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RAISE YOUR HAND IF YOU’RE A…

 Service Organization Rep

 Implementation Practitioner

 Researcher

 Policymaker
 Public mental health services

 Community-based services

 Children’s Advocacy Centers

 Somewhere else

…and if you work in…
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RAISE YOUR HAND IF YOU worry about…

 Finding the funds needed to 
make sustainment feasible

 Your EBP implementation 
efforts being sustained for the 
long term

 Prioritizing equity and serving 
marginalized groups in the face of 
these practical challenges

 Keeping the lights on and people 
employed
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Today’s Agenda

(1) Background on sustainment

(2) Development and use of the 
Fiscal Mapping Process

[30-MIN BREAK]

(3) Practice using the Fiscal Mapping 
Process (on your own or in groups)

(4) Reflections and next steps

 Understand the purpose and application of 
the Fiscal Mapping Process tool 

 Learn about resource needs and supports 
for implementation of PSB-CBT

 Learn at least 3 financing strategies for 
evidence-based behavioral health services

 Learn how to apply the Fiscal Mapping 
Process tool to an EBT program at their 
agency

 Work collaboratively to identify resource 
needs, funding objectives, and potential 
financing strategies for their EBT program

 Develop 2-3 action items for continue 
application of the Fiscal Mapping Process 
toward financial sustainment of their EBT 
program

Learning Objectives: 
attendees will be able to…
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PART 1

PART 2
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Background on Sustainment of EBPs

5

Sustainment of EBPs

Evidence-based practices 
(EBPs) can be great for our 
clients…

…but also hard for service 
agencies to sustain in 
practice
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Sustainment of EBPs

Evidence-based practices 
(EBPs) can be great for our 
clients…

…but also hard for service 
agencies to sustain in 
practice

7

Sustainment of EBPs

[We are] encountering a lot of obstacles
with the Medicaid filing, so we’re not really sure that that’s 
a viable long-term sustainability plan … it seems that this 
program will kind of always thrive on blended 
funding.

Admin interview from Mundey et al. (2020). Journal of Behavioral Health 
Services & Research.
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Sustainment of EBPs

• Limited, fragmented 
funding is a major 
challenge to sustainment

• Costs include service 
delivery, training, quality 
assurance, care 
coordination, and supplies

• Funding sources rarely 
cover all sustainment costs

9

Our thinking about sustainment is grounded in 
the Public Health Sustainability Framework

FUNDING STABILITY:    
making long-term plans 
based on a stable funding 
environment

STRATEGIC PLANNING: 
the process that defines 
program direction, goals, 
and strategies

Schell et al. (2013). Public health sustainability framework.
Implementation Science. https://doi.org/10.1186/1748-5908-8-15 10
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Sustaintool. org  offers tools for measuring sustainment capacities

• Assesses the sustainment 
capacities of a wide range of 
programs in public health and other 
fields (e.g., social services, 
education)

• Best suited for full programs with 
their own operational components, 
such as dedicated staff

• Examples: a healthy school lunch 
initiative, an adult literacy program

• Assesses the sustainment 
capacities of a clinical practice

• Best suited for discrete practices 
that are integrated within existing 
workflows

• Examples: a mental health 
screening procedure, a hand 
hygiene process
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QUESTIONS SO FAR?
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Development of the
Fiscal Mapping Process

13

Aims of Pilot Study

AIM 2AIM 1

To develop a process that will 
guide strategic planning 
efforts for financing EBT 
sustainment

To evaluate preliminary 
impact of the process on EBT 
sustainment in youth 
behavioral health service 
agencies

14
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1. Identify the resources 
needed to sustain the 
EBT

2. Specify objectives for 
obtaining needed 
resources 

3. Brainstorm financing 
strategies that can meet 
objectives

4. Select and use the best-fit 
financing options to meet all 
funding objectives

5. Monitor financial 
viability of the EBT and 
update the fiscal map as 
needed

FISCAL MAPPING PROCESS: OVERVIEW

Published tool is available at RAND.org: https://doi.org/10.7249/TLA2678-1 15

Initial training

Survey 1

48 participants
from three key 
roles in youth 
mental health 

services

Consent

Coaching
(monthly, ~15 

min )

