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Introduction 
 

 

 

Each year we tell our friends what we have done during the previous fiscal year to help 

our community.  We look at the state of mental health care in Jefferson County.  We explain 

what we do here and in the other service areas where we are involved. The annual report 

provides statistics, notes trends, and gives information needed to determine needs for the future 

and evaluates current operations.  It is posted on our Web site for all to see. We occupy a very 

unique and responsible position in our County. And yet, many do not understand who we are or 

what we do.  We are one thing to one and another to someone else.  And we try to be responsive 

to all…. 

 

As the Community Treatment Center for Jefferson County, we observe a significant 

number of requests (over SIXTY calls a day requesting a variety of services—most of them 

family related) each year. COMTREA provides a myriad of mental health services for Jefferson 

County citizens-- as well as to our friends in South St. Louis County.  We average over 5,000 

referrals a year!   More than 55% of them are either self-referral or from family or friends! The 

legal system sends about 12% of our clients to us. These statistics do not include educational 

services we deliver.  We actually provide some kind of service to more than 10,000 Jefferson 

Countians each year!  Some are only seen once, and some remain on our case loads for some 

period of time.  Many of the chronic patients will be seen the rest of their lives.   

 

 Of the five thousand or so active cases during any given year, diagnoses usually include:  

schizophrenia-- 4%; depression-- 16%; alcoholism– 8%; bipolar disorder-- 7%; other drug 

abuse-- 16%; attention-deficit disorder-- 3%; anxiety disorder 3%; conduct/adjustment 

disorder—4%; post-traumatic stress—2%,; and general family problems— 1%; other psychiatric 

diagnoses– 31%.   

 

 Children under the age of 17 compose a little more than 29% of our case load (and 

account for almost 40% of the annual expenses); usually 14% are between 18 and 25; 46% are 

between the ages of 26 and 50; and 10% are between the ages of 51 and 65.  Of the total, 49% 

are female and 51% are male.  About three percent are minority. 

 

 We also provide many direct counseling services free to Jefferson County residents in 

addition to the coverage provided by the Missouri Department of Mental Health or other third-

party payers. Other free or reduced cost services include shelter for abused women and their 

children, educational presentations, and a 24-hour per day hotline service for the county. These 

services are provided through the Mil-tax passed by Jefferson Countians in 1986 and the Sales 

Tax for Children’s Services passed in 2004. Almost all counseling programs are based upon the 

ability to pay.   
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 COMTREA remains committed to its mission to be an innovative, effective, and 

responsive community services provider for Jefferson County.  In addition, our adolescent 

chemical abuse and family counseling efforts extend to South St. Louis County and other parts of 

the St. Louis Metropolitan area-- we are committed to assisting these areas to secure adequate 

mental health, and family counseling care. However, no Jefferson County funding supports 

services in other areas.  

 

 We reassert that emotional and social problems, chemical abuse, domestic violence and 

psychiatric illnesses are major concerns of today.  We believe that COMTREA must take a 

leadership role in addressing these issues for the health and welfare of all citizens in our county. 

This we pledge to do. 

  

Comtrea is generally recognized as the best mental health center in Missouri. It is 

important to pay attention to how it achieved this distinction, in addition to the implications for 

the agency’s general operations and its future service to the community.  This is the purpose of 

this booklet.  

 

The following pages explain not only who we are, but also why we are what we are.  The 

booklet explains how we perform the tasks to which we have committed.  Further the mission, 

goals, objectives, principles and values are explained.  This work provides the very skeleton of 

the agency.  It also can serve as a benchmark for others to emulate.  

 

Comtrea did not “just happen;” it evolved through love, care, dedication, and 

professionalism.  It all began, as most things do, with an idea whose time had come….   

 

    

 

 

 

     

Dr. Stephen F. Huss, Comtrea President/CEO 
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Founding Mission 
  
 

 Effective organizations are not just created all at once. They develop over time.  They 

evolve-- while being tempered by experience.  Comtrea certainly found this to be true.  Even the 

founding “mission” took time to really be clarified. 

 “An alternative born in a hallway,” the Jefferson County Rocket called Comtrea in a 1976 

article. Magistrate Judge John Anderson, Public Defender W.H.S. (Stu) O’Brien, and the 

Supervisor of Probation and Parole, Melvin (Mel) G. Williams met in the lower hallway of the 

Jefferson County Court House after a particularly difficult case in the Fall of 1972.  A young 

man had been sent to prison because there was nothing else to do with him; not because the 

offense really required it for public safety.  No one felt comfortable with the sentence.  The three 

veterans of the court system decided something had to be done.  But what?   

 Counseling did not exist in the county.  Psychiatry was a psychiatric intern visiting on 

Wednesday afternoons at the Health Department for a few hours.  The interns rotated every three 

months and treatment equaled drug prescriptions. Alcoholism treatment did not exist although 

there were a couple of AA meetings if one could find them.  

 Williams knew that halfway-houses existed in several states. He had visited the Magadala 

Foundation half-way house in St. Louis.  Such programs provided an alternative to prison for 

young offenders—one last chance. He described the concept to Anderson and O’Brien. “Why not 

here?” he ventured to the two others standing in the hall.  But the county needed more than just 

that one service.  “It’s a start,” Stu said in the ensuing discussion.  “Let’s do it,” Anderson firmly 

announced.    

 The first step was to get the county leadership behind the endeavor.  Other things (like 

money, organization, staff, etc. would come later).  Walter “Buck” Berger, the county Sheriff 

and head of the Democratic Party agreed to come on board that same day.  Likewise, G. William 

Weier, the County Prosecutor and head of the Republican Party joined the group within a day or 

two.  Brent Williams, a young attorney who could actually write the incorporation papers, 

completed the original team. The six men respected each other’s different political views, and 

trusted their respective integrity and sense of purpose.  They were committed to the betterment of 

Jefferson County.   

 “What do we name it” Williams asked at a lunch meeting in Anderson’s court room 

called to discuss the program a week or so later. 

 “Community Treatment, Inc.” Stu replied.  “That is what it will be, a real community 

based treatment center.”  In the back of his mind this program would grow to address many 

other issues, many of which they would only develop later.  The group agreed and Brent drew up 

the legal documents.  

 The incorporation papers announced its mission, “to reduce recidivism in [young] 

offenders.... and allow the community to participate in reintegration of offenders into the 

community.”  

 Now, all that had to be done was to select a director, find places to solicit for funds, 

generate public support, and develop a program.  Mel had an idea. 

 Stephen Huss, an activist social studies teacher in the Hillsboro School system and close 

friend of Williams, was known for his ability to work with difficult students (who were often 
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supervised by either adult or juvenile probation offices).  He successfully led the Teachers’ 

Association in negotiations and relations with the Board and community.  He had served on 

county wide youth research projects and vocally advocated for the needs of children.  His 

innovative oral history project and Master’s Thesis focused on Jefferson County Farmers During 

World War II and had given him the opportunity to meet many of the county leaders on a 

personal level.  He worked with the University of Missouri Extension Department to present 

community workshops on effective communication, gender issues, generational issues, and other 

children’s issues. He had received training in Transactional Analysis and Reality Therapy and 

used the skills in his classroom.  And, he could work free.  Well, he could after school each day, 

on the weekends, and in the summer. 

 The difficulty was that he was also tenured, the “Head Teacher” in the school system, the 

President of the Teachers’ Association, married, with one child, and one on the way.   

 One Saturday evening in late December, 1972, while Mel and Micki (his wife) were 

visiting with the Husses, Mel called Steve over and told him what was in the works.  “Would you 

be interested in running this?” Mel asked.   

