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INTRODUCTION
The West Virginia Expanded School Mental Health (ESMH) initiative was formed in 2007 as a partnership and shared commitment between the West Virginia Department of Education, the West Virginia Department of Health and Human Resources, Bureau for Behavioral Health, and the Marshall University School of Medicine to expand access to mental health services for all students through a multitiered system of supports.  Over the past fourteen years, West Virginia has been a national leader in the Expanded School Mental Health movement, and the number of expanded school mental health sites across the state has expanded under the guidance of a Steering Team of collaborative partners.  Currently, 64 Expanded School Mental Health schools are funded to deliver three-tiered system supports.   
Building upon this strong history of success, a strategic planning process was launched in June 2021 to develop a new roadmap to address the mental health challenges facing students which have been amplified by the Coronavirus-19 pandemic.   
The planning process included gathering information from the Steering Team about the current landscape, gaining clarity around mission and vision, and identifying new priorities and goals to frame the work ahead. Two facilitated virtual sessions were held to engage thought leaders in strategic dialogue and planning which resulted in a new three-year plan.
Components of the following 2021-2024 strategic plan include:
A snapshot of the current environment
An updated mission and shared vision
Four strategic priorities and landmark goals, and 
New and ongoing strategies to make progress. 

Implementation of the strategic plan will launch in September 2021. To ensure the strategic plan is a dynamic, useful document, a corresponding operational plan and a new committee structure will be developed. Engagement and commitment of Steering Team members was identified as critical in moving the plan forward. Each stakeholder who reads this plan is encouraged to take on a role to ensure its success.



SETTING THE CONTEXT
The context for the strategic plan was derived by reviewing the history and status of Expanded School Mental Health in West Virginia which was followed by facilitated discussion about the current environment, including strengths, opportunities, key issues, and lessons learned. This information provided a decision-making framework to affirm new strategic directions and priorities.  Common themes are summarized as follows:
Strengths to build upon which were cited: 
The diversity, experience, and leadership of the Steering Team
Guidance through a clear mission and shared vision 
Visible champions and leaders who support expansion and sustainability
Strong partnerships at the state, regional and community levels
Strength-based approaches and utilization of evidence-based programs and practices 
Data collection efforts, including school needs assessments and school climate surveys to document progress
Established, high performing expanded school mental health sites are operational and student stories of success are being shared 
Growth has been intentional and incremental, and interest in expanded school mental health continues to increase
Grantees are linked and engaged in peer mentoring
West Virginia Department of Education policies are in place that incorporate or encourage expanded school mental health
Schools are more readily accepting and recognizing the need for mental health supports, collaboration, and trainings
Teacher training opportunities have increased through partnerships. Schools have built in education and training days around evidence-based practices, trauma, positive behavior supports, and mental health first aid training
Adverse Childhood Experiences and the impact on generations is more clearly understood
Providers adapted rapidly to the changing environment during the COVID-19 pandemic by leveraging telehealth to serve more students and families
Expanded School Mental Health is a part of other state-level strategic plans

Opportunities and key issues to address through planning included:  

Funding for new sites, in addition to leveraging new sources of funds for expansion and sustainability  
Reduce the stigma associated with student mental health challenges
Continue the expansion and integration of telehealth services 
Launch of a new grantee reporting data base which will make data more readily available and useful
Expand education and awareness of Expanded School Mental Health 
Support high fidelity implementation of the multitiered model across all sites
Provide schools with resources for implementation, including guidelines and standards 
Continue to build new partnerships 
Address behavioral health workforce shortages  

Lessons learned that will influence how the Expanded School Mental Health Steering Team approaches its work in the future included: 

Buy-in, mutual ownership and champions are keys to successful and continued growth of the expanded school mental health model 
It is important to build upon strengths and what is working well
Implementation of the model needs to be easy, efficient, and flexible 
It is critical to be a collaborative partner with the school to support current efforts - many school systems already have core elements of the model in place that can be supported 

VISION AND MISSION
One of the fundamental roles of a team is to set direction through a clearly defined mission and vision. As part of the planning process, the mission statement was reviewed and revised to ensure it more clearly conveyed the purpose and scope of the initiative, while working to achieve the Steering Team’s shared vision or dream result.  
Our Mission
To empower schools and their partners to create positive cultures through integrated frameworks that nurture all students’ social-emotional wellbeing and academic success.
Our Shared Vision:
All students in WV will benefit from a school environment that supports social-emotional wellbeing to achieve their full potential. 



