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Casa Esperanza Homeless Center 
Offering hope and help every day! 

 

8-Month Progress Report: Casa Esperanza Medical Respite Program  
St. Francis Foundation Grant - July 2014-Feb 2015 Overview 
 

To: Debby Cloud 
From: Joe Tumbler, Jessica Wishan 
 
March 4, 2015 
 
The past year has been a remarkable one for Casa Esperanza and its Medical Respite Program, neither of 
which would have been possible without the generous support of the St Francis Foundation.   

Medical Respite Care Progress/Overview 

 
Homelessness exacerbates health problems, complicates treatment, and disrupts the continuity of care in 
health and social services. People experiencing homelessness encounter high rates of physical and mental 
illness, increased mortality, and often times, frequent hospitalizations and emergency room visits. Homeless 
individuals are 3-4 times more likely to die prematurely than their housed counterparts. A homeless 
individual’s lack of a stable home environment diminishes the long-term effectiveness of hospital care. But, 
Casa Esperanza provides a solution to this problem – by providing basic recuperative care and “enabling 
services” allowing the client to recover under oversight of a Registered Nurse and Certified Nursing Assistants 
while receiving  non‐clinical social services that improve the skills necessary to live independently. At, Casa, we 
have: 
 

 Dedicated 20 beds (20% of our capacity) to the Medical Respite Program.  

 In partnership with Parish Nursing and Cottage Hospital, we provide oversight and care to those 
medically fragile individuals referred by Cottage Hospital, Public Health, or our own staff who are 
unable to fully care for themselves. 

o All of these clients are well below the poverty line and none have a place to go to recuperate 
safely. 

 In addition to providing basic necessities, food, and personal hygiene assistance, we also provide 
Certified Nursing Assistants to oversee the recovery plan developed by Jan Fadden, the Parish Nurse 
assigned to Casa Esperanza. 

 We provide Certified Nursing Assistants (CNAs) for those evening, swing shift and weekend hours 
when a Parish Nurse is not on the premises. 

o We oversee and log clients taking their medications throughout each day. 
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Enhancing Healthcare Coordination & Partnerships  

 
The partnership with Cottage Hospital and Parish Nursing has strengthened considerably during the year:  

 We have built a stronger relationship with Cottage Hospital to streamline the criteria for referrals and 
acceptance of Cottage discharges and emergency room patients to Casa Esperanza.   

 We have worked closer with our on-site Parish Nurse to allow Casa to accept a broader range of clients 
from all sources to better align health care delivery with client needs to help reduce system-wide 
health care costs.  

 We have had staff training by a representative of Doctors Without Walls on understanding and 
determining when to send a client to the Emergency Room. The goal is to minimize unnecessary and 
expensive emergency room visits. 

Staffing & Cost Overview 

 
If the remaining four months of the year continue as they have since the start of this grant period, we expect 
our Medical Respite program to cost $475,000 annually. 

 Casa Esperanza uses CNAs to staff the facility when Parish Nursing is not on duty.  The “all-in” 
Budgeted costs for these staff are $23.70 per hour.   

 In addition, we use Nursecore to fill in when CNA staff call out sick or on vacation.   
o We estimate our CNA and related Nursecore costs to be $111,074 fiscal year to date.   

 Nursecore costs, YTD through February, is $9111.   

 As we began the fiscal year, Cottage Hospital had an arrangement with us in which they provided Casa 
with a grant in the maximum amount of $125,000, which was distributed based on bed nights used by 
Cottage at a rate of $39 per night.   

 In conversations with Cottage Hospital, they have graciously agreed to reimburse us at our actual cost-
levels for bed nights they use. 

o Because of this, our re-imbursement rates increased from $39 per night to $62.39 (based on 
current year’s budget) and have made this payment retroactive to May 1st, 2014.   

o We are holding this rate through year-end 2015, even though our bed night costs will increase 
with the 2015-16 budget.   

o In the past 13 months, the “billed” Cottage beds have accounted only slightly more than one-
third of our available medical bed capacity, hence the ongoing private support of the Medical 
Respite Program is critical in order for us to continue with our current program.   

o Our goal with Cottage is to streamline our working relationship so we can accept more clients 
from them.   
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Monthly Occupancy for Medical Respite Program  
We are refining our bed night tracking systems, but wanted to share (as indicative of our client activity) the 
bed nights for clients that are “tracked” on Cottage Hospital beds. 
 

