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PROGRAM SUSTAINABILITY
AND THE ROLE OF DATA

This document provides actionable strategies for organizations in the criminal justice and behavioral
health space to assess their capacity for sustainability and take actions to leverage their strengths
and course-correct areas of weaknesses to support their long-term success.

Sustainability is best understood as a continuous, cyclical process—not a one-time activity. This
diagram shows the ongoing loop of the sustainability process:

Gather data on your
program’s current capacity
and performance.

ASSESSMENT

REASSESSMENT ACTION

PLANNING
Review updated data and
determine new needs,
beginning the cycle again.

SUSTAINABILITY
PROCESS

Identify strategies
and priorities for
improvement.

EVALUATION

Measure the
effectiveness of actions
and track progress.

IMPLEMENTATION

Put planned
strategies into
practice.




The Role of Data in Sustaining Programs Addressing Opioid
and Substance Use in Criminal Justice Settings

Organizations addressing deeply rooted challenges, such as V

high rates of opioid and substance use in their community,

require long-term commitment and adaptability. Program Strong data practices

sustainability, or the ability of a program to maintain its key can help drive funding

functions and outcomes over time, is essential for organizations improve outcomes,
to achieve this lasting impact. This is especially true for and ensure long-term

organizations in the criminal justice and behavioral health fields, program sustainability.

where the stakes are high, priorities are constantly shifting, and
there is significant competition for limited resources.

Fortunately, programs can use the data they already collect to help them strengthen and sustain
their programs over time.

Organizations can use data in a variety of ways to support sustainability, including to track
performance against goals, make adjustments to program implementation, demonstrate value to
funders, partners, and the community, and guide strategic planning and resource allocation.

There are five main types of data that can be valuable for organizations to use when
assessing sustainability.

@ Program Implementation Data

Information about service delivery, fidelity to your logic model, and information about the
client you serve.

Resource: If you need to create or update your logic model, check out our tipsheet:
Logic Model Tip Sheet and Template (PDF). It provides a structured framework to plan,
communicate, and evaluate your program’s design and impact.



https://www.abtglobal.com/sites/default/files/files/Projects/PDFs/2025/abt_logic_model_template_and_tip_sheet_final-(2)-4.pdf

@ Program Outcome Data

Information on participants’ progress in your program, such as recidivism, relapse,
overdose, or assessments you use to track changes. These data may be stored in the same
system as your implementation data, or separately.

Resource: If you want tips on selecting the best outcomes for your program, check

out our tipsheet: Selecting Outcome Measures to Evaluate Substance Misuse Prevention,
Education, Treatment, and Recovery Support Programs (PDF). It offers guidance on

identifying and choosing outcome measures for substance misuse prevention, treatment,
and recovery programs.

@ Partnership Data

Information about people who refer clients to you, who you refer clients to, or who
otherwise are helpful in making your program work. These data may be stored in the same
system as your program implementation data or may be shared by your partners.

Resource: If you want tips on how to establish data sharing agreements, check out
our tipsheet: Developing Effective Data Use Agreements (DUAs) (PDF). It includes when
DUAs are needed, how they differ from other agreements, key components and best
practices, and sample templates to ensure privacy, compliance, and effective collaboration.

@ Financial Data

Information about your operating budget, including what proportion of your funding
comes from different sources (federal, local, foundation, other), when the funding ends,

and anticipated sources of new or continued funding.

@ Community Context Data

These are publicly available data that can tell you about population trends for your city or
state. This may include things like trends in overdose deaths, justice system involvement,
crime trends, and the characteristics of people who live in your area.



https://www.abtglobal.com/sites/default/files/files/Projects/PDFs/2025/abt_selecting_outcome_measures_to_evaluate_programs-(1).pdf
https://www.abtglobal.com/sites/default/files/files/Projects/PDFs/2025/abt_selecting_outcome_measures_to_evaluate_programs-(1).pdf
https://www.abtglobal.com/sites/default/files/files/Projects/PDFs/2025/developing-effective-duas.pdf

Resource: If you want guidance on setting up or improving your internal data systems,
check out our tipsheet: The Right Tools for the Job: A Practitioner’s Guide to Identifying the
Right Data Systems to Support Performance Measurement and Evaluation (PDF). It helps
practitioners assess and choose data systems that meet program performance and
evaluation needs.