 By early February, 1973, Huss had agreed to at least get involved.  The legal 

incorporation papers had been received by then. Williams and Huss met Anderson one Saturday 

morning at the courthouse and continued the discussion.  By the end of February the 

incorporation papers had been received and Huss had been brought on board as the Executive 

Director of Community Treatment, Inc.   

 “I don’t like the name,” Anderson said after an organizational meeting one evening in 

early March.   

“Neither do I,” Mel chimed in.   

Stu said that he had been talking to friends and one had suggested that the name which 

the group should use was the first syllable of the first word and the first syllable of the second 

word, “Com – Trea”—Comtrea.  The name was born.  Anderson and O’Brien each gave Huss a 

five dollar bill.  They instructed Huss to open a checking account and make the money grow. 

Republican committeewoman, Pat Becker, came on the board to be the Treasurer within a 

few months as the first donations came in.  

The first meetings (weekly at first) focused on raising money (Board and Huss), 

developing and writing grants (Huss), developing policies (Board and Huss), and obtaining 

federal not-for-profit status (Huss and Brent Williams) via the 501 ( c ) 3 status.  Within a few 

meetings the group clearly decided to use Comtrea to provide other needed services for the 

county legal system; the half-way house being just the first step.  The name, Community 

Treatment reflected the desire to be more than this first step and to be flexible. It would use the 

concept “People Need People,” as its motto.  

Unstated, but present were several “unwritten principles and values.”   Honesty, Integrity, 

Commitment and Stewardship always aligned the group.  With these principles as the agency’s 

center, much could be accomplished if it could be flexible and patient.  The group clearly 

determined that the purpose of the board would be to set policy, generate funds, provide 

organizational oversight, and to supervise the Executive Director.  The internal, day to day 

operations were to be solely the responsibility of the Executive Director.  “We can all be pretty 

intrusive,” Stu noted one evening.  “We will not be so in this program.”  “This is your 

responsibility, Mr. Huss, and I really don’t care if it takes you 35 hours a week or 95.”  The 

group also knew that partisan politics could submarine the project quickly.  “We will leave our 

political hats at the door when we work for Comtrea,” Stu announced in one planning meeting.  
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The others agreed. The new Board trusted that Huss would do the job expected—of course, he 

would also be held accountable. 

The honeymoon period with the community that supported the initial concept ended in 

September 1973. COMTREA selected an old meat-packing building in Festus to serve as the 

proposed half-way house. While Senator Thomas Eagleton headlined a "box-lunch auction" for 

the agency, State Representatives and other county political figures supported the effort, but 

community opposition increased due to the visibility of the proposed site in the middle of 

downtown Festus. The Board demonstrated integrity and stood by their commitment in spite of 

personal attacks and continued their effort to secure funds. On Friday, April 8, 1974 the first four 

residents began treatment at COMTREA.  Meat hooks had been removed earlier that day. 

The first few difficult years proved that the agency could be viable, but with many 

challenges.  The needs of the county proved more significant and more demanding that originally 

perceived by anyone.  The Board soon expanded to include more of the county leadership, 

including Betty Seeley, the County Chief Juvenile Officer. 

The first major test—of the Board and the Executive Director—came in 1976.   Huss had 

been successful in generating contracts with the Missouri Department of Probation and Parole 

(P&P) and also with the Missouri Department of Mental Health (DMH) for residential beds.  The 

young men with whom Comtrea dealt were mostly alcohol and other drug affected.  While 

Probation and Parole paid more per bed and bought more beds, Huss believed that Comtrea’s 

principles were more in alignment with the Department of Mental Health.  But, if the agency 

went in that direction, the legal community might not be first in line for services and attention.  

Heated discussion followed within the Board.  With the expansion of the board a broader 

perspective toward the mission developed.  Comtrea had already developed the most successful 

half-way house in Missouri, introduced outpatient counseling for alcohol and other drug abuse, 

provided one of the first three drunk driving programs in the state (recognized nationally through 

the publication of Huss' "Initiating Treatment Through the ARTOP," in Federal Probation 

magazine), initiated family counseling for the community, presented well received community 

prevention/education programs and had just begun to offer child abuse counseling for the 

Division of Family Service (DFS) referrals.  Huss asked the Board to allow him to terminate 

P&P contract for beds and replace them with lower paying DMH beds.  This extension of DMH 

beds, he felt, would align Comtrea with a more generalized service delivery system.  It would, he 

believed, poise them on the edge of an expanded mission which could be achieved using the 

principles already entrenched in the organization.  Most agreed.  A few resigned.  

One newspaper article in the early years announced: "COMTREA Means Hope in 

Jefferson County" (Saint Louis Post Dispatch).  "COMTREA Becomes Integral Part of Twin 

Cities'" read the headlines in early 1978.  An expanded role for the agency had been initiated—

and demanded. 
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Evolving Mission 
 
 With the permission and enthusiastic support of the Board, Comtrea began to expand.  

The Jefferson County Commission allocated $8,000 to the agency out of county funds in 1976 

and soon named Comtrea as its Community Mental Health Center (CMHC).  The county 

leadership recognized that the people needed the services which a CMHC could provide. They 

did not want to provide the programming directly themselves.  They reasoned that a not-for-

profit could more easily contract with State agencies, get more grants, and generate more 

donations than a governmental entity. The fact that the county would not have the liability or the 

expanding costs also fed into their decision to actively support Comtrea’s growth.   

 By 1981 Comtrea had become a full-fledged CMHC, albeit a small one.   

 The mission of the agency expanded to reflect its overall responsibility—to bring the 

services needed in Jefferson County to the people.  This meant that the agency would be 

innovative, effective, and responsive as a CMHC and provide the most professional care at the 

most reasonable price to its clients.   

 The community demonstrated acceptance of Comtrea’s role by passing two taxes and 

instituting an innovative Board-County Commission relationship.   

 In the 1980s mental health care in the U.S was dealt a severe, staggering blow when 

President Reagan eliminated the Federal Mental Health Centers; throwing the responsibilities for 

these programs to the states.  Missouri passed enabling legislation to allow local counties to pass 

a property tax (mil tax) to support mental health care.  These funds would supplement inadequate 

State DMH funds and allow a real “system of care” for adults to be provided in counties that 

passed them.  In 1986 (after two failed attempts) Jefferson County did pass a ten cent per $100 

tax rate.  The County Commission appointed a nine-person commission to oversee the program 

and assure that the promises were kept.  This Jefferson County Community Mental Health Fund 

Board (JCCMHFB) automatically became part of the Comtrea Board of Directors.  The Boards 

co-located and had the same administrator, Stephen Huss.  The tax effort had promised a system 

of care; all funds were contracted to Comtrea for that purpose.    

 By 2004 expanding citizen needs again required an innovative approach to coping with 

the challenges. Over the years, the lack of services for children became apparent. More and more 

families moved into Jefferson County—young families, with children.  These new families 

stressed the school, the social service system, and Comtrea. Huss and another CMHC director 

led the efforts in the State Legislature to enable counties to levy a sales tax for children’s 

services. The governor signed the bill into law. Subsequently, in November 2005, Jefferson 

County again entrusted Comtrea with the new funding stream.  The JCCMHFB became the 

designated recipient of the funds; Comtrea its only contractor.  The contract combined mil tax 

and sales tax and expanded the mandates that Comtrea would be expected to fulfill in its role as 

the community mental health center for Jefferson County. Comtrea would: 

a) Make policy concerning the planning and delivery of community mental health 

services and children’s services in Jefferson County; 

b)  Provide professional individual and family counseling at reasonable cost to 

residents of Jefferson County;   

c)  Assist in community education concerning health, mental health, substance abuse 

and spouse abuse;  
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d) Provide 24 hour hot line services;  

e)  Provide adult psychiatric day treatment to at least 68 patients during each year; 

f)  Maintain a staff of no fewer than 19 counselors/case managers available for 

delivery of services for adults and children;  

g)  Maintain a residential shelter for victims of domestic violence;   

h)  Maintain a residential care facility for adult substance abuse patients; 

i)  Maintain at least two offices providing services located within Jefferson County;  

j)  Distribute a newsletter regarding services available and other activities of 

Comtrea;   

k)  Provide liaisons to school districts within the county;  

l)  Assure the availability of a child psychiatrist for Jefferson County residents; 

m)  Provide services in a professional and quality manner; 

n)  Facilitate/provide a community mental health service network for the county; 

o) Provide an office accessible to those who live on Hwy 30;  

p)  Seek additional funds (grants/contracts/etc.) to accomplish the goals of the 

JCCMHFB and Comtrea; and  

q) Serve as the sole treatment provider and administrator for the JCCMHFB. 

