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INTRODUCTONTOTHISGUIDE

This Guide is intended as apractical tool to help organizations and communities undertake a planning process that
leadsto a blended or braided funding model. Blending and/or braiding funds can allow early childhood programs
to cover a broader population who are in need, provide a broader array of needed services, support program
infrastr ucture, and sustain programsif afunding streamis no longer available or has beenreduced.

The Guide contains detailed definitions on blending and braiding and actionable information on how to develop
blended and braided models.

This guide is bestusedto:

1 Improve your understanding of the concepts of blending and braiding; and

1 Improve your understanding of aprocess for planning a blended and braided financing model.
This guide is designed for the following a udiences:

1 Local government, non-profits, and collaborative efforts;

1 Program managers and administrators, including staff with fiscal expertise;and

1 Organizationsworking in the early childhood system.
This guide is bestusedby:

1 Readngthedefinitions ofblending and braiding; and

1 Following the Phase by Phase instructions for the planning process, including accessing Templates online
at http://spar kpolicy.com/f iscalguides.htm.

This guide isNOT:
1 Anoverview of funding streams available for early childhood programs.

0 To seeafiscal analysis of specific funding streams for home visiting programs, see the companion
guide to this guide: http://tools.sparkpolicy.com/overview -blending-braiding/

o For information about using Medicaid with home visiting programs, see the Pew Charitable Trusts
report, Medicaid Finandng of Early Childhood Home Visiting Programs, Options, Opportunities,
and Challenges8 0 http:// www.pewstates.org/re search/rep orts/ medicaid-financing-of-early-
childhood-home-visiting-programs-85899401369

o For information about maximizing funding resources for early childhood services, see CLASP®
report, QPutting it Together: A Guide to Financing Comprehensive Services in Child Careand Early
Education.ohttps://www.grisnetwork.org/sites/all/files/resources/Debi%20Mathias/2012  -08-
15%2012%3A52/Report%20-%20Putting%201t%20Together%20Financing%20Johnson
Staub.pdf

o For New York Sate specific information on early childhood please review the publications on the
Schuyler Center for Analysis and Advocacy website.

http:// www .scaany.org/ resou ces/publications.php

1 A guide to planning and engaging partners z to learn more about how to engage families and youth in
complex funding issues, please visit the Spark Pdlicy InstitO O A@miy and Youth Involvement Workbook.
http://sparkpolicy.com/?s=Family+and+Y outh+Involvement+Workbook

Spark Policy Institute | www.sparkpolicy.com 5



http://www.sparkpolicy.com/
http://sparkpolicy.com/fiscalguides.htm
http://tools.sparkpolicy.com/overview-blending-braiding/
http://www.pewstates.org/research/reports/medicaid-financing-of-early-childhood-home-visiting-programs-85899401369
http://www.pewstates.org/research/reports/medicaid-financing-of-early-childhood-home-visiting-programs-85899401369
http://www.pewstates.org/research/reports/medicaid-financing-of-early-childhood-home-visiting-programs-85899401369
https://www.qrisnetwork.org/sites/all/files/resources/Debi%20Mathias/2012-08-15%2012%3A52/Report%20-%20Putting%20It%20Together%20Financing%20Johnson-Staub.pdf
https://www.qrisnetwork.org/sites/all/files/resources/Debi%20Mathias/2012-08-15%2012%3A52/Report%20-%20Putting%20It%20Together%20Financing%20Johnson-Staub.pdf
https://www.qrisnetwork.org/sites/all/files/resources/Debi%20Mathias/2012-08-15%2012%3A52/Report%20-%20Putting%20It%20Together%20Financing%20Johnson-Staub.pdf
http://www.scaany.org/resources/publications.php
http://sparkpolicy.com/?s=Family+and+Youth+Involvement+Workbook

e EARLY CHILDHOOD GUIDE TO BLENDING & BRAIDING

A guide to sustainability zto learn more about sustainability, please visit the Finance Project®
Sustainability Workbook. http://sparkpolicy.com/?s=Family+and+Youth+Involvement+Workbook

Legal or regulatory advice on funding streams z to learn specifics about funding streams, OMBGrcular A-
87 andOMB Gircular A-122, or other fiscal regulation, please contact your funders.

Requestfor Feedback: This guide isintended as a practical, hands-on resource for blending and braiding. As you

use the guide, please take a moment to provide feedback, including requests for additional guidance or
information, athttp://tools.spa rkpolicy.com/ or ecac@af.ny.gov.
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PART IWHAT ARBLENDING& BRAIDINE?

The terms blending and braiding are used frequertly, often together, and generally with little definition. However,
they refer to two very different approachesto fiscal coordination.

DEANING BLENDNG

Blending funding involves ©-mingling the funds into one O & &here case managers can draw down seavice dollars,
personnelexpensescan bepaid, or other program needs can be met. When funding is blended, it goesinto the (ot
and when it is pulled back out to pay for an expense, there is no means for the fiscal manager to report which
funding stream paid for exactly which expense.

Blending funding is politically challenging. Some funding streams cannot be
blended. Other funding streams will require the funder to allow an
exception to how the reporting normally functions. Instead of usual reporting, ¢
funders can opt to accept reports on services and outcomes aross the
population being served, rather than exactly which children and families
received services with their dollars. To blend your funding, you will need to
work closely with your funders and ensure you can meet their reporting
requirements.

Thoughit is challenging politically, onceyour funders are on board, blended

funding is less challenging to implement than braided funding. There is significantly less workload, as thetracking
and accountability happens across all of the funding streams. Rather than reporting to funders on their funding
stream alone, reporting is done on how the collective funds are used. Blended funding can allow you to pay for
services that may not be allowable with more categorical funding approaches. However, for many funders, the
flexibility associated with blending makes it seem too Qiskyd as it often looks like supplanting,t and they end up
with less detailed information about how each of their dollars have been spent. For this reason, many funders are
only will ing to contribute small amounts, if any, to ablended model.

Example of Blending

Blending can be very beneficial for both your program and your funder. Imagine being able to report to your
funder that your program costs $1,000 per family on average and, because of blended funding, the $25,000 they
provided allowed the program to serve 50 families eligible for their funding stream. With blending, thisis the type
of reporting that is possible: cost per person served, number served who are eligible for each funding stream,
outcomesfor all people served, and how blending multiple funding streams allowed more pele to be served.

The diagram below shows how blended funding canallow for more familiesto be served than each funder could have
served alone. If a program costs $1,000 per family served and 100 families are served, it needs a budget of
$100,000 to be successful. Imagine the following funding scenario:

1 Funding Stream A: Eligible populationis families with children 0 to 3.
1 Funding Stream B: Eligible population is any familiesinvolved with child welfare.

1 Supplanting is defined as reducing the funding used from an existing funding stream and replacingit with a new funding
stream. For example, if you have $10,000 in local dollarsand you receive $5,000from the state for the same program, you need
to provide $15,000 in services. If you reduced the local fundingthat otherwise would have been spent on the program to
$5,000and continueto provide $10,000in services, you will be supplantinglocal funding with state funding.

Spark Policy Institute | www.sparkpolicy.com 7
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1 Funding Sream C: Eligible population is families with children under the age of 19 who make less than
$75,000 per year.

The actual population served is 100 families with children 0 to 5 years old. All of the families meet the income
requirement of Funding Sream C. Among those 100 families, 20 have children 0 to 3 years old, 40 are involved
with child welfare, and 10 have children 0 to 3 years old and are involved with child welfare. This means all
familiesare eligible for multiple programs, as they are all eligible for Funding Sream Cand 10 families are eligible
for both A and Baswell:

9 30 families are eligible for Funding Sream A (All have children under 3 and 10 out of the 30 are also
involved with child welfare);

1 50 families are eligible for Funding Sream B (All are involved with child welfare and 10 out of 50 have
children under 3); and

1 100 familiesare eligible for Funding Stream C(All families have children under the age of 19 and makeless
than $75,000 per year).

Now, let® explore how the $100,000in funding across three funding streams can support this program.

Fundirg Steam A: $25,000
20families

servedare
.- eligibldor
FundingStream B: $25,000 igi Funding
40fanliesseved
are eligibldor

FundingStream B

100families
FundingStream C:$50,000 are eligibldor

Funding

StreamC

In this scenario, asis generally true with blended funding, all of the funders benefit by having more eligible families
servedthantheir funding stream alone cansupport. With a case rate of $1,000 per family served:

1 Funding Sream Ais paying for 25 families to be served, but 30 familieseligible for the funding stream will
receive services.

1 Funding Sream B is paying for 25 families to be served, but 50 families who are eligible for the funding
stream will receive services.

1 Funding Stream Cis paying for 50 families to be served, but 100 families who are eligible for the funding
stream will receive services.

This scenario also highlights some of the things a program must do to report blended funding to the funders:

9 Document thecost of providing services.

To prepare for a blended funding model, you must demonstrate the cost of providing services. In essence,you are
creating the @ase ratedfor providing the set of services you are offering in your program. That case rate lets your
funders know what to expect from the funding they provide. Smilar to negotiating an indirect rate, the basis for
the case rate comes from your existing accounting information. However, unlike an indirect rate, the case rate is

Spark Policy Institute | www.sparkpolicy.com 8
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also tied to the capacity of your staff to provide services z how many children, families, etc. they can serve in a
giventime period z and the length of time thatmost of your clients stay in your program.

For the example program, if it is a predefined service of 10 weeks, the $1,000 might support the staff working with
the familiesfor the ten weeks, the stipends for familiesGparticipation, and the cost of food or activities. It might also
support 15% of the total budget that goestoward indirect expenses.

By knowing the case rate of your services, you can assure your funder that you are not supplanting another
funding stream with their funding. Instead, you are expanding the capacity of your program to serve additional
families. A typical blended funding contract or grant will clearly articulate the number of additional
children/ families/ etc. who will be served as aresult of the added funding.

Once you know the case rate for your services, you can also open your doors to any organization with funding who
has a client who could benefit from your services. Using the example program, perhaps there is a family making
over $75,000, who doeQ it @neet the qualifications for the funding streams supporting the program, but is
experiencing similar issues to other clients in your program. By knowing that it costs $1,000 to serve the family,
the program can contract with the referring organization to provide the service,instead of turning the family away
due to lack of eligibility.

9 Track the eligibility of all participants in your program for all funding streams supporting your
program.

If you have multiple funding sources covering all of the clients in your program, it is critical to assess the eligibility
of every client served for every funding stream. This is part of how you will report the leveraging of funds to your
funders. It will also prepare you to return to the funder to ask for more funding if their eligibility covers a larger
porti on of the population served thantheir fundingis supporting.

For example, imagine the program described above stopped tracking family income after 50 families with eligible
incomes are served. Each year, the program could tell Funder Cthat it served enough families given the funding
provided. But what happens if Funder A pulls out their $25,000? The program would needdata indicating that the
25 families it can no longer serve are also eligible for Funding Stream C,so the program can return to that funder
with justification for asking for increased funding.