Focus Group 1
+ Documents

Process 
Mapping 
Exercise

Focus Group 2
+ Documents

Version 2 
introduced 
at 6 months

Study design and timeline: 12-month pilot test
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Support materials
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HOW TO USE the
Fiscal Mapping Process
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COMPLETED EXAMPLE

Federally Qualified Health Center in 
Oklahoma

Four clinicians deliver services in the 
PSB-CBT program

Biggest sustainment challenge is maintaining 
PSB-CBT clinicians in face of turnover

Agency has been using the Fiscal Mapping 
Process for about 5 months

19

STEP 1: RESOURCES NEEDED
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STEP 2: Funding objectives

21

STEP 3: FINANCING STRATEGIES

22

#

3A: Financing Strategies Already Used

Sustainable? Notes/Describe:

Uncertain
Added PSB-CBT to 
grant application for next 
3 yrs (update - funded!)

1 Grant funding
Yes, for other 
EBTs/programs

2 Cost offset

Type of Strategy Funder/Source Using Strategy?

OJJDP

State MH 
agency

Yes, for this 
EBT

Yes
State initiative that 
covers costs of training/ 
consultation fees

Barely covers in-session 
clinician time

3
Standard fee-for-service 
reimbursement

State Medicaid
Yes, for this 
EBT

No

#

Uncertain
To cover out-of-session 
(unbillable) clinician time; 
not awarded last cycle

3B: New Financing Strategies to Be Explored

Type of Strategy Funder/Source

6 Grant funding NCTSN
No, but used 
previously for 
this EBT

Using Strategy? Sustainable? Notes/Describe:

State Medicaid No, never used Yes
"Behavioral health 
home" (CCBHC) model 
now available in state

7
Capitated or patient-
based payments

Have borrowed from 
residential programs; 
need to limit carefully

8
Shifting funds between 
programs

internal
No, but used 
previously 
otherwise

No

21
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STEP 4: FISCAL MAP FOR EBT

23

1 2 3 4 5 6 7 8 9 10

25% 0% 0% 20% 0% 0% 0% 30% 0% 0%

50% 0% 30% 20% 0% 0% 0% 0% 0% 0%

25% 50% 0% 5% 0% 0% 0% 0% 0% 0%

0% 20% 0% 0% 0% 0% 0% 0% 0% 0%

75% 0% 0% 10% 0% 0% 0% 0% 0% 0%

Step 4: Fiscal Map for EBT
Now let's put everything together! The fiscal map shows your identified funding objectives (from Step 2) and financing strategies (from Step 3). Complete 
the map by specifying (1) what % of each objective is covered by each strategy and (2) when an objective is covered enough that you consider it met.

OJJDP: 
Grant 
funding

State MH 
agency: 
Cost offset

State 
Medicaid: 
Standard 
fee-for-
service 

Note: You can click the blue links to 
return to previous steps; the text 
entered in those steps is displayed 
below the link. The gray boxes can 
be used to take additional notes 
within Step 4.

Percentage of Objective Met by Each Financing Strategy

Amount 
Covered

public: 
Fundraising 
and 
investor 
donations

NCTSN: 
Grant 
funding

State 
Medicaid: 
Capitated 
or patient-
based 

internal: 
Shifting 
funds 
between 
programs

State 
Medicaid: 
Increased 
fee-for-
service 

Support monthly MDT and 
Community Change Process 
meetings

Relying too much on shifting internal funds to be sustainmable yet. Good option for fundraising b/c these 
are general operation activities - potentially increase contribution from that source here to meet objective?

Objective met?
Objective #1 75%

Not yet
Objective #2 100%
Cover all clinician time for PSB-CBT 
delivery (including out of session)

OJJDP grant can cover the out-of-session costs that are not reimbursed. Leadership team in agreement 
that two therapists per group plus family advocate support are essential - pressure to downsize has 
slowed.