Make sure you or another team member know how to find and analyze
these different data sources.

Assessing Your Program’s Current Sustainability

It is important to get a baseline measurement of your program’s capacity for sustainability. Having a
baseline measurement will allow you to compare trends over time and provide a reference to know
when you need to take action or implement continuous quality improvements.

Resource: We describe how to use data for continuous improvement in more detail in
this tipsheet: Using Data for Continuous Quality Improvement (PDF). It provides step-by-
step strategies, practical examples, and tools for selecting measures, collecting and
analyzing data, and using findings to refine programs, strengthen collaboration, and sustain
long-term improvements.

Using the Program Sustainability Assessment Tool (PSAT)

The PSAT is an evidence-based tool that helps programs assess their capacity for sustainability
across eight domains. Table 1 provides the PSAT domains, considerations for COSSUP programs in
each domain, and types of data that can be used to inform your assessment for each domain. Within
each domain, the PSAT provides questions and a corresponding rating scale.

Complete the PSAT to establish a baseline and identify low-scoring
domains (typically those scoring 4 or below on a 7-point scale). Domains
where you have a lower score indicate areas for improvement, and higher

scores indicate strengths.
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https://www.abtglobal.com/sites/default/files/files/Projects/PDFs/2025/the-right-tools-for-the-job-a-practitioners-guide.pdf
https://www.abtglobal.com/sites/default/files/files/Projects/PDFs/2025/the-right-tools-for-the-job-a-practitioners-guide.pdf
https://www.abtglobal.com/sites/default/files/2025-06/using-data-for-cqi-tipsheet.pdf
https://sustaintool.org/psat/

Table 1. PSAT Domains and Considerations for COSSUP Grantees and Similar Organizations

Considerations for COSSUP Grantees and Similar
Organizations

Types of Data and Examples

Environmental
Support

Funding
Stability

Partnerships

Community and
stakeholder buy-in

Diverse and
predictable
financial support

Quality and
quantity of
collaboration

Given the multidisciplinary nature of your program,
you may need multiple external champions, or local
leaders that span behavioral health and criminal
justice who support your work.

Public safety and behavioral health funding can
sometimes be made available in response to a crisis
but might go away as the crisis resolves or is
deprioritized. Think about ways to frame your
program impact to funders that demonstrates the
long-term benefits of your services.

Great work is often the result of trusting
interpersonal relationships. Consider what might
happen if your main point of contact at a partner
organization were to leave; is there a formal
agreement from the organization to maintain the
partnership?

A partnership with one segment of the criminal
justice system may not be enough to achieve your
goals. Consider your relationships with the full
spectrum of public safety providers including law
enforcement, courts, corrections, and community
supervision.

N

Partnership (e.g., list of champions,
number of external engagements,
endorsements, public statements
of support)

Financial (e.g., budget breakdowns
by funding stream and matching
requirements, funding expiration
dates)

Community context (e.g., overdose
trends including overdose deaths)

Program outcomes (e.g., cost
savings, reduced recidivism rates)

Partnership (e.g., number of active
MOUs, meeting attendance logs,
co-hosted activities)
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Organizational
Capacity

Program
Evaluation

Infrastructure,
staffing, systems

Use of data to
track and improve
performance

Considerations for COSSUP Grantees and Similar
Organizations

Do you have systems in place to track client
outcomes? If outcomes are tracked by a partner
agency (e.g. recidivism, treatment outcomes, time
to treatment), do you have a data sharing
agreement in place that allows you to monitor
progress?

Do your staff have the right type of specialized skills
(e.g., substance use disorder specialists, peer
support workers, workforce development specialists,
or case managers specializing in addressing the
needs of justice-involved individuals)?

Do you have internal capacity to conduct a program
evaluation, or should you work with an evaluation
partner?