It is important to remember that families who are eligible for two funding streams are not being served twice. In
the example above, a family eligible for funding stream C costs $1,000 to serve. A family eligible for both funding
streams A and Cstill costs only $1,000 to serve. No double dipping is occurring Z rather, the program asawhole is
able to serve more families eligible for each funding stream than could occur if separate programs were developed
for each funding stream.

1 Measure the outcomesof your services.

In a traditional model, a funder knows exactly where their money went and can feel good about the detailed
services provided to a clearly defined set of clients. In a blended model, the funder loses that Qvidget countingd
level of detail. By evaluating outcomes of your program, you are replacing the Qvid getsdwith equally hard data, as
well as providing data that helps the funder to understand what their funding accomplished, not just what their
funding paid for.

If you currently lack the types of cost data described above or have no mechanismsin place to track outcomes, you
may want to start with a braided funding model, and transition to a blended model as you collect and analyze your
costs, build improved relationships with funders, clearly identify your eligible populations, and start assessing the
outcomes of your services. To understand audit requirements, take the time to meet with contract managers and
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auditors prior to spending any of the funding. Not only do you needto ensure the approach yoO & @edgning meets
the expectations programmatically (from your program officer), you need toknow it will pass muster fiscally (from
your contract manager or auditor).

DEANING BRAIDNG

Braided funding involvesmultiple funding streams utilized to pay for all of the sevicesneeded by a given population,
with careful accounting of how every dollar from each funding stream is spert.

The term braiding is used because multiple funding streams

are initially separate, brought together to pay for more than _

any one funding stream can support, and then carefully pulled

back apart to report to funders on how the moneywas spent. y T
Braided funding is often the only option. Federal funding u

streams require careful tracking of staff time and expenses, to

ensure that a federal funding stream only pays for those _
things directly associated with the intent of the funding.

Consequently, when multiple funding streams are paying for a single program or system, the system will need tobe

carefully designed to allow for sufficient reporting to ensure each funding stream is only paying for activities
eligible under that funding stream.

Braided funding requires significant effort to createthe systems for tracking how fundingis utilized. The design of
a braided funding systemthat can respond to the individualized needs of many types of clients will require staff
with the authority to decide which services will be paid for by which funding streams. Ideally, this decision
happens after the needs of the individual or family being served are identified, so that the funding does not drive
the services being provided. This type of braided model requires a clear understanding of the eligible populations
and the eligible services, so that decisions on how to fund the services can be made post-hoc, rather than prior to
discussing service needswith the families.

The design of a blended funding systemis simpler than the design of a braided funding system. Programs typically
have clearly defined services that are provided and sometimes have very defined populations who are eligible for
services.

Example of Braidingfor a Program

Using the same scenario as the blended funding example, let® imagine abraided funding strategy wasused to
support your family servicesprogram. Instead of reporting to your funder that your program costs $1,000 on
average,you will be reparting to the funderexactly what you spent their money on. Imagine the following funding
scenario:

1 Funding Sream A: Eligible population is families with children 0 to 3 years old. Funding can be used for
Service lonly.

1 Funding Sream B: Eligible population is families involved with child welfare. Funding can be used for
Service 3 aly.

1 Funding Sream C: Eligible population is families with children under the age of 19 making less than
$75,000 per year. Funding canbe used for Services1, 2, or 3.

ark Policy Institute | www.sparkpolicy.com 10
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Using the picture below, imagine a family arrives at the program and the front door staff determines the family is
eligible for Funding Sreams A and C. This means any of the three services can be provided. The family is allowed
into the program and their case file documents the allowable services (1, 2and 3).

Client Experience

N

Family arives Front Door staff confirms eligibility The family members receive an aray of aliowable
at Front Door & document allowable senvices. services from a variety of program staff

Braided Fund

Front Door staff determines the family is eligible for Funding Streams  As senices are defivered, Back Door staff bill Funding Stream
Aand C. This means they can receive senvices 1, 2and 3. A for Senice 1 and Funding Stream C for Services 2 and 3.

As the family is served, the back door staff bill the appropri ate funding streams for the services. Although all of the
services could be billed to Funding Sream C,the fiscal officer decidesto bill Service 1 to Funding Sream A, to ensire
spend-down of the less flexible funding stream. For all of the familiesin this program, the fiscal officer responsible
for the allocation of the family® expenses to funding streams would have the ability to choose the funding stream
that will pay for the time and resources spent delivering services to the family. The fiscal officer would start with
the more restrictive funding streams (A and B) and allocate expenses for an eligible family® servicesto those funding
streams until t hey are fully expended.

Spark Policy Institute | www.sparkpolicy.com 11
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In allocating expenses towards funding streams, what the fiscal officer is actually doing is creating an alternative to
time and effort reporting. For more information about time and effort reporting and alternative ways of tracking
personnel time,see Appendix Aon the federal Grcular A-87 andA-122.

In this scenario, asis generally true with braided funding, all of the funders benefit by having more services provided
to the eligible families than their funding stream is supporting. This scenario also highlights some of the things a
program must do to report braided funding to the funde's:

1 Know exactly what each funding stream can and cannot pay for.

A braided model may be primarily necessary due to limits on eligible populations across your various funding
streams. Braided funding may also be necessary due to limits on types of services you can provide under certain
funding streams. It is likely that your braided model is a combination of both of these issues. Before spending any
of your funding, it is important to develop a coordinated financing plan that distributes funding appropriately by
funding stream. The second section in this book provides step by step guidance todevelop your plan.

1 Know thereporting and auditing requirementsof each funding stream.

A braided funding model can also be necessary even when you have funding streams equally eligible to pay for all
the services you are providing to all the clients you are serving. Federal requirements for cost allocation can make
it very difficult, though not impossible, to use ablended funding model. For more information about using federal
funding see Appendix A, which discussesOMB Grcular A-87, and A-122.

To understand audit requirements, take the time to meet with auditors prior to spending any of the funding. Often,
program managers are the only point of contact between a grantee and the funder. However, the contract manager
or auditor canbe acritical resource to your community as you develop braided and blended models. Not only do you
needto ensure the approach youde designing meets the expectations programmatically (from your program officer),
you need toknow it will pass muster fiscally (from your contract manager or auditor).

1 Develop decison-making systems if same populations you serve will not be eligible for all services due to
funding limitations.

A braided funding model needs very clearly defined decision-making authority and systems. You will need to
clearly define what populations are eligible for services through your model and make sure the Front Door of your
program knows the eligibility. When a family or individual enters through the Front Door, the staff assigned to that
part of your system needto be vested with the authority to determine whether services can be provided.

A second stage of decision-making needsto be associated with the services thatcan be provided. Ideally, you have
identified a sufficient number of funding streams with enough flexibility that any eligible family or individual is
eligible for any service provided through your program or system. However, it may be that some services are limited
to some populations you are serving. Your programmatic staff who are responsible for working with families
and their natural supports to develop a case plan must be vested with the authority to allocate services, andneed
sufficientinformation to understand if there are limitations on who canreceive specific services.

The last stage of decision-making is the financial component, which should occur at the Back Door, not the Front
Door. After services are provided, you need financial staff who can take responsibility for assigning the funding
streams that will cover the costs. If your Front Door is well designed, your Back Door will never run into a situation
where aservice hasbeenprovided that cannot be paid for.
1 Develop tracking systemsthat allow you to account for how every dollar is spent,including thingslike
personnel timeand supplies.

If you are using any federal funding, you will most likely need detailed time and effort reporting by all personnel
and contractors. Ideally, your system will not ask your personnel to allocate their time to funding streams, but rather

Spark Policy Institute | www.sparkpolicy.com 12



http://www.sparkpolicy.com/

EARLY CHILDHOOD GUIDE TO BLENDING & BRAIDING

it will request that they allocate their time to activities. Then, your fiscal staff can determine which funding stream is
appropriate and needsto be spent down at any given time. This ensures that fiscal braiding is occurring, not simply
braiding of programs. To understand the difference betweenfiscal braidingand programmatic braiding, readthe two
case studiesat the end of this chapter.

Tracking sysems will need to include:
f Eligibility of the families and individuals youde serving;

91 Decisions made regarding eligibility, services to be provided, and funding streams that will pay for the
services;

1 Time and effort reportingfor staff, tied to the allow able activities under each funding stream;

1 Expense logs associated with staff time and activities or services being delivered, which can be used to
justify the expenses allocated to each grant; and

1 Anythingelse you, your funder and auditor, andyour fiscal staff identify asnecessary.

The most important thing toremember with braidingis that each of your funding streams will retain their original
requirements and expectations, including all of the tracking and reporting requirements. You must manage your
funds as if they are independent, even if you are utilizing them collectively to support a coordinated package of
servicesto shared clients.

PROGAMMATICBRAIDING

Most non-profits are already doing braiding, but it is more accurately described as programmatic braiding, not
fiscal braiding. Programmatic braiding is when you have multiple funding streams, each covering particular
populations and services. The funding is largely used to pay for staff time and each staff person is responsible for
keeping a timesheet that allows them to allocate their time to each grant. For example, a home visiting program
that is funded with two funding streams might require that your staff person track time spent with Spanish
speaking families and preparing Spanish language edwcational materials (Funding Stream A) and separately track
time spent supporting other families and preparing other education materials (Funding Sream B). When an
activity benefits both groups, such as organizing an event that brings all families together, the staff person might
allocate ane hour to one grant and one haur to the other.

Thisis programmatic braiding: the program staff makes decisions on how to allocate funding by using their own time
and effort reporting. In contrast, fiscal braiding would require that program staff report enough information on
their activitiesfor fiscal staff to allocate their hours, allowing flexibility in which funding streams are used and how
quickly each funding stream is spent down. It also allows greater flexibility in how funding is utilized, such as
contracting out for a service thatcannot be provided in house.

The term braiding is used throughout this guide. Unless programmatic is in front of braiding, please assume we are
referringto fiscal braiding.
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Case Sudy 1. AComprehensive Braided Funding Model2

Overview: In Franklin Gounty, Community Resources (FCCR) is the single point of entry for children, youth, and
adults in need of services. FCCRis co-located with other providers and has contracted service providers onsite and
off-site to meet the needs of all their clients. FCCR provides a wide range of services, from home visits to group
activities, helping to address child abuse and neglect issues, educational problems, employment needs, parenting
skills, and general youth development.

Braiding Process: The services are funded by the following funding streams: Temporary Assistance for Needy
Families, state general funds for child welfare and juvenile justice prevention, Promoting Safe and Stable Families,
andthe Social SrvicesBlock grant. The servicesare ako paid for through asmall number of competitive grants.

At a once-monthly community evaluation team, the Director of the FCCR facilitates a meeting where each case
referred to the FCCRin the last month is reviewed and the group agrees on specific services and specific providers.
Many of those providers are in the room, participating in the conversation, and make the commitment to follow-up
with the client. Due to the range of funding streams utilized by the FCCR to pay for services, the only eligibility
issuethey check prior to assigning servicesis whether the clientis part of afamily with children under 18. When the
clientisnot, theyrefer to self-pay serviceson asliding scale.