 

Length of Stay for Bed Nights 

 

 

Length of Stay 
in days 

# of 
Incidences % of Total 

 
1 65 19% 

 
2-3 74 22% 

 
4-6 63 16% 

 
7-10 55 16% 

 
11-15 32 10% 

 
16-25 27 8% 

 
>26 18 5% 

 
Total 334 

 Unduplicated clients 209 
  

Analysis: This distribution of length of stay does not reflect unduplicated clients, but from the above, 23% of 
our clients have lengths of stay greater than 10 days.  We expect to expand our tracking to include our overall 
Medical Respite Bed program. 

Cottage 

reported 

Bed 

Census

Non-

Cottage 

Medical 

Census

Total 

Medical 

Census

Cottage % 

Occupancy

Non-

Cottage 

Medical % 

Occupancy

Total 

Medical  % 

Occupancy

Jan-14 318 236 554 103% 76% 89%

Feb-14 317 229 546 113% 82% 98%

Mar-14 302 252 554 97% 81% 89%

Apr-14 329 130 459 110% 43% 77%

May-14 265 255 520 85% 82% 84%

Jun-14 207 331 538 69% 110% 90%

Jul-14 311 184 495 100% 59% 80%

Aug-14 276 282 558 89% 91% 90%

Sep-14 231 323 554 77% 108% 92%

Oct-14 212 312 524 68% 101% 85%

Nov-14 265 429 694 88% 143% 116%

Dec-14 345 271 616 111% 87% 99%

Jan-15 351 304 655 113% 98% 106%

Actual Bed 

Nights 3729 3538 7267

Available 

Bed Nights 3950 3950 7900

% 

Occupancy 94% 90% 92%
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Client Success Story: Medical Respite Program 
 

 
 
 

 

 

 

 

 

 

Organizational Improvements 

 
Since we ran into financial difficulties and began our restructuring in September, 2013, Casa has: 
 

 Installed strict financial discipline; reduced our spending by almost $1 million per year  

 Discontinued our drop-in day center and our open lunch program to save money 

 Become a sobriety-based residential program, focusing on our goal-oriented  “Homelessness to 
Housing” pilot project, as well as our Medical Respite Program 

 Operated at a modest $28K operating surplus for FY 2013-14 (our reported profit was $1.15 million, 
which included the forgiveness of $1.12M of debt and interest.) 

 Retired an additional $1M of debt from the City and County in accordance with terms of the original 
financing of the construction of our building 

 Implemented a program to retire all existing Casa non-mortgage debt in a program that will allow all 
future contributions to Casa to go to current and future programs 

 Successfully passed a comprehensive operational review conducted by both City and County staff, 
which resulted in $125,000 of discretionary funding from the City, and $120,000 of discretionary 
funding from the County 

 Received approval from the City Planning Commission for our two year review of our Conditional Use 
Permit, which included accolades from neighbors about the progress we have made in becoming a 
good neighbor 

 Recruited and experienced Managing Director who has considerable experience managing homeless 
services and housing programs 

 Reached agreement in principle with PATH (People Assisting the Homeless) to merge with Casa 
Esperanza, hopefully before June 30, 2015.  PATH has extensive experience operating a wide variety of 
homeless services, housing programs and medical respite programs.  In summary, this merger is best 
described as a partnership in which PATH’s expertise will enhance Casa’s existing capabilities.  PATH 
has pledged that all funds raised in Santa Barbara will be used for Santa Barbara programs.  As part of 
this transaction, Casa must remain self-funding, so our need to raise support in Santa Barbara is still 
critical. 

After 20 years of being chronically homeless, Casa 
Esperanza helped “Pirate” find permanent housing and end 
his homelessness for good. Pirate originally came through 
the doors of Casa Esperanza through the Medical Respite 
Program. Today, he returns to Casa regularly to check in 
with his Casa case manager to help support his continued 
sobriety, continuity in health care, and ensure his housing 

 stability.
 
At 61, he improved his wellness, eliminated his addictions, 
and was given a chance to start life over again – and this is 
why Casa Esperanza, with support from the St. Francis 

 Foundation, brings this community so much hope.  
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Reflection & Summary 
 
In sum, the past year has been one of enormous progress for Casa and the Medical Respite Program and we 
are incredibly grateful for your ongoing support.  We hope to be able to continue improving the program as 
we move forward to better serve the neediest of the community while we help optimize systemic health care 
costs.  We have raised more than $100,000 in private support to fund the program -- to leverage the 
meaningful contributions made by Cottage Hospital and St Francis.  We hope to be able to make similar 
progress going forward and thank you again for your tremendous support! 
 
With gratitude, 
 
Joseph Tumbler   Jessica Wishan 
Interim Executive Director  Managing Director, Casa Esperanza 
 

 

 

 

 


