 

With these mandates from the County Commission and our own mission to serve those in 

need in our county, the agency developed a comprehensive program of care. Because of this, we 

evolved into a multi-faceted organization.  We “wear many hats.” COMTREA is now:  

 

 A private, non-profit 501(c)3 organization;  

 The Community Mental Health Center (CMHC) for Jefferson County, designated 

by the Jefferson County Commission; 

 The Administrative Agent for the Psychiatric Services Division of the Missouri 

DMH (Department of Mental Health Service Area 22) for Jefferson County;  

o The entry and exit point for DMH adult services as Metropolitan Psychiatric 

Center (MPC) 

o The entry and exit point for DMH children’s services from Hawthorne Children’s 

Psychiatric Center 

o The provider of all adult and child behavioral health services mandated by the 

DMH 

 The adolescent Comprehensive Substance Treatment and Rehabilitation (CSTAR) 

facility for Jefferson County and St. Louis County (South of Highway 40);  

 The Domestic Violence Shelter and Advocate for Jefferson County;  

 The Alcohol and Drug Abuse Treatment Facility for Jefferson County and 

surrounding areas, as well as the city of St. Louis, certified by the Alcoholism and Drug 

Abuse Division of the Missouri DMH;  

 The Forensic Sexual Abuse Evaluation Center for eleven counties;  

 A provider for most insurance companies; 

 The treatment provider for all Jefferson County Drug Courts; 

 A member of the Regional Health Commission Behavioral Health Committee; 

 A member of the National Counsel of Community Behavioral Health Centers; 

 A member of the Missouri Counsel of Community Behavioral Health Centers; 
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 Nationally accredited by the Council on Accreditation (COA) and soon to be 

accredited by the Council on Accreditation of Rehabilitation Facilities (CARF); 

 Certified by the Missouri Department of Mental Health 

o Division of Comprehensive Psychiatric Services, 

o Division of Alcoholism and Drug Abuse, 

 Certified by the Missouri Department of  Public Safety; 

 A training center for interns from all Eastern Missouri institutions of higher 

learning; and 

 A training partner with the Missouri Institute of Mental Health. 

Comtrea remains aligned with its core principles and values as it fulfills its mission of care 

for those in need.  See appendix for Key Accomplishments. 
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Principles 

 

 

 

 Comtrea believes that regardless of the tasks undertaken or considered, all actions of the 

agency should be based upon the four firm principles it has placed at its core.   

 

 The way we see things determines what we do.  In Seven Habits for Highly Effective 

People, Stephen Covey says there are principles that govern human effectiveness.  These are just 

as real as the law of gravity.  They are unchanging and operate whether or not one believes in 

them.  Likewise in organizations principles rule—or they should.   Honesty, integrity, 

stewardship and commitment are self-evident principles.  Values change, but principles are 

always.  Seeing life through the paradigm of principles allows one to deal with whatever life 

throws.  This is true for individuals and organizations. 

 

 Some of the world’s strongest corporations put their faith in cash reserves, capital assets, 

and tradition only to see their market share stripped by companies which were more in tune with 

the real needs and desires of the people.  Those companies whose values focused on share prices, 

dividends, excessive bonuses, disproportionate salaries, and greed have failed or are failing in the 

modern world. GM is certainly one of these; as are other U.S. manufacturing companies.  Each 

of their values, processes and procedures became unaligned with core principles. They could not 

flexibly navigate the winds of change. Toyota was not trapped in the past and became successful.   

Other companies successfully made inroads in our economic landscape. The American corporate 

scene is changing, albeit not without pain.  Even not-for-profits have to adjust to the changes in 

our economy. 

 

 Comtrea began with the four identified core principles and paid attention to the values 

which complimented them.  By putting its identified principles at the center, Comtrea evolved in 

a highly effective manner facing the challenges brought by successive years.  Each year brought 

new challenges. Only by maintaining a principled centered focus could growth be maintained 

and effective decisions made in the past. Only by keeping this center can it continue in the 

future.  
 

 

Honesty  
 

Of course honesty is expected of people; it goes without saying.  This is stressed in all 

religious belief systems. The Torah, the New Testament, the Koran and other holy texts 

encourage honesty—some more directly than others.  But, besides achieving the moral 

imperative, placing this principle at the core results in other benefits for a public organization.   
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People trust you more when you tell the truth. This is not an earth-shattering analysis.  It, 

however, is important to understand.  Been seen as honest is vital to an agency which serves the 

people and has been entrusted with the well being of its citizens—as well as its tax money.  

When Comtrea asked the people of Jefferson County to allow it to manage mental health care for 

the 200,000+ residents, the issue of honesty and trustworthiness became central to many voters. 

In the 2004 Children’s Services Sales Tax campaign, the leader of the conservative Libertarian 

Party of Jefferson County only agreed not to oppose the tax issue because Comtrea would handle 

the tax receipts and not the government.  They believed Comtrea to be a trusted representative of 

the people. Even this notorious anti-tax group accepted the honesty of the agency and trusted it.  

 

Even if an agency is honest, no organization (or individual) can be right all the time.  

Mistakes will always be made.  Compounding a mistake with a lie often has more negative 

consequences than the error itself.  Telling the truth lets everyone know what really happened. 

There's less chances of misunderstandings, confusion, or conflict.  Also, one can really use a 

mistake and learn from errors—as long as they are not egregious.  The public, and most people, 

can tolerate mistakes-- but not lies.  News media are almost never forgiving. In this day of media 

spotlight and sensationalism, being known for honesty protects an organization from 

unwarranted intrusion and exaggerated negative attention when a mistake is made. 

 

Also, telling the truth helps one feel secure and peaceful inside; this is also true for an 

organization. 

  

Integrity  
 

Being honest is important. Acting in a consistent manner aligned with honesty is 

Integrity.  This principle is the aligning of the organization’s actions on an internally consistent 

framework related to its mission, goals and objectives and commitments to the County 

Commission and the Missouri Department of Mental Health.  “The glue that holds all 

relationships together -- including the relationship between the leader and the led is trust, and 

trust is based on integrity” -- so says Brian Tracy, a leading business advisor.  

 

This means making the tough decisions; the ones which may be questioned by some.  

Comtrea has always stayed focused on its mission.  Opportunities to stray into other areas of 

endeavor, while potentially profitable, have been resisted. Nor does Comtrea lend its name to 

causes or activities which are not in alignment with the mission of the agency.   

 

 

Stewardship 
 

In an organizational context, stewardship refers to management's responsibility to 

properly utilize and develop its resources, including its people, its property and its financial 

assets.  
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It is especially important to choose service over self interest.  This means that the needs 

of the entire service area and diverse population must always be a focal point in planning and 

service delivery.  Just as there are over 200,000 people in our service area, there are a myriad of 

needs.  As the steward of the people’s resources, Comtrea has to act in a manner which provides 

the greatest good for the greatest number.  We seek to care for the “most in need” as the county 

mental health safety net.  This is a complicated task. 

