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____________________________________________________________________________ 
 
February 25, 2010 
 
 
 
Dear OJJDP Family Drug Court Grantees, 
 
The Center for Children and Family Futures (CCFF) is pleased to introduce you to the Family 
Drug Court Online Learning Academy and Technical Assistance Program to develop and 
enhance the knowledge and skills of Family Drug Court (FDC) professionals. This assistance is 
being offered to all recipients of the Office of Juvenile Justice and Dependency Programs 
(OJJDP) Family Drug Court discretionary grants.  
 
The Center for Children and Family Futures, Inc. was awarded the Family Drug Courts Training 
and Technical Assistance (TTA) Program through the Bureau of Justice Assistance under a two 
year OJJDP Cooperative Agreement. The program’s mission is to improve outcomes for 
children and families by providing TTA that develops, maintains, and enhances FDCs. CCFF 
has extensive knowledge and experience in working on key components of FDC success 
including: cross-system collaboration; implementing policies and procedures; staff training and 
development; and, evaluation and program sustainability. Our experience results from being the 
contractor for the Substance Abuse and Mental Health Services Administration’s (SAMHSA) 
National Center on Substance Abuse and Child Welfare (NCSACW www.ncsacw.samhsa.gov) 
for over seven years. In addition, CCFF is the support contractor for a large and innovative grant 
program through Children’s Bureau (the Regional Partnership Grants) which focus on the 
complex needs of  families affected by substance use disorders and child abuse or neglect. 
There are 29 FDCs operating in the Regional Partnership Grant Program.  
 
Introduction to the Family Drug Court Online Learning Academy and Technical 
Assistance Program  
 
The goals of the FDC Online Learning Academy are to assess the needs, initiate strategic 
planning, implement program improvements, evaluate performance, and sustain FDC programs. 
FDC Teams and individual participants can engage in a series of web-based training events 
over the course of a 16-month period.  
 
All participants will receive training materials for each Learning Academy course including: 
 

 Examples of practice and policy protocols from other FDCs;  
 Fact sheets; 
 White Papers; 
 Worksheets; and, 
 PowerPoint presentations.  

 
There are two ways your FDC can become involved in the Learning Academy: 
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 AdHoc participation in webinars and presentations – All OJJDP FDC teams members 

are invited to participate in any of the coursework being presented through the Learning 
Academies without making the commitment as an FDC team to engage in the Technical 
Assistance.  
 

 FDC Teams join the Learning Academy and Technical Assistance Program – Family 
Drug Court Teams participating in the Learning Academy and Technical Assistance 
Program will receive training materials for each learning community course and 
enhanced TA to assist the site in customizing the materials and content for their 
individual FDC. Learning Academy Teams will be provided with TA to assess needs of 
their local jurisdictions by creating customized data profiles, utilizing a variety of publicly 
available data sets, including the SMART system, the child maltreatment data (e.g. child 
abuse/neglect investigations and child removals) and the Treatment Episode Data Set. 
These materials will be packaged into sequential training modules that build upon each 
other to guide FDC Teams in the development and implementation of a work plan for 
planning, implementing or enhancing their FDC.  

 
CCFF is developing specific curricula for three FDC Communities:  
 

 Planning Community Module – The planning community will introduce the fundamental 
framework necessary for an FDC Team to develop and implement an effective and 
sustainable FDC. Course content addresses each element of FDC practice necessary 
for effective planning. FDC Teams will develop a work plan focused on the FDC’s shared 
mission, guiding principles, shared outcomes, refinement and description of the target 
population and other related policies and procedures which are critical to their on-going 
operations. Sites will participate in monthly web-based teleconferences and have the 
opportunity to follow-up each webinar with site specific technical assistance. Each team 
will emerge from this experience with a shared mission and specific outcomes to monitor 
the effectiveness of the FDC. Sites will be strongly encouraged to memorialize the 
teams’ work resulting in a customized FDC Manual. 
 

 Early Implementation Community Module – The implementation of an effective FDC 
relies on the team’s planning efforts. Utilizing the materials developed during planning, 
FDCs involved in this module will be guided through a process applying their mission, 
guiding principles, policies and procedures in a consistent manner to achieve their 
outcomes. Sites will participate in monthly web-based teleconferences and have the 
opportunity to follow-up each webinar with site specific technical assistance. Each team 
will emerge from this module with a written document that includes methods for 
continuous quality assurance and fidelity to the FDC model, and a sustainability and 
evaluation plan which reflects the overall goals of the FDC. 
 

 Enhancement Community Module – The enhancement module is a series of webinars, 
peer-to-peer, and mentor-to-peer sessions focused on best practices across child 
welfare, treatment and the courts. FDC Teams will finalize and implement their 
sustainability plans and will receive coaching to assist in gaining additional community 
and stakeholder support.  
 

Involvement in the Family Drug Court Online Learning Academy and Technical Assistance 
Program, offers a number of direct benefits to participants, including: 
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 Assistance in using the policy tools developed by the NCSACW that assist stakeholders 

in multiple systems to clarify cross-system values and common principles for addressing 
joint goals; 

 Customized assessment of the jurisdiction’s collaborative capacity, with an analysis of 
strengths and needs and recommendation for developing actionable priorities;  

 Linkage to a range of practice and policy experts on families with substance use 
disorders in the child welfare and family court systems;  

 Professional facilitation to assist the site in developing and implementing a plan of 
action; and, 

 Specialized networking and peer consultation with other FDC sites. 
 
How Do I Sign Up? 
Participation in the Family Drug Court Online Learning Academy through the three Learning 
Community Modules is open to any OJJDP FDC Team or team member. CCFF will send notice 
of all its Learning Academy webinars or presentations to the Project Director for dissemination 
to other members of the FDC team. Participation in topic-specific events is offered with no cost 
for registration and participation.  
 
