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Introduction
Community Partners is a non-profit organization designated by the State of New Hampshire as
the Community Mental Health Center and the Area Agency for Developmental Services for
Strafford County, NH. In 2013 we served almost 4,000 individuals and families providing
services that included: crisis intervention; community supports and services; residential care;
case management; vocational supports; individual, group and family therapy; Early Supports
and Services for infants and young children with developmental disabilities; and many other
services.
Our mission is to promote respect, wellness, full inclusion, and empowerment of individuals
and their families who experience mental illness, emotional distress, developmental disability,
chronic health needs, or acquired brain disorder. By identifying and creating opportunities for
people, in close collaboration with a network of local agencies, we will promote independence
and interdependence and help the people we serve to realize their maximum potential. We are
committed to educating the community at large about our mission. The agency will provide
staff with opportunities for professional growth so they may contribute to the overall
achievement of the agency’s mission.

Strategic Planning Process
In the fall of 2013 we embarked upon an ambitious strategic planning process. The process
was designed to engage staff, Board members, consumers and our partners in the community
in helping us to understand where we are and where we need to go. The process included four
phases:
Phase One: Vision for those We Serve, Assessment of Community Partners’ Unique Strengths,
Areas In Need of Improvement, and Critical Changes in the Internal and External Environment
 Annual Board Retreat and Extended Board Meeting
 Managers and Directors Retreat
 Staff Forums
Phase Two: Planning Sessions
 Regular Steering Committee meetings to review feedback, analyze environmental trends
and draft potential areas of focus.
 Frequent updates for Board and Managers and Directors
Phase Three: Staff, Consumer and Partner Feedback
 Face to Face Conversations and Paper Surveys completed by 113 consumers
 An Electronic Survey completed by 83 staff members
 An Electronic Survey completed by 25 Partner Organizations
Phase Four: Establishment of Strategic Goals and Objectives
 Review of staff, consumer and partner feedback.
 Draft goals and objectives
 Presentation to Board
 Final Revisions and Board Approval
This document summarizes the key findings from the Strategic Planning Process and lays out
the organization’s priorities for the next three years.

CP Strategic Plan Adopted by the Board of Directors: July 22, 2014

Page 1

Vision for those We Serve: Full Potential, Full Participation
We are committed to empowering consumers to reach their potential, have strong
interdependent relationships, and live full and independent lives. We envision a day when
every community recognizes the value, gifts and potential of every member of the community,
including those with behavioral health and/or developmental challenges, and actively
encourages and supports their full participation in community life.

Unique Strengths
History, Expertise, and Breadth of Services
We have a long and rich history of providing critical supports and services for individuals and
families living with developmental disabilities and/or behavioral health challenges, and are one
of only two places in the state where people can find both behavioral health and developmental
supports and services within one agency. We provide a wide array of services both on-site and
in the community. Our staff members are recognized for their expertise in such areas as Early
Intervention, Family Support, individual and family therapy and psychiatric assessment. In
addition, we do a great job of providing the employment, housing and other services that
make it possible for consumers to live and work in their communities. We are thus uniquely
positioned to meet consumers where they are and make it easy for them to get the full array
of services they need.
Community Connections
In addition to the work we do with individuals and families, we have strong relationships with
schools, hospitals, municipalities, service providers, policy makers, state government officials,
and others. These external connections are critical to creating communities that recognize,
support and celebrate the contributions of each and every resident.

