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Supporting Wraparound Implementation: Chapter 5d.4

Developing, Financing

and Sustaining County-Driven
Wraparound in Butler County, Ohio

Neil Brown, President
Neil Brown Consulting, Inc.

Over the last four years, Butler County has undertaken a
process to develop, finance, and sustain a successful,
visible wraparound initiative. Butler County is located in
the southwest corner of Ohio, just outside of Cincinnati.
In 2000, the population of the county was 323,807 (91%
White, 5% black or African American, 1.6% Asian, and 1.4%
Hispanic). The median household income was $47,885.00.
The county has experienced rapid growth in the last decade
and its social service delivery capacity has been stressed as
a result.

Ohio has a history of collaborative cross-system prac-
tice stretching back several decades. One of the forms that
this work has taken has been the creation of county-based
“clusters,” groups of cross-system representatives who
work together to arrange services and plans for families
whose needs are not met in typical service delivery. Grow-
ing frustration with this “cluster” process led to the de-
cisions that premised Butler County’s development of an
effective wraparound capacity. In Butler, and many other
Ohio counties, there had been a history of having collabora-
tive fixed teams of system staff meet on a regular basis to
review plans for families who were in need of additional or
different responses to their needs than the typical service
processes were able to deliver.

Over four years, Butler County has planned and imple-
mented a series of strategies related to the development of
an effective wraparound capacity. One significant feature
of this effort has been the high trust level present between
the Family and Children First Council (FCFC) and its host,
the Educational Service Center, and amongst the partici-
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pating systems from across the community. Trust
has fostered the support and flexibility, as well as
patience, needed to see through the development
of this effort.

The Context

Local counties operate all key child/youth- and
family-serving agencies in Ohio. This means that
all employees providing for the care and support
of youth and families are employees of the coun-
ty government with the exception of the Mental

N

Health (providers of service are hired at private
companies and non-profit organizations) and Edu-
cation systems (hiring of school personnel is based
in districts that have different geographic bound-
aries than the counties they are located in). Over
the years, each county has evolved a network of
contract agencies that provide the direct care and
management of behavioral health services. Most
Ohio counties also have multiple school districts
within their geographic regions. Special Educa-
tion services are district based and supported by
regional educational service centers that provide
training, consultation, and specialized services
that districts do not maintain individually.

In each of the 88 counties in Ohio there is a
body called the Family and Children First Council
(FCFC). This is a mandated collaborative structure
that brings together child- and family-serving sys-
tem representatives and parent representation,
to oversee and manage services and supports for
families that are multi-system involved. These
councils are supported by a state level council

that is made up of the leadership of for each in-
dividual system. FCFCs are also charged with the
oversight of collaborative service efforts and plan-
ning for community needs for youth and families.
The FCFCs have grown out of a long history of col-
laboration at the cross system level that was first
implemented in the state over 30 years ago.

Ohio is a home rule state. As a result, many
state initiatives take on a flavor that is shaped by
a county context. Wraparound has been no excep-
tion. Each county is required to submit to the state
a “Service Coordination Plan.” This plan describes
the county’s arrangements for meeting the needs
of families whose lives touch more than one or two
of the county’s child and family serving systems.
In Ohio, the wraparound process is one of many
options that counties can pursue to improve ser-
vices and outcomes for children, youth and fami-
lies who bump up against multiple systems. Butler
County elected to pursue the wraparound process
because local leadership felt this approach could
yield improved outcomes for youth and families
served collaboratively across systems. Specifically
the county leadership sought to serve multi-need
youth within the county borders as opposed to uti-
lizing out-of-county placements

The History of Implementation

Plan A: Once leadership in Butler County de-
cided to develop wraparound capacity, their next
decision was to build a design. After spending a
year in design conversations, their original design
involved creating wraparound facilitation capac-
ity across local systems rather than through a cen-
tralized team or unit. This design called for train-
ing system staff from all child and family serving
systems and for their “home” systems to allow
and support the staff to facilitate wraparound
teams for families identified through the FCFCs.
The original designed called for wraparound facil-
itators to facilitate across systems. For example,
a child welfare worker would facilitate for a pro-
bation-involved family while a probation worker
would facilitate for a mental health involved fam-
ily and so on.

It soon became obvious that this strategy was
difficult to implement for the following reasons:

1. Capacity and Expertise: It was difficult for
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facilitators to learn facilitation skills while
at the same time still performing the core
tasks of their “real” job in the organiza-
tion they worked for.

N

. Diffuse Supervision: Since there was no
centralized wraparound supervision, there
was not enough consistency to assure qual-
ity in the process as it happened across
multiple sites within the county.

3. Agency boundaries: Agencies required that
staff from key systems only facilitate for
families involved in the worker’s home sys-
tem.

