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January	  9,	  2012	  

Dear	  Colleague:	  

On	  behalf	  of	  the	  Council	  of	  State	  Governments	  Justice	  Center	  (Justice	  Center)	  I	  would	  like	  to	  invite	  your	  agency	  
to	  apply	  to	  participate	  in	  a	  newly	  funded	  project	  entitled;	  ‘Bringing	  NIATx	  to	  Corrections.’	  	  The	  Bureau	  of	  Justice	  
Assistance	  (BJA),	  a	  component	  of	  the	  Office	  of	  Justice	  Programs,	  U.S.	  Department	  of	  Justice,	  has	  awarded	  the	  
Justice	  Center	  an	  “Encouraging	  Innovation”	  grant	  to	  partner	  with	  NIATx,	  formerly	  known	  as	  the	  Network	  for	  the	  
Improvement	  of	  Addiction	  Treatment	  to	  pilot	  their	  nationally	  acclaimed	  substance	  abuse	  treatment	  process	  
improvement	  model	  for	  the	  first	  time	  in	  a	  Department	  of	  Corrections,	  jail,	  or	  parole	  and/or	  probation	  agency.	  	  
The	  goal	  is	  to	  improve	  the	  treatment	  referral	  and	  coordination	  process	  between	  prisons	  and	  jails	  and	  
community-‐treatment	  providers.	  	  We	  look	  forward	  to	  your	  application	  to	  become	  a	  pilot	  site	  for	  this	  project.	  	  	  	  

What	  is	  the	  NIATx	  Process	  Improvement	  Model?	  

Initially	  developed	  to	  improve	  treatment	  for	  alcohol	  and	  drug	  use	  disorders,	  NIATx	  teaches	  agencies	  to	  use	  
process	  improvement	  approaches	  to:	  

• Reduce	  days	  to	  starting	  treatment	  
• Increase	  treatment	  admissions	  	  
• Minimize	  appointment	  no-‐shows	  	  
• Enhance	  retention	  in	  treatment	  	  

NIATx	  works	  at	  a	  system-‐level	  to	  eliminate	  barriers	  to	  effective	  community-‐based	  substance	  abuse	  service	  
delivery,	  which	  is	  an	  important	  factor	  in	  reducing	  criminal	  justice	  involvement.	  	  The	  results	  of	  this	  project	  will	  
help	  corrections	  and	  treatment	  practitioners	  understand	  how	  implementation	  of	  a	  process	  improvement	  model	  
in	  a	  correctional	  setting	  can	  lead	  to	  more	  efficient	  and	  effective	  treatment	  referral	  and	  engagement.	  	  	  	  

What	  does	  being	  a	  Pilot	  Site	  Involve?	  	  	  

Becoming	  a	  pilot	  site	  would	  give	  your	  department	  access	  to	  technical	  assistance	  (TA)	  from	  the	  Justice	  Center	  and	  
NIATx,	  a	  project	  ‘coach’	  from	  NIATx	  and	  several	  leading	  expert	  consultants	  on	  improving	  access	  to	  substance	  
abuse	  and	  co-‐occurring	  mental	  health	  disorder	  services	  for	  incarcerated	  offenders.	  	  Participants	  in	  this	  project	  
will	  have	  the	  opportunity	  to:	  

• Map	  their	  own	  treatment	  referral	  and	  linkage	  processes	  to	  understand	  the	  difficulties	  correctional	  staff,	  
probation	  and	  parole	  officers,	  and	  offenders	  experience	  when	  trying	  to	  locate	  and	  access	  substance	  
abuse	  treatment	  services.	  	  	  