 

What is Comtrea?  The metaphor of the three blind men and the elephant applies here.  

Each of the men had to describe an elephant which they stood next to. The first, holding the nose 

said, “it is like a rope.”  The second, who wrapped his arms around a leg, noted that, “an elephant 

is like a tree.”  The third man, feeling the elephant’s side said the elephant was, “like a wall.”  Of 

course they were all right and were all wrong.  Comtrea is like that.  To the person whose child 

had a drug problem Comtrea is an alcohol and drug program.  To the woman whose mother 

heard voices Comtrea is a psychiatric program.  To the woman whose sister was being beaten by 

her husband Comtrea is a shelter.  All are correct, but not complete.   

The agency holds responsibly for many different functions.  That is why the name, 

Community Treatment Inc., was chosen.  It cannot be just one thing or even just one program.  

The county entrusts the agency with significant resources and expects it to use them to the best 

benefit of all.  Balance is crucial in a time of limited resources. 

 

"I don't know what your destiny will be, but the one thing I know; the only ones among you who 

will really be happy are those who will have sought and found how to serve...," humanitarian and 

philosopher Albert Schweitzer. 

 

Commitment  
 

This is an agreement or pledge to do something in the future; especially being obligated 

to emotionally impelled pledges and causes.  Comtrea, as an effective organization, holds dearly 

to its principles and values. These underlying principles define both the organization's 

uniqueness and the fundamental direction in which it wants to head. Comtrea has promised the 

county a mental health safety net utilizing its resources to the best use for the most people at the 

most reasonable cost possible.  This, of course, is limited by staffing capability, facilities, and 

competition for resources among deserving and needed demands.  It has been said that one is not 

obligated to win; just obligated to keep trying to do the best one can every day.  Comtrea has 

committed to do the best it can each day.  The famous author and former Senate Chaplin, 

Edward Everett Hale, wrote an often quoted poem: 

I am only one, 

But still I am one. 

I cannot do everything, 

But still I can do something. 

And because I cannot do everything 

http://www.wisdomquotes.com/001218.html
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I will not refuse to do 

The something that I can do. 

Marian Wright Edelman, president and founder of the Children's Defense Fund, told an 

audience, “I'm doing what I think I was put on this earth to do. And I'm really grateful to have 

something that I'm passionate about and that I think is profoundly important.”  This is real 

commitment.  

 

Famous coach Vince Lombardi put it another way, “Individual commitment to a group 

effort -- that is what makes a team work, a company work, a society work, a civilization work.” 

And Inspirational leader Tony Robbins urged people to “Stay committed to your decisions; but 

stay flexible in your approach.” 

 

Comtrea listens to traditional wisdom and tries to emulate what it offers. Putting the four 

core principles at the center of the agency enables the agency to function on a higher plain.  It is 

committed to do so. 

 

 

 

http://www.wisdomquotes.com/001824.html
http://en.wikipedia.org/wiki/Children%27s_Defense_Fund
http://www.wisdomquotes.com/001672.html


 

   14 

  

Values 
 

 We look at the term “values” as traits and activities which reinforce the Principles and 

moves Comtrea toward success.  In all the activities of the agency, the following values are 

placed in the foreground: 

 

  

Non-partisanship is an unyielding core value that has defined our public 

service since 1973. It is the principle that requires us to be objective in our research, conclusions 

and communication. This does not deny our individually held values and beliefs. However, it 

does require us to maintain our objectivity as stated in our principles. There are those who tout 

their “bi-partisanship” in its actions.  Comtrea believes that “bi”-partisanship excludes those who 

identify with another party or do not identify with any party. 

Nonpartisanship means that we do not tailor the substance of our work for a particular 

audience, advocate for a particular position, or seek assent for our work. It does require us to 

consider and reconsider our analysis in light of additional information. We incorporate 

information in our work only if in our judgment it is indicated by the weight of that information. 

Political party affiliation is unimportant to our Board and staff.  Comtrea has enjoyed a spirited 

Board whose focus has been unencumbered by political party.  In several elections Comtrea 

Board members have challenged each other or each other’s representative but worked amicably 

when sitting as a Comtrea Board member.  In the 1986 campaign, both major political parties 

distributed materials urging support for the Comtrea mil-tax proposal to their respective 

supporters.  This did not prevent them from challenging opponents.  The political leaders of each 

party rose above party politics to see the greater need.  The 1986 measure passed with 60% of 

the vote—an unheard of percentage for any tax effort.  

 

Financial security is the ability to meet future needs while keeping pace 

with day-to-day obligations. Any organization must have financial security if it is to meet 

expectations and continue to serve, prosper, grow, and evolve.  The Comtrea Board has always 

understood that the corporation had to make a profit.  Instructions to the CEO required the 

agency at least not to lose money in a year—it never has.   

 Most not-profit organizations rise and fall with the donations, or the whims of the 

political scene. Comtrea worked toward diversification of income in order to achieve financial 

security—to be effective stewards.  Essentially, one fifth of the funding comes from the Sales 

Tax; one fifth from the Property Tax; one third from the State of Missouri; and the remainder 

from all other sources.  This allows income to be down in one area, but never to the point of 

insecurity.  

 Comtrea has always stretched itself, but never taking uncalculated risks.  All decisions, 

even the ones which are popular, are measured against a strong cost-benefit analysis. Unintended 

consequences are all considered as commitments are made.  
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Best practice is a management/therapy idea which asserts that there is a 

technique, method, process, activity, incentive or reward that is more effective at delivering a 

particular outcome than any other technique, method, process, etc. The idea is that with proper 

processes, checks, and testing, a desired outcome can be delivered with fewer problems and 

unforeseen complications.  

 Comtrea has aggressively looked for evidenced based treatment modalities and found 

them in regard to co-occurring disorders, substance abuse treatment, play therapy, and 

psychiatric services.  These have been implemented in our service array.   

 This value is one which directs resources and training efforts.  “If you do what you 

always do, you will get what you always got,” a familiar saying goes.  There is much new 

research available; Comtrea stays abreast of it and uses it to provide quality service to our 

clients. 

 

Staff support and development recognizes that the most 

important tool of the agency is our staff.  Having a great staff includes more than providing good 

salaries.  It includes great supervisor-staff relationships, opportunities for advancement and 

education, positive and attractive surroundings, good communications, the right equipment, and 

positive reinforcement.   Comtrea uses Total Quality Management
©

 and Seven Habits of Highly 

Effective People
©

 in relationships with staff.  One of the Seven Habits is “Sharpen the Saw.”  

This means that we have to take time to take care of the care givers and assist them with their 

professional development. We also provide flexible schedules.  Some staff work four ten-hour 

days.  This helps staff and their family commitments. It also provides more evening hours to see 

individuals and families in need. This is a win-win agreement.   

 A major part of supporting staff and assisting them in their professional development is 

the training we facilitate and/or provide.  We provide funds and time to staff.  While this is 

usually the first thing cut in times of financial stress, Comtrea continues this effort as a covenant 

with the staff.  

 

Community input is crucial to an agency which acts for the community.  

This is accomplished in numerous ways: focus groups, written solicitations, quarterly client 

satisfaction surveys, and input from the Comtrea Board members. This develops an 

interrelationship which brings new ideas, concerns, and adds to the trust and confidence of the 

people we serve.  Programs which have been brought directly through community input include: 

the Spouse Abuse Shelter, The Child Advocacy Center, the four Drug Courts, and the Divorce 

Education Program.  These programs are now integral part of our agency.  In addition, the 

Northwest office is the direct result of community input from Board members and community 

leaders who live along the Hwy 30 corridor.  

