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Stakeholder Engagement

Meaningful stakeholder input during planning and 

development shapes programs/services to meet 

community needs.

Why is this important?
• Payers expect involvement of diverse voices.

• Open dialogue and understanding from broad range of 

stakeholders promotes sound decision-making.

• Community participation/buy-in helps programs reflect needs.



Meaningful Engagement: Step 1

Start early

• Establish interest with array of potential stakeholders:
• Seek top priorities for region/catchment area

• Online surveys, informal focus groups, association meetings

• Ask open ended questions about:
• Challenges and suggested solutions

• Strengths: Effective strategies and model programs

• Existing needs of persons in community that are not currently 

served by community behavioral health providers

• Maintain close communication with these stakeholders 

throughout.



Meaningful Engagement: Step 2

• Based on regional\catchment survey results: 

• Create planning groups to examine possible solutions for 

each priority issue 

• Use a variety of methods:

• Focus groups within the geographic areas 

• Key informant interviews

• Surveys to tap specific unmet needs, service availability and 

accessibility

• Community stakeholder forums

• Content review of proposed plans



Stakeholder Engagement Examples

• CCBHC Stakeholder Requirements (Sec 223)

• Governing Board: Substantial portion MH/SUD consumers and 

families

• Advisory Board: 51% MH/SUD consumers and families 

• Other specifically described methods 
• for consumers and family members to provide meaningful input 

about the CCBHC’s policies, processes, and services. 

• Block Grant Planning & Advisory Councils (PL102-321)

• 51% MH/SUD consumers, families, advocates

• Quarterly statewide meetings

• Regional/local meetings in interim

• Needs assessments at local level



Face to Face

• High quality interaction
• YET miss stakeholders:

• From remote areas

• With mobility or transportation challenges

• With conflicting work schedules

• Meeting format can increase interaction
• Presentation of concept/issue

• Small group discussion guided by questions:

• Divide by focus/ mix roles 

• Report findings to large group

• Large group process:

• Prioritize, decide, develop recommendations

• Report progress/outcome at next meeting



Video Conference*

• Best for presentation vs. discussion
• Participants may be distracted

• Increase interaction: 

• Chat

• Small group rooms

• Brief surveys during meeting (vote, gage opinions)

• Combined formats
• Face to face small groups, linked by video conference

• Individuals video conferenced into large group

• Needs
• Staff experienced as virtual meeting producers & troubleshooters

• Good equipment (audio system, webcam)

• Broadband access (may not exist in remote areas)

* Examples: Skype, GoToMeeting, Adobe Connect, WebEx



Conference Call

• Familiar technology
• Accessible in remote areas

• Better for small groups
• Allows for discussion

• Seed questions/comments in advance to promote discussion

• Email agenda/documents in advance

• Need technical assistant to troubleshoot
• Quell background noise

• Remind participants to mute/unmute

• Respond to participant technical assistance questions

• Call recordings archived & distributed



Ensure Meaningful Engagement

• Invite balance of stakeholders
• Consumers, families (adult & child), providers, state agencies, 

educators, law enforcement, employers, etc. 

• Promote interaction between different types of stakeholders in 

small & large group discussion

• Provide clear instructions & thoughtful discussion questions 

• Demonstrate impact of involvement 
• Incorporate feedback into future planning

• Report progress & outcomes:

• Encounter, clinical outcomes, quality improvement data 

• How stakeholder feedback has influenced practice

• Support travel costs for consumers & families
• Reimburse childcare for children’s families



“Vision without action is merely a dream.

Action without vision just passes the time. 

Vision with action can change the world.”

- Joel A. Barker      



Engaging Families And 

Consumers

Lynda Gargan, Ph.D.
Executive Director, National Federation of Families 

for Children’s Mental Health



Characteristics of Authentic 

Engagement

• All stakeholders have an equal voice.

• Individuals hold leadership positions.

• Individuals have voting privileges and are not considered 

as “advisory.”

• Individuals are compensated for their participation.

• Meetings are scheduled at times that accommodate 

everyone’s schedule.



Recruitment of Board Members

• Know Your Constituents 
• Create a plan to recruit members who reflect your 

demographics (i.e. urban, rural, socioeconomic, 

lifestyle, gender, race, ethnicity)

• Based upon the culture(s) of your service catchment 

area, design outreach strategies (i.e. website 

information, email blasts, social media, sharing 

information with support groups)



Why Would Individuals Desire to 

Advise Your Programming?

Prior to the recruitment of families and/or 

consumers, it is important to create a list of 

reasons that would make participation on this 

Board attractive and meaningful:

• The value and need for persons with lived experience 

(expertise)

• The commitment to equal partnerships



Recruitment Strategies

• Reach out to your partners. As the planning process is 

beginning, request that other agencies who are 

represented at table offer suggestions of 

families/consumers who may be interested. This 

broadens your reach to a larger constituency.

