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Download Work Package

Download learning package from the Pass 
It On Center Knowledge Base at

http://www.passitoncenter.org/content/

Building the Business Case for AT Reuse 
Webinar under ‘New to the Knowledge 
Base’
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Get CEUs or CRCs

 CEUs - Visit the AAC Institute 

www.aacinstitute.org

 CRCs – Contact Liz Persaud at 

liz@passitoncenter.org
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Our Presenters Today

• MODERATOR:  Joy Kniskern, Pass It On Center

• Sonja Schaible, Executive Director, FREE Foundation, 
Virginia

• Barclay Shepherd, AT Program Specialist, Virginia 

Assistive Technology System

• Sara Sack, Director, Assistive Technology for Kansans

• Trish Redmon, Consultant, Pass It On Center
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Learning Objectives

• To learn why developing a Business Case Study of your 

program should be a sustainability priority

• To identify some target audiences and specific data to 

make the Business Case for AT Reuse

• To learn to use financial data to compute return on 

investment for AT reuse activities

• To learn to develop a business plan by using the Pass It 

On Center’s Business Plan guide and actual examples
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Sonja Schaible, Executive Director

Foundation for Rehabilitation Equipment & Endowment (FREE)

MAKING YOUR CASE STAND OUT

THROUGH OUTCOMES DATA
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Why do I need Outcome Data?

• To show equipment donors the therapeutic and 

financial impacts of gifted equipment

• To show grantors and contributors the 

therapeutic and financial impacts of their 

funding

• To continually test, monitor and validate your 

service model
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Where do I start?

It doesn’t happen overnight . . .

Identify the 
problem that 
your 
organization 
addresses 

Determine the 
consequences if 
your 
organization 
wasn’t providing 
services

Research costs 
of  these 
determined 
consequences 

Collect data to 
determine 
impact
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1. Identify the problem being addressed

• How is your program helping the client and the 

community you serve?

• What is your program helping to prevent?

Example:  FREE Foundation’s “Problem”
• In Virginia, almost one of every five adults does not have health 

insurance!!

• This means that ~20% of the state’s adult population does not get 

needed healthcare services, medicines and equipment. Even 

some with insurance could not get all of the equipment they 

needed to fully recover.
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2. Determine the Consequences of the Problem

EXAMPLE:  FREE FOUNDATION

The consequences of this shortfall were dramatic to 

individuals, families and the healthcare system.

• Without the needed equipment, people could not 

recover and return to a life of independence.

• Often their health declined and falls occurred upon 

return home without necessary devices.
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Take these consequences a step farther. . .

Think of the costly results of these consequences.

Example:  FREE Foundation

The resulting costs are numerous and dramatic:
• Hospital stays

• Emergency room visits

• Doctor’s office visits

• Stays in SNFs and ALFs

• Lost wages of individuals who cannot return to work

• Lost wages of family members forced to leave jobs to become 

caregivers
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3. Research Costs of the Consequences

Use those Search Engines!  Google rocks!

Possible websites that FREE has used:
U.S. Dept. of Health & Human Services (www.hhs.gov)

American Hospital Association ( www.aha.org)

U.S. Census Bureau (www.census.gov)

Also check with local community service organizations.

This is time consuming – don’t expect instant results!!

NOTE:  Other useful Websites:

CDC’s National Center for Health Statistics (www.cdc.gov/NCHS/)

WHO Statistical Information System (www.whoint/whosis/en/)
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Results from Researching Costs

Using FREE Foundation Example:

• Average cost of ER visit = $1,896

• Typical doctor’s visit = $155

• Average daily cost of hospital stay = $1,149

(Typical stay is five days = $5,745.)

• Average annual of cost of stay in SNF = $74,095

(Average stay for recovery is 50 days = $10,150.)

• Average annual cost of stay in ALF = $35,616.

(Average stay for recovery is 50 days = $4,879.)