Areas In Need Of Improvement
Consumer-Driven Programs
Traditionally, our programs and services have been driven by funding that was directly linked
to the provision of narrowly defined services for specific populations and was subject to
compliance with highly complex regulations and reporting requirements. As a result, we have
often focused first and foremost on determining the services for which a consumer is “eligible”
rather than taking a more holistic approach that looks at the full picture of the consumer’s life
– his/her family context, health, housing, employment, educational and recreational assets and
needs, etc. While we must, of course, continue to conscientiously comply with funding and
regulatory requirements, it is time for us to do more. It is time for us to shift from
funding-driven programming to consumer-driven programs where our first question is
not, “What is this person eligible for?”, and instead is “What does this person need?”
Streamlined Access, Systems and Processes
One of staff and consumers’ greatest concerns is the amount of time it takes for clients to
access the services they need. It is time for us to reduce the time it takes for
consumers to access our services.
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A second concern among staff is the amount of time spent on “paperwork” and duplicative
functions that take away from the time they have available to interact with and support those
they serve. It is time for us to create more efficient internal processes and systems.
Service Integration and Coordination
While we are skilled at delivering specific services for targeted populations, we are less adept
at integrating and coordinating services. Our structure, culture and systems clearly reflect the
legacy of having once been two separate organizations – one focused on behavioral health and
one on developmental disabilities. The lack of a fully integrated approach is not serving us
well. We have consumers who enter Community Partners through the “developmental
disability door” who also have behavioral health needs. Similarly, we have consumers who
enter through the “mental health center door” who also have needs related to a developmental
disability. It is time for us to become a fully integrated organization where there truly
is “No Wrong Door,” where consumers have access to the full menu of services we
offer, and where it is easy to coordinate services that address the needs of those
with behavioral health and/or developmental needs.
Service Enhancement and Expansion
Because of historic focus on rendering only those services that have neatly fit into the rules
and regulations that govern payment, we have often been afraid to risk developing new
services. It is time for us to dare to enhance and expand our services.
Natural Supports and Community Partnerships
In order to thrive, most people need a network of support in their lives – family members,
friends, neighbors, community organizations, and others. We can be one part of our
consumer’s network of support, but we shouldn’t be the only one. It is time to put
significantly more focus on community building and helping consumers develop
robust natural systems of support.
We have long been committed to working in partnership with the community, but we have not
yet realized our dream of truly becoming COMMUNITY Partners. It is time for us to play a
stronger, more strategic role in creating communities (schools, recreation
departments, transportation systems, etc.) where everyone is valued, everyone can
participate and everyone has opportunities to give back.
Staff and Leadership Development
Our staff is the bedrock of the work that we do. The quality of services we provide and our
ability to meet our mission are both directly tied to our ability to recruit, hire, support and
retain outstanding staff. We are fortunate to have many outstanding staff. However, the
professional development we offer tends to be fragmented and inconsistent. It is time for us
to invest in our staff and provide opportunities for professional growth and
development.
Our work is highly regulated and we have established a culture of accountability related
primarily to the rules that govern us. This risk-averse organizational culture has allowed
supervisors to not hold staff accountable on other operating metrics which results in our
perpetually being less efficient than possible. This has also resulted in our failing to take the
time to recognize and reward high performance. It is time for us to develop an
organizational culture that fosters excellence and accountability and recognizes and
rewards high performance.
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Another consequence of a risk-averse organizational culture is that we have failed to nurture
and develop the leadership potential of our staff. But as a large organization functioning in a
rapidly changing environment, it is essential that leadership is not restricted to a few people
“at the top,” but rather that leadership skills are something we nurture throughout the
organization. It is time for us to actively work to develop leaders at every level of the
organization.
One of the biggest challenges of any large organization is ensuring good communications
between staff and between staff and those they serve. This challenge is made greater when
staff is spread out across multiple facilities, pressed for time, and frequently responding to
consumers in crisis. Community Partners is no exception, and staff members have identified
the need to improve communications as a pressing issue that has a significant impact on their
ability to do their work. External communications are also a challenge. Again, this is true in
many organizations, but is made even more difficult by the fact that Community Partners is a
complex organization with a wide array of services, serving multiple communities’ and doing all
of this without the benefit of a department dedicated and resourced to drive such
communications. In the absence of strong external communications, we find that too many
people in the community do not know what we offer or how to access the services we provide.
This is something that must change. It is time for us to significantly improve both our
internal and external communications.

