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In communities facing behavioral health and public safety challenges, the need for innovative 
and collaborative approaches to enhance safety and well-being in terms of behavioral health 
becomes increasingly evident. The HUB model represents a transformative multi-agency approach 
that is designed to meet this need head-on. At its core, the HUB envisions a collective effort where 
sharing information and collaboration between systems becomes a powerful tool for holistic 
behavioral health intervention and support.

 A HUB is a multi-disciplinary meeting where first responders, behavioral health providers 
(defined herein as mental health and D&A), county agencies, and community organizations come 
together to identify individual cases within the community where need may exist. The HUB meeting 
itself involves representatives from all participating agencies determining who is connected to the 
individual, allowing them to then connect separately to discuss ways to support them. This 
collaborative approach aims to enhance the overall care and support provided to those individuals 
who may be experiencing behavioral health crises, especially those who are seen more frequently. 
Developing a HUB involves careful planning, collaboration, and ongoing commitment from all 
involved parties.

 This guide focuses specifically on starting a HUB to address unmet behavioral health needs 
and behavioral health crisis situations.  Crisis situations are often driven by multiple complex 
factors and are rarely ever simple.  The public behavioral health system alone will never be enough 
to support the basic, everyday unmet needs of an entire community. It is strongly recommended 
that communities invite partners to the table from the very beginning who bring knowledge and 
resources related to child welfare, seniors, developmental disabilities, housing, employment, food 
insecurity, domestic violence, education, and physical health.

 This guide outlines the main goals, structure, potential partners, potential expenses, and 
benefits involved in creating a HUB.
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The goals of the HUB extend beyond conventional safety measures, focusing specifically on 
behavioral well-being:

Timely Mobilization of Behavioral Health Resources:
Swiftly mobilize behavioral health resources to respond to identified risks and urgent behavioral 
health needs within the community.

Increased Awareness/Knowledge of Behavioral Health:
Foster a collective awareness and knowledge-sharing environment, allowing stakeholders to 
understand emerging behavioral health risks, trends, and systemic issues.

Reduction in Harm and Victimization:
Proactively identify and address acute behavioral health factors to minimize harm 
and victimization in the community.

Improved Collaboration:
Facilitate improved collaboration and communication among behavioral health service 
providers, first responders, and community support professionals.

Increased Awareness Among Individuals and Families:
Develop strategies to raise behavioral health awareness among individuals and families about 
potential risks and available behavioral health support services.

Proactive Behavioral Health Measures:
Encourage the implementation of proactive measures to address behavioral health issues at 
their roots before they escalate into crises.

Community Behavioral Health Safety and Well-being:
Contribute to the overall behavioral health safety and well-being of the community through a 
united and collaborative risk-driven, rather than incident-driven, approach.3
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Participating in a HUB offers a range of benefits for individuals, professionals, and the community 
at large since the unique structure and collaborative approach contribute to fostering resilience and 
well-being. Here are key reasons why involvement in a HUB is invaluable.

Holistic Approach to Behavioral Health
The HUB brings together a diverse group of professionals, including behavioral health providers, 
first responders, and community support advocates. This multidisciplinary approach ensures a 
holistic understanding of individual challenges and facilitates comprehensive solutions.

Early Intervention and Prevention:
By meeting monthly and sharing information, the HUB allows for early identification of behavioral 
health risks and issues. This early intervention approach helps prevent crises and promotes 
proactive measures to address root causes.

Timely Resource Mobilization:
The HUB serves as a platform for swift mobilization of community resources. When acute risk 
factors are identified, professionals collaborate to ensure individuals in need receive immediate 
access to the most relevant and necessary behavioral health services.

Knowledge Sharing and Professional Development:
Participation in the HUB enhances the knowledge and skills of the police and community. 
Through disciplined conversations and information sharing, participants gain insights into 
emerging trends, systemic issues, and effective strategies for risk identification and behavioral 
health support.

Improved Communication and Collaboration:
The collaborative nature of the HUB fosters improved communication among stakeholders. 
Professionals from various disciplines learn to work together seamlessly, enhancing their ability 
to provide integrated and effective behavioral health support.
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Community Awareness and Education:
Involvement in the HUB contributes to raising awareness about social determinants of health 
within the community. Education initiatives and strategies are developed to inform individuals 
and families about risks, available services, and the importance of seeking help early.

Shared Responsibility and Support Network:
The HUB creates a sense of shared responsibility among participants. Behavioral health 
challenges, broadly, are discussed collectively, building a robust support network where 
professionals collaborate to provide the best possible care for individuals and families in need.