• Financial impact of a job loss to a family of three at the 

poverty level = $17,170.
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4. Collect Data to Determine Impact

• Develop a questionnaire that captures the desired 

outcome data.

• Determine an appropriate time lapse before calling or 

mailing the questionnaire. (FREE’s gift recipients are 

interviewed over the phone one month after receiving 

their equipment.)

• Probe recipients to determine if the equipment they 

received is solving the need that brought them to your 

program.
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Determine how equipment alleviates problem

FREE’s questionnaire is tailored to determine how 

FREE’s program helps alleviate the PROBLEM.

Questions are designed to determine if recipients have:

• Become more independent (able to care themselves/ 

walk/do other tasks) after receiving the equipment

• Had fewer falls

• Reduced the number of hospital stays, ER visits and 

doctor visits 

• Been able to continue living in their current residence 

without having to move to a facility providing a higher 

level of care
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FREE’s Outcomes
For the last 5 years

Greater

Independence

Decreased Decreased Decreased Staying 

Falls ER Visits Hospitalization at Home

2006 95% 87% 93% 97% 100% 

2007 99% 84% 85% 82% 98% 

2008 88% 91% 82% 85% 95%

2009 85% 83% 94% 90% 100%

2010 96% 88% 88% 93% 100%
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Putting it all together . . .

• Knowing the Outcomes allows us to project the financial 

savings that result from the equipment gifted.

• You can now quantify the real dollar value of your 

program’s outcomes.

• Determine the appropriate number of people served to 

make the resulting cost savings present a valid picture.

(FREE uses data collected from 100 people served.)
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FREE’s Cost Savings Analysis

For every 100 persons served:

26 hospital stays were avoided.

26 (average 5 days x $1,149) = $149,370

29 Emergency Room visits were avoided.

29 x $1,896 = $54,984

11 moves to skilled nursing facilities were avoided.

11 (average 50 days) x $10,150 = $111,650

11 moves to assisted living facilities were avoided.

11 (average stay 50 days) x $4,879 = $53,669
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FREE’s Cost Savings Analysis, cont.’

For every 100 persons served:

112 falls were avoided (1 in 4 falls results in doctor’s visit)

28 x $155 (average cost doctor’s visit ) = $4,340

16 family members avoided quitting jobs to stay home and 

care for recipients. 

Income for family of three at poverty level = $17,170

(For purposes of conservatism, FREE assumed only 

one-third of this cost ($5,723) would be born by the

Commonwealth. In reality, 100% of lost wages will 

directly impact families. 16 x $5,723 = $91,573

Pass It On Center Webinar | March 2011 19



FREE’s Cost Savings Analysis: Conclusion

• FREE has estimated the financial impact of 

these results. Most data sources are prior to 

2007, but overall estimates are not adjusted 

upward for inflation and therefore 

underestimate current costs.

• Total cost savings for each 100 recipients 

served: $465,586
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Cost Savings and Outcomes Data

have helped the FREE Foundation!!!

• We have received consistent positive feedback from 

grantors who value our ability to show measurable results!

• Knowing their dollars will yield measurable outcomes has 

made grantors more willing to invest in us.

• Our ability to demonstrate quantitative outcome data has 

been instrumental in sustainability!
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Questions for Sonja?
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HOW VATS USED THE DATA 

TO SECURE SUSTAINABILITY 

FUNDING
Barclay Shepard, AT Program Specialist

Virginia Assistive Technology System
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Virginia Reuse Network Locations
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The Virginia Reuse Network (VRN) Mission:

VRN supports AT reuse programs and services that are 

appropriate, effective, centralized, sustainable, and are 

committed to standardized data collection and best 

practices/quality indicators for national AT reuse.
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No Data. . .No Money. . .No Mission!

Statistics:
– Demographics, Number of Persons Served, Devices Gifted, Savings, 

Diagnoses, etc.

– Who we were NOT serving (or underserved) and why?

• Children, Vocationally Oriented, Less Complex – More Complex Diagnoses,

• OPPORTUNITY!