Resource: Finding the Right Evaluator to Meet Your
Evaluation Needs (PDF)

Resource: Getting the Most Out of Your Evaluation
Report: Strategies for Success (PDF)

Does your COSSUP grant have an evaluation
requirement?

Resource: Evaluation Action Plan for
COSSUP Grantees (PDF)

Types of Data and Examples

Program implementation (e.g., staff
qualifications, training logs)

Program outcomes (e.g., time to
treatment, successful referrals,
retention in services)

Financial (e.g., staff-to-client ratios,
funding allocated to training or
infrastructure)

Program implementation (e.g., data
collection systems, CQl processes)

Program outcomes (e.g., percent of
participants with improved
outcomes: reduced substance use,
increased housing stability and
mental/physical health)

Partnership (e.g., evaluator
contracts, data use agreements,
satisfaction with evaluators)



https://www.abtglobal.com/sites/default/files/files/Projects/PDFs/2025/finding-the-right-evaluator-to-meet-your-evaluation-needs.pdf
https://www.abtglobal.com/sites/default/files/files/Projects/PDFs/2025/finding-the-right-evaluator-to-meet-your-evaluation-needs.pdf
https://www.abtglobal.com/sites/default/files/files/Projects/PDFs/2025/abt_getting_the_most_out_of_your_evaluation_aec.pdf
https://www.abtglobal.com/sites/default/files/files/Projects/PDFs/2025/abt_getting_the_most_out_of_your_evaluation_aec.pdf
https://www.abtglobal.com/sites/default/files/files/Projects/PDFs/2025/abt_evaluation_action_plan_and_tip_sheet_aec.pdf
https://www.abtglobal.com/sites/default/files/files/Projects/PDFs/2025/abt_evaluation_action_plan_and_tip_sheet_aec.pdf

Program
Adaptation

Responsiveness to
change

Communications Messaging and
stakeholder
engagement

Considerations for COSSUP Grantees and Similar
Organizations

How does the program adapt to new trends in
substance use (e.g., the rise of opioids or synthetic
drugs)?

Does the program integrate new evidence-based

practices for treating individuals with substance use
disorder (SUD)?

How responsive is the program to changes in
criminal justice policies (e.g., new sentencing laws or
diversion models)?

Consider sharing your successes with other COSSUP
grantees.

Does your program have a media plan? Resource:
How to Develop a Media and Messaging Plan

How can you use your evaluation report to share
results with others?

Resource: Getting the Most Out of Your Evaluation
Report: Strategies for Success (PDF)

Types of Data and Examples

Community context (e.g., trend
data on drug use, new policy
impacts)

Program Outcome (e.g., outcomes
before and after program changes,
such as relapse rates)

Program outcomes (e.g., changes
in participant behavior tied to
outreach campaigns)

Program implementation (e.g.,
communications outputs, media
engagement)



https://allrise.org/resources/media-and-messaging/#media-guide
https://www.abtglobal.com/sites/default/files/files/Projects/PDFs/2025/abt_getting_the_most_out_of_your_evaluation_aec.pdf
https://www.abtglobal.com/sites/default/files/files/Projects/PDFs/2025/abt_getting_the_most_out_of_your_evaluation_aec.pdf

Strategic
Planning

Long-term vision
and planning
practices

Considerations for COSSUP Grantees and Similar
Organizations

You may need to adjust your strategic plan more
often to account for changes in substance use
trends, changes in local treatment access, or
changes in criminal justice system priorities.

Consider working with law enforcement and
behavioral health partners to make sure your
strategic plan aligns with their long-term goals and
priorities.

Types of Data and Examples

Program implementation (e.g.,
documentation of service
expansion, strategy-to-practice
mapping, operational plans)

Program outcomes (e.g., long-term
outcome metrics that align with
strategic goals, reduced
incarceration, increased treatment
access)

Partnership (e.g., partner alignment
with goals)

Financial (e.g., alignment of budget
with strategic goals)

Community context (e.g., SUD
prevalence rates)




Examine the lower-scoring domains of your PSAT results and identify ways
to strengthen your program in each domain. Table 2 provides an example
of a sustainability action planner. You can use a similar format to identify
specific improvement strategies for your lower-scoring domains.

