Participant List 
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