Participation in the Family Drug Court Online Learning Academy and Technical Assistance 
Program requires a level of commitment.  As such, all team members from Family Drug Court 
programs must indicate a commitment to participate in the Family Drug Court Online Learning 
Academy and Technical Assistance Program. Those teams choosing to participate at this level 
are asked to complete the attached Letter of Commitment and a series of activities which are 
described below.   
 

1. Submit a letter of commitment to participate in the Family Drug Court Online 
Learning Academy and Technical Assistance Program (guidance for the letter is 
found in a separate email attachment titled Guidance for Letter of Commitment)  
 

2. View the Ten-Element Framework Webinar 
The Framework is a method to organize collaborative activities in specific practice and 
policy areas. CCFF encourages teams to view the webinar together, perhaps during one 
of their FDC team meetings. The webinar is approximately 60 minutes in length.  

 
3. Complete the Collaborative Capacity Inventory (CCI) 

The CCI is intended to be used as a self-assessment by local level alcohol and other 
drug (AOD) service, child welfare service (CWS) agencies and family drug courts who 
are preparing to work with each other or who may be seeking to move to a new level of 
cooperation after some initial efforts. The questions should be answered by each FDC 
team member. The CCI questions are designed to elicit discussion among and within 
both sets of agencies and the court about their readiness for closer work with each 
other. The CCI helps FDC teams to prioritize their most urgent program and policy plans. 

 
Review the Sustainability Discussion Guide and Cost Rationale Discussion 
Guide  
Four critical dimensions of program sustainability have been identified: effectiveness, 
financial resources, political and community resources, and the organizational impact. 
This discussion guide proposes seven key tasks to be completed by sites to develop a 
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customized sustainability plan. CCFF staff will assist the FDC Teams in developing and 
implementing their own sustainability plan. 
 
 

4. Identify Data Elements 
The demands of operating a FDC project may mean that a collaborative team loses sight 
of the larger system in which the project exists. As a result, the FDS Team may not 
focus on the goals that go beyond the scale of their project.  FDCs do not exist in a 
vacuum however. They serve a specified population, which is part of a larger group 
needing treatment. Whether the FDC serves 5% of the total need or a larger segment, 
the context of the project is inevitably the system in which it takes place. CCFF FDC staff 
will assist sites in looking at the system in which the FDC exists and utilize this data to 
secure community support, funding and reach the goals of the FDC.  
 

5. Complete the NCSACW On-Line Tutorial – Discipline Specific for Each Team 
Member 
The National Center on Substance Abuse and Child Welfare offers online tutorials for 
specific target audiences. The tutorials focus on the subjects of substance abuse and 
child welfare; they support and facilitate collaboration between the child welfare system, 
the substance abuse treatment system, and the courts. There is no cost to enroll in the 
online tutorials. When you register, you will receive a username and password. This 
allows you to access the lessons at your convenience. Continuing Education Units are 
available upon successful completion of a tutorial.  

 

All interested teams should complete the following steps: 

1. Please submit your letter of commitment no later than April 15, 2010 via email to Phil 
Breitenbucher (pbreitenbucher@cffutures.org) or fax at (714) 505-3626, using the 
attached form.  

2. Complete all prerequisites no later than May 15, 2010, in accordance with the guidance 
in the attached “Learning Academy Prerequisite Materials.”  

 
For any questions you may have regarding this opportunity, please contact Phil Breitenbucher. 
 
Sincerely,  
 
 
 
 
Phil Breitenbucher, MSW      
Project Director       
OJJDP Family Drug Court TTA Program 
Center for Children and Family Futures 
4940 Irvine Blvd. Ste 202 
Irvine, CA 92620 
Office: 714.505.3525 ext. 205 
Fax: 714.505.3626 
Email: pbreitenbucher@cffutures.org 
 



 
 
 
 

Guidance for the Letter of Commitment  
Family Drug Court Online Learning Academy and Technical Assistance Program 

 
 
 
 
Commitment Letter 
The Commitment Letter should be submitted under the signature of the State’s, County’s or 
Tribe’s OJJDP Family Drug Court Program Director, Family Drug Court Coordinator, Treatment 
Coordinator, Child Welfare Director and the Presiding Judge or Director of the Jurisdiction’s 
Court Administration which has jurisdiction in cases of child protection and dependency.  
 
Commitment Letter Key Points 
The Commitment Letter should include:  

 A brief history of past collaborative activities between the partnering agencies; 
 Each entity’s level of commitment to developing and implementing a site-specific scope of 

work that results in an action plan to improve policy and practice  to achieve better 
outcomes for families with substance abuse problems in the child welfare and family court 
systems; 

 The anticipated level of staffing and other resources that will be made available to support 
The FDC goals.  
  

 
Submit a letter of commitment to participate in the Family Drug Court Online 
Learning Academy and Technical Assistance Program  

1. Please submit your letter of commitment no later than April 15, 2010 via email to Phil 
Breitenbucher (pbreitenbucher@cffutures.org) or fax at (714) 505-3626. 

2. Complete all prerequisites no later than May 15, 2010, in accordance with the guidance 
in the attached Invitation to Participate in the Family Drug Court Online Learning 
Academy and Technical Assistance Program 

 
 
 
 
 
 



 
 
 
 

 

Framework and Policy Tools for Improving Linkages Between  
Alcohol and Drug Services, Child Welfare, and  
Dependency Courts 

 
The ultimate goal of the professionals who work with children and families affected by substance use disorders 
and involved in the child welfare system is to facilitate positive outcomes for these families. Ideally, the parent 
will receive effective treatment for the substance use disorder so that the child can remain with the parent, while 
the well-being of the child is fully supported throughout the parent’s recovery process.  Achieving this outcome 
requires intensive collaboration by multiple agencies working with the family.  
 