Plan B: Butler County leadership, through the
FCFC, developed a second strategy, which was to
build a pool of Community wraparound facilita-
tors. The FCFC recruited community members
and interested system staff to be trained to serve
as facilitators. These community facilitators re-
ceived contract rates per family when they facili-
tated a wraparound team and plan. Payment was
delivered in increments, when key benchmarks
in the process were reached. These benchmarks
included the completion of a Strengths, Needs,
and Culture Discovery document, the initial wrap-
around plan, and the crisis/safety plan.

This strategy provided enough momentum, in

Figure 1. Butler County Family & Children First Council Organizational Chart
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terms of developing
community support
for wraparound, that
the next step was
taken. Two local sys-
tems, Child Welfare,
and the Department
of Job and Fam-

“The stars aligned
and we were
able to develop

ily Services (DJFS,

WraP(.J{‘OUI.'Id for Ohio’s evolution of
(lIEHGRS  the adult  welfare
county” system, responsible

for welfare in the
era of post welfare
reform) created con-
tracts that currently
fund the positions
described below.
The adult system’s
funding position for
the wraparound ini-
tiative came to pass
because of the DJFS
participation and
history in the local
collaborative infra-
structure as well as
it understanding of the role it plays in supporting
families in the community care system.

The Butler County Wraparound Program cur-
rently operates as a staffed unit of the county’s
collaborative structure. The development of the
Wraparound Program is unique as it was not funded
as a discrete program but rather “grown” through
several different strategies that resulted in the
formalization of the county’s commitment to the
approach. The FCFC, through its executive com-
mittee and staff leadership, has built a structure
that now provides wraparound to 100 families or
more a year.

- Butler County
Wraparound Program
Staff Member who
has watched the
growth from the very
beginning through the
current status

The Elements of the Process

Overview

The wraparound unit in Butler County is housed
at and managed through the FCFC. In turn, the
FCFC is housed at the Educational Service Cen-
ter (ESC), the multi-district special education
support center for the county. The ESC serves as

the fiscal agent for all activities related to the
program components. Oversight of the activities
of the FCFC staff is conducted by the Executive
Director of the FCFC who reports to the Execu-
tive Committee of the Council. The organizational
chart (see Figure 1 on previous page) reflects the
current structure and staffing for the Wraparound
Program in Butler County.

The wraparound initiative is currently com-
posed of eight FTEs and the services of the Execu-
tive Director of the council. Positions within the
structure include:

« Facilitators (4 FTEs): There are four full-
time facilitators who implement the wrap-
around process. These positions are em-
ployed by the ESC. The family load for
these staff varies across the year but aver-
ages about 15 families at a time.

« Family Advocacy Coordinator (1 FTE). This
position is responsible for developing vol-
unteer parent-to-parent connections for
families in the wraparound process. There
is limited capacity for funding through sti-
pends to some parent to parent support-
ers. Thus there are both paid and volunteer
“advocates” supported by this position.

e Community Wraparound Coordinator (.5
FTE): This position supports community
wraparound facilitators through individu-
alized coaching and field-based support.

e Program Assistant (1 FTE): The person in
this position provides support to the proj-
ect, including data entry for tracking out-
comes and process.

o Community Wraparound Program Director
(1 FTE). This position supports and super-
vises all project staff.

o Community Wraparound Triage Coordina-
tor (1 FTE). This position assists families
through the intake process to access the
wraparound process. The Triage Coordina-
tor also provides support for and to fami-
lies who may not be eligible for the pro-
gram. Additionally, the Wraparound Triage
Coordinator is available to help families
who aren’t able to immediately enter into
the wraparound project but are in a crisis



based on an immediate lack of options or
service responses.

County Wraparound
Facilitation Capacity

Team facilitation is provided primarily by the
four county staff who are managed under the aus-
pices of the county collaborative structure. Ad-
ditionally, there are six Community Wraparound
Facilitators, including people who are not county
employees but who are trained and supported to
serve as wraparound facilitators for a small num-
ber of families. Additionally, a small number of
system employees, not employed by FCFC, who
work in other county organizations, are viewed as
“community facilitators” who provide facilitation
to typically no more than one family at a time.

Parent Advocacy and Partnership

All families involved in wraparound in Butler
County are offered access to a Parent Advocate.
In Butler County advocates typically work with a
small number of families at a time—one to three
or four families depending on the role of the ad-
vocate (paid or unpaid) and the amount of effort
the advocate has available to devote to the work.
Butler County Parent Advocates partner with a
parent throughout the team planning and sup-
port the service delivery process in order to assist
families in:

» Engaging in the wraparound team develop-
ment and planning process;

» Assisting teams, providers, and other sup-
ports to clearly hear and understand the
family’s unique perspective and voice;
and

e Providing support to families as they par-
ticipate in various meetings throughout
the community and system.