Increased Community Safety and Well-being:
Through its collaborative efforts, the HUB actively contributes to the overall safety 
and well-being of the community. By addressing concerns before they escalate, the HUB plays 
a vital role in creating a safer and healthier community.

Crisis Prevention and Reduction:
Participation in the HUB helps prevent behavioral health crises by addressing issues 
at their early stages. The collaborative action taken by professionals aims at reducing harm and 
victimization, fostering a proactive approach to behavioral health care.

Positive Impact on Individuals and Families:
Individuals and families benefit directly from the collaborative efforts of the HUB. Immediate 
connections to the most relevant services ensure that those at risk receive timely and 
appropriate support.

In summary, participating in a HUB is a powerful investment in community well-being. It 
empowers professionals to address individual challenges collectively, promotes early intervention, 
and creates a supportive network that directly contributes to the behavioral health of the community. 
It allows local law enforcement to engage and connect representatives of various community-serving 
agencies so that they may efficiently provide support to those in need. In return, those agencies are 
supporting their local law enforcement by responding to risk before it potentially escalates to an 
incident.
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The collaborative nature of the HUB model allows for swift communication between and 
mobilization of community entities. All the while, individual rights to privacy must be protected. The 
HIPAA Privacy Rule establishes a “minimum necessary standard” which states that protected health 
information should not be used or disclosed when it is not necessary to satisfy a particular purpose or 
carry out a function. Further, agencies must enhance safeguards to ensure limited unnecessary or 
inappropriate access to such information.    (45 CFR 164.502(b), 164.514(d))    

 Agencies at HUB meetings can adhere to these requirements while sharing minimal information 
(1) when an appropriate need for intervention exists, (2) when as much identifying information as 
possible can be withheld, and (3) when involved entities agree to not disclose any information to 
entities not directly involved with the ongoing or proposed interventions.

 The following four-stage process acts as a set of guidelines for information sharing that allows 
HUB participants to facilitate quality discussions about case needs while still protecting 
confidentiality:

1. Basic information is shared about a scenario to establish that the concern is multi-
 systemic and would require HUB involvement.
2. The originating agency/entity describes the risk factors using deidentified language.
3. The group agrees that there is risk/safety concern present requiring intervention. The 

originating agency/entity shares minimal identifying information that helps specify agency 
roles.

4. Collaborating agencies with a direct role in the intervention share sufficient identifying 
information to support the intervention.

 This process must be shared with participants and should be formally agreed to in the form of a 
non-disclosure agreement signed prior to joining the group. Any information beyond what is necessary 
for engaged agencies to identify the individual of interest must be reserved for private meetings 
between those agencies.
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The HUB operates through structured meetings, providing a dedicated platform for behavioral 
health professionals, first responders, and community support advocates. These professionals 
engage in purposeful and disciplined conversations with the goal of rapid, collaborative behavioral 
health action based on identified acute risk factors. The meetings serve as a nexus where immediate 
connections are forged between individuals at risk and the behavioral health services they need most 
and need right now.

Meeting Frequency and Duration:
• Hold bi-weekly or monthly meetings for 60 minutes, with the flexibility to adjust frequency 

based on threshold-meeting cases.
• Ensure regularity to maintain momentum and address emerging issues.

Participants and Disciplines:
• Include front-line professionals and decision-makers representing multiple human services 

disciplines.
• Engage in highly disciplined, purposeful conversations focused on problem-solving.
• Empower attendees to step beyond their normal capacities and intervene when risk is 

identified, not just after an incident has occurred.

Immediate Collaborative Action:
• Strive for immediate collaborative action based on identified acute risk factors.
• Connect individuals at risk to the most relevant and urgently needed composite services.
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For the HUB to be truly effective, it requires the active engagement of a diverse array of first 
responders, physical health, and behavioral health partners. The strength of the HUB lies in its 
ability to draw upon the collective expertise and resources of these partners, fostering a comp-
rehensive and sustainable community support initiative. Ideally, HUBs also include people from 
community organizations to which individuals may have further ties, such as leaders of faith-based 
organizations or schools.

POLICE
Law enforcement agencies play a crucial role in identifying and responding to community risks.

FIRE
Emergency response services contribute to addressing immediate safety concerns.

CRISIS SERVICES
Provide expertise in handling urgent behavioral health crises and interventions.

OUTPATIENT SERVICES
Offer ongoing support and treatment for individuals with behavioral health concerns.

INPATIENT SERVICES
Provide more intensive care for individuals requiring hospitalization.