NCSACW helps child welfare agencies, substance abuse treatment providers, and dependency courts to establish 
cross-system collaboration that sets the stage for positive outcomes. To carry out this work, NCSACW has 
developed a ten-element framework for collaboration and a set of three policy tools that support the framework. 
 
 
 The Framework: Ten Elements of System Linkages 

 
For cross-system collaboration to be effective and sustainable, each system – child welfare, substance abuse 
treatment, and the courts – must be engaged in each of these ten areas: 
 

• Underlying values and principles of collaborative relationships 
• Daily practice: client screening and assessment 
• Daily practice: client engagement and retention in care 
• Daily practice: services to children of substance abusers 
• Joint accountability and shared outcomes 
• Information sharing and data systems 
• Budgeting and program sustainability 
• Training and staff development 
• Working with related agencies  
• Working with the community and supporting families 

 
 
 Why Are these Ten Factors Important?  

 
• Underlying values and principles of collaborative relationships 

The partners in cross-system collaboration must create effective relationships with one another. The 
values held at the organizational level and by individual participants affect the likelihood of agreement 
on critical issues. The discussion of values is the cornerstone of a collaborative relationship. 

 
• Daily practice in AOD screening and assessment 

Each of the collaborating agencies must be aware of screening and assessment issues. Relevant agencies 
must determine whether the parent has a substance abuse problem, assess the nature of the problem and 
the most effective treatment, and determine what information should be communicated to the other 
agencies. 

 
• Daily practice in engaging and retaining parents 

Each of the collaborating agencies has the opportunity to encourage the parent to stay in the recovery 
process and meet the requirements imposed on them. Many obstacles confront parents who want to keep 
their families together while they deal with substance abuse. Judges can respond in a way that supports 
continued engagement in recovery and the court process; the parent’s attorney can make sure the parent 
knows the consequences of their actions.  
 

• Daily practice in services to children 
A family systems approach is necessary when substance abuse services are provided to parents with 
children in the child welfare system. A parent’s substance use disorder has a tremendous impact on the 
children, who need continuing skilled support. When residential care is warranted, it must be a priority to 
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keep parents and their children together, if appropriate. Without effective intervention, the children of 
substance abusers may repeat the parent’s pattern. The special needs of children of substance abusers 
must be addressed in prevention and intervention programs.  

 
• Joint accountability and shared outcomes 

The collaborative partners need to establish joint accountability and agree upon goals. The outcomes that 
they develop together guide the work of the collaborative; they demonstrate that the collaborative has 
achieved interagency agreement on desired results. Without agreement on shared outcomes, each of the 
partners is likely to measure its own progress as it did prior to collaboration, focused on its own 
perspective. 
 

• Shared information systems 
Shared information is the prerequisite for joint accountability. Joint information systems form the basis 
of communicating across systems and are necessary to track progress toward shared goals. Effective 
communication and information sharing provide the guideposts that gauge the effectiveness of the 
collaborative’s programs. 
 

• Budgeting and program sustainability 
The collaborative partners must tap the full range of funding resources available to the state or 
community so that it can develop stability over time for its innovative approaches. 
 

• Training and staff development 
Cross-training at all levels – administrative, management, and line-level staff – is essential to ensuring 
cooperation between key players in the systems.  
 

• Working with other agencies 
Many parents with alcohol and other drug problems also require the assistance of services other than 
substance abuse and child welfare to address the complex issues affecting their families. The primary 
partners must form relationships with mental health, domestic violence, primary health, housing, legal, 
and employment-related services. 
 

• Working with the community and supporting families 
Community-based organizations have been shown to be great resources. They can mobilize community 
members and have a role in preventing child abuse and substance abuse, as well as providing on-going 
support after formal services have ended. 
 

 
 Policy Tools  

 

• The Matrix of Progress in Building Linkages Among Alcohol and Drug Agencies, Child Welfare Services, 
and the Dependency Court is a tool for assessing collaboration across systems. The Matrix of Progress 
identifies benchmarks for improving the system linkages by specifying the fundamentals of improved 
practice, good practice, and best practice for each of the ten elements in the framework. 

 

• The Collaborative Values Inventory (CVI) is a questionnaire that serves as a neutral, anonymous way of 
assessing how much a group shares the values that underlie its work. The CVI is designed to identify issues 
that may not be raised if the collaborative begins its work together without clarifying the underlying values 
of its members. 

 

• The Collaborative Capacity Instrument (CCI) is a self-assessment tool designed to elicit intra- and 
interagency discussion about progress in addressing specific issues and about prioritizing programs and 
policy plans. 

 

• Screening and Assessment for Family Engagement, Retention, and Recovery (SAFERR) provides 
guidance for using efficient screening and assessment tools and communication strategies that support 
sound and timely decisions about the safety of children and about the treatment and recovery of parents. 
It also includes methods for developing collaborative relationships between the systems to help improve 
outcomes for these families. 

 
These tools are available on the Children and Family Futures website (http://www.cffutures.org) for use by States and 
communities. This Framework and Policy Tools was published in the SAMHSA Publication No.SMA-04-3930, Navigating 
the Pathways: Lessons and Promising Practices in Linking Alcohol and Drug Services With Child Welfare, Technical 
Assistance Publication (TAP) Series #27, April 2002. 
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A Discussion Guide for the  
Sustainability of Programs for Children and Families1 

Revised version 
 

 
Introduction 
 
What is sustainability? 
 
Sustainability has multiple meanings in referring to health and human services programs. It can 
refer to a program that is refunded, a successful program that is replicated and expanded, or a 
much broader impact when an innovation is fully institutionalized.  
 