• Use	  the	  results	  of	  the	  mapping	  exercise	  and	  discussions	  with	  agency	  staff	  to	  identify	  a	  ‘change	  project’	  
and	  form	  a	  change	  team.	  	  The	  Change	  Team	  is	  a	  small	  group	  of	  agency	  staff	  who	  work	  together	  to	  
identify	  a	  problem	  and	  implement	  rapid-‐cycle	  changes	  designed	  to	  improve	  it.	  
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• Use	  the	  Plan-‐Do-‐Study-‐Act	  (PDSA)	  model	  of	  rapid-‐cycle	  change	  with	  the	  support	  of	  a	  ‘coach’	  to	  make	  
improvements	  over	  a	  nine	  month	  period.	  	  In	  a	  PDSA	  Cycle,	  the	  goal	  is	  to	  test	  a	  particular	  change	  on	  a	  
small	  scale,	  learn	  what	  you	  can,	  and	  get	  better	  in	  the	  next	  application.	  The	  change	  team	  compares	  the	  
results	  of	  each	  change	  cycle	  to	  pre-‐test	  measurements	  (baseline	  data).	  This	  way,	  the	  team	  can	  measure	  
whether	  or	  not	  change	  is	  actually	  an	  improvement	  toward	  the	  targeted	  aim.	  	  

• Provide	  real	  world	  examples	  of	  how	  the	  NIATx	  model	  works	  in	  a	  corrections	  setting	  and	  identify	  
components	  that	  can	  be	  generalized	  to	  other	  jurisdictions.	  	  	  

	  
Sites	  will	  be	  asked	  to	  submit	  the	  attached	  application	  describing	  their	  current	  substance	  abuse	  treatment	  
referral	  and	  linkage	  process,	  and	  any	  challenges	  they	  are	  currently	  facing.	  	  In	  addition	  sites	  must	  be	  able	  to:	  	  

• Identify	  and	  convene	  a	  change	  team	  that	  includes	  the	  top	  administrator	  in	  each	  participating	  agency	  and	  
representatives	  of	  the	  prison,	  jail,	  or	  community	  corrections	  and	  a	  community-‐based	  substance	  abuse	  or	  
co-‐occurring	  mental	  health	  treatment	  agency.	  	  

• Identify	  the	  change	  leader	  who	  will	  be	  responsible	  for	  participating	  in	  monthly	  phone	  calls	  to	  discuss	  the	  
sites	  progress	  and	  the	  barriers	  they	  have	  encountered	  as	  well	  as	  to	  share	  their	  most	  recent	  data	  related	  
to	  their	  change	  project.	  	  

• Submit	  a	  joint	  application	  on	  behalf	  of	  a	  corrections’	  or	  community	  corrections	  agency	  and	  a	  
community-‐based	  substance	  abuse	  or	  co-‐occurring	  mental	  health	  treatment	  agency.	  	  

• Be	  able	  to	  identify	  an	  issue	  that	  all	  participants	  from	  both	  the	  criminal	  justice	  and	  treatment	  agencies	  
have	  identified	  as	  a	  key	  issue	  that	  needs	  to	  be	  resolved	  within	  the	  linkage	  process	  between	  systems.	  

• Work	  in	  partnership	  with	  the	  NIATx	  coach	  over	  a	  nine	  month	  period	  to	  apply	  the	  Plan-‐Do-‐Study-‐Act	  
(PDSA)	  model	  of	  rapid-‐cycle	  change	  and	  implement	  the	  process	  improvement	  approach.	  	  

	  
How	  can	  my	  Agency	  be	  considered?	  

Interested	  agencies	  should	  complete	  the	  attached	  application	  and	  return	  to	  Kati	  Guerra	  at	  kguerra@csg.org	  by	  
February	  26,	  2012.	  As	  part	  of	  the	  application	  process	  sites	  must	  provide	  letters	  of	  support	  from	  the	  
Administrators	  of	  the	  Corrections	  or	  Community	  Corrections	  agency	  and	  the	  State	  or	  Local	  Authority	  for	  
substance	  abuse	  or	  behavioral	  health.	  	  For	  more	  information	  about	  the	  project	  we	  have	  attached	  an	  overview	  of	  
the	  ‘Bringing	  NIATx	  to	  Corrections’	  project	  for	  your	  review.	  	  In	  addition,	  we	  will	  convene	  a	  webinar	  on	  January	  
18th,	  2012	  to	  further	  explain	  the	  NIATx	  model	  and	  answer	  any	  additional	  questions	  you	  may	  have.	  In	  the	  
meantime,	  please	  do	  not	  hesitate	  to	  contact	  me	  at	  aeggleston@csg.org	  or	  240-‐482-‐8586.	  	  	  