COMMUNITY AGENCIES
Contribute diverse perspectives and resources to address community-wide challenges.

8
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COUNTY MENTAL HEALTH
Offer specialized behavioral health services and resources for long-term support.

DRUG AND ALCOHOL SERVICES
Offer specialized services related to drug and alcohol use prevention and intervention.

SCHOOLS
In-touch perspectives on day-to-day lives of youth.

FAITH-BASED ORGANIZATIONS
Provide spiritual support to those who are associated.

9



ESTABLISH A STEERING COMMITTEE

Form a steering committee consisting of representatives from first responder agencies, 
behavioral health organizations, and other relevant stakeholders. This committee will guide the 
development of the HUB and ensure that the interests of all parties are considered.

Clearly outline the objectives of the HUB and the specific scope of its activities. Determine 
the types of cases that will be discussed, the frequency of meetings, and the geographic area the 
HUB will serve. Clearly define the roles and responsibilities of each participating agency.
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DEFINE OBJECTIVES AND SCOPE 
S

TE
P2

DEVELOP PROTOCOLS AND GUIDELINES 

Create standardized protocols and guidelines for case discussion and information sharing 
and include a non-disclosure agreement to be signed by attendees. Ensure that these protocols 
adhere to privacy laws and regulations, respecting the confidentiality of individuals involved
(See section titled: “Protecting Privacy with the Four-Filter Threshold.”)
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IMPLEMENT TRAINING PROGRAMS 

S
TE
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Provide training programs for first responders and behavioral health providers to ensure 

they understand the purpose of the HUB, the protocols in place, and the importance of collab-
oration. Training should also cover cultural sensitivity, trauma-informed care, and effective 
communication.

CHOOSE A MEETING FORMAT 

Decide on the format of the HUB meetings. Consider whether they will be in-person, 
virtual, or a combination of both. Ensure that the chosen format allows for effective 
communication and collaboration among participants.
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DEVELOP INFORMATION-SHARING 
SYSTEMS 

Establish secure and confidential information-sharing systems that facilitate the exchange 
of relevant case information among participants. Ensure that these systems comply with data 
protection laws and regulations.

Promote a culture of collaboration and open communication among participants. 
Encourage a supportive environment where first responders and providers can share insights 
and expertise.
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FOSTER A CULTURE OF COLLABORATION 
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ENGAGE WITH COMMUNITY RESOURCES 

Establish connections with community resources, including social services, community 
organizations, and other support networks. Collaborate with these resources to provide 
comprehensive care for individuals discussed in the HUB.
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Implement a system for ongoing monitoring and evaluation of the HUB's effectiveness. 

Collect feedback from participants, measure outcomes, and adjust as needed to improve the 
collaborative process.

MONITOR AND EVALUATE
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CONTINUOUSLY IMPROVE 

S
TE

P10
Regularly review and update the HUB's protocols, guidelines, and processes based on 

feedback and lessons learned. Continuously seek ways to improve the collaboration and 
effectiveness of the HUB by measuring contribution to outcomes both as a whole HUB and at an 
individual organizational level. Seek to standardize data collection methods so that they live on 
in the event of staff turnover. Below are some examples of key performance indicators (KPIs) that 
may be of interest to HUB organizers and attendees:

• Number of cases presented
• Number of cases engaged after outreach
• Entities providing outreach
• Timeliness of interventions
• Disposition of cases following intervention
• Reappearing cases
• Reappearing risk factors
• Participant satisfaction

 By following these steps, you can develop a HUB that facilitates effective collaboration 
between police and community entities, ultimately improving the care and support provided to 
individuals experiencing crises.
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Lease or Rent: 
Costs associated with securing a suitable venue for HUB meetings and collaborative activities.

Utilities: 
Electricity, water, heating, and other utility expenses for the space.

Community Awareness Programs: 
Funds allocated for marketing and community outreach initiatives to raise awareness.

Printed Materials:
Production of brochures, pamphlets, and other printed materials to disseminate information 

about the HUB's services.
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Since participating in a HUB is voluntary, the biggest expense is the time all the partners invest. 
Funding is therefore not necessarily required to run HUBs. However, there may still be various 
expenses in establishing and maintaining a HUB depending on the scale, scope, and geographic 
location, such as:

PERSONNEL

Training:
Expenses for ongoing training programs to keep staff updated on behavioral health best 

practices, information sharing protocols, and other relevant skills.

PHYSICAL SPACE

MARKETING AND OUTREACH

13
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Information-Sharing Systems: 

Development, maintenance, and updates for secure and confidential information-sharing 
platforms.