Butler County has developed several avenues
to assure the presence of parent advocates in
their wraparound initiative. In addition to funded
positions there is a cadre of “volunteer” parent
advocates who can provide peer-to-peer support.
These efforts are supported by a Family Advocacy
Coordinator who is responsible for;
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Linking local volunteer advocates to the
state-wide efforts

e Recruiting and supporting parent advo-
cates as they work with families

Enhancement Efforts

Triage: Over the course of the year, the Butler
County Wraparound Project may maintain a wait-
ing list. Additionally, some families face imminent
risk of out-of-home placement, with no immedi-
ately available wraparound response. The county
has a commitment to addressing the needs of all
families referred, including those who wouldn’t
necessarily meet eligibility requirements for the
formal wraparound process. In order to meet this
commitment, Butler County has recently added a
Community Wraparound Triage Coordinator. This
person is responsible for:

» Assisting families entering the Wraparound
Program with any immediate needs that
must be met in order for them to make
benefit of the wraparound process;

» Assisting families whose children are at im-
mediate risk of an out-of-home placement
or whose children are being discharged
from a placement without a plan for ser-
vices by providing supports through rapid
clinical assessment and coordinated ser-
vice response across systems; and

« Assisting families who were referred but
not eligible for the wraparound project in
linking to improved categorical, program-
matic, and community resources through
short-term service coordination activity.

Training: Butler County uses training in wrap-
around as a means to build community support for
the process. Acommunity-operated training team,
led by FCFC, provides regular training on a variety
of topics throughout the year. The training team
is made up of representatives from the key child-
and family-serving organizations in the county. In
the first full year of operations, training sessions
were conducted to inform providers, funders, and
families about wraparound and local implementa-
tion plans. A total of 349 people attended these
trainings. The training team also trained 43 people
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in methods for team facilitation. Several of these
became the Community Facilitators. Training ca-
pacity is currently maintained in order to improve
the quality and efficacy of wraparound as well to
continue building community support.

Tracking and evaluation: The collaborative
structure is developing a mechanism for track-
ing wraparound process by family and facilitator
to ensure adherence to key steps in the process.
This information will be used in supervision of
staff and community facilitators. The Ohio Scales,
a tool designed to track status and outcomes of
youth receiving behavioral health services across
the state, is also maintained and analyzed by the
Butler County Wraparound Program.

How the Funding Works

Staffing & Infrastructure

Staff positions for the Butler County Wrap-
around Program are funded by agreements across
the FCFC executive leaders. Specifically, the But-

ler County Department of Job and Family Services
provides funding that supports six of the staff po-
sitions. The local Child Welfare agency funds the
remaining facilitator positions. By agreement,
funds are moved to the Educational Service Cen-
ter (ESC), the fiscal agent for all FCFC programs.
The ESC hires the staff and provides office space
and other support for the Butler County Wrap-
around Program.

Funding for Family Plans

The Butler County service system includes an
array of services for youth and families that is
comparable to that available in many other com-
munities. Butler County has worked to expand the
number of intensive in-home and in-community
resources available to families to assure a range
of options is available to them. These services are
traditionally funded and can be found in individu-
al wraparound plans.

When family teams develop care plans that re-
quire activities and supports that are not funded

Table 1. Butler County FAST Expenditures by Category 2006*

Category Amount

Bed $167.97
In-Home Services/Supports $15,192.00
Respite $640.00
Safety Devices/ Alarms $312.20
Service Coordination/Facilitation $5,154.37
Social Recreational $8,311.54
Utility Assistance $314.59
Administrative Fee (Partially Funds Admin. Position) $7,333.00
Grand Total: $34,415.67

* From the Butler County 2006 Annual Wraparound Report
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Table 2. Butler County Pooled Fund Expenditures by Category 2006*

Category Amount

Car Repair $1.023.41
Child Care $372.25

Homemaking Services $1,204.60
Housing Assistance $3,800.00
In-Home Therapeutic Supports $24,101.91
Outpatient Therapy $9,207.00
Utility Assistance $2,626.95

Grand Total: $43,336.12

* From the Butler County 2006 Annual Wraparound Report

in the local array of services, they turn to two dis- e« Pooled Funds are local dollars that system
crete resource pools. The first is a state funding managers have contributed to a shared
stream called FAST, while the second is referred pool of dollars. These dollars are managed

to as Pooled Funds.