Dramatically Changing Environment
Changes in the External Environment
We are in the midst of a sea-change that has profound implications for what we do and how
we do it:
 The need for our services is growing.
 Funding for our services is changing and there are many unknowns about how the state will
roll out Medicaid Care Management to waivered services.
 Reimbursement for the Behavioral Health services we provide is shifting from a fee-forservice model to a capitated fee structure.
 The recent Department of Justice Lawsuit Settlement related to mental health services will
also impact service delivery for our Behavioral Health services.
 Federal policies are giving preference to a “conflict-free case management” model and “No
Wrong Door” points of access.
Changes in the Internal Environment
We are in the midst of three major changes within Community Partners:
1. Electronic Health Records – In 2014 we will launch the use of Electronic Health Records.
This is a major change requiring hundreds of hours of staff time, but we anticipate it will
significantly improve our ability to communicate and to coordinate services.
2. Technology – 2014 will include an upgrade to our telephone and communications system.
This will greatly facilitate our staff’s ability to communicate, both while they are in the
office and while they are in the community.
3. ”No Wrong Door” Access – Early in 2014 we became the Aging and Disability Resources
Center/ ServiceLink for Strafford County and subsequently moved to a centralized intake
process designed to streamline intake and reduce the time it takes for clients to access the
services they need.
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To succeed in this environment we must:
Better Meet Consumer Needs
 Identify consumer needs sooner and intervene more quickly
 Increase natural supports and build consumers’ skills so that they can decrease their
reliance on our services.
Increase Fiscal and Mission Accountability
 Continually assess potential financial risk and impact of any new investment including an
assessment of the risk and cost of “doing nothing.”
 Maximize efficiencies and increase accountability.
 Make fiscal and mission accountability a part of the fabric of what we do and how we do it.
Become a More Efficient, Responsive and Agile Organization
 Find new ways of doing business.
 Build an organizational culture and structures that enable us to quickly flex and respond to
changing needs and opportunities.
 Proactively identify new opportunities to enhance and expand services.
Strengthen and Support Our Staff
 Improve our ability to communicate more effectively, consistently, and quickly both
internally and externally.
 Hire, support and retain outstanding staff.
 Create the organizational culture that will enable us to thrive in today’s world.
Build Strong Community Partnerships
 Build community partnerships that support full participation.

Strategic Priorities
Decision Making Criteria
We used four criteria to determine our strategic priorities and set goals for the next three
years:
1. Mission-Impact. The extent to which the proposed action would advance our mission.
2. Fiscal-Impact. An assessment of the cost of the proposed action, the likelihood of
identifying a funding stream, the extent to which the action would strengthen or weaken
the overall financial sustainability of the organization, and the degree of financial risk
involved. We recognized that some areas might involve financial risk and/or a significant
investment of funds, but be worth doing because of their potential for also resulting in a
high ultimate pay off.
3. Constituent Feedback. The degree to which the proposed actions addressed the needs,
challenges, and opportunities identified as critical by staff, Board, consumers and partner
organizations.
4. Sequencing. An analysis of which actions need to occur first in order to lay the foundation
for further work and/or address an immediate and critical need.
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Given this analysis we have committed to implementing three major initiatives for the next
three to five years:

Initiative One: Become an organization that has the staff, culture, internal
communications and organizational structure needed to consistently deliver outstanding
supports and services that are: mission-driven; consumer-focused; and, single-mindedly
dedicated to full participation.
Goal 1: Hire, support, develop, and retain outstanding staff and develop leadership
skills at every level of the organization.
Objectives
1.1
Expectations & Accountability. Establish clear expectations for each staff position & hold
staff accountable for meeting those expectations.
1.2

Hiring and Retention. Improve our hiring practices & actively recruit and retain
 individuals who are willing & able to take a holistic approach to services; and,
 staff with leadership potential

1.3

Professional Development. Put into place on-going systematic professional development
for every staff member. Professional development will include a strong orientation
process; training that addresses position-specific areas of expertise; and an agencywide emphasis on developing the skills needed to take an integrated, holistic approach
to our work and increase consumers’ ability to fully participate in their communities.