Audio-Visual Equipment: 
Purchase and maintenance of equipment for virtual or in-person meetings.

Computers and Software: 
Computers, software licenses, and other necessary technology for administrative tasks and 

collaboration.

TECHNOLOGY AND EQUIPMENT

TRAINING PROGRAMS

Professional Development: 
Costs associated with organizing and conducting training programs for behavioral health 

professionals, first responders, and other stakeholders.

Materials and Resources: 
Creation and distribution of training materials, manuals, and resources.

TRAVEL AND TRANSPORTATION

Meeting Logistics:
Travel expenses for professionals attending in-person meetings, especially if they are coming 

from different locations.

Transportation for Outreach:
Costs related to transportation for outreach activities in the community.
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Office Supplies:

Purchasing office supplies, stationery, and other necessary administrative materials.

Insurance: 
Coverage for liability, property, or other insurances related to HUB activities.

ADMINISTRATIVE EXPENSES

COLLABORATION TOOLS

Communication Platforms: 
Subscription fees for collaboration tools, messaging apps, or project management platforms that 

facilitate communication among HUB members.

Secure File Sharing: 
Costs associated with secure platforms for sharing confidential information.

MONITORING AND EVALUATION

Data Collection: 
Expenses related to collecting and analyzing data for monitoring and evaluating the HUB's effectiveness.

External Evaluation: 
If applicable, funds for hiring external evaluators to assess the impact of the HUB.

MISCELLANEOUS

Event Costs: 
If the HUB organizes events, seminars, or workshops, funds may be allocated for venue rental, catering, 

and event logistics.

Emergency Fund: 
Setting aside funds for unexpected expenses or emergency situations.
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Implementing the HUB model is a significant 
undertaking that comes with its own set of 
challenges and limitations. Understanding and 
preparing for these obstacles is crucial to ensure the 
successful establishment and sustainability of the 
HUB. This section explores potential challenges, 
such as stakeholder resistance, logistical hurdles, 
and funding constraints, and offers practical 
solutions and strategies to overcome them.
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Issue: 
Some stakeholders might resist changes due to established routines, fear of increased 

workload, or skepticism about the model's efficacy.

Possible Strategies: 
Include strategies for stakeholder engagement, such as regular communication, involving key 

leaders early in the process, and showcasing successful case studies to build confidence and 
buy-in.

RESISTANCE FROM STAKEHOLDERS

LOGISTICAL HURDLES

Issue: 
Coordinating meetings with multiple agencies, managing schedules, and ensuring consistent 

participation can be difficult.

Possible Strategies : 
Suggest practical solutions such as using online scheduling tools, flexible meeting formats

(in-person and virtual) and setting up a rotating chair system to share leadership responsibilities.

17
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STAFF TRANSITIONS/TURNOVER

Issue:
Turnover in staff may result in issues such as lack of attendance or discrepancies in collection of 

outcomes data

Potential Strategies:
If possible, have the departing attendee alert the new staff member at their organization of the HUB 
and the benefits/expectations of joining. This would ideally allow for a smooth transition where the 

new staff member takes the place of the departing one at HUB meetings. Sometimes, personnel 
transitions also involve the new attendee taking over a responsibility such as data collection. When 

organizing a HUB, decide what outcome measures will be of interest and how they will be 
measured/organized. Document these processes and store them with all HUB-related data in a 

secure database to reduce discrepancies in data management when turnover occurs.
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FOR MORE DETAILED INFORMATION ON GRANT PROPOSALS AND 
WRITING TIPS, SEE THE BELOW GUIDES:

• Introduction to Grant Writing
• Planning and Writing a Grant Proposal: The BasicsG
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FUNDING CONSTRAINTS

Issue: 
Securing funds for initial setup and ongoing operations can be a significant challenge.

Possible Strategies: 
Funding opportunities are sometimes present through grants awarded to counties by the state, or 

through the state itself. When applying for a grant, the applicant agency should do the following: 

1. Answer the application questions directly and in full. 
2. Establish a connection with the funding agency and seek feedback in advance of 

application submission. 
3. Be sure to clearly communicate the specific aims of the  proposed  program. This involves 

directly addressing the  problem that motivates the proposed initiative and the solution,  
or impact, that the initiative will provide. 

When funding opportunities are not currently available, that does not mean that they cannot 
become available. By reaching out to grantors such as the Pennsylvania Commission on Crime and 

Delinquency (PCCD), who frequently provide police support funds to local governments and 
agencies, HUB organizers can get their attention and sometimes impact the availability of future 

funding opportunities.
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Issue: 
Diverse communities have unique needs that must be addressed for the HUB model to be effective.

