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About Us

Shaun Poulton
• In 2017 joined Salisbury Management as their first CIO

• Prior experiences as CTO and COO in enterprise software 
and consulting companies

• Expertise in business process improvement, software 
development and operational efficiencies

Tracy Hockenberry
• Clinical Background in behavioral health

• Helped to support initial EHR solutions at Salisbury

• Promoted to IT team to lead business systems group



Sponsored by

About Salisbury House 
& Salisbury Management



Salisbury House provides a broad range of high-quality therapeutic services to must-serve populations 
through a  family of leading behavioral health brands, which are supported by a common infrastructure

Market Leading Behavioral Health Brands 

CLINICAL EXCELLENCE EFFECTIVE & PROFITABLE CARE
LASTING RELATIONSHIPS WITH  

FUNDING SOURCES

Centralized shared services enable supervisors 
and staff to focus on providing quality care

O P E R A T I N G  C O M P A N I E S

Provider of residential and community-
based therapeutic services to adults and 

children with mental health illnesses who 
may also be experiencing co-occurring 

I/DD and/or medical complications

Provider of residential and vocational 
services to adults with I/DD who may 

also be experiencing co-occurring 
medical  complications

Provider of residential and 
community-based therapeutic 

services to deaf or hard of hearing 
adults and children facing co-occurring  

I/DD and/or mental health illnesses

Provider of community-based special 
education services to children up to 
age 21 with severe autism, emotional

and/or behavioral challenges

M A N A G E M E N T  C O M P A N Y



Salisbury House helps people with serious and complex behavioral challenges live a high-quality
life by working collaboratively with the individual, their family, community and state

M I S S I O N

As a service provider,  
Salisbury hires the best

people  that always put the 
needs of  the client first

C O R E  V A L U E S

EMPLOYEE EXCELLENCE

By utilizing the best
practices  in the industry, 

Salisbury  provides 
affordable, high quality

care

Every employee is 
responsible  for maintaining 
efficient,  streamlined and 
cost-effective  operations

QUALITY SERVICE FISCAL RESPONSIBILITY

Our Mission & Core Values Drive Quality of Services

Salisbury’s core values lead to a higher quality of life for people with serious and complex needs 
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It Starts With the 
Culture…



“Mom & Pop” Culture

• IT was mainly considered help desk and IT 
Operations

• EMR Team was separated

• Minimal business analysis or business 
process reviews occurred with technology 
and systems within business units and 
systems were implemented without 
consensus

• Overabundance of manual, inefficient and 
not secured processes in the companies

• Maintaining status quo, but not able to scale



Could We? Should We?

Some questions that we asked ourselves at the start:
• Can we change the culture?
• What can we accomplish in our marketplace?
• Who is leading the charge?
• Do we really want to do this, and can our users and clients 

absorb the transformation?  In some cases yes and others no.
• Is our Digital Transformation internal only to start?  What 

about external?
• Does our leadership see the value?
• Would our customers see value?
• How do we measure the transformation?
• How do we use analytics to measure our business?



Culture Change Challenges

Education
• How to partner with an IT organization effectively
• What do the various IT roles even mean and what do they do…
• Business analysis and how to engage with vendors (and why)

Resistance to Change
• Very long tenure with leadership only working at Salisbury
• We’ve always done it our own way- 30+ years with success…
• Not comfortable with technology
• We don’t trust the system until we manually verify it
• Everything is an exception…

Highly distributed structure
• Multiple business CEOs and COOs
• Wide variety of business needs
• Location of businesses throughout PA while HQ is in Baltimore 



Culture Shock

We needed to change the culture and view of 
technology within our company…

• Technology needs to be part of the solution and not part of the problem

• There was a lack of trust with automation and technology solutions in the business units

• We needed to identify and define some key strategic technology solutions for the 
company to get our initial transformation started

• Unified communications

• Ability to work from anywhere

• Reduction of manual processes

• Reporting with single version of the truth

• Operational systems that can work and be trusted to meet our needs
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Starting the Digital 
Transformation…



What is Digital Transformation?
Digital transformation is the integration of digital technology into all areas of a business, fundamentally 
changing how you operate and deliver value to customers. It's also a cultural change that requires organizations 
to continually challenge the status quo, experiment, and get comfortable with failure.



The Role of Technology In the Transformation
• Technology is not the driver- in 2019, we assume it will 

be there

• Competitive advantage is not created by technology, it 
is created by leaders and the strategies they devise

• Technology is most often the enabler, rarely the 
differentiator

• Pace of “Digital” is different for each business and is 
largely market dependent based on competition, 
opportunity and readiness

• Vision, Strategy, Culture and Approach are the key to a 
successful digital transformation for a business

VISION STRATEGY

CULTURE APPROACH

SUCCESS



Digital Transformation for Salisbury
Salisbury is one of the leading providers of behavioral health services in our area and we are 
poised for growth. Much of our recent activities are to lay the foundation for this growth.

• According to Gartner, we are in the age of Digitalization-
but what does that mean?