After the services are provided, the providers submit a monthly invoice with a report on progress with the client.
FCCR staff assessesthe client eligibility and servicesprovided andidentify which funding stream they believe should
pay for the services. This information is sent to the county Department of Human Services. The Depatment
reviews the invoices and makes a final determination of the funding stream that is the best fit. Asneeded,the
fiscal staff at the Department will call the program staff at the FOCRto collect more information. After payinginvoices,
the Departm ent provides the FCCRwith updated sperd-down numbers of the funding streams.

Why Does it Work? The process is dependent on a variety of factors that may or may not exist in your
community. However, even if some of these factors are not present, a similar model may be successful. These
factorsinclude:

1 A afficientarray of funding streamsto allow for most individualsin their community to be digible;
1 Alow medianincome inthe county, resultingin more familieseligible for TANF supportive services;
91 Providerswillingto patticipate in fee-for-servicescontract work without guaranteed caseloads; and
1

Trust between the FCCR Director and the Human Services fiscal staff that no contract providers will be
asked to provide aservicethat cannot be funded through the existing funding streams.

Replicating This Model:

Sep 1: Identify the eligibility requirements across your funding streams and determine the full range of
populations your collaborative can serve. The FCQR is able toask asingle question for their eligibility. Thisis not
common, andyou should expect to have multiple eligibility questions.

Sep 2: Identify the providers willing to receive contracts for services asfamilies are identified. Thisindividualized
approach benefits families, but canbe challenging for contractors who expect steady income.

Sep 3: Discuss your model with your fundersand know what information you needto report for each funding stream.
Brainstorm potential problems with the requirements and resolve with your funders.

Sep 4: Devdop the reporting format you will require from your contracted providers to ensure they report
everything neededby your funders. Your providers wol t&now which funding stream is paying for their service,
so they need to record theinformation neededfor each andevery funding stream.

2 Although this example is from an actual program, the county and agency name arefictitious. This example is from Cdorado.
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Case Study 2: ABraided Funding Model from New York3

The Program Design: Families Services of Berkeley County provides services to families with children under
five, including prenatal services. They have multiple locations and serve families with diverse backgrounds. The
services include a mix of childcare and preschool programs, early intervention for learning and dsabilities, healthy
families, pre-natal services, and mental health servicesfocused oninfant attachment issues.

At the front door of the program, the families go through anassessment with afamily service intake worker.

Each family is then referred to the appropriate services. They can include a mix of interventions for the parents
(e.g.literacy services for the mother), interventions for the child (e.g. speech therapy) and childcare services (e.g. the
Early Headstart Program).

The Fiscal Design: Thisis abraided model.In order to make it work, the front-door and back-door are aligned and
tracking systems are in place. At the front-door, in addition to learning about a familUsneeds, the process includes
learning abouttheir eligibility for different servicesby assessingincome, aje of the child(ren), and family size. Based
on need andeligibility, families are enrolled in different programs and services are delivered.

At the back-door, financial staff allocate the costs to support each family, drawing down funding from each
program the family is enrolled through. Some staff are paid for by one program, but others are paid by allocating
their time to different funding streams depending on the families they assist. This requires careful accounting
including accounting on a case by case basis. This back door model allows them to offer avariety of servicesto each
family.

The Opportunity: Families Services of Berkeley County is moving from utilizing complex spreadsheets to manage
their accounting to using anintegrated data program. With 30 different reporting requirements they needto meet,
having amore sophisticated tracking system will streamline and improve their back-door.

Replicating This Model:

Sep 1: Identify the eligibility requirements across your funding streams and determine the full range of
populations your organization can serve. Develop aGront-dol Oidtake process that captures eligibility along with
the service needs of the family.

Sep 2: Greateaback-door model for your program, including developing ways of tracking staff time by family served.
Pick which staff really needs to be distri buted across multiple funding streams and limit your detailed tracking to
those staff members.

Sep 3: Develop atracking system using the technology already available to you (including using the templates
availablewith this guide) or invest in new systems to helpmanage thecomplexity.

Sep 4: With your new system, easily incorporate new funding streams when they become available, expanding the
eligible populations you can serve, services you can provide, orevenjust the number of peopleyou canserve.

3 Although this example is from an actual program, the county and agency name arefictitious. This example is from New York.
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Case Study 3: Programmatic Braidi ng in New York4

The Program Design: Union County hasbrought together two programs under one roof z the Community Hedth
Worker and Heathy Families programs (serving approximately 350 families per year total). The staff are located in
one office, sharing the expenses of the location. They are trained together and function as one cohesive team.
Supervisors assist staff in either program as issues come up, but provide regular supervision only to staff in their
own program.

When participants ae referred, they complete a sareen and/or an assessment and are then assigned to one
program or the other based on their needs. The HealthyFamilies program servesperinatal participants with regular
home visiting for alonger period of time,and Canmunity Health Workers can serve all women of childbearing age,
and those who are at high risk or in need of case management services, which helps determine which program a
family will be referred into.

Some services (e.g. pregnancy tests and lactation consults) are available through staff in one program, but not the
other, sometimes because of staff training and other times because of the allowability of the expense. In those
cases, the service is provided by staff in the program who are trained to provide the service regardless of who the
participant is. This sharing of trained staff actually doubles the services available to participants, since staff in
either program who are trained are able to assist participants as needed. For instance, a Community Healh
Worker might conduct a pregnancy test for a Hedthy Families walk-in one day, and a Healthy Families Certified
Lactation Consultant might do a consult for a Community Health Worker parti cipant stru gding with breastfeeding
challenges. They do not, however, provide ongoing services to participants who are not in their own program.

The Fiscal Design: Each program is funded separately. The funding streams pay for the staff time and a pre-
defined percentage of overheadcosts based on the staffing paid for by each funding stream. Saff paid in one program
(e.g. Healthy Families Program) are always pdd for by that funding stream. Incoming families are assigned
to one program or the other and then served by the staff of that program.

The Opportunity: Union County could switch from a programmatic braiding model (bringing two programs
together through staff time available in each program) to a fiscal braiding model (bringing two funding streams
together to pay for servicesdelivered to families, regardless of staffing). If these two programs were braided, at the
front-door, client intake would involve assessment for needs (as currently occurs) and eligibility for the two
funding streams. From there, the client would be assigned to a staff person. If the services needed by the client
went beyond the capacity of that staff person, additional staff would provide servicesas needed.

At the back-door, the financial staff would review the hours staff spent per client each month and make a decision
how to allocate the client andthe staff hours z that is, decide which funding stream is the best fit, not only for that
client, but also to balancethe spend-down of the two funding streams. From this front-door and back-door model,
reporting to funders would continue to include concrete nhumbers, specific clients served and services provided,
while freeing the program up to use the moneymore fluidly, responding to the cient needs.

The Benefit: A fiscal braided model would createimportant flexibilitiesfor the program:

9 It would allow the program to be more flexible in the services available to families. Instead of offering a limited
amount of a service that falls outside the program that enrolled the family, the services could be driven by
family needs. This could even include being responsive to the unique needs of familiesthr ough contracting for
services or leveraging other staff in the agency.

4 Although this example is from an actual program, the county and agency name ar e fictit ious. This example is from New York.
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9 It would decrease the risk that a funder would question the use of staff time to serve clients outside the
program (as occurs when a specific staff person skills are needed to provide services to a client in the other
program).

9 It would allow the program to be more sustainable, by making it easier to integrate new funding streams into
each of the two programs wit hout creating a new funding silo. It would also enable the program to more easily
accept other shorter -term or smaller sources of funding, such as contracts to provide servicesto families referred
from providers.

1 Families initially identified as needing a short period of services would not need to switch providers if they
neededmore extensive interventions (currently only available through the HFP).
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PART 2HOWTO BLEND& BRAID

Planning for a blended or braided model is not just a fiscal process. Rather, it& a process of identifying what your
community or clients need, what your funding can support, and what outcomes you want to achieve. Research on
successful funding coordination suggests that you must begin with a clear vision of what you are trying to finance,
engage in collaborative planning, understand your resour ces, create a strategy that maximizes those resour ces, focus
on autcomes, engage families and consumers as leaders, and collect data to provide feedback on thestrategies.
In order to help you go through these steps, below is a five phase planning process. Accompanying the

process are templates that can be accessed online at: http ://spar_kpolicy.com/f iscalguides.htm

Thisisa comprehensiveplanning process. If the braidedor blendedmodel you are developing is less
complex,it may not need all of these components. Additionally, if you are exploring howto change acurrent
progral 6fiGcal model to abraided model, much of thiswork may already be dme. You may beready to
skipright to Phase3. However,we recommend you takethetimeto read through the Phasesand select those
activities that will help you desggnthe best model possble.

PHASH.: IDENTIFYOURVISONAND Y@QR PARTNERS

It is easy to fall into the trap of designing programs to match funding. This phase is intended to avoid that pitfall
and instead focus from the beginning on what you are trying to accomplish on behalf of children and familiesin
your community. Before you start defining the policy, program, or system reform goal, decide who needs to be
involved.

Inter nal staff and families/ clients we serve.
External partners, including other providers.
Leadersin our community including our funders.
Who else?

=

Isthisan internal model

) or acommunity-wide
model? Which partners
are needed?

=

l:

=

Who can help clarify the
2 need and possible
. services? Who can help
articulate the outcomes?

Direct service staff involved with the target population.
Families with relevant life experiencesand needs.
Leaderswith a personal commitment to the issue.
Who else?

T

B E

What existing group has
authority to make

=

Mandatedgroups with authority and existing funding.

? decisions about funding A Voluntary planning groups with high levels of buy-in.
] for policies, programs, or Groups with family involvement.
systems? Who else?

What inf ormation do you Groups with assessment data or skills to collect it

2 need to design your A Saff w@th utiliza_tion_nu_mber_s and fisca! i_nformgtion.
: model? Who has th at Saff with expertise infinandng or specific funding
informati on? streams.
Who else?
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Dependingon the scope of your braiding/ blending effort, you could have anything from a small planning group of
internal staff and family leaders to a large community-wide collaborative with researchers, funders, providers,
families, and other community members.

Engaing Families

One of the best reasons to engage familiesin braided or blended funding modelsis to ensure that your program or
system is flexible and able to respond to the individualized needs of your consumers. Engaging the recipients of
services in your planning process is critical. It will help you understand what your program or system needsto
include to improve outcomes for your consumers. It will also help keep the focus on the ultimate benefit of the
program, evenif the conversation is, by necessity, about the funding.

Colaboratingwith Funders

Collaborative program developmentis almost the norm in this day and age of coalitions, planning groups,task forces,
etc. However, collaboration with fundersisstill anew concept to many organizations and communities. To implement
a successful blended or braided funding model, working closely with your funder is critical for three reasons:

1. Avoid Pitfalls: The last thing you want to do is design an amazing program utilizing multiple funding
streams and meeting important community needs8 and then have one of your funders tell you that you
broke some requirement they have for accountability or expending their funds.