Start by asking yourself:

What's getting What's already Who can you What small step
in the way in working that you can involve to help move could you take in
this area? build on in this area? this forward? the next month?

You don’t need to have every answer right away—focus on identifying a few concrete actions that
feel doable and aligned with your program’s goals. Use Table 2 as inspiration, but tailor your plan to
your team, your partnerships, and your community. At the end of this document, you'll find a blank
Sustainability Action Planner template you can use to capture your own goals, action steps, and
progress over time.

Table 2. Example Sustainability Action Planner

Environmental Lack of buy-in Identify possible champions (e.g., judge, sheriff, county

Support leader, individuals with lived experience) and invite
them to tour your program, talk with your clients, and
share your successes.

Funding Stability Reliance on a single Identify funding sources in all domains relevant to your
funding source COSSUP program (e.g., health, human services, child
(e.g., federal welfare/social services, education, labor/workforce
funds only) development, behavioral health, public safety).

Partner with criminal justice or behavioral health
agencies to be more competitive.
Partnerships Informal or stagnant Formalize MOU.
relationships .
P Co-host a partner event or shared training.

Solicit partner input on program goals and strategies.
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Organizational Staff or infrastructure Assess current capacity and training needs.

o i limitati
apacity imitations Offer professional development on SUD/criminal justice

topics.

Improve internal systems for data collection and case

management.
Program Evaluation  Data not used for Build a CQl plan.
mprovement Hold regular review sessions with staff.
Work with an evaluation partner.
Program Adaptation  Difficulty responding Set up periodic reviews to assess program alignment
to changing needs or with emerging trends.
policies Pilot small changes before full implementation.
Document and share lessons from adaptations.
Communications Limited visibility or Develop a simple communications plan.

unclear messagin ) ) )
ging Share success stories with stakeholders and the public.

Use evaluation findings to highlight program impact
across multiple channels.

Strategic Planning Outdated or Schedule regular plan reviews (e.g., annually).
underused strategic

plan Align goals with partner priorities (e.g., law

enforcement, behavioral health).

Link the plan to day-to-day program operation.

Also look at the higher-scoring domains; these are models of success you can
build on. Be sure to provide your team with positive feedback about their work
in these areas and think about how you can build on those strengths. For
example, if you have strong partnerships, can you work with those partners to
submit funding applications to a new funder? If you have an evaluator, can you
use their network to broaden the reach of your communication strategies?

Q_O)



PSAT Resources

For additional resources and guidance on using the PSAT, visit the website’s
comprehensive tools and materials. They offer detailed instructions, examples, and further
steps to help guide a program's sustainability planning. The website also offers additional

support for developing strategies tailored to program’s unique needs.

From Assessment to Action: Putting Data to Work for Sustainability

You can build program sustainability by taking intentional steps to understand your capacity, use
data to guide decisions, and adapt to evolving needs. This resource walks you through how to use
tools like the PSAT to assess sustainability, identify areas for growth, and apply data in

meaningful ways.

To move from assessment to action, you can:

o Identify the relevant data sources.
e Complete the PSAT.

e Use the Sustainability Action Planner (Table 2) to identify next steps in areas that need
attention. Refer to the blank template at the end of this document to create your own
customized plan.

e Act on what you learn to grow stronger partnerships, sharpen your strategy, and show others
why your work matters.

When you bring data into everyday planning, you can build a strong foundation for long-term
success—one that supports ongoing improvement, responsiveness, and meaningful impact.