STRATEGIC PRIORITIES, GOALS and STRATEGIES 
To carry out the mission, four Strategic Priorities were agreed upon to frame future directions of the initiative: 
Outreach and Communications
Capacity Building and Fidelity to the Multi-Tiered Model
Expansion and Sustainability
Strong Infrastructure
Goals, expected outcomes, and new and ongoing strategies working well were defined and agreed upon for each of the strategic priority areas.  Ineffective strategies to discontinue were reframed as new strategies.
	Strategic Priority I: Outreach and Communications
Goal I: Inform and engage cross-systems partners and stakeholders to promote and support Expanded School Mental Health (ESMH) 

	Expected Outcomes:
Strengthen internal communication channels with partners 
Increase cross-system partnerships
Increase awareness and understanding of Expanded School Mental Health among stakeholders and the public 

	2021 – 2024 Strategies

	1.1 Develop consistent outreach and communications messaging and branding
Clearly define roles, outcomes, and expectations of an ESMH-designated school
Create 30-second elevator speeches for targeted audiences
Offer templated ESMH brand materials to schools and partners
Increase marketing and training to the community-at-large on evidence-based strategies

	1.2 Strengthen communication tools to keep stakeholders informed and up-to-date on the latest best practices
Develop and distribute an electronic newsletter
Maintain an updated ESMH website: https://wvesmh.org
Establish an Evidence-Based Practice Clearinghouse 

	1.3 Leverage national and state media opportunities
Utilize success stories from youth, families, and partners
Create fun and innovative “newscasts” about Expanded School Mental Health
Present at national conferences and webinars to showcase WV’s model
Host informational meetings at the community level virtually and/or in-person

	1.4 Increase evidence-based training opportunities for Expanded School Mental Health implementation
Purchase evidence-based program materials for implementation and training for Tiers 1 and 2
Host virtual evidence-based program trainings and activities for Tiers 1 and 2
Continue telehealth services for Tier 3
Ensure students have access to internet services for telehealth 

	1.5 Expand cross-system partnerships
Engage law enforcement to team with juvenile justice/truancy as Tier 2 interventions
Include School-based Social Workers and counselors to serve on ESMH teams 
Continue to embed Prevention Lead Organizations in all schools

	1.6 Use data to drive programming and discussions with stakeholders
School Climate Survey
West Virginia Kids Count 
WV Department of Education Childhood/Student Disparities Data
Community and student leadership surveys (SADD, 4-H, AmeriCorps, Student Advisory Boards, etc.)

	1.7 Expand the use of tele-health and other technologies for programming 

	1.8 Continue to provide ongoing skill-building opportunities
Provide trainings and resources on facilitation, team building, strategic planning, and data-driven decision making



	Strategic Priority II: Capacity Building and Fidelity to the Multi-Tiered Model 
Goal II: Cultivate a culture of quality and fidelity to the Expanded School Mental Health Multi-Tiered model through best practices, training, standards, and technical assistance. 

	Expected Outcomes:
A statewide network will be in place that supports and sustains Expanded School Mental Health implementation
Expanded School Mental Health providers will have the skills and competency to implement core components of the model
Outcome measures will document progress across settings 

	2021 – 2024 Strategies

	2.1 Strengthen language and resources to develop and convey indicators and outcomes of Tier 1 implementation  

	 2.2 Strengthen language and resources to develop and convey indicators and outcomes of Tier 2 implementation

	2.3 Create and expand the Evidence-Based Program (EBP) Workgroup to include EBPs for universal and all Institute of Medicine levels and treatment EBPs 

	2.4 Create a recognition system for local leadership teams
Create a new resource which describes the indicators and outcomes of a strong and effect local leadership team