Outcomes:
– FREE’s Outcome Survey

• Cost Savings, Therapeutic Benefits, Quality of Life, Opportunity Cost, etc.

Compared Virginia to AT Act Programs Nationally:
– 2008 Virginia Reuse Network: 

• 2,534 Individuals, 3,548 Devices, $1.2 Million

– 2008 AT Act Programs: 

• 24,805 Individuals, 31,069 Devices, $17.3 Million
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Example of FREE Survey Questions
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Yes/No and Open-Ended Questions:

• How is the equipment working for 
you?

• Do you feel this equipment has 
increased your independence 
when used?

• Were you mobile (able to walk) 
before receiving this equipment?

• Are you mobile (able to walk) with 
the use of this equipment?

Quantitative Responses:

• How many falls a week did you have 
before receiving the equipment?

• How many falls a week are you having 
since you received this equipment?

• How many Emergency room visits per 
month did you have before receiving 
this equipment? 

• How many Emergency room visits have 
you had per month since you received 
this equipment? 

• How many Hospital stays per month
did you have before receiving this 
equipment?



Acceptable …

• In FY 2010, the Virginia 
Reuse Network served 502 
individuals.

• The Virginia Reuse Network 
is a good steward of its 
money.

• The Virginia Reuse Network 
helps individuals with 
disabilities to be more 
independent.

Better!
• Since 2006, Virginia’s formal 

network of reuse programs 
served 6,882 Virginians with 
disabilities, gifting 8,585 AT 
devices valued at $3,208,922.

• For every $1.00 spent by FREE 
on its mission, $33.40 is 
returned to the community. 

• Recipient outcome surveys 
show 80% -100% decrease in 
falls, ER visits and 
hospitalizations.

Statistics and Outcomes Data 

Tell Our Story Better!
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Reuse Leverage

Item
Average Retail 

Cost Reuse Ratio

Walkers, canes, & 

devices

Wheelchair

$100 1:2

$900 1:4

PowerChair $7,000 1:10
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State AT $ (VATS)

Legislative 
άCŀŎǘ {ƘŜŜǘǎέShort Term 

Grants

Long Term 
Grants Va. Medicaid 

Collaboration

Virginia Reuse Network

Sustainability

Incorporated Data Into Our Sustainability 

Approach: “5 Legged Stool”
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Commonwealth Neurotrauma 

Trust Fund Board (CNI)

– Virginia General Assembly (1997) established the Commonwealth 
Neurotrauma Initiative (CNI) Trust Fund to support research, 
education, and treatment resulting to traumatic spinal cord or brain 
injuries resulting in loss of physical and cognitive functions.

– Code of Virginia authorized the Virginia Dept. of Motor Vehicles to 
collect an additional fee of $30 for reinstatement of an operator’s 
license for persons whose licenses were suspended or revoked upon 
conviction for specified dangerous driving offenses.

– Data Demonstrated:

– Across the Network, serving mostly 55+

– Opportunity to build capacity to better serve persons with SCI & TBI

– Large numbers of persons served; need to automate and upgrade 
from cleaning to sanitization

― End Result:  $416,000 (3 years)

― $300K for operations, $100k for 5 HUBSCRUBS

Pass It On Center Webinar | March 2011 31



American Recovery & Reinvestment Act (ARRA)

VR Pilot Program

– Market and educate VR staff about the benefits of reuse

– Provide VR participants access to “back-up” DME to support 
employment goals

– Formalize the process of VR clients or heir families donating 
gently used AT/DME to reuse programs

– Streamline the application process to better facilitate services 
to VR program open cases

Preliminary Results (First 8 Months):

– $20K Annual Funding

– 22 VR Participants served by Reuse Programs

– Cost Savings to VR Participants = $16,500 (value of 
equipment)

– Increased donations from VR Participants and VR Field Offices
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Other Strategies: VATS Uses Data to 

Sustain Reuse Network

Virginia Medicaid (DMAS)

– Members of AT Advisory Council

– DME Pilot Program

• Collaboration among VRN, DME Vendors, DMAS

• Education Medicaid Recipients about benefits of reuse

• Increase inventory of gently used equipment; DME vendors 

apply equipment stickers with 1-800 number

Virginia General Assembly / Governor’s Budget “Fact Sheets”

– DME reuse benefits individuals statewide

– DME reuse provides significant cost savings to communities 

(decreased falls, ER visits, unnecessary hospitalizations, etc.)