2. Build Commitment: Working closely with a funder also increases their investment in your program and
builds their understanding of what your program needsto be successful. If you are transparent with your
funder aboutthe design of your program, you may be surprised at how transparent and flexible they will be
to make sure their policies don@ unnecessarily prevent your program from being a success.

3. Preempt their O 3p@lantil C Bears: Most public funding streams require that the funds are not used to
supplant another funding source. Many funders look at blended and braided models and instead of seeing
how you are leveraging funds, they will see a risk that you are replacing other funds with their funding.
Bringing your funder into the conversation early is an important part of changing that perception. If the
funder understands the scope of what you can accomplish utilizing multiple funding streams, and how that
differs from what you can accomplish using their funding stream alone,some of the feas about supplanting
can be diminished. However, you will also need to employ strategies like defining a case rate, keeping
careful tracking of eligibility, and ensuring that accounting and budgeting are aligned, to alleviate your
fundersofears of supplanting. By working with your funder early on, you will know what they needto feel
confident in your model.

Working closely with your funder throughout your planning process not only ensures you wol t8accidently plan
something that is not appropriate, but also increases the likelihood the funder will want to work with you to
ensure your program is a success.

This Guide is not intended to be a collaboration or general planning and engagement guide. For specific guidance
on how to engage your partners, consider the following resources:

1 Family and Youth Involvement Gude: A Workbook for Pdicy & Governance Boards and Planning
Groups. The workbook includes an assessment tool to identify the current status and strengths of your
bl A O Andilpand&outh involvement. Available at: http:/tools.sparkpolicy.com/tools -resources/
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1 lgniting Change: Awebsite with regularly updated resourcesfor awide range of ativitiescriticalin
transforming systems, including collaboration, community planning and engagement, and family and youth
involvement. Available at: http://tools.sp arkpolicy.com/tools-resources/

Are You Ready to Define Your Program?

Before you move on to designing your program, confirm that the followingis true:
1 Wehave our agencydecision-makers or their representativesinvolved in our planning process.

1 We haveour fundersinvolved in our planning process at the appropriate level, creating opportu nities for
them to learnabout our approach andsupport it.

1 Wehave our community and consumers involved in our planning process, ensuring our program will align
with their needs and expectations.

1 We have both buy-in and involvement from staff with fiscal expertise that will be responsible for
implementing the coordinated financing model.

PHASE: DEHNEYOURPROGRAM

Prior to developing your funding model, you and your partners must identify what you hope to accomplish by
blending and braiding funding. Fiscal coordination strategies are only a meansto an end, and to be successful, the
end needs to be well defined. The end may be a specific set of services, a specific population and a strategy for how
to identify and meetservice needs, or evena design for asystem that servesabroad population through collaboration
across many providers and many types of service needs. Regardless of the scope of your goals, you

need toclearly define them and outline what you will be funding.

=

Demographics of the population (age,income, race/ethn icity).

~y \OIIVhat popuC: ation A Needs of the population (health, mental health, housing, &c.).
. Sgr\\l/vee’)nee to Srengths/ protective factors of the population.

=

Other resources/ systems likely to be serving the population.

Srategy for accessing the population (marketing, referrals,

What doesthe etc.).

? &Fron t Door gof A Assessment/ screening tools that will be used.
ﬁ‘;r grogram look Saff responsible for the intake process.
ike”

=

Other elements of the intake process.

=

Serviceswe will provide, including case manayement.

Serviceswe will refer out.
services or Services we will purchase.

? interventionsthat A Priority of serviceswAr@ planning z which ones must be
are part of our provided, which onesare preferred, but not critical.
program? Length of services we expect to provide onaverage.

Evidence-base of the serviceswAr@ planning.

=

What are the

= =

= =

What will our

9 services A Desired outcomesfrom the services.

. accomplish and Planfor monitoring, evaluation, andquality assurance.
how will we

know?

=
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Whether home-based services will beincluded.

=

P) :ijI!ere farevr\:e A Whether school-based services will be included.
sgrl\\//i?:gsr’]?gt € Other locations where services will be provided.

=

Saff andclient transportation needs to access servicessites.

Qualfications of providers who will implement services.
2 Who will deliver A Number of providers needed to implement the array of

the services? services.
Qualfications of supervisors.

What

2 infrastructure is A

needed to support
the program?

=

Indir ect expenses (phones, supplies, physical space, etc.).
Daily direct expenses (staff, equipment, transportation, €c.).
Other direct expenses (supervision, training, evaluation, €c.).

=2 =

Many of these questions should sound familiar z they are common in grant writing. However, they are less
common as part of a planning process for how to use long-term funding str eams most effectively, which is exactly
when this level of planning is most important.

As you answer these questions and clearly define your program, make sure you are obtaining consensus among all
of your key partners. Does the program design match what your family and consumer leaders identify as
necessary? Does the program design align with the best-practices in service delivery? Have you integrated
evaluation into the program design, so you canimprove the program over time?

Are You Ready to Explore FinancingOptions?

Before you move on to assessing your resources, confirm that the following is true:
9 Ourprogram/ system design is clearly defined, with all questions answered in detail.
9 The Executive Decision Maker of our agency and all the agencies involved with our program/system
support our vision, goal,and program design.

1 We have consensus on the program vision, goal, and design from our key partners, internal and external,
including the staff who will implement the program and the family, and consumer leadeas involved in
designingit.

PHASB: EXPLOREYOUR FINANGIG OPTONS

Regardless of whether you are designing a new program/ system or changing the financial practices associated
with an existing program, it is critical to take the time to analyze your financing options. From the previous phases,
you should now have a clear understanding of what needsto be funded, which will guide which funding streams
you consider asyou explore your financing options.

Identifying Funding Sreams

The first step in this phase is to list the funding streams that you believe might help you serve this population.
Some of these will be inyour organization already, while others will be external funding streams that organizations
in your community or at the state level alreadyaccess and might be willing to contribute to your program/ system.
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What are the internal

)’ fundingstreams A
i alr eady available to

your system?

Appropri ate for the client/ consumer population.
Appropri ate for the service needsidentified.
Appropri ate for the providersidentifiedto deliver services.

=B =

What funding streams Funding streams at other agencies in your community.

alr eady support this Funding streams available at the state level, but not currently
? population or these A in your community.

services? (include F_unding streams gvailable at the federal levd, but not currently

federal, state,and local) In your community.

] Private sector funding streams, such as local foundations or
P WhaF non-public A corporate giving programs, in your community.
¢ fundingstreams could Fee-for-service models appropriate for your population,
serve asmatch? services, and service ddivery providers.

If you already have funding streams in mind, begin with those. Make sure to explore whether Medicaid is a
potential funding stream for your program/ system, asit is not a caged funding stream, but rather is limited based
on services and eigibility. When it is an appropriate funding source, it can be a key component of ensuring long-
term, sustainable funding.

Analyzing Funding Sreams

Once you have a set of funding streams to consider, it is time to analyze those funding streams and compare them
to the needsof your program/ system. For each funding stream that appears to be a good fit for the population you
want to serve, the services you want to provide, and the service delivery providers you are working wit h, you will
want to analyze itcarefully to find out what parts of your program it can cover.

Analyzing funding streams can be intimidating! Most funding streams have detailed information available at the
agendes that overseethe funding, but it is not always the most accessible information. You may want to undertake
a mix of the following activities to collect sufficient information about the funding streams:

1 Meetwith your fiscal staff to collect and discuss any documentation they have received from your current
fundersregarding allowable expenses, documentation of expenses, and reporting requirements.

f Download fiscal guidancefrom funderséwebsites, including such things as Sate Plans (which often outline
eligible services and populations), rulesand regulations, statutes, and agencyletters.

9 Callyour funders and ask questionsto better understand the funding streams. Take the time to do a little
background research first though!

9 Talk to community partners currently funded through the funding streams of interest to you. Ask for
documentation they have received from their funders.

With funding streams you already use in your agency (or agencies involved in your planning process), you will
want to capture information not only about what the funding stream can be used for, but also what it is already
usedfor. Find out the number of target population served historically (i.e.last two fiscal years) by the funding stream,
what services were provided, and what it cost per person or service. Find out if you have any waivers or
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other special permissions from your funder for how you currently use the funding. You may also want to review
the reporting you have done tothe funder in the past, to understand their expectations.

With funding streams you dond use in your agency, you will want to make sure there is a reasonable chance the
funding can be made accessible to the program/ system you are seeking to fund. Is there a competitive process to
release funds to community providers? Do you have an existing relationship with the funder or local partner who
manages the funding? Is your program/system meeting a core function of the funding stream? Is the funding
available based on population and services provided (e.g. Medicaid funding)? If you believe you can access the
funding stream, it isworth analyzing what porti on of your program it can fund.

In order to analyze the information you collect on your existing and potential funding streams, you need a way to
capture all of that information. This will be your analysistool. To create your analysis tool, use Template A:

Analyzing Your Funding Sireams. Template A is designed to allow you to take your answers to the questions
asked in Phase Il and make an analysis tool that can help you vet each funding stream against the design of your
program.

For the remainder of the Phases, we will be using an example program called Safe Homes. Safe Homes provides
services to families with young children and pregnant women to prevent and respond to homelessress. In the
example below, the program went through the questions in Phase Il and came up with the following answers
(please note z this example only goesthrough the first few questions):

Pregnant women
Families with childrenunder 5 yearsof age

=

Whatl iond Families and pregnant women atri sk of losing their housing.
? popu adlct)n 0 A Families and pregnant women already homeless
\éveer\?:f ° Most of our population will be from low income families

=

Some of the pregnantwomenwill be runaway youth whose families will
be urknown

=

Families and pregnant women will be referr ed by community partners.
Wewill use a austomizedintake tool aligned with our funding

=

What doesthe

) (Fron't Door 6of A requirements across all funding streams
. our program We will use a parenting skills assessment tool
look like? Our intake staff are thesame as our case management staff and will be

LCSWswith entry level experience ormore

=

Provide case management servicesto all our clients

Provide one-on-one mentoring and parenting services

Provide short-term financial assistanceto maintain housing for clients at
What are the risk of losing housing (rent, home repairs, mort gage payments)
services or Purchase shelter services or vouchers for hotels for homeless clients

? interventions A Refer toresearch-based skill building and job placement services
that are part of Refer toresearch-based health, mental health, and substance abuse
our program? services i

Runa family leadership group to advise the programd design

Provide services for up to 18 months, but financial assistancewill be

limited to 6 months during that period

= =

= =
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Using these questions and answers, Safe Homesupdated Template A: Analyzing Your Funding Sireams to
match the specifics of their program and analyzed their two primary funding streams.

Template A: Analyzing Your Funding Streams

What population do we need toserve?

\ Funding Stream 1 Funding Sream 2

Pregnant women

Eligible if they are lowincome.

All womenwho meetneed requirements
(seebelow) are digible.

Families with children
under 5 years of age

Eligible if they are lowincome.

All familieswho meetneed requirements
(seebelow) are digible.