	2.5 Incorporate virtual Expanded School Mental Health “visits” to showcase the model 
Expand peer-to-peer opportunities
Use consistent communications
Promote/create digital videos

	2.6 Provide personalized technical assistance to existing and new sites
Reestablish open site, in-person visits
Update and promote use of online resources
Continue to offer guidance, resources, and learning opportunities to local sites

	 Update the Standards and Guidelines for Expanded School Mental Health

	2.8 Utilize the new data collection and management system to evaluate implementation and impact
School Climate Survey
ZoomWV
Youth Risk Behavior Surveillance
West Virginia Kids Count
Online portal for grantee reporting

	2.9 Model collaboration and integration at the state level to demonstrate benefits across all levels

	2.10 Develop a pipeline of Expanded School Mental Health leaders and champions 
Reach out to those coming into service field to build leaders (college contacts/high school career path conversations about degree pathways)



	Strategic Priority III: Expansion and Sustainability
Goal III: Ensure existing and new Expanded School Mental Health programs are sustained through diversified funding streams, prevention resources, and post Covid-19 pandemic opportunities.  

	Expected Outcomes:
Current Expanded School Mental Health grantees will be sustained through diverse funds, education, and partnerships
Evidence-based programs will be integrated and sustained
Policy makers and stakeholders will partner to champion and support Expanded School Mental Health

	2021 – 2024 Strategies

	3.1 Create a pilot project to integrate Communities In Schools (CIS) and Expanded School Mental Health to incorporate our shared vision
Recruit representatives from schools implementing both programs to serve on the Steering Team

	3.2 Develop a banner Expanded School Mental Health “gold star” program or certificate to recognize high performing schools and recruit peer mentors work with other schools
Develop criteria
Launch the program with current grantees

	3.3 Launch long-term planning strategies to address sustainability and self-reliance at both the state and local levels and to structure resources more effectively
Apply funding equity policies to reduce disparities across schools
Convene non-funded sites and share lessons learned regarding start-up and sustainability
Tie future funding criteria to banner school designation, outcomes, and coordination of resources with partners

	3.4 Research new grant opportunities and funding partners

	3.5 Provide start-up trainings to new sites using the Start-Up Guide

	3.6 Continue Announcements of Funding Availability annually to support continued expansion



	Strategic Priority IV: Strong Infrastructure 
Goal IV: Strengthen the infrastructure of the Expanded School Mental Health Steering Team to effectively lead and sustain the Expanded School Mental Health Initiative. 

	Expected Outcomes:
Steering Team members will be informed, engaged, and recognized
Goals and strategies of the strategic plan will be carried out

	– 2024 Strategies

	4.1 Rebrand the Steering Team and clearly communicate our shared vision and to strengthen our collaborative structure (every school – every student) 

	4.2 Formalize recommitments of partner organizations to ensure clear expectations and roles
Reach out to members individually and recognize their value and contributions
Establish a mentor system for new members
Request each member serve on a committee or task team
Ask members to serve as ambassadors to promote the Expanded School Mental Health model

	4.3 Reestablish a meeting schedule, meeting procedures (norms) and communication protocols (electronic updates and communications) to ensure members are informed, valued, and engaged
Create a platform (Shared Basecamp or website portal) to post regular Steering Team communications and updates

	4.4 Develop a new committee structure of established and ad hoc teams to carry out the strategic plan
Training 
Outreach 
Partnerships
Banner Schools
Sustainability 

	4.5 Review and update the strategic plan on a regular basis
Develop an operational plan with key performance indicators and assigned areas of responsibility









STRATEGIC PLANNING RETREAT PARTICIPANTS
Tahnee I. Bryant, Co-Chair, Expanded School Mental Health Steering Team
Stephanie Hayes, Co-Chair, Expanded School Mental Health Steering Team
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Teresa Marks
Kelly Mordecki
Tiffany Pittman
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Cari Stone
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STRATEGIC PLAN DOCUMENTATION
Agenda, PowerPoint, Summary Notes:  Session I, June 9, 2021
Agenda, PowerPoint, Summary Notes:   Session II, June 17, 2021
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