 

Networking/Collaboration is a value which reflects the 

understanding that we can never be all things to all people.  Because of this, it encourages others 

to grow and develop services.  The CEO founded the Community Services Forum in 1976.  This 

organization allows all service programs to meet monthly and share innovative programming and 

http://en.wikipedia.org/wiki/Management_fad
http://en.wiktionary.org/wiki/technique
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discuss needs of the county.  This is a plus-sum event where everyone gets more than they 

contribute. Comtrea learns what others are doing in which our clients may participate.  This may 

include winterizing homes, getting medical physicals, finding assistance with employment, or 

learning how to refer clients for eyeglasses.  

 In addition, Comtrea works together with many organizations to develop, write and 

deliver grant related and or contracted services.  Some of the groups with which Comtrea 

cooperates under grant funding are: the Jefferson County Juvenile Office, all eleven public 

school districts in the county, Jefferson Community College, two parochial schools, the Special 

Services Co-Op, The 23
rd

 Judicial Circuit, the Jefferson County Sheriff’s Department, three 

regional mental health centers, and the Missouri Regional Corrections Center for adolescents 

among others.  

 Private counseling individuals or groups use Comtrea as their Safety Net for the most 

serious cases which they cannot deal with or effectively manage.  

 Comtrea won the 2006 National Behavioral Health Organization’s Community 

Collaboration Award.  

 

Client advocacy is a value which reflects our knowledge that many of the 

clients with whom Comtrea works do not have a voice in the political process. Comtrea 

advocates with the appropriate legislative bodies to assure humane, effective, and responsive 

treatment. We speak for the schizophrenic, the chemical abuser, the beaten woman, and the 

abused child. We advocate directly with political leaders in formal and informal situations.  We 

also cooperate with other advocacy groups like the Mental Health Association, The National 

Alliance of Mentally Ill, the Missouri Coalition of Behavioral Health Care Centers, the National 

Association of Behavioral Health Care Centers, and the St. Louis Regional Health Commission.  

 In addition, we publish a web site (www.comtrea.org) for the community and provide a 

bi-weekly local radio program to educate the public.   

 

Innovation has allowed us to prosper.  Over the years Comtrea has implemented 

numerous innovative ideas.  Just creating Comtrea from the community itself reflected the early 

leaders’ capacity for innovation.  Integrating Reality Therapy and Transactional Analysis in the 

early years resulted in the highest success rate of any known half-way house.   

In the second year of existence it became the first agency in the U. S. to receive Alcohol 

funding (from the National Institute of Alcoholism via DMH) and Drug funding (from National 

Institute of Drug Abuse).  While today with co-occurring disorder treatment common, in 1975 

this idea shook up the establishment.  

Comtrea, throughout its existence, has introduced “Best Practices” at Athena, provided 

professional adult, group, and child counseling at A Safe Place, integrated our substance abuse 

and comprehensive psychiatric services treatment staff and developed numerous programs not 

found in any other CMHC in the United States. 

Throughout the years, Comtrea reached beyond the traditional to serve its clients and the 

community.  Its leadership has been recognized locally, statewide and nationally. 

“Learning and innovation go hand in hand. The arrogance of success is to think that 

what you did yesterday will be sufficient for tomorrow” noted the famous business leader, 

William Pollard. 

http://www.comtrea.org/
http://thinkexist.com/quotation/learning_and_innovation_go_hand_in_hand-the/226525.html
http://thinkexist.com/quotation/learning_and_innovation_go_hand_in_hand-the/226525.html
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Responsiveness Once a serious issue is identified a quick response is required.  

Comtrea understands this and has prided itself on being responsive to needs and requirements.  

Whether it be to provide Dioxin Counseling to Times Beach in the 1980s, dealing with flood 

victims in the 1990s, or being there for a school that had a violence-related activity at any time, 

Comtrea is there for the community.  

This is part of the “safety net” function which one hopes not to have to invoke. The 

creation of Behavioral Health Response (BHR) reflected this need to have back up for our staff. 

If a disaster occurs and our staff is unable to fulfill all the mental health response needs, BHR 

will send staff to help us.  Should that not be available, we have mutual assistance agreements 

with Crider Center of St. Charles, BJC Behavioral Health Care of St. Louis County and 

Hopewell Mental Health Center of St. Louis City to send staff upon request. 

But “responsiveness” includes more than emergency services.  It also requires that we 

pay attention to real needs of the community and our partners.  One example can be found by 

reviewing how our highly successful and widely imitated divorce education program came 

about.  Early in August 1993, Circuit Judge Timothy Patterson, also a long-time Comtrea Board 

Member, requested that Comtrea consider providing a divorce education program for the 23
rd

 

Judicial Circuit. We researched a successful program in Illinois, obtained training, developed 

policies and procedures, received approval for a trial program from the Comtrea Board, and held 

the first session in the first week of October—just nine weeks after the initial request.   

While all programs we develop are not brought on line this quickly, some are.   

   

Openness/transparency assures that others see Comtrea in a realistic 

manner. On the web site each year a “Year End Report” is published.  This is not a marketing 

piece.  It gives a detailed enumeration of activities for the previous year for the entire community 

to see.  Annual audits by independent auditors, the Department of Mental Health, and others are 

performed each year and distributed to the Board, the Jefferson County Commission, and the 

Missouri Department of Mental Health.   

 Openness is also internally important. It reinforces our principle of integrity. Our staff 

participates in the Strategic Planning process and ensuing budget preparation. Line staff has the 

same information about funding and demands as administration has.  Total Quality Management 

encourages participation. Our SharePoint internal web provides an excellent vehicle for 

discussion and information dissemination.  

 

 

One additional value is presented next in this booklet, and it is done so with some 

trepidation.  Some might read more in it than is intended. And, it is a value that is somewhat old 

fashioned and out of step within our modern culture. Nevertheless, it is of importance to many 

who work at Comtrea and see the agency itself as a mission.  So, this is added…. 

  

Service to others is the value in which our staff commits to providing care for others.  

This is not as simple as it sounds.  Service is not a strategy. It is not a requirement. Service is a 
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privilege.  Comtrea is privileged and honored to serve others.  In a “thing” related society, 

dedicating our lives to the service to others is ennobling. 

“There are cultures around the world who actually measure wealth not by what they have 

amassed and kept for themselves, but by what they have given away,” says educator Merilee 

Jansen.  The staff of Comtrea could have higher salaries in the public sector—and we do lose 

some to that vocation.  However, the employees who remain here see Comtrea in larger terms.    

In Judaism, there is a wonderful piece of truth that is captured in the Tikun Olam (the 

imperative to repair the world through social action). Roughly translated, it says this: 

One is not obligated to complete the work, 

But neither is one free to abandon it.  

Rabbi Isaac Luria, sixteenth century spiritual leader 

 We attempt to teach our staff the technical duties of their respective positions—capturing the 

medical history, the demographics, determining the presenting problem and so on.  But service is 

more than working with a particular diagnosis.  It is looking at the whole person.  It is looking 

beyond the symptoms and behavior to see the individual. “You have to see beyond the drunk 

vomiting on your shoes to the damaged individual within,” said Laura Root, a noted St. Louis 

mentor for many who treat substance abusers.  “Then you have to hold him as he shakes; and 

hold him with love,” she went on to assert. We can teach applicants the mechanics—we cannot 

teach them to love those who can be unlovable.  This requires a sense of service to others. 
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Seven Habits of Highly Effective People
©
 

and Comtrea 

 
 An integral element of the agency’s success is its unique relationship to the concepts 

taught by Stephen Covey in the highly successful training program Seven Habits of Highly 

Effective People
.©

 After becoming a Seven Habits trainer, Comtrea’s CEO brought the program 

back to Comtrea and incorporated it with the Total Quality Management Program© then being 

used.   