1.4

Leadership Development. Build leadership at every level of the organization beginning
with our Senior Leadership Team and each of our Directors.

Goal 2: Strengthen internal communications and develop a mission-focused
organizational culture that reflects our commitment to excellence, creativity,
customer service, and well-coordinated, consumer-centered services
Objectives
2.1
Organizational Culture. Design and implement a plan to encourage and support a
consumer-focused organizational culture that fosters: excellence, creativity, customer
service, and a laser-like focus on meeting the needs of those we serve.
2.2

Internal Communication. Design and implement a comprehensive internal
communications improvement plan that:
 Articulates our overall communications goals;
 Includes a process for responding to critical events effectively & quickly; and,
 Spells out who will do what by when to implement the plan.

Goal 3: Integrate our organizational structure so that consumers can access services
more quickly and easily.
Objectives
3.1
Integrated Administrative Functions. Revise our organizational structure to better
streamline and integrate administrative functions and departments.
3.2

Integrated Service Delivery. Design & implement a plan to integrate services so that we
are better able to:
 Base services on client needs, not funding streams;
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3.3

Link clients with the constellation of services tailored to meet their needs;
Provide outstanding customer service; and,
Become the state model for “No Wrong Door” access.

Other Opportunities. Prepare ourselves to be able to flex our organizational structure to
accommodate unexpected options for enhancing and integrating services.

Goal 4: Ensure that our facilities are safe and accessible and that our staff members
have the space and technology they need to do their best work.
Objectives
4.1
Technology Investments. Identify and prioritize the technology investments we should
make to:
 Improve efficiency;
 Facilitate cross-department communication; and,
 Reduce our long-term costs.
4.2

Current Facilities. Design & implement a plan to:
 Ensure the safety of our current facilities;
 Maximize the extent to which our facilities support the delivery of outstanding
services.

4.3

New Facilities Options. Regularly scan the inventory of available real estate and
determine whether there are sites/facilities that would better meet consumer and staff
needs throughout the county.

Initiative Two: Enhance, Integrate and Expand Our Services – We will enhance and
integrate existing services and develop new services so that consumers and their families have
the array of coordinated supports they need to improve their well-being and fully participate in
their communities.
Goal 1: Expand existing services and break down the barriers that make it difficult
for clients to access the full range of supports and services they need both
within and outside of Community Partners.
Objectives
1.1
Family Center. Launch the “Family Center”, a cross-departmental initiative that will
serve as a model for holistic, well-coordinated, consumer-focused services.
1.2

Case Management. Implement integrated case management services.

1.3

Residential Services. Develop a full array of residential options that make it possible for
every consumer to live as independently as possible.

1.4

Employment. Make employment the default expectation for every individual we serve
and to provide clients and families with the supports and services they need to
confidently pursue meaningful employment.

1.5

Community-Based Services. Streamline and increase the efficiencies between Family
Support Services and Community Supports and Services.

1.6

Clients on the Spectrum. Design and implement an initiative that:
 Fully integrates best practices in service delivery;

CP Strategic Plan Adopted by the Board of Directors: July 22, 2014

Page 7






Engages and equips families to support their children;
Provides more children with earlier access to supports and services;
Improves transitions from Early Intervention to school-age services and then to
young adulthood;
Enables us to provide on-going support to children throughout their school years
and beyond.

1.7

BH Walk-In Crisis Response Time. Reduce the amount of time it takes to respond to
clients in crisis.

1.8

Other Opportunities. Put into place the decision-making process we need to identify and
quickly respond to opportunities to serve our clients and community.