At risk of losing their
housing

Yes, provided being homelessisleadingto
risksrelated to self-sufficiency, ou-of-
wedlock pregnancy, orkeeping atwo-
parent family together.

Not eligible, must be homeless.

Pregnant women and
familiesalready homeless

Yes, provided being homelessisleadingto
risks related to self-sufficiency, ou-of-
wedlock pregnancy, orkeeping atwo-
parent family together.

Eligible.

In low income families
and pregnant women

All clients must either make less than
$75,000 per year or be ina family making
less than $75,000 per year.

Incomeis not afactor.

Pregnant youth who have
run away from home

Referred by community
partners

If the pregnant youth whois a runaway is
under 19, they are not eligible without
knowing family income.

What doesthe O & 1@ DooO 6f our program look like?

No requirements on referrals.

Runaway statusis not afactor.

No requirements on referral.

Customized intake tool

Eligibility informationis the only required
intake information.

Mandatory data entry into online system
for intake information. Will need to
include alldata fields on our intake form.

Parenting skills
assessment

No required assessment tools.

No required assessment tools.

Intake staff are LCSWs
with entry level
experience ormore

Case management
services

No requirements on staff qualified to
deliver services.

What are theservices or interventionsthat are part of our program?

Yes, can fund staff engaged in a variety of
programmatic activities, including case
management.

Requires staff to be licensed cinical social
workers (LCSWSs) with experience
working with familieswith young
children.

Yes, staff time directly relatedto services
only.

One-on-one mentoring
and parenting services

Yes, can fund these servicesthrough staff
or contract.

Yes, can fund these servicesthrough staff
or contract.
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Template A: Analyzing Your Funding Streams

Yes, but limited to four months.

No, not allowed.

Purchase shelter services
or vouchers for hotels for
homeless clients

Yes, but limited to four months. Either
hotel or shelter services.

Yes, but requires a formal shelter (hotel
vouchers are not permissible). Not time
limited.

Refer toresearch-based
skill building andjob
placement services

Yes, through case management staff. Can
pay for incentivesto participate.

Yes, through case management staff.

Refer toresearch-based
health, mental health, and
substanceabuse services

Yes, through case management staff. Can
pay for incentivesto patticipate.

Yes, through case management staff.

Runa family leadership

Yes, can fund FTE engaged in avariety of
programmatic activities, including family

Cannot pay for staff time. Canpay for

group to advise onthe

program® design leadership group. Can also payfor

stipends.

stipends.

Servicesfor up to 18
months, but financial
assistance will be limited
to 6 months during that
period

Yes, but requires a formal shelter (hotel
vouchers are not permissible). Not time
limited.

Limits financial services to four months or
less. No time limit for other services.

In addition to questions specific to the program design, Template A: Analyzing Your Funding Stireamsincludes
guestions about the timeframe for funding, the availability of no-cost extensions, and other funding stream
specific information that will help you asyou assess whether you canimplement your program with the identified
funding streams.

Explore the Gapsin Funding

After completing your analysis of each of your potential funding sources, the next step isto explore the larger pattern
created by the allowable and non-allowable costs with each funding stream. To identify the gapsin your funding
stream, use Template B: Analyzing Your Gaps. You will need to populate the template with details about
your population and their service needs.

Below is an example of the Safe Homesgaps analysis using its two funding streams. Template B, as with Template
A, will need to have its row headers filled out by you, based onthe possible gaps you can observe when looking at
your funding streams. Asyou fill them out, break down each issue into detailed pieces to make sure you will have the
most comprehensive view possible.

For example, in Template A, the Safe Homesexample had a row that had eligibility defined as families with children
under five years of age. It has another row defined as low-income families and another row defined as homeless.
The notes in Template A show that none of the funding stream can fund all families with children under age five
and pregnant women due to limitations related to having children, being low-income or being homeless. For this
reason, thegapsanalysiswill needseparate linesthat define each subpopulation, as shown in the example below.
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Funding Funding
Sream 1 Sream 2

What population do we need to serve?

Family with children under five years old, at ri sk of losing housing, low-income X

Family with children under five years old, at ri sk of losing housing, hon-low income

Family with children under five years old, homeless, low-income X X
Family with children under five years old, homeless, non-low income X
Pregnant woman, atrisk of losing housing, low-income X

Pregnant woman, atrisk of losing housing, non-low-income

Pregnant youth, runaway, at risk of losing housing, family income unknown
Pregnant woman, homeless, low-income X X
Pregnant woman, homeless, hon-low-income X
Pregnant youth, runaway, homeless, family income unknown X

What are the servicesor interventionsthat are part of our program?

Case manayement services X X
One-on-one mentoring and parenting services X X
Four months of rental assistance X
Four months of mortgage payments X
Four months of home repairs X
Purchase shelter services for homeless clients X X
Provide vouchers for hotels for homeless clients X
Refer to services (placement, anployment, health, mental health, substance abuse) X X
Provide incentivesto clients to participatein referred services X
Saff afamily leadership group to advisein the program® design X
Provide stipends for participation in afamily leadership group X X

Bytaking the information enteredinto Template A, translatingit to agrid in the GapsTemplate B,youwill under stand
what populations, services, etc. are possible using the funding streams you have identified. You may realize that you
cannot fund some expenses from any of the funding streams you have identified. If the expenses arenot in your
list of priority services and supports, thisisthe timeto decide you will not provide these servicesor makethe decision
to continue to seek funding that can support them.

At this point, the example program will need to decide on its priorities. In the Safe Homes example, there are
serious gaps in eligibility for services when you compare the population originally envisioned during Phase Il with
the populations the funding streams can serve. Funding Sream 1 has more restrictive eligibility in terms of
income, which eliminates services to families not meeting the income requirements (though one can assume most
families needing the serviceswould meet the requirement). However, it also eliminates services to pregnant youth
whose family income is unknown due to runaway status. Though it is more restrictive in eligibility, it has many
more services it can pay for, including all of the long-term housing options. It can also pay for services to prevent
homelessness. It can only pay for many of the servicesfor four months, while the program design was focused on
six months of financial assistance. This limitation suggests the program design may need tobe adaped.

Funding Sream 2 limits its eligibility to those families already homeless and limits its services to emergency
shelter, mentoring, parenting services, and case management, instead of services to move families into long-term
housing.However, it will allow for emergencyservices for aslong as the family needsthem. Across these two funding
streams, pregnant youth whose family incomes are unknown are the least likely to havetheir needsmet.
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Overall, this means that with the current funding streams, Safe Homes can provide services to any family or
pregnant woman who is homeless, but they are more limited in their ability to provide prevention services.
Additionally, the funding stream that allows them to serve all homeless families and pregnant women cannot pay
for many of the servicesthey planned for their program that are more preventive in nature. After learning of these
issues during the gaps analysis, the Safe Homesplanning group needs to decide (1) should they identify additional
funding streams; (2) should they redefine their program scope; or (3) some combination of the two. Thisis a great
example of where foundation, corporation, or relatively flexible public grant programs would be needed to fill in
the gaps.

You are likely to find yourself engaging in an iterative process of selecting and analyzing funding streams,
exploring gaps, assessing changes to your program design, and deciding to identify new funding streams and redoing
the process of analyzing andgap finding. After you have reached the point where you are satisfied that you know
your funding streams AND have adaptedyour program design asnecessary to fund the full program realistically with
the funding streams available, you are ready to moveto developing a @ordinated Finandng Plan.

Are You Ready to Develop Your Coordinated FinancingPlan?

Before you moveon to designing your program, confirm the followingistrue:
1 Wehavedecided onour set of funding streams.

1 We have a clear understanding of what each funding stream can fund, including eligible populations and
allowable expenses.

9 Our program design is redefined to be realistic and align with the available funding. These changes were
madein partnership with all our stakeholdersinvolved inthe planning process.

9 Our fiscal staff (and ideally our funders) agree on our analysis of funding streams, either because they
conducted it or they reviewed our work.

PHASEA: DEVEOPYOURCOORDINTEDFINANQNG RAN

Phase 4 consists of developing seven key components that come together in one document, your Coordinated
Finandng Plan. That document is your guide to implement the blended or braided model.

Your Coordinated Financing Plan can serve multiple purposes. It can be atool for talking with your funders so they
can clearly understand the design of your braided system. It can help your programmatic staff, your fiscal staff and
your board understand how and why each decision is being made. It can increase everyone® confidence that funding
is being used appropriately, including that blending or braiding multiple funding streams will not result in
supplanting. Walking through Template Cwill help you address all of the remaining sectionsin this Phase.

To develop your financing plan, you will go through a process of documenting your overall approach. The
documentation will include development of key materials that will be used by your staff regularly and key
protocols that will be a core part of how you implement your blended or braided model. These include the actual
documented process for how all the pieces fit together, which is outlined in Template C: Your Coordinated

Financing Plan, alongwith:

1 Program Budget: Your program budget, based on the revised design developed during the previous
phase.

1 Cost Allocation: Your cost allocation is a budgeting and accounting tool, to be used throughout the
implementation of your program.
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Front Door and Back Door Protocols: Your documented process from the Front Door through the Back
Door, including decision-making points, who has the authority to make decisions, information used at eah
point, and outcomes of the process.

Tracking and Reporting: Your tracking and reporting materials to be used during service delivery,
includingintake,ongoing services,andexit. These will includeformsfilled out by andwith clients, forms filled
out by providers, and timesheets for providers.

Financial Sydems: Your financial practices and systems must be aligned with your blended or braided
approach. Sanetimes, this will require little additional work, but other times you may need to set up
segregated funding or other special systems.

Cortracting: If you are paying for services outside of your agency, your contracting process can be a
critical component of your overall blended or braided funding design.

Quality Cortrol and Saff Trainin g: To successfully implement your new model, you will needto train
and provide ongoing technical assistance to key staff.

Program Budget

Create a budget in the usual line items/ categories, based on the expenses for the program you are now planning to

implement. Feel free to use whatever format you typically use, or use the Estimated Budget worksheet in the

Template D: Budget & Cost Allocation. At this point, don@ worry about which funding stream pays for which

service, but do limit what youincludein your budget and program to those things at least one of your funding streams

canpay for. To do this, design arealistic budget tiedto your finalized program design.

Make sure to document any decisions you made about the budget in Template D as you develop the Coordinated
Finandng Plan.For example, if you are basing the budget on the assumption that you can serve 50 families in need,

explain why 50 is the appropri ate number.

Personnel, contractors, and other Gimedspent onservices and

supports.
Supplies, equipment, travel, and other direct coststhat support
What expense activitieswe will undertake.
categories do we A Sipends, incentives, meals, and other benefits to our clients that will
need to pay for our come from program participation.
program? Purchased ervicesfrom our community partners, atwhatever case

or servicerate theyquote.
Purchase orin-house evaluation and quality improvement services.
Indir ect costs (rent, phones, internet, €c.).

Level of needin your community z how many clients are likely to be
availableto serve?

How many clients A Level of connections with community providers z how many clients
do we plan to , will know about your service?
SErve per year: Level of capacity in your agencyz what is the maximum number of

clients canyou serve?