 Retaining contact with Stephen Covey and later his son, Sean, Comtrea received 

authorization to use the program to supplement the Athena Adolescent Program’s therapy.  After 

a successful year (supplies donated by Covey and training provided by Dr. Huss) Comtrea’s 

program was a centerpiece at the International Symposium in Salt Lake in 2001.   

 Once the Athena Adult Program began a “Best Practices” model, again the Seven Habits 

were incorporated into the education and therapy mix.   

 Further, Comtrea staff are trained in the Seven Habits by the CEO and encouraged to 

follow them in their practices within and outside of Comtrea. 

 Of particular importance to Comtrea is the fact that the Seven Habits are not earth 

shattering new concepts, but rather an amalgamation of age old wisdom from multiple cultures 

and based upon principles.  The Seven Habits, as applied to Comtrea are illustrated in the 

maturity continuum: 
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Habit OneB Be Proactive (not Reactive)   

Principle: Comtrea is responsible for its choices and has the freedom to choose. 

Paradigms: 

Comtrea is responsible for its behavior and the choices made;   

Comtrea can expand influence through being proactive. 

Processes: 

Recognize reactive tendencies and develop proactive responses.   

 We recognize the Stimulus-Response B freedom to choose according to principles 

and values: we can control how we respond to life’s challenges. 

 

Comtrea learned to be proactive early on. We learned we cannot depend upon the Federal 

government or the State government to adequately provide the services needed by our 

county residents.  Governmental funding is subject to political whims and priority setting 

which may not include mentally ill, behaviorally disordered or substance abusers. 

Further, few funding sources allow for innovation or education/prevention activities. 

Comtrea decided that a diversity of funding would protect the integrity of the agency and 

worked toward that end.  

 

 Habit Two B Begin With the End in Mind 

Principle: Mental creation precedes physical creation. 

Paradigm: 

Comtrea can choose its own future and create a vision of it. 

Processes: 

Create an AAgency Mission Statement.@ 

 

The original Board named the agency “Community Treatment, Inc,” not knowing what the future 

would bring. They understood that the county needed a safety net for behavioral health 

issues and the half-way house was just the first step.  But the ultimate goal of providing 

the services needed by the county always factored into their minds. Over the years this 

vision became “fleshed out” as the agency evolved. 

 

Habit Three - Put First Things First       
Principle: Effectiveness requires balancing important relationships, roles and activities. 

Paradigms: 

Things which matter most should never be at the mercy of things which matter  

 Least; 

Comtrea will focus on importance instead of urgency. 

Process: 

Focus on the important and say no to the unimportant. 

 

Comtrea understands that in any endeavor, priorities have to be made.  With all the demands—

and actual community needs, a clear understanding of what should be dealt with first is 

required.  Of course, the “most in need” are to be first on anyone’s list.  But who are 

these?  Are they mentally ill persons who need medication and medication monitoring?  

What about the child who is drug addicted whose life will be a pure hell if s/he does not 
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change?  Or is it the abused woman or child whose physical wounds are reflected as 

psychological wounds?  What is more important: geographical access or additional 

services?  Is it better in the long run to prevent problems than to treat the ones which 

confront us daily?  

It is easy to get overwhelmed by a sense of “urgency.” “I want it now,” is the cry of the 

frustrated and of those who have a narrow focus. It is better to focus on “importance.” 

Here is where our principles and values center us.   

The key is to determine what the “first things” are.  Here is where our mission and the input 

from all stakeholders help in the decision process.  The Strategic Plan becomes the flesh 

of the principles and values which are the skeleton of the agency. 

 

Habit Four - Think Win-Win 
Principle: Effective long term relationships require mutual benefit. 

Paradigms: 

Comtrea will seek the benefit of others as well as our own; 

  We get better results in our relationships by cooperating interdependently than by  

   competing independently. 

Processes: persist in looking for win-win outcomes despite past win-lose conditioning  

 and political expediency. 

 

We learned that we cannot do it all. This is seen by reviewing the collaborations we have 

developed throughout the years.  “There are plenty of clients to go around,” might be a 

mantra we could use.  It is well and good that others provide professional counseling; 

Comtrea can act as their safety net for clients for whom they do not have the skills or 

resources.   

This win-win dedication was surely recognized as Comtrea won the national award for 

community collaboration in 2006 awarded by the National Council of Community 

Mental Health Centers. 

 

Habit Five - Seek First to Understand, Then to be Understood 
Principle: Diagnosis must precede prescription. 

Paradigms: 

Comtrea assumes that we don=t understand, and we need to listen;  

If we listen first, then Comtrea will be better understood. 

Process: empathic listening.   

 

If we are to represent the community and address its needs, Comtrea has to listen to others. This 

why we participate in the Community Services Forum, reach out to the community in 

many ways and get input from the Comtrea Board whose knowledge of the community is 

substantial. 

If we listen, then others will pay attention to us.  When we wanted to pass the Children’s Sales 

Tax, we first listened to teachers, parents, church groups, our Board and our own clients. 

We developed a community-wide focus group which represented over thirty agencies and 

became the Steering Committee for the effort.  They listened to us after we listened to 

them. 
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Habit Six - Synergize 
Principle: The whole is greater than the sum of its parts. 

Paradigms: 

Comtrea values the differences in others; 

Working together cooperatively takes more time but produces better long-term 

  results. 

Process: Use win-win thinking and empathic communications to seek synergistic results.  

 

The Comtrea Board of Directors is required to be diverse; it is.  The advantage of having such 

representation is that they touch the pulse of the community.  Policy decisions are made 

after discussions; often intense discussions.  However, most final decisions are made by 

consensus.  In the history of the agency when the Board and staff disagree, the Board is 

correct about 80% of the time.  This generates trust from staff and results in the best 

decisions.  The earliest of these difficult decisions involved the purchase of what is now 

known as the O’Brien Building in Festus.  The CEO did not believe the funding available 

to the agency would support such a large purchase.  The Board said to do it anyway.  Of 

course, the Board was right.  

It is always easier to have one person make the decisions for any organizations. It is certainly 

quicker. This works in military situations where “following orders” is required to prevent 

death.  However, in the world of general human relations when the cooperation of others 

is needed, “giving orders” seldom is very effective.  People resist. People are not 

committed. People are not convinced. People are apathetic. But, when those who are 

going to carry out a process are involved with the creation of that process, the results are 

more likely to be successful.  

Synergy is, for all practical purposes, the sum total of all the other habits.  New alternatives are 

created once people come together in this manner.  The sum is really greater than the sum 

of its parts. And, it is exciting and often fun.  

  

 

Habit Seven - Sharpen the Saw 
Principle: Production (results) requires development of production capabilities  

 (resources). 

Paradigms:  

Comtrea will increase my effectiveness through support of its staff and patients in  

 the personal renewal in each of the four dimensions (Physical, Mental,  

   Spiritual, Social/Emotional) of their respective lives; 

Comtrea will continuously improve. 

Processes:  

 Providing continuous training for staff in appropriate methodology;  

 Work with the strengths of staff and patients;  

 Provide support for staff and patients. 

 

Without a competent and stable staff, the agency cannot function.  Achieving this has never been 

easy.  However, the administrative staff of Comtrea averages over 15 years each.  This 
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continuity fosters stability and trust.  Several of the Comtrea Board members have been 

on the Board over 25 years. 

In addition, Comtrea encourages healthy practices (no smoking, nutrition education, “Care for 

the Caregivers Day,” and flexible scheduling among other actions). We understand the 

importance of family—our own as well as those of our patients. 

When a member of the Comtrea family becomes ill or suffers a tragedy, we rally around them.  