Sustainability arises as a challenge when a partnership has developed a collaborative approach to 
achieving better outcomes for clients who need help from more than one agency. When federal 
and other one-time funding is time-limited, sustaining the project with other funding and support 
becomes an important task for project operators and agency leadership. That task must be 
achieved in a timely way. If these issues are deferred until the final year of the project, 
replacement or expansion funding will be harder to find than if a full sustainability plan is 
developed during the initial year of external funding. This document briefly sets forth the 
elements of such a sustainability plan. 
 
Sustainability issues include four critical dimensions: 

1. The effectiveness of what is being sustained—showing that an innovation worked, 
and that specific outcomes have been achieved, proving to prospective funders that 
the innovation was successful and should be refunded 

2. The financial resources needed to sustain the innovation 

3. The political and community resources needed to sustain the innovation, proving that 
it has a base of support in the community and has backers beyond the sponsoring 
agencies 

4. The organizational impact of the innovation, when a change in practice or policy is 
institutionalized throughout the organization, rather than being confined to an isolated 
pilot project 
 

The first and last of these are about results. The simplest equation in sustainability planning is 
that results drive resources. And, obviously, it takes resources to get results in the first place. 
 
Sustainability planning requires a series of logical steps that move from the project’s launching 
to its results, and on to its future funding. These steps are laid out in this summary document as a 
list of seven successive steps: 

1. Inventory current funding 

2. Document the effectiveness of the innovation to prospective funders 

3. Identify potential targets for future funding 
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4. Select priorities for future funding 

5. Select priorities for redirected funding 

6. Self-assess sustainability options in terms of political support 

7. Institutionalization 
 
The critical importance of cost data 
 
Sustainability planning must be driven by useful data about what programs cost, or prospective 
funders will be unable to determine what their funding would actually achieve. Therefore, cost 
data is a primary element throughout this planning guide. The need for this cost analysis may 
challenge some agencies to determine their costs at a more detailed level than they are currently 
doing, but the effort will be important in making a case for refunding.2 
 
To be useful for sustainability purposes, cost data must go beyond a “project budget” as 
submitted with a funding proposal, since projects typically develop a budget for external funders 
that does not list costs such as loaned staff or training expenses that are not covered by the 
budget. For example, if a dependency drug court receives new funding for expanded outreach 
staff, the full project budget should include the funding for the existing court staff who are 
working with DDC clients, whether they are part of the new project budget or not. The full costs 
of operating the project—grant funding and existing funding as well—should be included, in 
order to make clear what are the real costs of sustaining the project.  The cost basis of the project 
is also an essential component in determining cost offsets or savings in demonstrating the 
effectiveness of the project.  
 
Step 1: Inventory current funding  
 
Many projects approach the challenge of sustainability by making the case for new (or 
redirected3) funding. However, it will be difficult to make this case without a good handle on the 
current funding streams that partnerships may draw from as they begin operations. Thus a full 
inventory of current funding is needed—not only for the innovation itself but also for the full 
array of child welfare, treatment, court, and support services currently funding the innovation. 
This understanding of the current funding streams is a prerequisite to Step 3, in which additional 
funding options will be identified. 
 
This step can be taken initially as a survey of partners in a collaborative, asking each to list the 
funding streams that support their portions of the project and those that they believe might be 
available in the future. A refined and more detailed version of the inventory should be carried out 
in Step 3. An initial matrix developed by Santa Clara is attached as Appendix 1. 
 
Step 2: Document effectiveness of the innovation to prospective funders 
 
Sustaining funding is sometimes seen as finding the right new funding stream. But it is more 
appropriately identifying a funder who is a good fit with the results achieved by the project, as 
determined by the funder’s willingness to help pay for it. Any prospective funder will require 
persuasion before making an investment—especially in tight fiscal times—and the strongest 
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persuasion will be a convincing case that the innovation has succeeded in improving outcomes 
for clients of the prospective funding agency or for persons who may become clients if the 
innovation were not adopted. 
 
Above all, sustainable results need to be client-driven, i.e., they must be about improvements in 
the lives of specific people—children, parents, caretakers—as measured by specific outcomes. In 
the early stages of an innovation such as the RPG projects, proven outcomes improvement may 
not yet be available. But the importance of beginning sustainability discussions as early as 
possible means that interim changes in outputs, such as improved client engagement or better 
screening—can signal to funders that the innovation is making progress in the right direction, 
even if final outcomes are not achieved. So it is important that project evaluators and leaders 
agree on which of those interim outcomes make the best selling points to potential funders. 
 
In some cases, clarifying the “marketable outcomes” at the front end of the project may point out 
that some basic information is not being captured about clients and how they are improving. For 
example, if the project intends to demonstrate a reduction in foster care costs, the project staff 
will need to get a good handle on those costs as a baseline. Not all sites have solid data on costs 
per case or the differences in costs for different target groups, e.g. reunified families vs. children 
who remain in out-of-home-care. However, potential funders have a fiscal responsibility to ask 
such questions before assuming the costs of a new project. 
 
Step 3: Identify potential sources for future funding 
 
Given the results achieved, the question becomes which prospective funders are most likely to be 
interested in supporting the innovation. This requires broader funding reconnaissance than in 
Step 1. While Step 1 is about current funding, this step moves beyond that to targeting future 
funding from a wider array of sources. The funding paper developed by Dennis et al. (2008) can 
be helpful in developing this inventory.4 Developing a comprehensive inventory is a substantial 
task, and adequate staff resources should be devoted to the task, along with any available help 
from academic centers or state agencies who may have a partial listing of funding streams. 
 