Template D: Budget & Cost Allocatian http://tools.sparkpolicy.com/overview -
blending-braiding/phase-4-developing-a-coordinated-financing-plan/
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What will it cost to provide the serviceswe have outlined in our
program design for the number of clients we estimate?

=

How much do we

> need in each Al How many clients will require all services?
- cr?tegory to Iserve How many clients will drop out of services prematurely?
:)e?tyrgspg clients What will it cost to sustain our non-service ddivery activities, such as

evaluation, advisory groups, et.?

Prior to finalizing your budget, review it with key stakeholders and discuss whether any expenses are missing from
it. This process should fed familiar z it is the same process used to develop any grant or program budget.

Cast Allocation

The third step in creating your coordinated financing plan is to create your cost allocation plan. Thisis the tool that
will bring your budget to life andturn it into abraided or blended model.

Sart your cost allocation plan by deciding whether you will be blending or braiding funding streams to support your
program. Carefully review Part 1 of this guide alongside the information you gathered on the requirements of each
of your funding streams in order to decide.

9 If you are blending your funding, the cost allocation plan is a static budget that you can set in advance. Your
priority will be to make sure you track sufficient information on eligibility and outcomes to report back to
your funders.

1 If you are braiding your funding, the cost allocation plan is a flexible budget and accounting tool that tracks
spend down across your funding streams. To createit, use Template D: Budget & Cost Allocation.

Cost allocation plans in a non-braiding model will often be treated as a series of grant budgets with pre-defined
monthly expenses in pre-defined categories of spending. Cost allocation plans in a braiding context are living
documents that begin with estimations, but help you keep track of how you can flexibly allocate resourcesto meet
monthly needs, based on eligible populations and services. In essence, the cost allocation plan provides you with
upfront information to ensure you can cover all your expenses across all your funding streams and ongoing
information on the progress of spending down your funding streams.

In order to design your cost allocation plan, use Template D: Budget & Caost Allocation. Template D is designed
to have asummary page thathelpsyou keeptrack of spend-down acrossall your funding streams and a cost allocation
page for each of your funding streams. Most likely, this template will need to be adapted to better fit your program
zasyou adapt the Template, please make sure to double check all formul as!

Template Dis only atool. It is not your process for allocating costs, but rather your toal for tracking how you have
allocated your costs as you implement your program. As you create it, make sure you pay close attention to your
analysis of your funding streams. If one funding stream can pay for stipends and another cannot, ensure that you
are including theline item for stipends only under the budget for the funding stream that allowsiit.

Font Door Decidon Points

At the Front Door, you will be identifying how eligibility and allowability are determined.

9 Eligibility refers to the clients who will be eligible for some or all of the services provided by your blended
or braided model.

1 Allowability refersto the services that each client will be allowed to receive,based ontheir eligibility.
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Although inanideal model, all clients could access the same services, for many blended or braided programs, some
clients may not be able to access all of the servicesavailable. For example, you may only be able to provide medical
services to those clients eligible for Medicaid, while case management and other supportive services could be
providedto all of your clients.

At your Front Door, you will want to clearly determine eligibility and allowability prior to any other actions being
taken. You will want to define:

1 Whoisresponsible for determining eligibility? In other words, who has the tools and authority to decide a
client should be acceptedin your program?

1 Whoisresponsible for determining allowability? In other words, who hasthe tools and authority to decide
which services are options for a new clientin your program?

1 What is the protocol for turning clients away? In other words, what referrals or other supports can you
offer asyou reject a dientwho does not meetyour criteria for digibility?

You will want to create an easy to use document that your Front Door caninclude aspart of their intake process. This
should include questionsto clarify eligibility and to make sure that any allowability issues are known. For example,
the Eligibility and Allowability document might include a set of questions related to the clienCs8age, needs,
income, and family. At the bottom of the document could be a decision-tree to help the provider determine (1) isthe
client eligible for any services; and (2) what services are allowable.

As part of your Front Door, you will also want to develop a process and place that the eligibility and resulting
allowability are clearly documented after the intake. For example, a case file might include a quick summary of
both, such as:

9 Clientiseligible dueto pregnancy andentering services while homeless. Incomeis not known.
1 Client may receive shelter, case management, mentoring, and parenting services.
1 Clientmay not receive incentivesfor participationin referral services.

This will remind the service providers to update the eligibility and allowable services if the situation changes, such
aslearningthe family income.

Back Door Decison Points

At the Back Door, you will be identifying how allocation of costs to funding streams will be determined. The Back
Door is responsible for making sure that all allowable services are paid for by appropriate funding streams, with
appropriate services as defined by the eligibility of clients and allowability of services. Additionally, the Back Door
is responsible for maintaining appropriate spend-down across the funding streams, using a protocol designed to
guide them.

The protocol should help the Back Door staff understand which funding streams to use first. For example, a
protocol might tell staff to:

1 Spend down Funding Stream A and Funding Stream B relatively evenly.

1 Seend Funding Stream Cwhenever possible.

1 Seend Funding StreamD only when no other funding is appropriate.
To determinethe protocol, you will want to consider the following typesof issuesthat each funding stream may have.

The information you needto answer these questions will come from the Financing Analysis you completed as part of
Phase 3.
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Large funding streams accounting for a significant porti on of your

=

Which funding budget.
P) streams need to A Useit or loseit funding streams (where a no-cost extension is not an
: be spent down option).
steadily? Funding streams that allow a percentage of administrative/ indirect

costs, as you may need to also show direct costs.

Highly restrictive funding streams that may be hardto spenddown
fully due tolimited eligibility or allowability.

Which funding Funding streams with no cap, such asentitlement programs, alowing
2 stre ams should Al you to spend as much as needed.
gislfslde";’henever Funding streams with earlier end-dates than most of your other
ible?

funding streams.
Funding streams with alonger length of service allowable.

Which funding
P stream should be A
: used as alast

resort?

Highly flexible funding streams, particularly those that account for a
small portion of your budget.
Funding streams that mandate that they are the payer of last resort.

=

In general,you will want to usetheleast restrictive funding streams|last, asit is better to finish up thelast two months
of your year with a highly flexible funding stream than a funding stream that can only fund small parts of your
program. Also in general, you want to be able to report steady progress in spending your funding to most funders
Z your funder wants to know how critical their funding is to your services! This doesnot mean you have the same
expenses, the same number of clients, or the same amount of spend-down every month though. Rather, it means you
use it where it can best support your program, steadily and flexibility. In general, take care not to ignore afunding
stream for multiple months z this may cause you to lose the funding stream due to a perceived lack of need.

After developing aprotocol for general spend-down, you will want to make sure you have a summarized document
that clarifiesthe eligible populations andallowable costs for each funding stream. Thisis the tool your fiscal staff can
use as they make decisions on what to allocate. It should match your Cost Allocation tool and be based on your
Finandng Analysis.

Trackingand Reporting

Your Back Door will be responsible for ensuring all of the information required by funders is submitted by all of
the required deadlines. Make sure you are aware of all reporting requirements and create a calendar of deadines.
Some funders will have multiple types of reporting, such as monthly invoicing, monthly data entry into their case
management system, and quarterly outcome reports. Document all of these requirements.

Next, document all of the information needed for each report. Create a chart to determine what information your
program staff will needto capture on each client in order for the Back Door to report to all of the potential funders
of that client.

Many iunders have databases they require you to utilize, which can be challenging in a blended or braided
program when programmatic staff are unaware of which funding stream their clients will be paid for through. The
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BackDoor may needto take on the responsibility of taking the information reported by program staff and entering
it into required databases.

One of the critical componentsto a successful braided model, particularly amodel that includes funding str eams that
fall under the federal OMB Circular A-87 or OMB Grcular A-122 (see Appendix A), is to track personnel time by
eligible populations/allowable services. To ensure the Back Door has enough information to allocate staff time to
appropriate funding streams, all of the staff paid for through the braided model should keep time sheets that
indicate the case ID of the client served and time spent on that client. If a staff person engagesin non-service delvery
activities, the staff person should also havea place on their timesheet for the major categories of activities, deined
by whatis allowable across the funding streams.

With the Safe Homes example program that has been used throughout this guide, the staff would need to have
timesheets by client ID and by whether or not they were engaged in supporting the Family Leadership Team. This
is necessary due to Funding Sream B& limitation that only staff time involved in case management and direct
servicesis allowable.

Financial Systems

Your Coordinated Financing Planwill also cover the financial systems that will be used to meetfunder requirements.
If any of your funding streams require segregated accounting, this is where you can describe and plan for how
that will be undertaken. You can also use this part of your plan to document how you will maintain the dataneeded
to respond to your funders audit requirements. Often, therequirements for what must be documented and available
during an audit are far more extensive than the requirements associated with monthly or quarterly reporting. Ifyou
have not yet reached outto the fiscal staff with each of your funding streams, now is a time to do it. Ask them what
they will want to seewhen they visit your program.

Contracting

You may have contracts that are needed with providers outside your agency. You will want to define the contents
of those contracts and how the reporting associated with invoicingwill match therequirements ofyour many funding
streams. Make sure your contracts include anyrequired language by your various funders. Hopefully, your funders
will allow you to have one contract with each provider that covers all funding streams. However, some funders
will expect you to have funding stream specific contracts with your service providers. Inthis case, you will need to
be thoughtful about how you define the total amount of funding in each contract, as you do not want to limit your
flexibility in your braiding model.

This guide does not cover general principles of good contracts, nor does it address specific requirements of your
funders as relates to contracts. Take the time to work with your funders and fiscal staff to design contracts that are
appropriate and meet allthe legal andregulatory requirements associated with your funding streams.

You can document the reimbursement strategies for your contractors as part of your Coordinated Financing Plan.
Some optionsinclude:!

1 Pre-approved provider lists with no guarantees of usage. This is the most flexible option for you, but can be
hard onsmall specialty providers.

9 Fixed price contracts that predefine how many clients or serviceswill be purchased. This requires that you
track how many clients or services have been purchased at any given time. It also makes assumptions
about your clientsdneeds that may or may not be true. However, it is often preferred by your contractors
because it guarantees them a steady income.
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9 Capitated or case rate contracts. This type of contract puts more risk on your contractors, asthey will be
expected to accept any clientsyou refer for pre-defined ratesper client or pre-definedtotal amount regardless
of the number of clients. It canallow for greater flexibility for your agency. It isbest to use this type ofcontract
strategy when the needs of your clients are well known.

1 Performance-based contracts. This canbe incorporated into any of the aove strategies.

Quality Cantrol and Saff Training

You will want to include a plan for monitoring the appropriateness of decisions being made, as well as a plan for
training staff on the procedures and providing technical assistance in response to questions. It isimportant to plan
for how time-sensitive issues will be addressed, such as questions about eligibility when a client is going through
anintake process at the Front Door.

Are You Ready to Implement?

Before you move on to designing your program, confirm the followingistrue:
1 Wehave aprogram budget that isredistic for serving the number of clients we plan to serve.