Goal 2: Add new services that make it easier for more people with behavioral health needs
and/or developmental disabilities to fully participate in all aspects of their
communities.
Objectives
2.1
Substance Abuse Treatment. Launch out-patient services for individuals struggling with
substance use issues.
2.2

Health Home. Create the infrastructure and internal cultural change required to
implement a sustainable Health Home model as defined by Medicaid.

2.3

Other Opportunities. Put into place the decision-making process we need to identify and
quickly respond to opportunities to serve our clients and community.

Initiative Three: Strengthen Our External Community Connections – We will take a
leadership role in advocating for communities that embrace and support full participation.
Goal 1: Increase our visibility in the community and more effectively and consistently
communicate who we are, what we offer, and why our work matters.
Objectives
1.1
External Communications Plan. Create a comprehensive communications plan that:
 Articulates our overall communications goals;
 Identifies target audiences;
 Determines what information each audience needs;
 Develops process for responding to critical events effectively & quickly, and,
 Spells out who will do what by when to implement the plan.
1.2

Website, Branding & Materials. Develop a clear, consistent brand and ensure that all of
our materials and communications reflect that brand.

1.3

Board & Staff As Ambassadors. Strengthen the ability of our Families and our Board and
Staff to serve as ambassadors to the community and be powerful advocates for full
participation.
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Goal 2: Strengthen and permanently connect our services to the Strafford County
service delivery system and the communities in which consumers live and work.
Objectives
2.1
Schools. Actively seek out and respond to opportunities to become full partners with
schools at every grade level (K-12) to help all young people fully participate in their
schools and their communities.
2.2

Housing. Work with Public Housing Authorities to develop opportunities related to
supported housing, transitional housing and respite, and explore other ways to expand
housing options for those we serve.

2.2

Transportation. Identify and respond to opportunities to expand consumers’ access to
transportation while increasing efficiencies.

2.3

Medical Providers. Educate medical providers about our services including MHFA and
Early Intervention to expedite referral time.

2.4

Natural Supports. Provide families with the education, coaching and tools they need to
support their children in fully participating in their communities.

2.5

Business Community. Identify and mobilize business leaders to be advocates and
create new opportunities for consumers to pursue employment.

2.6

Opportunities to Connect with other Sectors in the Community. Identify and be
prepared to take advantage of other opportunities to connect with and build systems of
support with other sectors such as law enforcement, recreation, and the religious
communities.

Goal 3: Become powerful and effective advocates for those we serve.
Objectives
3.1
Community Education. Educate individuals and families about available services;
provide information to reduce stigma; offer classes, workshops (such as “Mental Health
First Aid” trainings) and information groups; and, educate employers and business
leaders about the role they can play in supporting full participation.
3.2

Vendors. Work closely with vendors to help them infuse the full participation
philosophy into the way they provide services.

3.3

State-level Advocacy. Take a leadership role in advocating for policies and legislation
that impact individuals and families with behavioral health needs and/or developmental
disabilities.

Operationalizing the Plan
To move us forward on each of the three initiatives named above, we will:


Establish a Planning Committee that includes the Senior Leadership Team and two
representatives of the Board of Directors to oversee the implementation of the Strategic
Plan.
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Identify a “Lead” person and an implementation team to spearhead implementation for
each objective.



Refine the objectives to include measurable outcomes.



Spell out the action steps needed to achieve each objective and establish target completion
dates.

How We Will Use The Strategic Plan
To ensure that we use the Strategic Plan to guide and inform our work we will take the
following actions:
1. Each month our Directors will review one or more sections of the plan, report out on
progress, identify any problems/barriers that have arisen, and set a course for the coming
month.
2. Once a quarter the Planning Committee will review progress on the plan, identify obstacles
that have arisen, make any necessary adjustments and report out to the Board of Directors
the status of the plan to date.
3. Once a year the Planning Committee, with input from the Directors and the Board of
Directors, will review the plan as a whole, update it to include any additional adjustments,
and develop a detailed work plan for the coming year.
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