The inventory needs to address funding options in the child welfare system, in the treatment 
systems, in the courts, and in supportive services such as child care, health care, and support for 
other kinds of aftercare services that would follow treatment services in a comprehensive 
program. Two examples of these inventories can be cited: 

1. The Arizona Prevention Resource Center, working with the Arizona Drugs and Gangs 
Policy Council, for fourteen years developed an inventory of all prevention and 
treatment funding in the state.5  

2. The State of Oregon, through work in the Substance Exposed Newborns Project at the 
University of Oregon, has developed an inventory of projects (including some 
funding data) targeted on substance-exposed newborns, using a five-part framework 
to classify programs and expenditures.6  

 
Once such an inventory has been developed, the next task is to refine it by determining the best 
fit between the outcomes of the innovation and the purposes of the funding. If the project has 
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included services to children who are not yet enrolled in the child welfare system, for example, 
child welfare funding may be less appropriate than funding from child development, maternal 
and child health, developmental disabilities, or special education funding streams. If the project 
emphasizes recovery outcomes, funding streams that support aftercare services such as job 
training, transportation, housing, or child care should be included as options. 
 
Step 4: Select priority options for new funding 
 
Next, across the full array of potential funding sources, an effort must be made to identify those 
which have the highest potential for payoff, so that the partnership does not dissipate its efforts 
seeking  sustainability funding across dozens of possible sources. Priorities can be chosen based 
on several criteria: 
 
1. Which agency would place the highest value on the outcomes achieved by the project? 

a. This assumes your data system is strong enough to capture current data on both client 
outcomes and costs. Citing a study done thirty years ago in another site that may 
show that $1 ultimately saved $7 in that site may not be persuasive to funders. That 
kind of long-range evidence is usually not enough to secure redirected funding in a 
site that does not have locally relevant proof of effectiveness. 

b. Again, cost data is critical to answering this question. At a minimum, prospective 
funders will want to know the unit costs of the innovation, and some will demand 
cost/benefit data that can only be extracted from an unusually strong client 
information and cost accounting system. It will not be enough to derive unit costs by 
dividing the total funding by the number of clients, which may be a very inaccurate 
way of answering the question any funder is entitled to ask: “what does this cost per 
client and how many clients could be served with our funding?”  

c. Persuading agencies that the innovation is worth sustaining also needs to be based on 
capturing adequate information at intake to show which agencies’ clients are 
receiving services—or which ones need services. Sustainability funding requires 
better documentation of the overlap between potential funders’ caseloads and the 
services being provided, e.g. co-occurring mental health services, services to children 
with special needs, victims of domestic violence, youth in the juvenile justice system, 
TANF families, etc. To the extent that these partner agencies’ clients are screened and 
assessed to be in need of services, the commitments of resources from these agencies 
to an innovative project will be easier to justify. A prospective funder is entitled to 
ask “how are our clients helped, and how many of them could be helped by this 
project?” 
 

2. Which agency can be given evidence that the project saves it money?  

a. For example, if the project’s efforts to work with families improves parents’ ability to 
get their children to attend school, each day of attendance saves a school district $40-
50 in daily attendance reimbursement in some states. It may be worthwhile to discuss 
those returns with a school district. Similarly, if the project prevents the removal of a 
child from home, how much does the state save in foster care placements, and what 
value does the state place on having a child remain safely at home? Projects need to 
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know the base costs (or a range of those costs) for out of home care that are accepted 
by the state as accurate; in one site, agencies accept a base figure of $16,000 as the 
annual cost for a child in out of home care. Each state and locality may differ, and 
knowing the base figure is critical to beginning a discussion of cost offsets. 
 

b. This requires a close connection between a child welfare outcome, such as 
reunification, and an outcome in the treatment system, such as recovery. Showing 
parallel outcomes in two separate systems is helpful, but the strongest proof comes 
when specific reunifications can be tracked to parents’ successful completion of 
specific treatment programs. Linking two separate sets of outcomes is difficult—but 
may be the crucial in making the case for new funding. That requires data integration 
that goes beyond merely collecting each agencies’ data separately. 

 
3. Which agency may have just been provided with new funding based on a priority that 

overlaps with that of the innovation? 
 

4. Where does new funding seem most flexible? What state or federal allocations are being 
made in ways that may give us an opportunity to break into this new source, e.g. with bonus 
points for collaboration? (State networks of providers and local administrators may be a good 
source for such information, since these groups closely track the availability of funding.)7 

 
5. How can we best diversify our funding base? Getting new or redirected funding is a benefit 

in itself, but it can also achieve a secondary benefit of making sure that all eggs are not in the 
same basket, by diversifying funding to multiple sources so that the loss of any one source is 
not fatal. 

 
In assessing possible cost offsets that can help make a case for new or redirected funding, the 
following suggestions have emerged from some of the RPGs: 
 

• Public safety, court, and corrections costs 
• Out of home care [$16,000 per year per child for out-of-home-care estimated in one site]; 

re-entry to care 
• Lower level of placement 
• Faster access to treatment  
• Reduced “repeat customers” in treatment= increased slot availability 
• Drug-free births 

 
An important reminder: Without baseline costs, the cost savings cannot be credibly estimated. So 
a standard cost figure for treatment, or out of home care, or post-natal care for drug/alcohol-
exposed births can be used to multiply the number of clients affected by these outcomes for 
substantial savings. But it may take discussions with other agencies to persuade them to give an 
RPG planning team the data on these baselines costs needed to determine how to compute the 
savings. 

 
In sum, priority-setting for sustainability is about ensuring that the team developing the 
sustainability plan is able to  
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Take stock of all options, and target a few best bets based on where resources are 
most significant, where new flexibility may be available, and where champions of an 
integrated funding approach may already exist.8   

 
Step 5: Select priority options for redirected funding 
 
For many projects, the best option may be taking advantage of the availability of funding already 
in the community that can be redirected to support the innovation. Again, having a detailed 
inventory will help make clear what some partnerships overlook:  the amount of existing, 
institutionalized funding already in place in a typical state or community is far greater than the 
smaller amounts of funding from new grants. While redirection involves careful negotiations 
with those agencies which currently control funds, the process of reviewing the best uses of 
scarce funding should be ongoing as part of the budget and program oversight process. 
 
