
Thank you for joining us today! 

You will be connected to audio using your computer's microphone 
and speakers (VoIP). A headset is recommended.  Or, you may 
select Use Telephone after joining the Webinar. 

1-877-739-5903
Access Code: 604-317-851

If you are experiencing technical problems with the GoToWebinar 
program (visual portion), contact  the help desk:

1-888-259-8414
Reference Webinar ID:
https://www1.gotomeeting.com/register/932814009

Today’s presentation and handouts are available for download at:
http://www.cffutures.org/webinars 
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The webinar will begin shortly.
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Overview of Learning Academy  
Module Format

• Polling Questions
• Live Questions
• Webinar Evaluations
• FDC Blog
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How do I ask questions?

For your convenience, the best 
way to ask questions during this 
webinar presentation is to: 
To participate in the live 
discussion, click on the blue circle 
with the picture of the hand on 
your control panel. 
Type and send your questions 
through the Question and Answer 
log located on the bottom half on 
your panel/dashboard.
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Introductions
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 Phil Breitenbucher, MSW
FDC TTA Project Director
Children and Family Futures
Irvine, California

 Nancy K. Young, Ph.D.
Executive Director
Children and Family Futures
Irvine, California
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» Fifth level
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Agenda

• National Perspective
• Definition, Components, and Method
• Four Parallel Processes

- Outcomes
- Stakeholders
- Resources
- Institutionalize

• Resources
• Questions and Discussion
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Polling Question # 1

What is your current role or 
responsibility?  

1. Child Welfare professional
2. Drug Treatment professional
3. Legal professional
4. Other
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National Perspective
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Nancy K. Young, Ph.D.
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• Click to edit Master text styles
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Why should we spend time on a 
sustainability plan in times like these?

There’s no money!
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Budget Cuts and Sustainability

• Beginning to lay the groundwork for a strong case 
for new or redirected funding in 2012 or 2013 
needs to happen in 2011

• Approaches to some funders do not bear fruit on 
the first attempt 

• The outcomes needed to connect a new funder 
with the results of the FDCs will, in many cases, 
not be available until the second or third year of 
operations

• Some sustainability planning can target one-time 
funding emerging from the federal stimulus 
package 
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• If what you are doing is working, your defense 
against budget cuts is better than most programs that 
cannot document effectiveness

• If what you are doing saves money, your case for 
sustained funding is better than most programs

• If what you are doing works on an interagency basis, 
your case for sustainability may be better—and may 
have a wider group of advocates—than single-
agency programs

Budget Cuts and Sustainability



Grant Availability

 Promoting Safe 
and Stable Families 
reauthorized by 
Congress last 
month

 Provides $20 
million for 
substance abuse 
partnership grants

 OJJDP Annual 
Grant for FDC

 Regional 
Partnership Grants



Polling Question # 2

Has your Family Drug Court 
formulated a sustainability plan?

1. Yes, we have.  
2. No, we have not.  
3. Uncertain – I don’t know.  
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Sustainability: 
Definition, Components, & Methods

15

Nancy K. Young, Ph.D.



Sustainability Defined

 Future funding  Integrating new 
way of practice 
into current system
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Sustainability: Four Parallel Processes 

OUTCOMES
The effectiveness of the innovation and the results it achieved to attract 

new or redirected resources

STAKEHOLDERS
The political and community resources needed to sustain the project

RESOURCES
Current resources and future funding 

INSTITUTIONALIZE
The organizational impact of the innovation – was

it institutionalized?

1

2

3
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What are top priority steps in designing a sustainability plan?

Question

18



Negotiate with Stakeholders
“What would they buy?”

Institutionalize innovation through 
practice and policy changes 19

Outcomes
• Document effectiveness
• Cost of innovation
• Collect and share stories

Marketing to stakeholders and community

Resources
• Inventory of staff, volunteers and 

current funds
• Roles and responsibilities
• Identify potential sources for future 

funding
• Select priority options for new 

funding and redirected funding
• Other direct costs
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Sustainability: Four Parallel Processes 

OUTCOMES
The effectiveness of the innovation and the results it achieved to attract 

new or redirected resources

1



Outcomes & 
Effectiveness of the Innovation

• Who cares enough about the results of this 
project/innovation to pay for it?