§  Our program budget fully addresses non programmatic expenses, such as indirect costs (Ondirect costs are
those that have been incurred for common or joint objectives and cannot be readily identified with a
particular final cost objective8 &) and evaluation/ quality control.

We have acost allocation plan in place to help us spend-down our funding appropriately.
We have carefully definedthe decision-points and tools for the Front Door and BackDoor.
We have the appropriate financial systemsin place,including contracts.

=A =/ =2 =

Our stdf aretrained onhow to implement the tools and they know who to ask for help.

PHASE: IMPLEMBENT, TRAK,ANDIMPROVE

The final stage of devdoping your blending or braiding process is to implement. Throughout the process of
developing your plan, we have emphasized the importance of engaging your funders and your community, family,
and consumer stakeholders in the process. This remains true during implementation. Although the model is now
designed, it will not be static. As your funding streams change or funding requirements change, you will needyour
stakeholdersto help you modify your program.

Take timeto collect feedback from your staff and clients on their experienceof the process such as:
1 Isit seamlessandinvisible toclients?
1 DoFront Door staff havethe level of decision-making they need toexpedite accessto services?

1 Do Back Door staff have enough information from the program staff to make good decisions regarding
allocation of funds?
1 Do your funders feel confident that you are spending their money appropriately and achieving good
outcomes?
Use this information on an ongoing basis to improve program quality by identifying strengths and challenges, and
making any necessary adjustments.

Planto revisit your Coordinated Financing Plan atleast yearly, and as funding streams change. Make sure someone
is responsible for taking new information from funders and incorporating it into the plan. As needed, making
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changes,such as redoing your fiscal analysisfor a funding streamto ensureit is being used appropriatelyeven
after it changesits rules, or updating your eligibility and allowability documentationwvhen you secure a new
funding stream.
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GONCQUSON

Blending and braiding are terms that are often used, but rarely defined andexplained in detail. The lack of detailed
information is undoubtedly because there is no single model for blending or for braiding, andeach model must be
customized to the community it exists within. The tools in this guide are intended to help your community think
through some of the critical questionsinvolved in developing successful blending and braiding strategies. The tools
are also intended to decrease some of the fear and uncertainty that often accompanies fiscal conversations. Most
importantly, the tools are intended to tie to together the fiscal work with the vision and programmatic design that
will best meetthe needs of your community and clients.

As you design and implement your fiscal coordination model, we recommend engaging all of your stakeholders in
every stage, including your staff, your leade's, and your funders as well as the community, families, and consumers
you serve. We also recommend paying careful attention to the quality of the services you provide by prioritizing
quality improvement, evaluation, and research-based practices. Any blended or braided model is only as good as
the quality of the program it funds and the alignment of that program with the needsof the community and clients
it serves!

Request for Feedback: This guide isintended as a practical, hands-on resource for blending and braiding. Please
take a moment to provide feedback, including requests for additional guidance or information, at
http://tools.sparkpolicy.com/overview -blending-braiding/ _or ecac@ccf.ny.gov.
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APPENDIXA: OMB ORAULARSA-87 ANDA-122

As communities begin their planning efforts to blendand/or braid dollars, it isimportant to understand the different
federal financial management requirements and the impact that they can have on how federal funds can be shared.
Theserequirements are corained inseveral documentsissued by the Office of Management and Budget (OMB). They
cover 1) uniform administrative requirements; 2) cost principles; and 3) audits. Below is a summary of A-87 and A-
122, key documents that can drive many of the blending and braiding options available to your agency.

Please note: The information below is neither legal nor accounting advice, but rather educational information. We
highly recommend you contact your fiscal staff and accountants as well as your funding stream® program and
fiscal managers to gather more information about what you needto do for compliance with OMBGrcular A-87 and
other relevant OMBGirculars.

UNIFORMADMINISTRATVEREQIRBVENTS

There are two primary OMB Girculars that set forth principleson allowability of costs and allocation of those costs
under federal awards. OMB Crcular A-87 governs state and local governments and any sub-awards made by them to
other entities with limited exceptions. OMB Circular A-122 governs non-profits and any sub-awards made by
thems. OMBGQircular A-87& stated purpose is O (pfovide auniform approach for determining costs and to promote
effective program delivery, efficiency, and better relationships between governmental units and the Federal
Governmentd3 OMBGrcular A-122 has a similar purpose as well. However, it is specific to non-profits and does
have adlitional information that is critical for you to undergtand.

Generally, in order for a cost to be allowable, it must meetthe following, among other requirements, set forth in A-
87:

Necessary and reasonable;
Authorized (nhot prohibited);4
Allocableto aprogram;
Adequately documented;

=A =4 =4 =4 =4

Not duplicated (i.e, not charged to any other program); and
1 Comply with federal rules and requirementss.

Of particular importance to blending and braiding strategiesis the ability to identify, allocate and document costs
to specific funding streams. Cost allocation can therefore be challenging when multiple funding streams are jointly
supporting service delivery. For example, where staff positions are supported by different funding streams based
on the eligibility of the clients served, their salaries and wages must be distributed to the streams supported by
personnel activity reports (often called time and effort reporting) unless analter native mehod has been approved.
However, time andeffort reporting oftendoes not work well in these situations because it assumesthat staff activities
are discete and can be identified as allocable to a single funding stream; it can also be unduly
burdensome by taking away time spent on service delivery 8 Sates and communities, however, can seek approval

SPlease noteif agovernment agency makes a sub-award to a non-profit organization, A-87 appliesto the government entity
and A-122 appliesto the non-profit.

Spark Policy Institute | www.sparkpolicy.com 36



http://www.sparkpolicy.com/

EARLY CHILDHOOD GUIDE TO BLENDING & BRAIDING

from the appropriate Federal agencyfor a substitute system, such asrandom sampling or case cunts, to satisfy the
requirements of OMB Circular A-87.7

Another area to explore when braiding or blending unds is the use of cost allocation plans where multiple
agendes and departments benefit from centralized services and/or administrative costs. There are three types of
cost allocation plans. They are:

1 Public Asgstance Cost Allocation Plan submitted by statescovering the administrative aosts of all programs
administered or supervised by the State public assistanceagendes, including Temporary Assistance to Needy
Families (TANF), Medcaid, Food Samps, Child Support Enforcement, Adoption Assistance and Foster
Care, andSocial Services Block Grant under Attachment D;

9 Indir ect Cost Rate Proposals that establish anindirect cost rate under Attachment E8; and
1 Central Service st Allocation Planunder Attachment C.

Central Service st Allocation Plans refers to those state andlocal-wide plans that document, identify, and allocate
or develop billing rates for the costs of centralized services provided by a governmental unit to its departments
and agencies® Examples of centralized services are computer centers, purchasing, transportation, and accounting.
In these situations a central ized service cost allocation plan is an appropriate process to identify and assign activities
that benefit different programs. Sates must submit these plansto the U.S Department of Health and Human Services
each year for which they claim central service costs under Federal awards. Local governments designated by OMBas
a Gnajor local governmenO &lso have to submit such plans annually. All other local governments claiming central
services costs must develop and maintain these plans and supporting documentation according to A-87
Attachment C requirements. Under OMB Circular A-87 federal agencies, however, are encouraged towork with
state and local governments that want to use an alternative mechanism for administrati ve costs through a fee-for-
service instead of the current cost-reimbursement payment method to reduce the burden associated with
charging administrative costs to Federal programs and preparing and appoving cost allocation plans.10

AUDITS

Budget estimates or other distribu tion percentages determined prior to the services performed do not qualify as
support for chargesto Federal awards, but may be used for interim accounting purposes under certain conditions
and across the different funding streams.

As part of planning, a determination should be made as to whether any of these exceptions apply. If so, statesand
communities should consider working with the appropri ate Federal agency to seek gproval for exceptions.

Finally, under certain circumstances, Federal agencies may also exempt Sate-administered, non-entitlement grant
programs from some OMB grants management requirements. Certain Federal programs with statutorily-
authorized consolidated planning and administrative funding may also receive an exemption from OMB
administrati ve requirements and costs principlesit
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APPENDIXB: TEMPLAIESFORBLENDING& BRAIDING

The following templateshave beenreferred to throughout this document:
Template A: Analyzing Your Funding Streams,
Template B: Analyzing Your Gaps,
Template C:Coordinated Finandng Plan, and
Template D:Budget & Cost Allocation (not included in the Appendix).

Appendix B contains templates A, B, and C. However, to access these and other templates you can adapt and use,
please visit Spark Policy Institute® Blending and Braiding website:

http ://spar kpolicy.com/f iscalguides.htm

All of the templates provided on the webste are guides only. As you undertake the work of planning and
implementing a braided or blended funding approach, keepin mind that this work is unique at each and every site
where it isimplemented. While templates can help you envision the work you needto undertake, they will not be
comprehensive and they cannot address all possibilities.
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TEMPLATE AANALYZING YOURWNDING STRBEMS

In PhaseIl,you andyour stakeholders answered a set of questions about the design of your program. This worksheet
will help you compare your program design to the eligible populations and allowable activities of your potential
funding streams.

Sepl:

Fill in Column Awith the answe'sto the questions. In the example below, based on a homeless servicesprogram, the
population includes two types of clients (families with children and pregnant women) and two types of need (at
risk and already fomeless). They also noted that their population is likely to be lower income and some of the
pregnant women would be runaway youth without families.

You may needto insert more rows asyou answerthe questions.
Sep2:

Collect information about your funding streams from your fiscal staff, the funder® documentation sent to your
organization, the funder® website, or by talking to the funder directly. Review the information and start to enter
the specific information that tells you what is allowed and not allowed in the context of your program design. Use
Column B and C for the first two funding streams. Create a new document using the Template for additional
funding streams.

EXAMPLE Funding Sream 1 Funding Sream 2

Column A Column B Column C

What population do we need to serve?

Families with young

. Eligible if low-income. Yes, if homeless.
children

Pregnant women Eligible if low-income (requiresincome to be known) Yes, if homeless.

Yes, provided the risk of losing housing is leading to risk
related to self-sufficiency, out-of-wedlock pregnancy, or
keepingatwo-parent family together.

Yes, provided homelessness is leading to risk related to
Homeless self-sufficiency, ou-of-wedlock pregnancy,or keeping a [Eligible.
two-parent family together.

All clients must either make less than $75,000 per year or
be inafamily making lessthan $75,000 per year. Family is
defined ashaving children under the age of19 in the

Not eligible, must be
homeless.

At risk of losing their
housing

In low income families Incomeis not afactor.

family unit.
Runawvays whose If the runaway is below 19, he/ sheis not eligible without |Runawvay statusisnot a
familiesare unknown knowing family income. factor.

The Template isavail able at http:// spark policy.com/ fiscalguides.htm
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Funding Stream 1 Funding Stream 2

What population do we needto serve?

What doesthe GFront DI T O &urprdgr am look | ike?

What are the servicesor interventionsthat are part of our progr am?

What will our servicesaccomplish and how will we know?

Where are we deliv ering the services?