Redirection requires a separate section of a sustainability plan, including  
 
1. Identifying opportunities to work with other agencies to redirect a portion of their current 

funding for their own clients who are affected by the innovation. This requires making a case 
that  

a. They are already spending the money for these shared clients 

b. They could save money by participating in funding the innovation which would 
provide services to their clients in a different and more effective manner 

 
2. Documenting ineffective use of current resources, based on efforts to identify less effective 

programs 

a. For example, using detailed process improvement efforts (such as those used in the 
work of the NIATx team9) can document what is not working and quantify 
performance outcomes data, licensing reports, and contract monitoring results in a 
way that demonstrates inefficiencies and helps make the case for a redirection of 
funds.  
 

3. Given the critical importance of Medicaid, a funding review should investigate whether 
Medicaid funding is being used optimally, including whether full matching is utilized and 
whether definitions of eligibility for supportive services and case management could draw 
down more funding. Are treatment providers enrolled as Medicaid providers? If so, do they 
have access to Medicaid eligibility files to determine when to bill Medicaid for a Medicaid 
reimbursable service?10 

 
Step 6: Assess sustainability options in terms of political and community support 

 
In this phase of sustainability planning, the question is who supports refunding or expansion 
beyond those directly involved with the project? Two kinds of support are critical: (1) evidence 
that members of the wider community agree that the project has value and (2) evidence that 
policy leaders and elected officials agree that new funding is a priority in the midst of all the 
competing options for use of scarce resources. 
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The first issue, then, is to what extent the wider community has already contributed resources—
cash, staff, or volunteers—to the project so its sponsors can demonstrate community buy-in to 
what they are doing. Are there volunteers? Have other agencies contributed in-kind support or 
staff? Is there a public and community relations strategy for marketing the program’s results to 
the wider public? Has it been tested it with lay people outside the field to make sure ordinary 
language is used rather than acronyms and jargon to explain the programs? Are there press 
clippings or videos that document the program visually and in media-friendly language? Have 
local media contacts been made with reporters likely to cover such stories? 

 
The second question is about support from policy and political leaders. Have legislators and 
other policy leaders in the community been briefed on program goals and progress in achieving 
them? Have they seen the program at first hand and heard testimonials from successful clients? 
Potentially, how valuable are the program’s outcomes to the priorities of policy and political 
leaders who may not be champions of the system in which you are working?  Examples are 
increasing the employability of TANF clients, reducing the number of children in out-of home 
care, diverting adults from county jail or prison.  
 
Here, a major challenge is developing marketing documents that translate the program from 
professionals’ language to policy terms. Program detail is not enough to make a case for a 
priority—and excessive detail may obscure the central points of the project’s benefits. Making a 
case for a project can be done in fiscal, political, media, or moral grounds—but a project’s 
sponsors need to be clear which they are invoking and how they intend to be convincing with 
this specialized, highly influential audience.11 A PowerPoint has been attached as Appendix 2 
that compiles five different bodies of evidence that can be used in marketing RPG results and a 
higher priority for the children and families targeted by RPGs’ efforts:  
 

• The case based on prevalence of the problem 
• The case based on outcomes 
• The case based on cost savings 
• The case based on intergenerational impact 
• The case based on early intervention and developmental effects for children 

 
Each RPG can tailor these types of evidence to their own situation, but taken together, these 
make up a strong case in marketing funding prospects for RPGs. 
 
Step 7: Institutionalization 
 
Sustainability also refers to taking an innovation and making it a permanent feature of the 
organization’s way of doing business. If a new practice is only used for a small portion of the 
caseload in a pilot project, or is only restricted to a small number of employees, the change may 
be at a scale that will not affect the rest of the organization in any lasting way.12 
 
In institutionalizing an innovation, the key staff will often be those at the administrative heart of 
the organization: personnel, fiscal, and training staff. Program staff may understand the external 
impact of an innovation, but it will often require staff who are familiar with an organization’s 
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internal administrative workings to take an innovation to the next level of institutionalized 
funding and support.  
 
Paul Light has defined innovation in the public sector as “an act that challenges the prevailing 
wisdom as it creates public value.”13 The task is doing something new or doing established 
practices in a new way; the public value comes when that new way works better than the old way 
of doing it.  The challenge of sustaining innovation in an institution, then, is capturing what it is 
that is new and what it is about it that works better. Those are the questions that innovators must 
answer as they seek sustained funding and support. 
 
The relevant questions include whether a new practice has become an accepted part of training 
programs, agency budgets, and accepted protocols that extend across the organization rather than 
to a small segment of the caseload. A summary of these questions should include: 
 

• Is adequate staffing in place to keep the project functioning? 
• Is there a line item or redirected funds in the agency’s base 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 play a role as barrier-removers when line staff identify 

recurring barriers? 
• Is the project linked with parallel reforms in the rest of the agency, or is it isolated?  
• Is there a formal replication schedule-if the project succeeds at current scale, what is 

the next level at which it should be attempted? Is there a timetable for going agency-
wide with the innovation? 

 
Why Should We Spend Time on a Sustainability Plan in Times like These: There’s No Money?! 
 
For some sites, the state and local budget crises may make the idea of sustainability planning 
seem like a fanciful exercise in futility. But there are at least four reasons that such planning 
should begin in 2009: 
 

1. Beginning to lay the groundwork for a strong case for new or redirected funding in 2010 
or 2011 needs to happen in 2009, rather than waiting until fiscal options look better. The 
work of sustainability—done in depth, and not superficially with a grant proposal or 
two—demands serious effort to gather data, identify funding streams, and take all the 
other steps outlined in the seven-step process described above. If that work is postponed, 
it may be done hurriedly, and the case for funding may appear weak. Preparing for fiscal 
upturns needs to start during the downturn, because the competition as budgets get better 
will be much more intense. Early birds really do get more. 
 