FAST dollars are Ohio Department of Men-
tal Health funds allocated on a formula ba-
sis to each county. These funds are used to
for families who are receiving behavioral
health care services through the local men-
tal health system. Eligibility requires en-
rollment in the mental health system and
the completion of tools used to track the
impact and efficacy of these dollars across
the state. These tools include a Caregiver
Wants and Needs Scale, the Ohio Scales,
and an inventory of needed and accessi-
ble services. FAST dollars are managed by
the local mental health authority but de-
cision making about their use in a family
plan resides in a committee of the Butler
FCFC called the Community Resource Team
(CRT). See Table 1 for FAST Expenditures
in 2006.

by the collaborative county structure. This
pool of funds has been created to meet
the needs of families participating in the
wraparound process who are ineligible for
other funding sources. Pooled funds were
originally created in Butler County in 2002.
County leadership agreed to pool dollars
equal to what they were already spend-
ing on their most expensive out-of-county
placements. Alternative plans were devel-
oped for those youth in care and their fam-
ilies. This effort resulted in improvement
in functioning and system outcomes on 11
out of 13 measures they tracked. It also
resulted in a savings of 60% of the origi-
nal investment. These pooled dollars were
committed to meeting the needs of fami-
lies using the Butler County Wraparound
Program. These dollars are also managed
by the CRT. See Table 2 for pooled fund ex-
penditures in 2006.
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The CRT is made up of mid-level managers
from across the systems and provider agencies
in the community. When a family plan needs re-
sources not otherwise available in the community
system, the team and facilitator prepare a budget
request that describes what dollars are needed,
what activities they will fund in the broader plan
for the family, and what outcomes the request will
support. The CRT meets, reviewing the plan and
the wraparound process for the individual family.
The committee’s role is threefold:

» To identify different or additional commu-
nity resources already funded that could be
adapted to support the planned request,

e To authorize the use of flexible dollars as
fits a given family, and

» To support the implementation of high fi-
delity wraparound by providing suggestions
and access to services and supports.

When these funding streams are used, individ-
ual budgets tracking flexible expenses are created
and utilized within the system. They are used to
track expenses and aggregate information for re-
porting. This information is reported to the broad-
er FCFC committees as a tool for anticipating new
developmental needs for the cross-system service
environment in Butler County.

Many plans developed by child and family teams
do not require flexible funding. In 2006 in But-
ler County, $34,415.67 from the state FAST funds
available to the county were assigned to support
individual plans for families receiving behavioral
health services and using wraparound teams as a
planning and support mechanism. Teams support-
ing families not enrolled in the behavioral health
system accessed $42,336.12 from the local Pooled
Funds resource. A description of the population
served, outcomes attained, and other details of
the effort are available in the Butler County 2006
Annual Wraparound Report. (See Appendix x.4 of
this Resource Guide.)

Summary

Butler County has developed a “right sized”
wraparound capacity for its community and fami-
lies. Key ingredients in getting to this point in-
clude:

Self-reflection & self-analysis: Having a
level of frustration with current system
functioning is often a necessary catalyst to
a willingness to change and adapt struc-
tures: Butler County had to self-analyze
their existing structures, systems and as-
sumptions in developing a wraparound ca-
pacity. A significant decision included tak-
ing a risk by pooling funds and maintaining
a focus on those children in out-of-home
care. This ability to self-analyze continued
as Butler County adapted its original de-
sign of a diffuse facilitator model.

Don’t stop until you get it right: Self-
analysis is part of the equation. Doing
something about your assessment is as
important as accurately assessing your
implementation. Assuring that the first
implementation plan can be changed and
corrected based on county and state reali-
ties is a critical capacity. The shift from a
vision for diffuse cross-system facilitation
to the current FCFC-based wraparound unit
is the reflection of this ingredient for But-
ler County. The FCFC staff are also aware
that future changes may be necessary to
continue to assure quality implementation
in their setting

Training should have a point: Butler Coun-
ty has used training opportunities strategi-
cally. All training has had a focus in terms
of payoffs. Developing and maintaining a
training capacity helps build support for
the process across the community. Training
assisted in developing a pool of interested
parties that comprise the Community Fa-
cilitator pool. Training can also serve to
build a framework for continuous skill en-
hancement. The Butler County Community
Wraparound Coordinator is responsible for
identifying and planning for the develop-
mental training needs of staff. This focus
on skill enhancement and the capacity to
address those needs in a planful way is an
important component of the Butler County
implementation.

Program for fiscal flexibility: Build-
ing wraparound requires multiple funding
streams and agreements if it is to be sus-



tained over time. Within the Ohio environ-
ment, where there are no funding streams
directed specifically at staffing wraparound
initiatives, the ability to blend resources
from multiple streams into a cohesive pro-
gram effort has required on-going flex-
ibility and negotiation across the funding
systems. Building flexibility in public sys-
tems tends to be a challenging task. In the
Butler County implementation efforts, the
presence of a cross-system collaborative
organization (FCFC) at the county level has
been a critical ingredient in carving out the
flexibility to provide effective wraparound
to families. It has allowed county systems
to expand the array of care available to
families, and it has exposed their staff to a
changed framework for care planning with-
out having to mandate changed practice
across all staff roles. The FCFC has offered
a shelter within which it has been possible
to foster innovation within the framework
of a county-operated model.
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