• What outcomes would be credible to prospective 
funders – who do we save money for?

• Is our information system strong enough to 
document results—and costs?



Key FDC Outcomes

Safety 
(CWS)

• Re-entry into 
foster care

• Recurrence of 
abuse/neglect

Permanency 
(Court)

• Time to 
reunification

• Time to 
permanency

• Days in care

Recovery 
(AOD)

• Engagement and 
retention in 
treatment

• Number of 
negative UA’s

• Number of 
graduates

• Reduction in use
• Employment
• Criminal behavior

22
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Sustainability: Four Parallel Processes 

STAKEHOLDERS
The political and community resources needed to sustain the project2
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• What would they buy?

• Who would go to bat for this 
project? Who are potential 
champions for the project 
among legislators, policy 
leaders, and media?

• Who have we briefed, kept 
current on the project—and 
walked through it? 

• Do we have a marketing or 
media strategy? Do we have 
an “elevator pitch?”

Stakeholders: Political & Community 
Resources Needed to Sustain the Project



What are the most persuasive outcomes recognizing that 
a full-blown cost-benefit analysis will not be possible?

Question

25
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Sustainability: Four Parallel Processes 

RESOURCES
Current resources and future funding

 Components of FDC Budget
 Current Resources and Future Funding
 Cost-offsets 

3



Cost Analysis: 
Collection of data to determine the program costs

Cost 
Effectiveness 

• Calculates cost 
of a program 

• Examines 
whether 
program led to 
it’s intended 
positive 
outcomes 
without actually 
putting a cost to 
those outcomes 

Cost Benefit

• Calculates costs of 
a program to 
determine whether 
the benefits 
outweigh the 
costs, and by how 
much

• Cost-benefit ratio

Cost Offsets 

• Calculates the 
savings resulting 
from the program 
in current budgets

• Examples: out-of-
home care; 
criminal justice, 
income support 
services
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Look Inside: Components of FDC Budget

 Inventory of staff, 
volunteers, roles and 
responsibilities
 Program coordination
 Case Management
 Recovery/Treatment 

staff
 CWS liaison
 Screening & assessment
 Judicial leadership & 

staffing
 Children’s services
 Evaluation and 

information systems
 Training & overhead

Deconstruct the whole budget

28
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The Costs Dimension of 
Sustainability

• Any credible funder will ask “what does it cost, 
how much more does it cost, and why should 
we pay more—what benefits result?”

• Human services projects often lack solid data 
on costs
– Especially the difference between base costs 

of “business as usual” and costs of the 
enhanced model

• Without making major investments in accounting 
tools or staffing, most projects could do a better 
job with existing resources to document their 
costs
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Costs: Getting to the Next Level

• Costs begin with the project budget, but must 
go beyond that budget to reflect full costs of 
the innovation

• Questions that must be answered:
– What are the start-up costs?
– How do costs vary with the service model 

and the clients’ characteristics?
– What costs are borne by other agencies?
– What costs are supported by clients’ 

entitlements, e.g. TANF, child care, 
Medicaid?
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Options for Cost Offsets

• Public safety, court, and corrections costs
• Out-of-home care ($16,000 per year per child 

in OOHC estimated in one site); re-entry to 
care

• Lower-level of placement
• Faster access to treatment 
• Drug-free births

Reminder: Without baseline costs, the cost 
savings cannot be credibly estimated



TICA - Cost Evaluation Method

 Transactional and Institutional Cost Analysis 
(TICA)

 Utilized by NPC Research -
www.npcresearch.com

 Views individual’s interaction with public agencies 
as a set of transactions

 Transactions take place within multiple tax-payer-
funded organizations and institutions that work 
together to create the FDC 32