– Reuse programs are highly effective and provide significant ROI
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Questions for Barclay?
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Sara Sack, Ph.D.

Director, Assistive Technology for Kansans

ROI: WHAT IT IS, 

HOW YOU CAN USE IT
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Roadmap

• Evolution and vocabulary of value

• Calculating Return on Investment (ROI)

• Examples of using ROI to guide programmatic 

decisions

• Using Complex ROI to build a business case
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Evolution of Value

• Move from activity focused value (number of phone 

calls, trainings, etc.) to looking at the value (benefit) of 

the investment of money, people and time

• Monetary benefit or value compared with cost is most 

common.

• The global reporting initiative established in 1997 

defines values from three perspectives: environmental, 

economic and societal.
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Cost Benefit, Simple ROI, or ROI/Business Case: 

Which Terms and Formulas Do We Use?

• Similar but slightly different terms

• Cost Benefits – a general list

• Sometimes see a benefits/costs ratio

• ROI – performance measure to compare efficiency of 

different investments (sometimes referred to as Simple 

ROI)

• ROI/Business Case – With stated definitions and 

assumptions, yields some insights on how to improve 

business in the future
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Demonstrating Value: Credibility is Key

• Balanced categories of data

• A logical, systematic process with assumptions clearly 

stated

• Guiding principles, a conservative set of standards

• A proven methodology

• Sustained implementation of methodology within the 

organization

• Procedure is accepted by other funding entities and 

agencies
Phillips, J. & Phillips, P. (2007) Show ME the Money, 

Berrett-Koehler Publishers, San Francisco, CA
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Simple ROI Calculation

• ROI = (Gains/benefits from investment-Cost of 

investments) divided by Cost of investment x 100

NOTE:  Lately have seen reports using the formula of 

Benefits/Costs as being ROI . . . Should be net benefits 

which is the same as benefits minus costs.

• Investment of $100 that earns $20:

($120-$100)/$100 = .20 x 100 – 20% ROI

• For each $1 invested, 20 cents earned in return after 

costs were recovered. ROI was 20%.
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Before You Start Your Calculations

1.  List your costs.

• Operational costs including staff time 

• Volunteers: depending upon your assumptions, they could be 

a cost or a benefit.

http://independent sector.org/volunteer_time

gives estimated value of volunteer time by state.

2009 was $20.85 for U.S. but $17.79 for Kansas.
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Before You Start Your Calculations (2 of 3)

2. List your benefits. Just as we plan for sustainability from 

the beginning, think about the benefits from the beginning 

(economic, societal, environmental).
• Access to needed equipment

• Increased community living, prevent institutionalization

• Increased independence, less personal assistance

• Reduction of work absence by having back-up/secondary equipment

• Prevention of injuries form falls

• Reduction in number of emergency room visits

• Calculation to determine value of waste kept out of landfills or value 

or repurposed scrapped materials

• Value of increased time producing homework with refurbished laptop 

(GA)
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Before You Start Your Calculations (3 of 3)

3. Additional benefits

• Increased public awareness regarding services your 

program offers

• Increased network partners

4.  State your definitions and focus.

5.  Think about what a “good” return would be. . .

• Kansas legislator when talking about another program 

was pleased with a $2 return.