	  
Sincerely,	  	  

Alexa	  Eggleston,	  J.D.	  	  
Program	  Director,	  Substance	  Abuse	  	  
Council	  of	  State	  Governments	  Justice	  Center	  
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Opportunity	  to	  Improve	  Access	  to	  Treatment	  for	  Corrections	  Populations:	  	  
Bringing	  NIATx	  to	  Corrections	  

	  
Pilot	  Site	  Application	  

	  
The	  Bureau	  of	  Justice	  Assistance	  has	  funded	  the	  Council	  of	  State	  Governments	  Justice	  Center,	  in	  partnership	  
with	  NIATx,	  to	  implement	  the	  Bringing	  NIATx	  to	  Corrections	  project.	  	  Please	  see	  the	  overview	  of	  Bringing	  NIATx	  
to	  Corrections	  for	  a	  brief	  project	  description	  which	  is	  attached	  to	  this	  application.	  	  Please	  complete	  the	  
application	  below	  to	  be	  considered	  as	  a	  pilot	  site	  for	  the	  project.	  	  	  
	  
Instructions	  for	  Application	  Completion:	  

1. If	  the	  space	  provided	  for	  the	  response	  is	  insufficient,	  you	  may	  provide	  concise	  supplemental	  documents.	  	  
Please	  indicate	  any	  file/document	  name(s)	  that	  relate	  to	  the	  question	  within	  the	  space	  provided.	  

2. Applications,	  including	  letters	  of	  support,	  must	  be	  received	  by	  February	  26th,	  2012.	  
3. Completed	  applications	  should	  be	  submitted	  electronically	  to	  Kati	  Guerra,	  Program	  Associate,	  at	  

kguerra@csg.org.	  	  
	  

	  
Contact	  Information	  

	  
Corrections	  Agency	  Applicant	  

Name:	  	  

Title:	  

Agency	  Name:	  

Agency	  Address:	  

Telephone:	  

Email:	  

Substance	  Abuse	  or	  Behavioral	  Health	  Applicant	  	  

Name:	  	  

Title:	  

Agency	  Name:	  

Agency	  Address:	  

Telephone:	  

Email:	  

Co-‐Applicants	  Contact	  Information	  
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The	  Change	  Team	  must	  include	  representatives	  of	  a	  prison,	  jail,	  or	  community	  corrections	  agency	  and	  a	  
community	  treatment	  agency	  that	  have	  a	  history	  of	  working	  together	  and	  demonstrate	  a	  willingness	  to	  lead	  the	  
process	  improvement	  approach.	  	  The	  Change	  Team	  must	  include	  the	  top	  administrator	  in	  each	  agency	  so	  there	  
is	  support	  and	  buy-‐in	  from	  the	  top	  down.	  	  	  Each	  site	  must	  also	  provide	  letters	  of	  support	  from	  the	  
Administrators	  of	  the	  Corrections	  or	  Community	  Corrections	  agency	  and	  the	  State	  or	  Local	  Authority	  for	  
substance	  abuse	  or	  behavioral	  health.	  	  	  

1. Corrections	  Agency:	  

A. Select	  the	  corrections	  agency	  type:	  

	   	  	  Prison	   	   	   	  	  Jail	  	   	   	  	  Community	  corrections	  agency	  

B. Who	  from	  your	  agency	  would	  serve	  as	  the	  Executive	  Sponsor	  (this	  person	  needs	  to	  have	  
significant	  decision-‐making	  authority)?	  	  

Name:	   	   	   	   	   	   Title:	  

Phone	  Number:	  	   	   	   	   Email:	  

C. Who	  from	  your	  agency	  would	  serve	  as	  the	  Change	  Leader?	  	  

Name:	   	   	   	   	   	   Title:	  

Phone	  Number:	  	   	   	   	   Email:	  

2. Substance	  Abuse	  or	  Behavioral	  Health	  Agency:	  

A. Select	  the	  substance	  abuse	  or	  behavioral	  health	  entity	  type:	  

	   	  	  State	   	   	  	  Local	  Authority	   	   	  	  Non-‐	  profit	  agency	  

	   	  

B. Who	  from	  your	  agency	  would	  serve	  as	  the	  Executive	  Sponsor	  (this	  person	  needs	  to	  have	  
significant	  decision-‐making	  authority)?	  	  