TICA – Six Steps

1. Determine flow/process
2. Identify transactions that occur within this flow
3. Identify the agencies involved in each 

transaction
4. Determine resources used by each agency for 

each transaction
5. Determine the cost of resources used by each 

agency for each transaction
6. Calculate cost results



Transaction Transaction 
unit cost

Average number of 
transactions per FDC 
participant

Average Cost 
per FDC per 
participant

FDC Court appearance

Case Management

Outpatient drug 
treatment days

Residential days

Detoxification days

Drug tests

Total FDC

Program Cost Per Participant
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Cost Evaluation Reports – NPC Research

 Jackson County 
(OR) Community 
Family Court 

 Marion County 
(OR) Fostering 
Attachment 
Treatment Court 

To learn more about NPC’s drug court evaluations including 
cost-benefit evaluations, see: 
http://www.npcresearch.com/publications_drug_treatment_
courts.php

35
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Look Outside: Current Resources
and Future Funding

Inventory: current resources, 
potential resources, including 
redirected funding 

Targets for negotiation about future 
funding based on outcomes

Choice of priority targets

Non-financial resources: volunteers, 
donations, public/media spotlights



Redirection of 
Resources Already Here

37

Pilots, Demos and 
Grant-funded Projects



FDC Funding Streams

SAMHSA 
CSAT

FDC Grants

DOJ
OJJDP 

FDC Grants

ACF
Children’s Bureau 

RPG 

State/local 
funding

Private, 
in-kind 
funding



Redirection of 
Resources Already Here

Parks

TANF

Libraries

Hospitals
Schools

Police

Medicaid

Housing

Mental
Health

Courts

Families

39

Pilots, Demos and 
Grant-funded Projects

The “Real” 
Resource 

in the 
Community
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Take stock of all options, 
then target a few best 
bets based on:
• Where resources are 

most significant 
• Where new flexibility 

may be available 
• Where champions of 

an integrated funding 
approach may already
exist

Picking the Best Bets
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Strategies to Increase 
Funding Flexibility

• Decategorization - Federal or State-level strategy used 
to reduce or eliminate constraints and restrictive 
allocation rules 

• Pooled or blended funding - Implemented at State or 
local level to formally combine funds from several 
agencies or sources into single, unified funding stream

• Braided funding - Used by individual agency to weave 
together multiple funding sources to support needed 
comprehensive services

• Wraparound - Interagency, community-based, 
collaborative approach which requires maximum    
funding flexibility to respond to full range of                 
family needs



Caveats and Cautions

• The “wicked arithmetic” problem is real; 
numbers served divided by total budgets may  
harm sustainability efforts without serious cost 
analysis

• Do your own arithmetic and compare to costs 
of other programs in your area

• The lack of baseline costs remains a problem; 
this is even more difficult for collaborative 
models that use funding from multiple 
agencies
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The Hardest Work

• Getting baseline cost data from current agency 
operations, including leveraged costs (housing, 
treatment slots, child screening and 
developmental services) and client entitlements 
(TANF, Medicaid)

• Ensuring that evaluators take fiscal analysis 
seriously as part of outcomes—it isn't useful 
outcomes data if no one knows what it costs to 
achieve that outcome

• Tracking client outcomes beyond discharge from 
the project to determine longer-range impact 
and savings 43



Decisions in Cost Analysis

• Highly detailed cost analysis is not possible in 
the typical demonstration project

• Yet a minimum level of cost analysis is essential 
for all projects

• The challenge is to specify which level is 
appropriate given the resources available—and 
the likely cooperation from agencies whose cost 
data is essential

44
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Sustainability: Four Parallel Processes 

INSTITUTIONALIZE
The organizational impact of                           

the innovation – was it institutionalized?

 Marketing
 Changing Practice

4
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• Testing data and stories on policy leaders as 
early as possible—what rings the bell?

• Know the audience: What message is most 
credible? What crises are most visible?