Objective met?
Yes

Objective #3 80%
Budget ongoing training, 
supervision/case review, and 
certification prep

Manageable for now, as long as state keeps subsidizing PSB-CBT training; hoping to make up the 
difference with extra $ here and there from new strategies

Objective met?
Not yet

Ensure adequate senior leader 
training to support PSB program

Currently a big gap, and OJJDP budget cannot support senior leader training. Trying to determine whether 
OJJDP grant or CCBHC model is more feasible (short term) and sustainable option.

Objective met?
Objective #4 20%

Objective #5 85%
Not yet

Yes

Maintain support for PSB materials 
and travel

Manageable for now with OJJDP grant, but could also be supported by CCBHC rate? Objective met?

STEP 5: MONITORING PLAN

24

EBT sustainment supports and/or barriers to monitor

Step 5: Monitoring Plan
Each time you update your fiscal map, use this step to lay out how you will 
monitor the plan and return to it on an ongoing basis.

Date when fiscal map 
was last updated

Date next update is 
due (suggest 1–3 

*Add this date to your calendar!*

Who is responsible for monitoring updates?

9/15/2023 12/12/2023

Jane Note: The list of names in the drop-down 
menu is from Step 1. Click the blue link 
at left to jump back and edit that list.(names from Step 1)

Action Items for the Team
Action Relevant Step Who Is 

ResponsibleFollow up with Medicaid Step 3 Jane
Look into CCBHC funding Step 4 John
Decide about NCTSN grant Step 4 John

Big burden to manage fee-for-service plus grants - looking 
to streamline. CCBHC is a great opportunity; might allow 
hiring of more clinicians. OJJDP grant gives us time to 
breathe and figure this out.

23
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Tips for making the most of Fiscal Mapping

• Set aside time to work on the tool each month
• Use the embedded Completion Checklist to monitor progress

Identify who from your organization will work on the tool

• Within your agency (leadership, clinicians)
• Funding partners
• Community partners and leaders
• Service recipients
• When and how will you engage with them?

Engage key decision-makers and partners

25

Experiences using Fiscal Mapping for PSB-CBT

• Description of service agencies and agency representatives involved

• How Fiscal Mapping was introduced to agencies

• How agencies have used the tool so far

• Feedback on benefits and challenges to using the tool for PSB-CBT

26
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QUESTIONS & DISCUSSION

27

BREAK TIME!
BACK IN 30 MINUTES

28

27

28



3/12/2025

15

Part 2:
Time to practice Fiscal Mapping!

Partner up with colleagues or neighbors, or work solo

We will circulate to answer questions

• [OPTIONAL] Select, complete, and score (last 
page) PSAT or CSAT for your PSB-CBT program

• Orient to the Fiscal Mapping Process
o Review the Quick Start Guide
o Specify the Program Details
o Look at the resource tabs

• Start filling out Steps 1-3

Take ~50 minutes to:

We will then regroup to share experiences

Download all 
materials from Box:
https://tinyurl.com/
NSSBY-sustain

29

Sharing experiences with the group

• Your organization and partner(s)
• Relevant details of your PSB-CBT program
• Your role(s) in the process

Brief background

What did you find most useful about the sustainment 
assessment and strategic planning tools?

What were the greatest challenges you encountered in 
applying and making sense of the tools?

How do you expect community partners would view the tools? 
[if no community partner representation today]

30
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Who is planning to…

1. Share a sustainment capacity assessments tool with your team(s)?

2. Share the Fiscal Mapping Process with your team(s)?

3. Use these tools for sustainment planning with a specific EBP or project?

4. Use these tools in research or evaluation projects and proposals?

5. Engage in other next steps for sustainment planning you’d like to share?

31

Final reflections on 
today’s learning objectives

1. PSB-CBT implementation and sustainment capacities that inform strategic 
planning and financing priorities

2. Key steps and tools that can guide planning for sustainable financing            
of PSB-CBT

3. How community-academic partnerships can effectively address 
sustainable financing for PSB-CBT
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Please stay in touch!

Reneeadopp@rand.org Tricia
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