2. Approaches to some funders do not bear fruit on the first attempt, and a trial run in 2009 
may prepare a site for a better chance in 2010-2012. Negotiations with funders are like 
diplomatic negotiations—they rarely produce results after a first meeting. Over time, the 
positions become clearer, and the two parties learn to talk to each other and to appreciate 
each other’s positions in a more nuanced way, rather than a simplistic request for money 
which can be easily turned down. A case can be made, in fact, that the first discussion 
should not even be about funding but about what outcomes are priority goals for the 
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potential funder. For five year grants, making leadership aware of what the project is 
doing, and anticipated outcomes lays the groundwork for coming back at a later time 
provide data on outcomes and discuss funding options for sustaining effective programs. 
Exploring positions to determine what is the best approach to a funder takes time and 
patience, and the sooner such an effort is begun, the sooner it can be productive. 
 

3. The outcomes needed to connect a new funder with the results of the RPGs will in many 
cases not be available until the second or third year of operations. But beginning to 
determine which are the high-payoff outcomes requires early discussions with funders, to 
ensure that data systems are collecting the right data that would be most persuasive. 
Making a convincing case for outcomes over a three or five year period cannot happen if 
the right data was not collected and analyzed until the final year of operations. In a 
competitive funding environment, demonstrating that an innovation is more efficient 
and/or more effective in producing results is a powerful argument for sustained funding. 
But the efficiencies and outcomes must be tailored to a potential funder’s highest 
priorities, which requires specific discussions and data collection that emphasizes those 
priorities. 

 
4. As noted above, some sustainability planning will be able to target one-time or new 

funding emerging from the stimulus package of the new federal administration. That 
work needs to begin in 2009, as the first waves of new federal funding begin coming out. 
Persuading state and local agencies who receive such funding that the RPG target 
population should benefit in receiving their fair share of these allocations cannot wait 
until the fiscal situation of the state or locality has completely turned around. In some 
cases, it may be possible for RPGs to arrange for small funding amounts from 
prospective funders as a kind of “trial run” of larger funding potential. This is another 
reason not to wait until the final years of the federal funding before arranging for new or 
redirected funding to supplement the federal grants. 

 
The details of the federal fiscal stimulus funds are still emerging, but it is clear that state 
and local agencies will have an opportunity to take advantage of increases in several 
areas that may overlap with the mission of the RPGs.  These include: 

 
– Head Start and other early childhood programs; using special needs and links to 

eligibility for children in the child welfare system 

– Health information systems: monitoring families through treatment and recovery; 
case management information systems that track families referred for treatment, 
in treatment, and during aftercare 

– Medicaid supplements: any increments for children's programs or for treatment? 

In determining the relevance of these funds for sustainability planning, RPG teams should meet 
with the state and local officials likely to be best informed about the timing and amounts of the 
stimulus funding. RPG teams should also recognize that some projects have the potential to 
address national priorities that extend beyond the boundaries of child welfare and treatment 
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agencies. These include health reform, early childhood education as a means of improving 
school readiness and educational outcomes, and the cross-cutting issue of child poverty. 

 
Finally, the climate of fiscal strain does not uniformly affect all projects and agencies. It is 
important to remember: 
 

• If what you’re doing is working, your defense against budget cuts is better than most 
programs that can’t document effectiveness 

• If what you’re doing saves money, your case for sustained funding is better than most 
programs that can’t document their cost impact 

• If what you’re 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. 
 

The privatization option 
 
For some partnerships, an option for future funding may be to spin off all or part of the project 
for operation as a private for-profit organization, or as a joint venture with a private company. A 
project that makes money or is clearly break-even in its costs may be attractive to private 
funders.  Although this is a less likely funding option, it should be recognized that there are very 
few types of health and human services that are not operated as a for-profit company in some 
parts of the U.S.  Child care, long-term care, managed care organizations, housing programs, and 
employment agencies—all of these are operated as for-profits.  Some states have privatized 
major parts of their child welfare operations, and treatment agencies are often operated as local 
branches of national or regional for-profit organizations. While there are definite drawbacks to 
for-profit operation, there are also tax advantages, options for owning or leasing buildings on a 
different cost basis, and the possibility of contracting for services rather than building up central 
office staff. 
 
Some nonprofits and public agencies have pursued for-profit operation based on a social 
entrepreneurship model, in which a social purpose is seen as best achieved by a hybrid 
organization that has both for-profit and nonprofit units and adopts business methods as it seeks 
efficiency.14 Some private funding for startup capital is available for agencies that are launching 
social entrepreneurship efforts. 
Doing the Work of Sustainability Planning 
 
Hard-pressed program administrators who are focused on operational details may find it difficult 
to free up enough time to get into the nuts and bolts of a sustainability planning process, and to 
begin negotiations with prospective funders.  It is important to be realistic about what project 
staff can and cannot do by themselves—and at the same time to recognize that there are many 
sources for getting help. 
 
Sometimes local community foundations know the ins and outs of local private sector funding 
and can provide valuable guidance on how to approach different funders. Regional offices of the 
federal government agencies have staff who are well-versed in the particular federal programs in 
their area, and they can be a useful resource. Some universities that are involved in federal grants 
and contracts have expertise in searching the grant inventory and in writing drafts of proposals as 
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well. And there is no substitute for budget staffs of state and local agencies who work on a day to 
day basis with programs like Medicaid and Title IV-E and the federal prevention and treatment 
block grants. 
 
