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AGENDA
Discuss  the development of Project  ECHO programs to build 
workforce capacity in youth substance use prevention and 
treatment among:

Community behavioral health providers 
serving legally-involved youth and their 
families

School-based health providers & 
educators

Court Appointed Special Advocates (CASA)



CO-DESIGN and Project ECHO
Co-design is a collaborative, iterative, and participatory approach that involves end-

users and other key stakeholders as equal partners in creating and improving 

services, products, or systems.

Creation of a direct 
relationship between 
potential users and 

designers

Centers users in the 
design process

Emphasizes shared 
ownership

Ezimora I, Lundberg T, Miars  D, Trujeque J , Papias  A, Del Cid MV, Folk J B, Tolou-Shams M Reflect ions  of Fos ter Youth Engaging in the Co-Design of Digital Mental 
Health Technology: Duoethnography Study

J MIR Form Res  2025;9:e53231Porche MV, Folk J , Tolou-Shams M, Fortuna LR. Researchers ' perspect ives  on digital mental health intervent ion co-des ign with 
marginalized community s takeholder youth and families . Front  Psychiatry. 2022;13:867460



WHY CO-DESIGN IS IMPORTANT FOR 
Project ECHO

Improve program fit and relevance

Enhance implementation feasibility and sustainability

Increase effectiveness



KEY AREAS FOR Project ECHO CO-DESIGN
Content (didactic topics, case-based learning approach)

Logistics (number of sessions, duration, frequency, time of day)

Virtual  training formats (breakout rooms, whiteboards, videos)

Evaluation measures and methods (in-session and post-session feedback polls/
surveys, pre/post cohort surveys, qualitative interviews and/or focus groups)



FOSTRSPACE CASA (ECHO-FS)
Purpose: Provide SU prevention education and skills-building to California-based 
CASAs as an implementation strategy to increase foster youth access to an SU 
prevention app.

Co-Design Approach:  Established a 6-member CASA Advisory Board from 1 
CASA program

6 Co-Design meetings over 3 months to: 

 Identify gaps in youth SU prevention content across existing CASA trainings

 Develop ECHO-FS curriculum and approach

ECHO-FS is  part  of an implementat ion science t rial funded by the National Ins t itute  on Drug Abuse/  NIDA R61059860 (PI Tolou-Shams) 



Addit ional Co-Designed Features

• Ekstas is  approach for case 
consultat ion

• Tailored SU prevention plan for 
the CASA to use with their 
youth. 

• FostrSpace app referral 
guidance

Co-Designed Curriculum



Cal-MAP SCHOOL-BASED ECHO
Purpose: Train California-based school staff, teachers, school -based health 
center providers on managing conditions commonly identified in the school/SBHC 
setting .

Co-Design Approach: 

• Needs Assessment survey  and informal conversations with champion 
partners at Oakland Unified School District & La Clinica

• Post-ECHO session feedback surveys 



Select Needs Assessment Questions
Interes t  in mental health topics  : Suicidal Ideat ion, Internalizing Disorders , Externalizing 
Disorders , Eating Disorders , Substance Use Disorders , e tc.

Interes t  in therapeutic skills : MI, Dis tress  Tolerance, ABC Behavior Plans , Single Sess ion 
Approaches , etc.
Interes t  in sys tem-level topics : Mental Health Service Delivery Models , Mult i-t iered System of 
Support  (MTSS), Referral Pathways  & Reimbursement, Screening & Assessment, Data Sharing, 
etc.
How familiar are you with this  topic?

How useful is  this  topic to your work?

What s trategies  might  you want to implement and evaluate (with support)?

How sat is fied have you been with previous  presentat ions  from our group?

Do you have any feedback about  pas t  presentat ions?

What days/ t imes  could you part icipate?

What would make part icipat ion eas ier or more intriguing?



Addit ional Co-Design Elements

• Ekstas is  approach for case 
consultat ion

• In-sess ion case consult  vs . 
scheduled case presentat ion

• SU Didactic: SBIRT implementat ion 
in schools

Co-Designed Curriculum



ECHO-JJBH
Purpose: Train California-based community behavioral health providers to deliver 
empirically -supported behavioral health care to systems-impacted youth with co-
occurring trauma and SU.

Co-Design Approach: 
• Series of stakeholder meetings with SF Department of Public Health Children 

Youth and Families Systems of Care, Foster Care Mental Health, and 
community -based SU treatment organizations.



Curriculum
Session Format

Session Length/Frequency
Time of Day/Day of Week

Engagement
Evaluation 

CO-DESIGNED ELEMENTS ACROSS PROJECT



KEY TAKEAWAYS

Adaptat ion is  not  a one-s ize-fits -all approach.

The process  of developing and refining ECHO programs is  intended 
to be iterat ive, with act ive input  from all s takeholders .

Virtual telementoring framework facilitates  the scalability of bes t-
pract ice substance use prevention and treatment to diverse 
audiences .

High fidelity to the core elements  of Project  ECHO is  
preserved  (hub-and-spoke, didactics  + case-based 
learning).



THANK YOU!
juliet.Yonek@ucsf.edu
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