Name:	   	   	   	   	   	   Title:	  

Phone	  Number:	  	   	   	   	   Email:	  

C. Who	  from	  your	  agency	  would	  serve	  as	  the	  Change	  Leader?	  	  

Name:	   	   	   	   	   	   Title:	  

Change	  Team	  Representation	  
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	   Phone	  Number:	  	   	   	   	   Email:	  	  
	  

3. Do	  the	  listed	  corrections/community	  corrections	  and	  substance	  abuse	  or	  behavioral	  health	  agencies	  
have	  a	  demonstrated	  history	  of	  working	  together?	  

	  	  Yes	  (please	  provide	  details	  below)	   	   	  	  No	  (skip	  to	  question	  #4)	  

	  

	  

	  

	  

4. Please	  indicate	  which	  agencies	  provided	  letters	  of	  support	  included	  in	  your	  application’s	  
supplementary	  materials.	  

	  	  Administrator	  Corrections/	  Community	  Corrections	  	  

	  	  Administrator	  of	  State	  or	  Local	  Authority	  for	  substance	  abuse	  or	  behavioral	  health	  

	  

	  

5. What	  is	  the	  primary	  type	  of	  jurisdiction	  you	  will	  be	  serving?	  	  	  

	  	  Urban	   	   	   	  	  Suburban	   	   	   	  	  Rural	  

	  

6. What	  are	  some	  current	  factors	  that	  prohibit	  or	  delay	  substance	  abuse	  treatment	  admission	  for	  justice-‐	  
involved	  individuals?	  
	  

	  

	  

	  

	  

7. How	  long	  does	  it	  take	  from	  referral	  to	  treatment	  upon	  release	  from	  a	  corrections	  agency	  to	  the	  first	  
treatment	  appointment	  in	  the	  community?	  

Current	  Population	  and	  Process	  Characteristics	  
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8. What	  percentage	  of	  individuals	  who	  are	  referred	  to	  treatment	  participate	  in	  treatment	  in	  the	  
community?	  

 

 

 

9. The	  Change	  Team	  must	  be	  able	  to	  identify	  an	  issue	  that	  all	  participants	  from	  both	  the	  criminal	  justice	  
and	  treatment	  program	  have	  identified	  as	  a	  key	  issue	  that	  needs	  to	  be	  resolved	  within	  the	  hand-‐off	  
process	  between	  systems.	  	  Please	  describe	  the	  key	  issue	  below.	  
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10. Briefly	  explain	  your	  interest	  in	  participating	  in	  the	  Bringing	  NIATx	  to	  Corrections	  project.	  

	  

 

 

 

 

 

	  

	  

	  

	  

	  

	  

11. Please	  describe	  how	  your	  jurisdiction	  would	  be	  a	  good	  pilot	  site	  for	  the	  Bringing	  NIATx	  to	  Corrections	  
project.	  

	  

 

 

 

 

 

 

 

 

Additional	  Information	  
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12. Please	  use	  the	  space	  below	  to	  share	  any	  additional	  information	  not	  captured	  in	  the	  above	  application.	  
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Opportunity	  to	  Improve	  Access	  to	  Treatment	  for	  Corrections	  Populations	  

	  
People	  in	  jails	  and	  prisons	  have	  high	  rates	  of	  drug	  dependence	  and	  abuse,	  and	  few	  receive	  treatment	  while	  
incarcerated	  or	  in	  the	  community.	  	  Eliminating	  the	  barriers	  to	  effective	  community-‐based	  substance	  abuse	  service	  
delivery	  is	  an	  important	  factor	  in	  treating	  substance	  abuse	  and	  reducing	  criminal	  justice	  involvement.	  	  Solutions	  to	  
eliminate	  barriers	  are	  being	  made	  available	  to	  jurisdictions	  through	  a	  pilot	  site	  
project,	  designed	  to	  promote	  access	  to	  treatment	  for	  corrections	  populations.	  
	  