More Tools and Resources

In addition to the PSAT and action planner tools provided in this document, there are several other
frameworks and guides that can support your sustainability efforts. These resources were selected,
because they offer practical strategies, templates, and real-world examples that can be adapted
across settings. Whether you're just beginning to think about sustainability or refining an existing
plan, these tools can help deepen your approach and provide concrete next steps.

w


https://www.sustaintool.org/psat/resources/

Table 3. Additional Program Resources for the Development of Sustainability Plans

Resource Overview

Reentry Program The Reentry Program Sustainability Toolkit is designed to support the long-
Sustainability Toolkit: term success and sustainability of reentry programs. It provides strategies
Resources for an Effective for strengthening critical areas such as communications, branding, and

Sustainability Strategy (PDF)  funding, which are essential for maintaining program impact. The toolkit
also includes valuable resources like checklists, templates, and guidance to
help organizations incorporate sustainability into their program planning,
implementation, and overall operations.

Georgia Health Policy A comprehensive tool to help organizations plan long-term success and

Center's Sustainability sustainability of their health programs. The framework provides practical

Framework (PDF) steps for integrating sustainability into program planning and
implementation.

The Sustainability Planning This guide on sustainability planning provides a holistic approach for

Guide maintaining the success of health initiatives over time. It offers practical

strategies and resources for effectively planning, executing, and assessing
sustainability, emphasizing critical elements like leadership, collaboration,
financial support, and policy advocacy.

Office for Victims of Crime A comprehensive guide to help organizations in the criminal justice and
Sustainability Toolkit victim services sectors plan and implement sustainable programs. The
toolkit emphasizes planning for sustainability from the start.

Ensuring Sustainability for This report offers in-depth guidance on building long-term sustainability for
Drug Courts (Monograph court-based programs, including funding strategies, institutional
Series 8) partnerships, staffing considerations, and community engagement. The

resource outlines sustainability planning as a continuous process, with
chapters on leadership buy-in, data use, program adaptation, and
stakeholder communication.

This project was supported by Grant No. 15PBJA-23-GK-02256-COAP awarded by the Bureau of
Justice Assistance. The Bureau of Justice Assistance is a component of the Office of Justice
Programs, which also includes the Bureau of Justice Statistics, the National Institute of Justice, the
Office of Juvenile Justice and Delinquency Prevention, the Office for Victims of Crime, and Office of
Sex Offender Sentencing, Monitoring, Apprehending, Registering, and Tracking. Points of view or
opinions in this document are those of the author and do not necessarily represent the official
position or policies of the U.S. Department of Justice.

Last updated: October 2025
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https://nationalreentryresourcecenter.org/sites/default/files/inline-files/48.%20SustainabilityToolkitUpdate_508.pdf
https://nationalreentryresourcecenter.org/sites/default/files/inline-files/48.%20SustainabilityToolkitUpdate_508.pdf
https://nationalreentryresourcecenter.org/sites/default/files/inline-files/48.%20SustainabilityToolkitUpdate_508.pdf
https://nationalreentryresourcecenter.org/sites/default/files/inline-files/48.%20SustainabilityToolkitUpdate_508.pdf
https://www.ruralhealthinfo.org/sustainability/pdf/georgia-health-policy-center-sustainability-framework.pdf
https://www.ruralhealthinfo.org/sustainability/pdf/georgia-health-policy-center-sustainability-framework.pdf
https://www.ruralhealthinfo.org/sustainability/pdf/georgia-health-policy-center-sustainability-framework.pdf
https://stacks.cdc.gov/view/cdc/11700
https://stacks.cdc.gov/view/cdc/11700
https://ovc.ojp.gov/library/publications/sustainability-toolkit
https://ovc.ojp.gov/library/publications/sustainability-toolkit
https://allrise.org/publications/ensuring-sustainability-for-drug-courts-an-overview-of-funding-strategies/
https://allrise.org/publications/ensuring-sustainability-for-drug-courts-an-overview-of-funding-strategies/
https://allrise.org/publications/ensuring-sustainability-for-drug-courts-an-overview-of-funding-strategies/

Template: Sustainability Action Planner

Use this template to capture your program’s sustainability priorities, specific action steps, and
progress over time. It mirrors the example in Table 2, but leaves space for you to tailor it to your
program’s unique goals, partnerships, and community context.

Environmental
Support

Funding
Stability

Partnerships

Organizational
Capacity

Program
Evaluation

Program
Adaptation

Communications

Strategic
Planning

@
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