• Assess which themes are most likely to make 
the case (the five cases):
- Prevalence
- Developmental
- Intergenerational
- Outcomes
- Cost savings

Marketing the Innovation 
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Marketing 
to Community and 

Stakeholders
• Data: The nuggets that 

are emerging
• Stories: Who are we 

helping and how can we 
and the beneficiaries—
clients and other 
agencies—tell the story?

• Marketing approaches: 
Describing the innovation 
in clear, persuasive 
language 



48

Download a copy: 
http://www.cdc.gov/OralHealth/publications/library/pdf/success_story_workbook.pdf



Moving from cost analysis of a single project and 
its clients to assessing costs in the larger 
systems—does the project “move the needle” in 
CFSR or other outcomes and what would it cost to 
do so?

Be Strategic
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Examples of Direct Cost Savings

• Out of home care costs of $1000/month reduced  
by three months for 50 children= $150,000

• Out of home care costs of $1800/month reduced 
by 24 months for 100 children= $4.32 million

• Improved treatment outcomes that reduce 
parents’ dropping out of treatment and re-entry to 
treatment = new treatment slots

• These are at the simplest level– but for some 
policymakers, these are the critical measures 
they are looking for
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Organizational Impact : Was the 
Innovation Institutionalized?

Assessing for institutionalization
• Is adequate staffing in place?
• Are job descriptions redefined?
• Have you changed the paper work?
• Are there line items or redirected funds in the budget 

for the project?
• Is data to track the project’s outcomes built into 

ongoing client data systems?
• Is training a part of regular staff development?
• Do policy-level officials see the project’s benefit? Do 

they see a role as barrier removers?
• Is the project linked with parallel reforms?



Sometimes, sustaining the project is less 
important than changing the system

Question: If all FDC practices were  
institutionalized in the larger system -
why would you need to sustain the project?

Changing the System
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Building Cross-System Collaboration: 
Developing the Structure to 
Create and Sustain Change

Oversight/
Advisory 

Committee

Director Level

Quarterly

Program Funder:
Ensure long-term 

sustainability

Steering 
Committee

Management 
Level

Monthly or Bi-
Weekly

Policy-Maker: 
Remove barriers 

to ensure program 
success

FDC Treatment 
Team

Front-line Staff

Weekly

Staff Cases: 
Ensure client 

success

Membership

Meets

Primary 
Function:

FDC 
STRUCTURE



Cost Analysis Case Study: 
Mendocino County, California



FDDC children averaged 375 days less in foster care 

D
ay

s
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Length of Stay in Foster Care



FDDC parents who graduate are almost two times      
more likely to reunify with their children

56

Percent Reunified by 
FDDC Graduation Status
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*National rate taken at 6-months after entry

FDDC children were significantly less likely to 
experience a recurrence of maltreatment 

Recurrence of Maltreatment 
within 6 Months



Direct Out-of-Home Care 
Cost Savings

Monthly
Non-Fed

OHC 
Cost 

Daily 
Case 
Rate

Average
Days in 
OHC

Case 
Rate

Savings 
Per Child

Children 
Reunified

Savings

Com-
parison

$3,004.59 $3,004.59 
/ 30 days =

$100.15

685.1 $100.15*
685.1 = 
$68,614.
82

FDDC $2,875.76 $2,875.7
6/30= 
$95.86

310.5 $95.86*
310.5 =
$29,764.
12

$68,614.
82 -
$29,764 
=
$38,850.
70

26 $38,850.
70*26=

$1,010,118.30
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Summary of Significant 
Evaluation Findings 

• Since its inception 3 ½ years ago, FDDC has served 81 
parents and 126 children through March 30, 2011

• The FDDC has served 26.5% of the Mendocino County 
children entering foster care

• FDDC children averaged 374.6 fewer days in foster care 
than the children in the comparison group

• FDDC children had lower recurrence rates of maltreatment 
compared to California and National rates 

