Yellowstone County Behavioral Health Coalition

“Working together for balanced and supported behavioral health”

Backbone Organization: RiverStone Health

Partner Organizations: Yellowstone County, City of Billings, Billings Clinic, Intermountain
Health, Continuum of Care, Yellowstone Advisory Council for Behavioral Health, Sheriff’s
Office, Billings Public Schools, Bridgemont Health and Wellness, Community Crisis Center,
and Upstream Strategy Partners/HOPE Coalition

Project Charter Draft: 10/31/25
Project Charter Finalized: 12/01/2025

Last Updated: 12/01/2025

Summary and Purpose

Driven by high rates of behavioral health concerns across Yellowstone County, community
leadership recognizes the impact of needs seen across our systems including our jail and
corrections facilities, healthcare locations, and community level public safety. Community
partners and leaders are committed to building a more sustainable system and building
pathways to appropriate behavioral systems that link individuals to correct resources.

The Yellowstone County Behavioral Health Coalition will focus on developing a robust,
community-based behavioral health system that diverts individuals from crisis, jail or the
emergency department and instead evaluates, de-escalates and stabilizes individuals in
the community whenever possible and in the least restrictive and most supportive setting.

Community leaders and partners acknowledge that to improve behavioral health in
Yellowstone County, a broader view is also necessary to improve outcomes. The coalition
aligns its efforts across the behavioral health continuum to include improving systems at
the differing levels of prevention, crisis intervention, treatment, and recovery. This broad
view of impact will assist in supporting change to ensure improvements in public safety
and a thriving Yellowstone County.



Vision, Mission, and Goals

Vision: A resilient Yellowstone County where every individual has seamless access to
compassionate, coordinated, and comprehensive behavioral health care—from prevention
to recovery. Our community is safe, connected, and empowered to thrive through support,
reduced stigma, and collaborative systems.

Mission: Through collaboration, innovation, and advocacy, we aim to build a responsive,
sustainable, and integrated behavioral health continuum (prevention, crisis intervention,
treatment, and recovery).

Goals: Overarching goals to address this vision and mission include the following:

Promote prevention and early intervention

Coordination of providers and systems

Sustainability and accountability of services and initiatives
Advance data-based collection and decision making
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Adopt common intermediate goals and metrics for coalition work

Values and Guiding Principles

o Integrity e System - First Thinking
e Collaboration e Collective Impact Model
e Communication e Data - Based Decision Making
e Accountability e Transparency
Scope of Work

The Coalition provides insight and recommendations for Yellowstone County’s behavioral
health continuum, while monitoring system performance through data sharing and
accountability, and facilitating system improvement and problem solving.

The Yellowstone County Behavioral Health Coalition acknowledges and recognizes other
groups and coalitions in the community addressing, at times, overlapping populations or
goals and extends an invitation to share and collaborate where appropriate. Continued
collaboration and communication across other groups is supported and the coalition will
maintain participation in this collaborative process with established groups such as the
Continuum of Care, Yellowstone Advisory Council on Behavioral Health, and existing
coalitions (Suicide Prevention Coalition, HOPE Coalition, and others). The goal is not to
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replace or duplicate work, but rather to bridge gaps between behavioral health systems

across

the community to empower greater cooperation, alignment, and shared

accountability among partners. The following beginning tasks will be addressed by the
coalition:

Task 1:

Task 2:

Task 3:

Task 4:

Create foundation for behavioral health system change

Establish and maintain executive committee to lead behavioral health system
change

Restructure coalition to improve accountability and communication (December
2025/January 2026)

Assess the current availability of resources and systems in Yellowstone County

Plan resource mapping and sequential intercept mapping using crisis diversion
grant funds (February 2026)

Communication of resources developed to stakeholders, community partners and
leadership (February 2026)

Identify gaps within the system and begin improvement strategies identification

Using community and systems assessments, identify areas for improvement and
complete prioritization process for Yellowstone County (March 2026)

Create a strategic plan for Yellowstone County to address improvement initiatives

and sustain behavioral health systems

Create a written document of strategic planning for County using resources
available and system improvement areas identified (April 2026)

Communication of this strategic plan to stakeholders, community partners, and
leadership (May 2026)

Presentation of strategic plan to City Council, County Commissioners, and
Legislators for official recognition

Update coalition charters and necessary planning documents to align with strategic
plan



Logic Model: Yellowstone Behavioral Health Systems Coalition

Component

Details

Goal

Improve behavioral health outcomes through coordinated systems-
level change in Yellowstone County.

Inputs

- Coalition members (agencies/organizations, providers, community
leaders)

- Funding and grants

- Data systems and analytics

- Policy and regulatory support

Activities

- Conduct systems gap analysis and needs assessment
- Facilitate cross-sector collaboration

- Develop shared data infrastructure

- Advocate for policy change

- Mobile crisis team planning

Outputs

- Strategic plan developed

- Number of agencies involved

- Policy recommendations submitted

- Data dashboards created with Key Performance Indicators

- Progress reported on identified goals within behavioral health
continuum

Short-Term
Outcomes

- Increased stakeholder alighment
- Improved data sharing
- Enhanced resource identification and coordination

Intermediate
Outcomes

- Reduced service duplication
- Increased access to behavioral health services
- Improved provider collaboration

Long-Term
Outcomes

- Improved behavioral health outcomes
- Sustainable systems change with documentation

- Improved community health and public safety data




Governance Structure

The coalition structure includes the following areas:

Funding Stream Information

(identified funding sources and where they are allocated)

Executive Committee
(big picture planning, scope, leadership)

h 4

Data Coordination Committee

Diversion

&

Crisis Intervention

‘é

Re-Entry
Coordination

General Membership

Executive Committee

Sponsor Organization

Representative

Title

Yellowstone County Mark Morse County Commissioner
City of Billings Chris Kukulski City Administrator
Tom Rupsis City Council
MT Senate District 24 Mike Yakawich Senator
RiverStone Health Jon Forte Chief Executive Officer
Eric Owen Chief Operating Officer
Billings Clinic Chad Miller Vice President of

Operations

Intermountain Health

April Keippel

Community Health Director

Community Crisis Center

MarCee Neary

Executive Director




Yellowstone County Mike Linder Sheriff

Sheriff’s Office

Bridgemont Health & Rod Ostermiller Executive Director
Wellhess

Continuum of Care Terri Todd Chair
Yellowstone Behavioral Terri Todd Chair

Health Local Advisory

Council

HOPE Coalition and Melanie Schwarz Founder and Director
Upstream Strategy Partners

Billings Public Schools Erwin Garcia-Velasquez Superintendent

Committee/Working Groups

The following committees are included in the Coalition: Data Coordination Committee,
Prevention, Crisis Intervention, Treatment, Recovery, and Re-Entry Coordination work
groups. Each committee and work group will include individuals from across the behavioral
health continuum in Yellowstone County invited by the Executive Committee but will also
be open to public participation from individuals within behavioral health work. While the
Coalition Coordinator’s role is to facilitate and support the committees and work groups,
each group shall vote on chair and vice chair assignments that will lead each meeting and
ensure participation agreements are followed.

Coalition Coordinator

The Coalition Coordinator is responsible for providing project management and
coordination support to the Coalition, its Executive Committee, and committees and
workgroups, ensuring progress toward meeting coalition goals. The coordinator is
responsible for working with JG Research and Evaluation and other stakeholders for data
collection and analysis to support evaluation and quality improvement efforts. The
coordinator maintains communication with the Montana DPHHS for required grant needs
and data reporting.

Coalition Coordinator: Megan Gibson, Behavioral Health Systems Improvement Manager,
RiverStone Health



Communication

The whole Coalition will meet at least annually with public participation available. The
Executive Committee will meet bi-monthly at minimum. The Coalition Coordinator
prepares, facilitates, and conducts follow up tasks for the Coalition, Executive Committee,

and other committees or workgroup meetings.

A work plan will be implemented by committees and workgroups with data tracking
reported and reviewed by the Data Coordination Committee. Committees and work groups
will decide on meeting timelines with a suggestion for minimum bi-monthly meetings. The
Coalition Coordinator or other designated facilitators will prepare, assist, and follow up on

tasks from committee and workgroup meetings.

Communication expectations and templates will be drafted for work groups and
committees to utilize to ensure information is clear and concise with reported data,

outcomes, and work plan progress.

Decision-Making

The Executive Committee acknowledges the need for intentional discussion regarding
current data and trends, funding streams, strategies for improvement, and ultimately
funding decisions. The committee will utilize consensus building discussion and decision

criteria that are documented in the executive committee minutes on recommendations

and decisions made but will rely on a majority vote to ensure a timely process.

Criteria

Discussion Question

Alignment with guiding mission and vision

- Is it consistent with our guiding principles
and mission?
- Does it stay within our scope?

Identified community gap or need

- Does our data demonstrate community
need?

- Is the timing right for this opportunity?

- Is there potential harm?

Non-duplicative and ethical

- Is this work already done, making
collaborative work difficult?

- Are there any conflicts of interest
involved?

Reinforces community collaboration

- Is there a strong community-oriented
approach?

- Will this help further opportunities for our
stakeholders?




- Is there buy-in from providers or
organizations willing to lead and sustain
efforts?

Meets financial criteria - Does this opportunity align with current
funding sources?

- Does this opportunity have a dedicated
income stream?

- Does this opportunity leverage or
potentially lead to additional public or
private funding sources?

Aligned with coalition capacity - Is this option feasible?

- Do we have the skills and knowledge
necessary?

- Can we implement this successfully and
sustainably?

Funding

This work is collectively funded by the Executive Committee partner organizations and the
Crisis Diversion funding from the Montana Department of Public Health and Human
Services.

Approval

The Executive Committee reviewed changes and all in attendance approved initial charter
on December 1%, 2025.

Name Title, Organization Signature Date

Mark Morse County
Commissioner,
Yellowstone County

Chris Kukulski City Administrator,
City of Billings

Tom Rupsis City Council, City of
Billings

Mike Yakawich Senator, MT Senate
District 24

Jon Forte Chief Executive
Officer, RiverStone
Health




Eric Owen

Chief Operating
Officer, RiverStone
Health

Chad Miller Vice President of
Operations, Billings
Clinic

April Keippel Community Health

Director,
Intermountain Health

MarCee Neary

Executive Director,
Community Crisis
Center

Mike Linder Sheriff, Yellowstone
County

Rod Ostermiller Executive Director,
Bridgemont

Terri Todd Chair, Continuum of
Care

Terri Todd Chair, Yellowstone

Advisory Council

Melanie Schwarz

Founder and Director,
Upstream and HOPE
Coalition

Erwin Garcia-
Velasquez

Superintendent,
Billings Public
Schools