You	  have	  an	  opportunity	  to	  be	  involved	  at	  the	  ground	  level	  through	  the	  Bringing	  
NIATx	  to	  Corrections	  project,	  supported	  by	  funds	  from	  the	  Bureau	  of	  Justice	  
Assistance,	  a	  component	  of	  the	  Office	  of	  Justice	  Programs,	  U.S.	  Department	  of	  
Justice.	  	  	  
	  
We	  encourage	  you	  to	  apply	  now	  to	  become	  a	  pilot	  site	  to	  bring	  the	  innovative	  
NIATx	  process	  improvement	  model	  to	  corrections,	  which	  allows	  payers	  and	  
providers	  to	  make	  small	  changes	  that	  substantially	  impact	  treatment	  outcomes.	  	  
The	  Bringing	  NIATx	  to	  Corrections	  project	  is	  the	  first	  time	  NIATx	  is	  being	  applied	  to	  
corrections,	  and	  will	  potentially	  have	  far-‐reaching	  implications	  for	  behavioral	  
health	  and	  criminal	  justice	  systems	  collaboration	  
	  
Goals	  of	  the	  project	  
	  

• ensure	  resources	  are	  used	  in	  the	  most	  efficient	  and	  effective	  way;	  	  
• increase	  corrections	  and	  behavioral	  health	  partnerships;	  
• improve	  community	  treatment	  referrals,	  attendance,	  retention,	  and	  

reduce	  treatment	  wait	  times	  and	  no-‐	  shows;	  
• decrease	  time	  spent	  by	  corrections,	  parole	  and	  probation	  officers	  trying	  to	  

find	  accessible	  treatment;	  and	  
• minimize	  the	  amount	  of	  time	  the	  individual	  is	  disconnected	  from	  care	  and	  

at	  increased	  risk	  of	  relapse,	  overdose,	  or	  committing	  additional	  crime.	  	  	  	  
	  

Scope	  of	  the	  project	  
	  
Three	  sites	  will	  be	  selected	  to	  participate	  in	  a	  nine	  month	  long	  project,	  during	  
which	  a	  coordinator	  will	  assist	  teams	  with	  project	  implementation.	  	  Sites	  will	  
participate	  in	  a	  series	  of	  meetings	  throughout	  the	  project	  period,	  and	  will	  benefit	  
from	  tools	  developed	  for	  sites	  and	  the	  field	  at	  large.	  
	  
Additional	  Information	  
	  

• For	  more	  information	  on	  the	  NIATx	  model,	  please	  visit:	  	  
http://www.niatx.net.	  	  	  

• For	  questions	  regarding	  the	  Bringing	  NIATx	  to	  Corrections	  project,	  please	  
contact	  Alexa	  Eggleston	  at	  aeggleston@csg.org,	  240-‐482-‐8586.	  

• For	  application	  materials	  and	  more	  information,	  please	  visit:	  	  

	  

What	  is	  NIATx?	  	  
NIATx	  is	  a	  simple	  and	  easy	  to	  
use	  model	  of	  process	  
improvement	  that	  allows	  
payers	  and	  providers	  to	  make	  
small	  changes	  that	  
substantially	  impact	  
outcomes.	  	  NIATx,	  founded	  in	  
2003,	  is	  a	  program	  in	  the	  
University	  of	  Wisconsin–
Madison's	  Center	  for	  Health	  
Enhancement	  Systems	  
Studies	  (CHESS).	  	  NIATX	  
reduces	  waiting	  times	  and	  
treatment	  no-‐	  shows	  while	  
increasing	  treatment	  
admissions	  and	  retention.	  
	  
Does	  NIATx	  work?	  
In	  a	  pilot	  project	  for	  10	  
SAMHSA	  funded	  drug	  courts	  
NIATx:	  	  
	  
• improved	  time	  to	  

treatment	  by	  38%;	  
• increased	  drug	  court	  

participation	  by	  100%	  in	  
three	  courts	  and	  400%	  in	  
one	  court;	  and	  	  

• improved	  attendance	  in	  
treatment	  by	  39%.	  	  	  

	  
	  

	  

	  