• The culmination of positive child welfare outcomes 
generated a cost savings of $1,010,118.30 due to shorter 
lengths of stay in foster care
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• It’s not impossible; some sites have made a good start
• It takes a concerted effort
• Federal funders (and state and local budget offices) are 

emphasizing cost analysis more, since cost analysis is 
even more important in hard fiscal times

• There is no single, off-the-shelf model that will work for 
all sites and collaboratives

• Cost analysis has to come before cost benefit or cost-
effectiveness analysis

Lessons Learned
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Lessons Learned

• Collaboration takes time—and costs money
• Good treatment and enhanced services to children and 

families may be more expensive than business as 
usual

• Referrals may be slow to come in some sites—the CW 
buy-in, the effects of cutbacks, other startup costs

• Parallel data systems had to be built for many sites



Final Thoughts

• Cost analysis is critical to sustaining your funding.  It 
is an essential component of evaluation and fiscal 
management.  An era of cutback management 
demands cost information in greater depth.

• The key determinant of the depth of your analysis 
should be the questions being raised by your 
potential funders. What specific items are they asking 
you about in order to make a decision about funding?

• Costs that seem higher than those of similar 
programs need to be explained by showing 
greater potential or actual benefits
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Resources

63

Phil Breitenbucher, MSW



Resources 

• Santa Clara cost matrix (modified by 
Kentucky River)

• James Bell Associates materials (Children’s 
Bureau presentation 9/16/10) and 
bibliography

• Review original cost template available on 
National Center on Substance Abuse and 
Child Welfare website

64



Resources – NPC Research
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Burrus, S. W. M., Mackin, J. R., & Finigan, M. W. (Summer 2011). Show 
Me the Money: Child Welfare Cost Savings of a Family Drug Court. 
Juvenile and Family Court Journal, 62 (3), 1-14.

Carey, S. M., Sanders, M. B., Waller, M. S., Burrus, S. W. M., & Aborn, J. 
A. (March 2010). Jackson County Community Family Court – Outcome 
and Cost Evaluation: Final Report. Submitted to the Oregon Criminal 
Justice Commission. Portland, OR: NPC Research

Carey, S. M., Sanders, M. B., Waller, M. S., Burrus, S. W. M., & Aborn, J. 
A. (March 2010). Marion County Fostering Attachment Treatment Court 
– Process, Outcome and Cost Evaluation: Final Report. Submitted to 
the Oregon Criminal Justice Commission. Portland, OR: NPC Research

Please see: 
http://www.npcresearch.com/publications_drug_treatment_courts.php



Introducing: 
The FDC Learning 
Academy Blog

www.familydrugcourts.
blogspot.com

• Webinar updates
• Presenter info
• Learning resources
• Post a follow-up questionAsk Our 

Presenter



Family Drug Court 
Learning Academy

Webinar Series

For more information, 
including playback of prior 
presentations and 
registration for upcoming 
presentations please visit: 
www.cffutures.org

National Family Drug Court Technical 
Assistance and Training Program presents:

 Launched in June 2011
 Web-based training events to 

enhance, expand, and sustain 
Family Drug Court Programs

 15 webinar presentations; or 30 
hours of content

 Presented by national leaders in 
the FDC field

 Based on award-winning 
experience  and expertise drawn 
from  direct work with more than 
60 FDCs across the nation
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Register Now: Moving Toward 
System-wide Change

https://www1.gotomeeting.com/register/600769393

Wed. November 9, 10 am-12 pm PST
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Questions & Discussion



FOR RESOURCES
Please visit our website:

http://www.cffutures.org/projects/ 
family-drug-courts

Phil Breitenbucher, MSW
FDC Project Director

Children and Family Futures
(714) 505-3525

pbreitenbucher@cffutures.org

Contact Information

70

Nancy K. Young, Ph.D.
Executive Director

Children and Family Futures
(714) 505-3525

nkyoung@cffutures.org

FOR GENERAL INQUIRES:
fdc@cffutures.org
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