• State your goal for a return.
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Calculating ROI: Kansas Reuse 

Program 2008-2009 ROI

Pass It On Center Webinar | March 2011 45



Using ROI to Guide Program 

Decisions: Regional Data  (1 of 2)
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Using ROI to Guide Program 

Decisions: Regional Data  (2 of 2)
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Comparison of Quarterly ROI
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Collection Drive ROI
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Collection Drive Adjusted ROI
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Collection Drive Complex ROI

Assumptions/Benefits

• Accept only lightly used, high cost or bariatric DME.

• Increased DME provider and network partner involvement

• Increased publicôs awareness of program resulting in increased 

donations and requests
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Collection Drive Complex ROI
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2007 Pollution Prevention Award (1 of 2)

Category Est. Weight* Reassigned Total Weight

Hospital Beds 200 lbs. 171 34,200 lbs.

Patient Lifts 75 lbs. 75 5,625 lbs.

Scooters 170 lbs. 25 4,250 lbs.

Wheelchairs, 

Manual

34 lbs. 303 10,302 lbs.

Wheelchairs, 

Power

200 lbs. 82 16,400 lbs.

TOTALS 656 70,777 lbs. or 

35.39 tons
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Pollution Prevention Award (2 of 2)

• Landfill tipping costs were $13-20 per ton in 2007.

• Transportation costs not included.  

• Environmental hazards discussed but no $ value was 

assigned.

• One local manufacturer reported he spent $194,000 

to landfill 5,000 tons ($38.80 per ton)

• Could estimate that KS Reutilization saved at least 

$1,373.13 in potential landfill costs by keeping 35.39 

tons out of a landfill.
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2009-2010 Kansas Reutilization 

Program ROI

• Reassigned 698 devices valued* at $940,004

• Program costs = $271,487

• $940,004- $271, 487/$271,487 = $2.46 or ROI=246%

*Device value calculated at 80% MSRP
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2009-2010 Kansas Reutilization Program 

ROI with Assisted Living Calculation (1 of 2)

• Virginia Study = 11 assisted living placements were avoided 

per 136 used technology beneficiaries (8%)

• Conservative estimate = 1% (KS served 698 people in     

2009-10 so approximately 7 people)

• http://www.long-term-care-insurance-planners.com/ Kansas 

reports that average annual costs of residence in an 

Assisted Living Facility costs $24,999.
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2009-2010 Kansas Reutilization Program 

ROI with Assisted Living Calculation (2 of 2)

• $24,999 X 7 people = $174,993 avoided

• Benefits= 940,004 + 174,993= $1,114,997 

minus costs ($271,487) = $843,510

divided by costs ($271,487) = $3.11 earned in 

return after costs were recovered.

3.11 X 100 = ROI of 301%
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Questions for Sara?

Contact information:

ssack@ku.edu

620-421-8367
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Trish Redmon, MBA

Consultant to the Pass It On Center

DEVELOPING THE

BUSINESS PLAN
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Developing Business Plans

1. Review the Indicators of Quality for 

AT Reuse to frame expectations.

2. Address issues of organization, 

structure and legalities.

3. Develop a Strategic Plan (See PIOC Guide)

4. Write the Business Plan (See PIOC Guide)

5. Tailor the plan for its proposed use.
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Uses for the Business Plan

• To focus the future of a new or existing  

program

• To support applications for funding: 

applications for contracts, grants, 

donations or loans

• To make the case to non-financial 

supporters and advocates
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Plan 1: Strategic Plan

• Articulate mission and vision

• Set the scope: customers, geography, activities

• Analyze prospects using strength, weaknesses, 

opportunities and threats (SWOT) analysis

• Translate the mission into SMART (specific, 

measurable, attainable, realistic, timely) goals

• Create a project plan with timeline
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Plan 2: Business Plan

• Strategic Plan plus

expanded narrative 

about program and 

financial statements

PLUS:

• Demographics of 

populations served

• Statistics and 

research to support 

your mission

• Outline for business 

plan (See PIOC guide)

• Financial analysis
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Relevant Statistics

• “In Dallas County, 33.2% of residents under the age of 

65 have no medical coverage. 