Our attitude is “If we don’t practice what we preach, how effective will be with our 

patients?” 

Staff Training is also a priority at Comtrea.   

We understand that each person has four dimensions, each of which must function optimally for 

the individual to be all that s/he can be—for himself, his family, his friends, his co-

workers, and the patients whom we serve.  Each of these takes time.  We provide a 

flexible work schedule for most positions.  Employees are not required to “justify” taking 

time off.  They are given an amount of time based on years of service and may take it 

however they wish.  This may be visiting the elementary school to be a room-parent for a 

grandchild.  It may be to take a “mental health day.”  We know that people need to take 

care of themselves if they are to be able to take care of others.   
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Board of Directors 
 

 

This section replicates the CARF organization standards related to the Board of 

Directors. The Comtrea Board reflects the community and has significant roles in the 

organization, management, and direction of the agency.  The Operations manual of the agency 

requires that individuals on Comtrea Board possess two or more of the following qualities and 

the board must reflect all of the following qualities: 

a) knowledge of the communities served; 

b. skills and experience in developing policy; 

c. leadership ability;  

d. public recognition and respect; and 

e. commitment and ability to fund-raise or to connect the organization with other 

resources. 

 

 

 The Administrative Board has both GOVERNING BODY POLICY AND OVERSIGHT 

RESPONSIBILITIES and operates based upon the principles and values of the agency. 

 

 The Comtrea Board is responsible for adopting policies, guiding organizational development, 

overseeing financial management, ensuring the organization’s accountability to the public and 

assumes the following responsibilities: 

a. setting the organization’s long-term direction—mission, goals and objectives; 

b. planning for the organization’s future; and 

c. participating in the planning and quality improvement processes.  

 

In fulfilling its oversight responsibilities, the Comtrea Board meets at least once per quarter: 

a. oversees the organization’s operations and services; 

b. defines outcomes and goals it expects the organization to achieve; 

c. ensures that all planned or provided services are consistent with the organization’s 

mission and long-term plan; and 

d. determines whether services are within the organization’s capabilities and resources. 

 

The Comtrea Board assumes responsibility for policy development and maintenance by: 

a. adopting policies; 

b. reviewing policies at specified intervals and whenever legal requirements or regulations 

change; and 

c. approving any changes to policies resulting from recommendations or negotiation with 

a recognized collective bargaining unit if one ever is created. 

 

Comtrea maintains a comprehensive policies and procedures manual that includes governing 

body-approved policy statements. 
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The Comtrea Board effectively monitors and evaluates the chief executive officer. Comtrea’s 

Board: 

a. appoints and orients the chief executive officer; 

b. delegates in writing authority and responsibility for organizational management and 

policy implementation to the chief executive officer; 

c. ensures that written policies and procedures guide the chief executive officer in carrying 

out his/her responsibilities; 

d. oversees the chief executive officer; and 

e. evaluates management’s implementation of policies at regular intervals. 

 

 Every two years, Comtrea’s Board evaluates itself and the effectiveness of its partnership 

with the chief executive officer in fulfilling the organization’s mission using written criteria 

developed by the chief executive officer and governing body. 

 

 Comtrea’s Board reviews the fairness of chief executive officer compensation and benefits 

on an annual basis in relationship to industry practices and federal requirements. 

 

 The Comtrea Board is responsible for monitoring risks that may expose the organization to 

liability and that may reveal unsatisfactory service. 

 

 The Comtrea Board ensures that the organization complies with all laws related to fiscal 

accountability and governance. 

 

 The Comtrea Board establishes resource development targets and goals; and ensures 

adequate resources to support the organization’s services. The organization’s governing body or 

designated committee: 

a. approves the organization’s annual budget; 

b. reviews fiscal summaries at least quarterly to examine the relationship of budget to 

expenditures and revenues; 

c. examines fiscal policy and the recommendations of the organization’s auditors; and 

d. annually evaluates the chief executive officer’s management of the organization’s fiscal 

affairs. 

 

 

President/Chief Executive Officer manages and oversees 

the organization’s daily operations. The chief executive officer’s responsibility is to: 

 Carry out the policies of the Board of Directors. 

 Oversee the day to day operations of the organization 

 Sign or cause to be signed contracts on behalf of the organizations. 

 Serve as ex-officio participant of the Board and all Board committees. 

 Plan and coordinate with the Board the development of agency policies and 

procedures. 

 Attend or be represented by a designee at all Board meetings. 

 Hold a PhD. in a social science field. 

 Live in the area served by the agency. 
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 Report to the Board at least quarterly on matters of general operations and financial 

status. 

 Develop and nurture public relations within the service area. 

 Perform other such duties as the Board from time to time shall decide appropriate. 

 Plans and coordinates the development of policies governing the organization’s 

program of services with the governing body or designated authority; and 

 Attend or be represented by a designee at all meetings of the governing body and/or its 

advisory board and committees, with the possible exception of those held for the 

purpose of reviewing the executive’s performance, status, or compensation. 

 

Ethics Comtrea adheres to high standards of ethical conduct in governance and 

operations to ensure that governing body members, personnel, and/or consultants do not have or 

give the appearance of conflicts of interest and do not use their relationship with the organization 

for personal gain.  

 Membership on the Board is limited to persons who have significant 

interest in service to Jefferson County; non-residents must have 

financial/personal interests in Jefferson County. 

 Personnel, Board members, and paid consultants may not have direct 

or indirect financial interest in the assets, leases, business 

transactions, or professional services of Comtrea. 

 Members of the Board who individually or as part of a business or 

professional firm are involved in business transactions or current 

professional services of the organization disclose this relationship 

and do not participate in any vote taken in respect to such 

transactions or services. 

 Annually, each manager and board of director member completes the 

“A Conflict of Interest Statement (FMMSC0048)” and submits to 

the CEO by July 1. 
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Strategic Plan/Budget 

Process 

 

 
 Probably the most crucial task each year (other than the actual service delivery) is the 

development of the Strategic Plan and the Annual Budget.  The fact is that the budget always 

flows out of the Strategic Plan.  However, the funders often determine what must be provided. 

 Our procedure is to make the previous year’s Strategic Plan available and the previous 

year’s budget which addressed the plan to staff and Board (minus individual’s specific salaries). 

A “Plus-Delta” is performed by each Division and implications for budget determined.  

Recommendations flow from this. Input for new programming and/or increased services is 

received from Board members, staff members, and community sources.  All is synthesized and 

presented at the annual meeting for Board approval. 

 It is hoped that the budget will reflect a surplus at the end of the year of 3 to 5%.  

 

Timing for the process is approximately the same each year: 

 

February   SharePoint discussion initiated 

February   Saturday workshop—Board/ selected staff 

March  EVP meeting 

 Comtrea/JCCMHFB Board meeting 

March  EVP meeting 

April  Staff input forms turned in to immediate supervisors 

April  Program/Department/Division meetings (Plus-Delta) 

April  Jefferson County Community Needs Assessment activities 

  School Districts 

  Judicial/legal System 

  Jefferson Counselors Association 

  Jefferson County Partnership 

April  EVP meeting 

  Plus-Delta results  

 Administrative Council meeting 

May  EVP to review Division recommendations 

 Comtrea/JCCMHFB Board meeting   

  Board members report on community input they have solicited 

May  Brown Bag luncheon discussion of FY xxxx needs 

May  EVP meeting review Needs Assessment activities 

June  EVP meeting 

June  Executive Committee meeting 

 Comtrea/JCCMHFB Board meeting   

  Review and approval of FY xxxx Strategic Plan and Budget 
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Zero-Based Budgeting is the process Comtrea uses for planning processes.  