Weaving these resources together may cost some initial time, but may result in RPG sites having 
in effect an “on-call” supplementary staff to help with sustainability planning and negotiations. 
Guided by the core outcomes of the project, these external staff resources can be very useful in 
pursuing new and redirected funding options. But an important caveat is that relying on a 
consultant to do the plan separately from line staff and senior project leadership is likely to cost 
more time than it saves—because consultants rarely understand the nuts and bolts of a proposal 
or have the access to data needed to prove solid outcomes. A well-staffed proposal for sustained 
funding demands time from project leaders; it cannot be shunted off to outside consultants who 
will have difficulty making the case for funding. 
 
Conclusion 
 
A partnership site that seeks sustainability funding should begin as early as possible in its 
implementation period to develop a formal sustainability plan. Initially, this may be a variation 
on the language in the “Project Sustainability” section in the original proposal. But these sections 
tend to be brief and to express hoped-for funding rather than the product of a thorough priority-
setting effort based on outcomes and clear targets. 
 
Review of a “second draft” of the RPG’s sustainability section, building on the language in the 
original proposal, at a meeting of the appropriate oversight group may surface issues about 
prospective funders and political support that are best identified in the early stages of projects. 
Staff resources devoted to the sustainability planning effort should be adequate to develop the 
inventory, identify the best fit between outcomes and funding targets, and guide the oversight 
group to its eventual decisions about priorities. Each of the seven stages needs adequate time and 
review to ensure that the final document gives a strong project the best possible opportunity for 
continuation, expansion, and institutionalization. By mid-2009, such a draft should be available 
for review. 
 
Additional Resources 
 

• The Finance Project’s Sustainability Project 
http://www.financeproject.org/special/engage/workbook.cfm  
 

• Ira Cutler monograph: End Games: The Challenge of Sustainability 
http://www.aecf.org/upload/publicationfiles/end%20games.pdf  

 
• Literature on treatment costs at Treatment Improvement Exchange website: 

http://tie.samhsa.gov/Taps/index.html  
 

• Family drug court sustainability publication from NDIC: 
http://www.ndci.org/publications/sustainability_web.pdf  
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• Join Together AOD costs article: 
http://www.jointogether.org/news/research/summaries/2009/addiction-costs-
medicaid.html   
 

• Brazelon Mix and Match citation: 
http://www.bazelon.org/issues/children/publications/mixmatch/mixandmatch.pdf  

 
 
Appendices to Sustainability revision 
 
Appendix 1: Santa Clara Matrix 
Appendix 2: The five cases PPT excerpts 
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NOTES 
                                                           
1 This paper draws upon a prior document, Dennis, K., Young, N. K., & Gardner, S. G. Funding Family-Centered 
Treatment for Women With Substance Use Disorders. Irvine, CA: Children and Family Futures, Inc., 2008. 
The focus of this sustainability document is upon the Regional Partnership Grants funded by the Children’s Bureau, 
but its conclusions are intended for wider use by all collaboratives working in the arenas where child welfare and 
substance abuse treatment overlap.  The author appreciates comments on drafts by Kim Dennis and Ken DeCerchio. 
 
2 A more detailed product on cost analysis is under development. 
 
3 We are using redirection and redirected funding to refer to funding already in the community which can be 
allocated to the new project. 
 
4 Dennis, et al. 
  
5 Arizona Prevention Resource Center. (n.d.). Program Inventory/Social Indicators.  This document is no longer 
produced, but copies of the earlier versions are available from APRC. 
 
6 http://eip.uoregon.edu/projects/feat/docs/StateWorkgroup/Completed_5-point_matrix_2007-07-10.pdf  
 
7 To illustrate the point about different types of flexible funding, in one recent funding workshop, a distinction was 
made between four types of potential funding: 

• One-time grants 
• Institutionalized funding, both redirected and new taps of sources such as Medicaid 
• Wider claims to entitlement funding and fair share approaches to support services such as child 

care and public health nursing  
• “Prove it” funding, in which a case is made that back-end funding for out-of-home care should be 

used for preventive services that save money 
“Fair share” funding refers to an agency making a case that its clients deserve a fair share of another agency’s 
funding based on their needs and total numbers, e.g. that Head Start funding should be set aside for children affected 
by prenatal substance exposure or by abuse and neglect. 
 
8 White Paper on Funding Comprehensive Services for Families with Substance Use Disorders in Child Welfare and 
Dependency Courts, available at www.ncsacw.samhsa.gov  
 
9 https://www.niatx.net/Content/ContentPage.aspx?NID=9 (Network for the Improvement of Addiction Treatment) 
The NiaTx approach documents a program’s client intake and treatment processes in depth, determining which can 
be made more efficient.  
 
10 M. Geyer, (2007) Lowering the cost of Medicaid by providing drug and alcohol treatment. National Conference of 
State Legislatures.   http://www.ncsl.org/programs/health/forum/Loweringthecostofmedicaid.htm     
 
11 A separate document on marketing program success is under preparation. 
 
12 These issues of organizational culture change are dealt with at greater length in a chapter on “Where Child 
Welfare and Substance Abuse Intersect: Changing Organizational Cultures” by S. Gardner and N. Young, in the 
2007 publication, Improving the Quality of Care for the Most Vulnerable Children, Youth, and Their Families: 
Finding Consensus, (2006) edited by Steve Hornberger for CWLA Press. 
http://www.cwla.org/programs/bhd/qualityofcare.htm    
 
13 P. Light (1998) Sustaining Innovation. Jossey-Bass, San Francisco. xvi. 
 
14 Additional information about social entrepreneurship is available at http://www.ashoka.org/,  
http://www.pbs.org/opb/thenewheroes/whatis,  http://www.caseatduke.org,   and http://sie.stanford.edu / 