• Request that each of your partner agencies select a 

consumer or family member from their constituency. Ask 

that they partner with that individual and invite them to 

be a member of the stakeholder group. Encourage each 

partner agency to function as a mentor for their 

constituent and to accompany them to the meetings, as 

appropriate.



Recruitment Strategies

• As potential members are identified, schedule time to 

meet individually. Face-to-face is ideal. This should be at 

a time that is convenient to everyone’s schedule and in a 

location that is equally convenient. 

• Describe what you are trying to accomplish. Describe the 

time commitment. Describe the process that you will be 

using to meet your goals.

• Discuss why you are recruiting this particular individual. 

What characteristics and expertise will this person bring 

to the process. Assure the potential board member that 

this is not a “token” recruitment but that their participation 

will greatly enhance the process.



Recruitment Strategies

• Discuss why you believe this is a meaningful opportunity 

for the person. “What’s In It For Me” is an important 

question. Be prepared to discuss how the individual will 

be compensated and/or otherwise supported.

• Offer ample time for questions. Provide a number and/or 

email address where additional questions can be 

answered.

• Schedule a time for a follow up cal. This allows time for 

the potential board member to process the information 

and make an informed decision.



Considerations for Embedding 

Families/Consumers 

• Keep In Mind:
• There may be a learning curve and some training may be 

required

• Create a culture that values this unique expertise

• Schedule meetings at times that do not disrupt work 

schedules

• Create alternative strategies for participation such as 

Skype, FaceTime, etc.

• Create ground rules that value family/consumer 

participation

• Ensure that all Board members strictly adhere to 

confidentiality standards

• CREATE A WELCOMING ENVIRONMENT!



Create a Welcoming Culture

• Prior to introducing families/consumers to the Board, 

have an open discussion with current members 

• Anticipate questions such as: 
• (1) how do we address this person (answer) just as everyone 

else is addressed. If everyone is on a first-name basis, or if 

formal titles are used, do not alter the practice. 

• (2) what if the new member has an “incident” (answer) we will 

react just as we would react if any member had any type of 

incident

• Ensure that everyone has a seat at the table (literally). 

Create seating that does not clump all individuals with 

lived experience at one end of the table.



Retention of Board Members

• Board members remain active and engaged if they feel 

they are making a meaningful contribution and that their 

voice is important

• As individuals with lived experience mature in their board 

experience, ensure that they are placed in leadership 

positions based upon their strengths. Do not tokenize 

these positions. 

• Be a role model for other board members by relying 

upon the expertise of the families/consumers. 

• As appropriate, follow up with these new board members 

and learn what is working well and what needs 

improvement



Ensuring Stakeholder & 

Family/Consumer Engagement

Larry Fricks
Deputy Director of the SAMHSA-HRSA Center for 

Integrated Health Solutions



Value of Stakeholder Engagement 

• “Nothing about us without us!” 
• Political and disability rights slogan used to 

communicate that no policy should be decided 

without full and direct participation of members of the 

group affected by that policy.

• This critical message can often be overlooked, 

leaving out the voices of those who know best what 

their lived experiences are, what their needs are, and 

what is most important to them.



Value of Stakeholder Engagement 

(Cont.)

• According to Rosalynn Carter in her 2010 book 

Within Our Reach the national shift to a policy of 

recovery as a primary goal led by those with 

lived experience represents “the single biggest 

advancement of the last 30 years.”

• Seeking stakeholder input from primary lived 

experience recipients of services and their 

families can greatly enhance planning and 

program development.



Importance of Stakeholders

• People with lived experience can best voice how 

well services work to promote recovery and 

resiliency.

• Involvement of lived experience can increase 

cultural competency.

• Inclusion of people with lived experience can 

have positive impact on stigma and social 

exclusion.



How Stakeholders Can Provide 

Feedback

• Lived experience participation on state meetings

• Lived experience advisory councils

• Stakeholder surveys

• Stakeholder presenters included at committee 

meetings

• Stakeholder conference top priorities – the peer 

specialist workforce 



Additional Barriers

• Stigma and Discrimination
• Lack of adequate funding for research and services

• Media portrayal of the impact of mental illness, particularly where 

individuals are portrayed as dangerous or violent

• Lack of insurance coverage 

• Social exclusion

• Other Barriers
• Recruitment 

• Training to serve

• Clear understanding of mission

• Tokenism

• Cost to service recipients and family members to take time 

and/or travel to participate as stakeholders 



Q&A