• Over 40% of the Dallas County population (over 1 

million people) have incomes below 200% of the 

federal poverty limit (FPL). Of those below 200% of 

FPL, an estimated 50% (500,000 people) are 

uninsured.” 

DME Dallas Business Plan, 

p. 4
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Target Population Defined 

Based on Research

“According to the California health benefits review 

program, 5% of the population will use DME each year. 

Applying this standard to our population means that 

25,000 to 50,000 uninsured or lowȤincome people in 

Dallas County will need DME each year. “

DME Dallas Business Plan, 

p. 4
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Essential Components of the Plan

• Mission and vision (from Strategic Plan)

• Structure and leadership (based on legal structure and 

organizational documents, by-laws)

• AT reuse activities and types of devices (see PIOC 

definitions and NISAT categories)

• Services that will be provided to customers

• Financial impact of those services

• Facilities, equipment and staffing needed for the 

specified activities and services

• Marketing and promotion plan

• Financial plan
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Financial Planning: Step 1

How much will it cost?
• Facilities (lease, maintenance, insurance)

• Equipment (up-front purchase or lease, maintenance)

• Staffing (salaries, fringe benefits)

• Supplies (office supplies, cleaning supplies)

• Spare parts

• Insurance (property, casualty, liability)

• Professional services (legal, accounting, other)
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Accounting Documents Needed

• Startup Expenses and Capitalization 

• Year One Income and Expense 

Projection

• Three-Year Operating Expense Plan

• Opening Day Balance Sheet
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Tell the Story

After all the data has been collected and 

planning and financial documents have been 

developed, tell the story in a narrative that 

provides a clear, concise explanation of the 

program that you propose to create or to 

improve.

Use outcomes data to make the story 

compelling. If the program is new, apply known 

information to predict outcomes in the 

population you serve.
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Customize the Plan for  

Audience and Purpose

Customize the business plan for the specific audiences 

and purposes.

• To borrow money, focus on assurance of orderly 

repayment.

• To seek foundation or corporate sponsorship, emphasize 

ROI, societal benefits, the capacity for growth and plans 

for sustainability. Use what you learned today about the 

impact of outcomes data (even prospective).

• For individual donors, explain how much can be 

accomplished  in simple terms. “A manual wheelchair 

can save $X in hospital stays, doctor visits, lost income...”
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Plan Guides in KB

Guides for writing Business and Strategic Plans are in the 

Pass It On Center Knowledge Base at

http://www.passitoncenter/content/
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Put your program on the map!
Create a profile in our LOCATIONS database.

Pass It On Center hosts the 

REUSE LOCATIONS DATABASE. We 

want every reuse program listed 

so that any person in need of AT 

can find the nearest resource. 

Check the page at

http://www.passitoncenter.org/

Locations

If your program is  listed, please 

check the information to ensure 

that it is current. If not , please 

register and create a profile. 
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Evaluate us, please
Please complete a brief evaluation of today’s   

Pass It On Center Webinar at:

http://www.surveymonkey.com/s/R325KJX
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Contact Us

• Joy Kniskern Joy@passitoncenter.org

• Barclay Shepard Barclay.shepard@drs.virginia.gov

• Sonja Schaible Sonja@free-foundation.org

• Sara Sack ssack@ku.edu

• Trish Redmon trish@passitoncenter.org

http://www.passitoncenter.org

DISCLAIMER
This work is supported under five-year cooperative agreement #H235V060016 awarded by the U.S. Department 
of Education, Office of Special Education and Rehabilitative Services, and is administered by the Pass It On 
Center of the Georgia Department of Labor – Tools for Life.  However, the contents of this publication do not 
necessarily represent the policy or opinions of the U.S. Department of Education, or the Georgia Department of 
Labor, and the reader should not assume endorsement of this document by the Federal government or the 
Georgia Department of Labor. 
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