Possible Strategies: 
Provide guidance on ensuring diverse representation within the HUB, including minority groups, 

different socioeconomic backgrounds, and individuals with lived experiences of behavioral health 
challenges.
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Ensuring that the HUB model is inclusive and diverse is essential for effectively address-
ing the unique needs of all community members. Attention to diversity moves the community 
to identify and respond to both the concern and the solution, rather than designating these 
issues to a single group/organization. This section emphasizes the importance of incorporating 
diverse perspectives and voices, particularly from marginalized and minority groups. It prov-
ides strategies for fostering inclusivity, engaging with underrepresented populations, and 
ensuring cultural competency among HUB participants.

INCLUSIVITY

20
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COMMUNITY OUTREACH

Suggest methods for reaching out to underrepresented groups, such as partnering with 
local cultural organizations, hosting town hall meetings, and conducting surveys to understand 

community needs.

TRAINING ON CULTURAL COMPETENCY

Include recommendations for cultural competency training for all HUB participants to ensure 
they can effectively engage with and support diverse populations.
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For the HUB model to be effective over the long term, it must be sustainable and capable of 
maintaining its impact. This section discusses the importance of developing a sustainable funding 
strategy, maintaining momentum, and continuously measuring the HUB's effectiveness. It offers 
guidance on setting long-term goals, securing funding, and implementing robust monitoring and 
evaluation frameworks to ensure the HUB's enduring success.
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MAINTAINING MOMENTUM

Issue: 
Initial enthusiasm might wane over time, and maintaining long-term engagement can be challenging.

Possible Strategies: 
Discuss the importance of setting long-term goals, regular reviews, and adapting strategies to keep 

participants engaged.

SUSTAINABLE FUNDING

Issue: 
Finding ongoing funding sources is critical for the HUB's sustainability.

Possible Strategies: 
Provide advice on developing a diversified funding strategy, including potential grants, public-private 

partnerships, and community fundraising initiatives.

EFFECTIVE EVALUATION

Issue: 
Without proper evaluation, it's difficult to measure the HUB's impact and make necessary improvements.

Possible Strategies: 
Outline methods for monitoring and evaluation, such as setting key performance indicators (KPIs), 

conducting regular feedback sessions with stakeholders, and employing third-party evaluators for an 
objective assessment.

22



The HUB model must be flexible and adaptable to meet the unique needs and circumstances 
of different communities. This section underscores the importance of tailoring the HUB to local 
contexts, resources, and cultural considerations. It encourages innovation and customization, 
providing examples of successful adaptations and suggesting starting with pilot programs to refine 
the model before full-scale implementation.
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TAILORING TO LOCAL NEEDS

Issue:
Different communities have unique needs and resources that must be considered.

Possible Strategies: 
Facilitate improved collaboration and communication among behavioral health service 

providers, first responders, and community support professionals.
.

IMPLEMENTATION TIPS

Pilot Programs:
Suggest starting with pilot programs to test and refine the HUB model before full-scale 
implementation. Collect info on feasibility and acceptability among those involved in a 

low-cost demonstration project.

Possible Strategies: 
Facilitate improved collaboration and communication among behavioral health service 

providers, first responders, and community support professionals. 

Innovation and Adaptation: 
Encourage continuous innovation and adaptation to respond to changing circumstances 

and emerging challenges.23
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LONG-TERM PLANNING

Encourage setting long-term goals and regularly reviewing and adapting strategies to keep 
participants engaged and committed.

PERIODIC REVIEWS

Suggest conducting periodic reviews and updates to ensure the HUB remains relevant and effective.

CELEBRATING SUCCESSES

Highlight the importance of celebrating milestones and successes to maintain enthusiasm and 
motivation among participants.
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This guide was developed under a grant number SM083371 from the Substance Abuse and Mental Health Services Administration 
(SAMHSA), U.S. Department of Health and Human Services (HHS). The views, policies, and opinions expressed are those of the 

authors and do not necessarily reflect those of SAMHSA, HHS, or the Pennsylvania Department of Human Services.

The HUB model is a call to action, recognizing 
the necessity to address behavioral health challenges 
before they reach crisis proportions. By embracing the 
principles outlined in this guide and cultivating beh-
avioral health-focused partnerships across various 
sectors, communities can develop a HUB that not only 
promotes behavioral well-being but also fosters a 
resilient and interconnected community committed to 
the behavioral health of all its members.
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