This essentially means, “What would we have to do if we were starting the center from scratch 

each year.”  We do not carry over surpluses in regard to planning and budgeting.  Each year 

stands on its own. 

 

Infrastructure Expenditures are the expenses which have to be provided 

for just to open the doors.  They include: 

  

 Long-term contracts  

 Mortgages 

 Projected utilities and building costs 

 Continuing renovations and repairs 

 Infrastructure 

  Administration 

  Secretarial 

  Accounting 

  Billing 

  Payroll 

  Accounts receivable 

  Information Technology 

  Human Relations 

  Maintenance/custodial 

 Keaton Center 

 Domestic Violence Shelter 

 

Third Party Obligations are the promises we made or contracts/ agreements 

we committed to in the past. They include: 

 Jefferson County Commission 

  Mil Tax/Sales Tax (see EVOLVING MISSION above) 

 Jefferson County 23
rd

 Judicial District 

  Divorce Education 

  Drug Courts 

  SAEP 

 Jefferson County Prosecuting Attorneys (CAC) (11 counties) 

 United Way 

  School liaisons-- St Louis County only 

  Adolescent Program  

 Missouri Department of Mental Health 

  Administrative Agent for Service Area 22 (Jefferson County only) 

   MPC referrals (entrance and exit) 

   Hawthorne referrals (entrance and exit) 

   Chronically Mentally Ill patients 
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   Public education/information 

   Emergency and after-hours care (with BHR) 

   Hot-line response (with BHR) 

   Crisis bed for adult psychiatric patients 

  Adult Substance Abuse residential and outpatient program (Athena Adult Program) 

  Adolescent C-STAR program (Athena Adolescent Program) 

   Children living south of Hwy 40 in St Louis County or in Jefferson County 

   Other Missouri residents 

 

Operational parameters are the principles and values under which we operate 

and plan for the future (see PRINCIPLES, VALUES, and SEVEN HABITS above).  In addition, 

we must follow our mission to be an innovative, effective, and responsive Community Treatment 

Center; Comtrea exists to serve those in need; we believe that our clients are entitled to the best 

professional care, in the most comfortable surroundings, at the most reasonable price possible.  

These are not just words. 

 

Comtrea remains committed 

to its mission: to be an 

innovative, effective, and responsive 

Community Treatment Center. 
Comtrea exists to serve those in need;  

we believe that our clients are entitled to  

the best professional care,  

in the most comfortable surroundings,  

at the most reasonable price possible.  

 
            Mark Mertens, Board Chairperson 

                                       Dr. Stephen F. Huss, President/CEO              
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Key 

Accomplishments 
 

1974 Opened a half-way house for boys, 17-25yrs in an old meat packing building in 

Festus; 

1975 Became the 1
st
 agency in Missouri to have alcohol and drug abuse funding; 

1976 Survived a massive fire which gutted building; community rallied around center; 

choose to follow mental health care route instead of probation/parole; 

1977 Published first Community Services Directory in county; purchased 110 Mill 

Street building; 

1978 Initiated psychiatric counseling program; opens outpatient program in St. Louis 

City; purchased the 227 Main Street building; 

1980 Published “Adolescents in Jefferson County” an in-depth survey of teens and their 

alcohol and other drug use; DMH chooses Comtrea as the Administrative Agent 

for Service Area 22 (Jefferson County); Jefferson County Commission declares 

Comtrea the Community Mental Health Center for Jefferson County; opened a 

shared space office in the Jefferson County Health Department; 

1981 Closed St. Louis office after President Reagan eliminated federal support for 

mental health care; still ended year in the black (about $2,000); 

1982 Closed Health Department office after mil tax attempt fails; successfully 

reorganized agency; 

1983 Organized and led the counseling for Dioxin victims in the Times Beach disaster 

for the Department of Mental Health; 

1984 Secured the passage of a Marriage and Divorce fee for the support of Abuse 

victims in Jefferson county; began a jail counseling program; held a celebrity 

auction which used items donated by Willie Nelson, President Ford, Alan Alda, 

Billy Graham, Pat Boone, Ray Charles, and others; brought in the Serendipity 

Singers for a concert; 

1985 Lost another mil tax effort (by 600 votes); reorganized and began another 

campaign; awarded the first contract in Missouri for treating adolescent drug 

abusers in a residential setting; 

1986 Passed the mil tax by 60%; County Commission declared Comtrea’s Board as the 

Community Mental Health Fund Board for Jefferson County; purchased property 

on Armbruster Road in De Soto for the adult substance abuse program called The 

Athena Center; 

1987 Developed and opened the Spouse Abuse Shelter; dedicated the renovated main 

office in Festus to W.H.S. (Stu) O’Brien, a founder of Comtrea; 

1988 Opened a small office in High Ridge, Missouri; expanded the Athena Center via a 

DMH contract; in cooperation with county school districts, opened a day 

treatment center in Hillsboro for children with special behavioral needs from 
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county schools; introduced the Seven Habits of Highly Successful People as a 

foundation for Comtrea administration; 

1989 Developed its Mission Statement: COMTREA will serve as an innovative, 

effective and responsive community mental health center for Jefferson County.  

1993 Provided the first divorce education program in Missouri and prepared the 

enabling legislation for Missouri Counties to replicate it (eventually almost ½ of 

the state counties duplicated it); 

1995 Developed, built, and opened the Keaton Center, an assisted living facility II for 

mentally ill residents and named it after a Board member who had succumbed to 

Alzheimer’s; purchased the Arnold office1996 and named it after John Anderson, 

a founder; with Crider Center, Hopewell Center, Great Rivers and St Louis 

Mental Health Centers (now BJC Behavioral Health), created Behavioral Health 

Care, Inc., a not-for-profit crisis care system for eastern Missouri (St. Louis City, 

St Louis County, St Charles, Jefferson, Lincoln, Warren and Franklin Counties); 

1996 Took over a bankrupt adolescent substance abuse program; 

1998 Opened a totally grant and donation funded domestic violence shelter—A Safe 

Place;  

1999 Opened three treatment family homes for adolescents with substance abuse 

problems; 

2000 Opened a Child Advocacy Center in De Soto to provide forensic sexual abuse 

evaluations for eleven counties; received national accreditation via COA; 

2001 Opened a second Child Advocacy Center in Sullivan; opened an outpatient 

program in St. Louis City for adolescent substance abusers; CEO presented paper 

on Athena Adolescent Program to International Symposium in Utah; 

2002 Developed a county Drug Court; 

2004 Developed an Adolescent Drug Court; passed a Children’s Services Sales Tax for 

Jefferson County—services to be provided by Comtrea; 

2005 Developed a county Family Drug Court; developed a DWI Court; 

2006 Won the 2006 National Behavioral Health Organization’s Community 

Collaboration Award; developed a county DWI Court; purchased site along Hwy 

30 corridor; 

2007 Restructured Athena to include “Best Practices” and upgraded the facilities; and 

2008 Purchased and renovated building to create Northwest Office along Hwy 30 

corridor. 

2009 Developed, with Fox School District, an intense program to combat alcohol use in 

the school system; developed a Safe Exchange Program for high-risk non-

custodial parents; opened the Farmington CAC office; closed the Athena adult 

and the adolescent residential treatment program; opened the Athena adolescent 

residential program in the Susan Nuckol’s Juvenile Office facility in Hillsboro. 

2010 On Valentine’s Day former First Lady Rosalyn Carter spent the day in activities 

supporting COMTREA; a Dangerous Drug Task Force addressed the rising heroin 

problem seen in Jefferson County; 

2011 The Jefferson County Drug Court, with our treatment arm, was designated the 

number 1 drug court in Missouri;  

2012 Purchased Bridle Ridge Acres in April; began the Federally Qualified Health 

Center in October. 