Who will deliver the services?

What infrastructure isneededto support the progr am?

What isthe time frame for our fundi ng streams? (including allowability of no-cost extensions)
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B: ANALYZNG YOURSAPS

In Phase Il, you and your stakeholders answered a set of questions about the design of your program. Using
Template A: Analyzing Your Funding Streams, you developed a matrix that compares each funding stream to
your program design. This worksheet will help you see and understand gapsbetweenwhat you want to provide in
your program and what your funding will support.

Sepl:
Create alist that breaks out into distinct subgroups all of the populations andservicesyou want to fund. The goal is

to havenon-overlapping groups.

In the example below, based on a homeless services program, the population includes two types of clients (families
with children and pregnant women) and two types of need (at risk and already homeless) and two demaographic
factors (low-income and runaway youth).

You may needto insert more rows asyou create your distinct groups.
Sep?2:
Using Template A: Analyzing Your Funding Stireams, place anX for what is allowable by each funding stream.

You should end up with agrid that dearly shows what each funding stream can and cannot fund.

Funding | Funding
Stream 1 | Stream 2

What population do we need to serve?

Family with children under 5, atrisk of losing housing, low-income X

Family with children under 5, atrisk of losing housing, non-low income

Family with children under 5, homeless, low-income X X
Family with children under 5, homeless, non-low income X
Pregnant woman, atrisk of losing housing, low-income X

Pregnant woman, atrisk of losing housing, non-low-income
Pregnant youth, runaway,at risk of losing housing, family income unknown

Pregnant woman, homeless, low-income X X
Pregnant woman, homeless, non-low-income X
Pregnant youth, runaway, homeless, family income unknown X

The Template is available online at htt p:// sparkpolicy .com/f iscalguides.htm
Funding | Funding | Funding | Funding | Funding
Stream 1| Stream 2 | Stream 3 | Stream 4 | Stream 5

What population do we needto serve? ‘

What doesthe Grront DI I O durprdgr am look
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Stream 2 | Stream 3 | Stream 4 | Stream 5

Funding | Funding | Funding | Funding | Funding

What are the servicesor interventionsthat are part of our progr am?

What will our servicesaccomplish and how will we know?

Where are we deliv ering the services?

Who will deliver the services?

What infrastructure isneededto support the progr am?

What isthe time frame for our fundi ng streams? (including allowab

(first month/quart er)

ility of no-cost exten

sions)

(second month/qu arter)

(third month/ quarter)

(fourth month/quart er)
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TEMPIATE CYOURCOORINATED NANCINGPLAN

You andyour stakeholders answered aset of questions about the design of your program in Phase I1. Using Template
A: Analyzing Your Funding Streams, you developed a matrix that compares each funding stream to your
program design. Using Template B: Analyzing Your Gaps you were able to identify which fundingstreams
will pay for what components of the program. Template C helps you to bring all of that information into one

document that outlinesyour plan.

Sepl:

Delete this page! You will be left with an outline of a Coordinated Financing Plan with bullets on information to

include.

Sep2:

Use the questions asked in the Guideto Blending and Braiding and Templates D z F to complete your plan. Make
sure to engage your fiscal and programmatic staff in the design of the plan, asthey will be responsible for

implementing it.

The Template is available online at htt p:// sparkpolicy .com/f iscalguides.htm
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GOORDINATEHNANCNGPLAN

<enter your program/o rganization name>

<Enter date created>

PROGAM DESGN

1 Provide a short overview of the program design, including eligible populations, direct services, and non-
service delivery activities.

FUNDNG ®URCES

1 Briefly list each funding source, the contact information, the amount, duration, and any critical information
to understand the purpose of the funding str eam in supporting the program. For example, onefunding stream
might be comprehensive,supporting allcomponents, while another funding streamisfor primary health care
services only.

PRO®AM BUDGET

9 Briefly describe the Program Budget, as outlined in Template D:Program Budget
1 Indicate any key decisions made that relate to the budget, such asthe total population to be served.

9 Your program budget, based onthe revised design developedduring the previous phase.

COSRALIOCATION

1 Briefly describe your overall cost allocation model, asoutlinedin Template E:Caost Allocation Plan
1 Indicate whether you are blending or braiding.
9 Include a Ist of all the sources of financial information and how to access them.

FRONTDOOR PROOCQS
1 Outline who has the authority to accept clients into the program and determine the services they will be
provided.

9 Outline what tool will be available to assist the Front Door in making appropriate decisions on eligibility
and allowability.

9 Outline what technical assistance will be available to Front Door staff, such as access to key fiscal staff if
eligibility or allowability questionsarise.

Include Template F: Eligibility and Allowability.

Outline what information will be in the case file to ensure ongoing awareness of eligibility and allowability
for a dient.

BACKDOORPROT@OLS

1 Include aprotocol for spending down the funding streams supporting your blended or braided model.
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91 Include the very specific eligibility and allowability requirements for each funding stream, to assist your
Back Door staff in making appropriate funding decisions and answering questions from the Front Door
staff. Thisinformation will come from Template A: Analyzing Your Funding Sreams.

TRAXKING ANDREFORTING

1 Include atimetablefor your reportsto your funders, including fiscal and programmatic reporting.

1 Include your tracking and reporting tools. These tools should capture all of the information neededfor all
of your funders. They must include a timesheet to track personnel time spent on specific clients and on
non-client-based activities.

9 Include your protocol for completion of reports using the information collected. You will want to indicate
how frequently programmatic staff must complete the tracking tools and the process for inputting data into
various fundersédatabases or reporting templates.

FINANCIABYSTEMS

1 Include a brief description of how your Coordinated Finandng Plan aligns with existing financial practices
and systems.

1 Indicate where the Coordinated Financing Plan requires additional practices or systems and include
protocols for those.

9 Address potential need for segregating your funding in your accounting systems. This is critical for many
public funding streams, and particularly important if you are a fath-based organization.

CONTRCTNG

1 Include an explanation of your contracting system (pre-approved providers, fixed price cortracts, capitated
contracts, case-rate contracts for multiple services, performance based contracts).

1 Include an explanation of your reporting requirements to ensure contractors provide sufficient information
to meet reporting needs.

QUALTYCONTROAND STAFFRAINNG

9 Describe quality control measures to ensure continued compliance with funding stream requirements
throughout the implementation of the program.

9 Describe the planto train and support staff who will be implementing the Front Door and Back Door of the
program.

9 Address staff tur nover.
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RESOURCES

The resources below are good compliments to the information in this guide, providing more detail on some of the
issues mentioned but not covered in depth, including additional funding streams to consider, strategies for
sustainability, working on fundingissuesat asystems level, and engaging partners.

New York Sate Materials on Early Childhood Financing

There are several documents prepared by the New York Early Childhood Advisory Cauncil and Schyler Center
for Analysis and Advocacy that explore financing of an early childhood system and programs including home
visitation in New York. They are:

1 Maternal, Infant and Early Childhood Home Visiting in New York: Funding Options and Opportu nities,
Schuyler Center, March 2012.

http:// www .scaany.oro/ documents/h ome visiting fundingopps mar2012.pdf

1 Home Visiting Saves Money, Prevents Child Abuse, Helps Children Learn and Strengthens Families,
Schuyler Center, Summer 2011.

http:// www .scaany.org/ resources/documents/ho mevisiting_issudrief _summer2011.pdf

9 Universal Prenatd/ Postpartum Careand Home Visitation: The Planfor an Ideal System in New York
Sate, Schuyler Center, October 2007.

htt p:// www .scaany.ora/ documents/h ome visiting white paer.pdf

Federal Funds for Integrated Se vice Delivery Toolkit

A series of briefs prepared by QLASP that describe federal funding programs that could support
components of an integrated service delivery strategy. The briefs cover eligible populations, uses of funds,
and possible issues that might arise. This resource covers many funding streams not addressed in Part Il of
this guide. Note that the information is at the federal level and you will need to explore New York
requirements as well.

http :// www.clasp.org/ issues/ pages?type=work_supports&id=0007#t oolkit

CLASP also prepared abrief specific to ealy childhood (Putting it Together: A Guide to Finandng
Comprehensive Srvicesin Child Care and Early Education, August 2012.

http:// www.clasp.org/admin/ site/publications/f iles/ A-Guide-to-Financing-Comprehensive-Services-in-
Child-Care-and-Early-Education.pdf

Medicaid Financing of Early Childhood Home Visiting Programs

PEW Center on the Satesand the Naional Academyfor State Health Policy prepared a policy brief
on how the opportunitiesand challengesof using Medicaid to support early childhood home
visiting programsbased on the experienceof several states.

htt p:// www .pewtrusts.org/uploa dedFiles/w wwpewtrustsorg/ Reports/ Home_Visithg/PCS NAS
HP HV Medicaid.PDF

ark Policy Institute | www.sparkpolicy.com 46
S y



http://www.sparkpolicy.com/
http://www.scaany.org/documents/home_visiting_fundingopps_mar2012.pdf
http://www.scaany.org/resources/documents/homevisiting_issuebrief_summer2011.pdf
http://www.scaany.org/documents/home_visiting_white_paper.pdf
http://www.clasp.org/issues/pages?type=work_supports&amp;id=0007&amp;toolkit
http://www.clasp.org/admin/site/publications/files/A-Guide-to-Financing-Comprehensive-Services-in-Child-Care-and-Early-Education.pdf
http://www.clasp.org/admin/site/publications/files/A-Guide-to-Financing-Comprehensive-Services-in-Child-Care-and-Early-Education.pdf
http://www.clasp.org/admin/site/publications/files/A-Guide-to-Financing-Comprehensive-Services-in-Child-Care-and-Early-Education.pdf
http://www.pewtrusts.org/uploadedFiles/wwwpewtrustsorg/Reports/Home_Visiting/PCS_NASHP_HV_Medicaid.PDF
http://www.pewtrusts.org/uploadedFiles/wwwpewtrustsorg/Reports/Home_Visiting/PCS_NASHP_HV_Medicaid.PDF
http://www.pewtrusts.org/uploadedFiles/wwwpewtrustsorg/Reports/Home_Visiting/PCS_NASHP_HV_Medicaid.PDF

EARLY CHILDHOOD GUIDE TO BLENDING & BRAIDING

Sdf-Assessment and Planning Guide: Devdoping a Comprehensive Financing Plan to Support
Effective Systems of Care

A tool designed by the Genter for Child and Human Development at Georgetown University to assist states
and communities with mapping their current finandng sources and planning finandng strategies to
support expanded services. This tool will help you undertake mapping at a systems level across many
agendes. It includes many chedklists to use as you decide what you needto learn about how each funding
stream is currently being utilized.

http:// gucchd.georgetown.edu/ 72354.html

Sustainabili ty Planning Wor kbook

The Finance Projedds6Sustainability Planning Workbook is a comprehensive guide to planning for
sustainability. The guide covers a wide variety of sustainability issues, from the need for championsto the
importance of prioritizing components to sustain.

htt p:// www financeproject.org/s pecial/engace/ work book.cfm
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