◦ Business models are changing based on digital capabilities

◦ Consumers are demanding more capabilities

◦ Cybersecurity threats continue to get worse

◦ Augmented intelligence is beginning to make an impact-
270% increase in adoption since 2015

• Culture is still the biggest barrier

• Change is difficult

• It takes leaders and leadership to implement digital change
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The Approach…



Where to Start…

• Start simple and build momentum

• Create realistic goals and achieve them

• Review processes and opportunities to 
introduce digital to help solve a problem, 
support a new process or help staff or clients

• Realize that our digital transformation is going 
to be different than other companies but no 
less impactful

• Deliver efficiencies and reduce manual and 
paper and legacy processes

• Customer and client focus

• Reduce risk and increase ability to scale and 
grow

• Look for opportunities to improve, or add, 
services for our clients



Reporting and Analytics Collaboration MessagingPatient Data

Billing | Accounting | Payroll | Admin

 Cloud-based EHR for behavioral 
health.  

 Limited system functions

 Significant support issues

 Cloud based tool- marginal 
integration with EHR platform.  

 Limited capabilities for 
complex needs

 Clinical billing part of EHR platform

 Payroll being done through EHR 
platform for some staff

 Very manual and not able to do 
school or residential billing.

 Payroll, HR and benefits but 
misuse and many manual 
processes in place

 Custom payroll processes for 
Credible EHR staff

 Poor vendor relationship

 GL is run with Dynamics GP

 Invoicing and expense processes are 
manual and paper based

 Significant scanning and Excel 
tracking

 Legacy billing system for healthcare
providers. Manual processes with 
minimal automation available for 
residential and school billing

 Excel reporting, some limited SQL 
reporting, limited system reporting 
tools with Credible, ADP and GE

 Internal Exchange servers, no 
messaging platform or Intranet

 Local file servers across offices

Student Data

Assessed IT Systems | March 2017



Analysis

Automation

Collaboration

Technology should support the process 
and eliminate repetitive tasks

Technology should automate 
tasks or improve workflow, 
enabling staff to improve results

Every participant in the process 
must understand the full 
process, and their contribution

PROCESS
Do my processes 

align with my business 
objectives?

TECHNOLOGY
Am I leveraging 

technology 
appropriately?

PEOPLE
Is my organization 

optimized for success? Do 
I have the right people in 

the right roles?

S T R AT E GY

Building a Strategy



Improving Partnerships & Communication
Aligned Technology Strategy with 
Business Mission and Goals

Met with each business unit to understand current state
• Issues, needs

• Positives, negatives

• Share a vision of what technology could provide

• Educate users and leadership of what’s possible

Created Initial Roadmap
• Prioritized issues, initiatives and needs using 

$100 Game as a starting point

• Cost/Benefit analysis

• Identified low hanging fruit and items that 
would have far reaching benefits

Established Technology Leadership Group for each 
business unit with regularly occurring status meetings to 
review plans, actions and strategies- this helped with 
buy-in

Business IT

BUSINESS
ALIGNMENT

Enables

Drives



Building Our Pillars

• Reviews/meetings/assessment/alignment, etc. across all levels of the 
company

• Not done in a vacuum- collaboration and buy-in are essential to success

• Keeping your corporate mission in mind as you establish your pillars is 
important for alignment across the organization

• Built onto corporate mission by developing an information technology 
mission

• Gathered all key stakeholders together to review missions and then 
identify their key business drivers, pain points, and needs
◦ Initial meeting yielded 67 items that needed to be completed

◦ Established themes and distilled items into categories which became our pillars 

• Alignment of goals and priorities drove the roadmap of initiatives

What is a pillar? 

A key foundational 
component or “pillar” of 

your plan to bridge 
technology to the business 
mission.  It symbolizes the 
strategic alignment of the 

digital goals and the 
business priorities.



To provide a complete array of professional administrative services to minimize the complexity of 
day to day administrative operations for the service provider in order to allow their primary focus 

and attention to be on providing quality care to their patients, consumers and students.

Aligned Strategy - Technology & Business

Improve 
employee 
efficiency 

and quality 
of care

Improve 
employee 

mobility and 
system 
access

Reduce risk, 
improve 

security and 
enhance 
system 

availability

S A L I S B U R Y  M A N A G E M E N T  M I S S I O N

I T  M I S S I O N  &  P R I N C I P L E S
Operational Efficiencies & Process Improvement | Exceed Customer Expectations 

Business Focused | Agile | Buy not Build | Service Oriented 



Informed Solutions

To provide a complete array of professional administrative services to minimize the complexity of 
day to day administrative operations for the service provider in order to allow their primary focus 

and attention to be on providing quality care to their patients, consumers and students.

Improve employee 
efficiency and 
quality of care

• Improve EHR, SIS
• Reduction of 

Manual 
Processes

• Training
• Reliable 

Reporting

Improve employee 
mobility and 

system access

• Unified 
Communications 

• Consolidated AD
• Hardware refresh
• Cloud Services
• Office 365

Reduce risk, 
improve security 

and enhance 
system availability

• Mobile Security
• Encryption
• Network 

Architecture
• Compliance and 

Governance

S A L I S B U R Y  M A N A G E M E N T  M I S S I O N

I T  M I S S I O N  &  P R I N C I P L E S
Operational Efficiencies & Process Improvement | Exceed Customer Expectations 

Business Focused | Agile | Buy not Build | Service Oriented 

SO
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Gaining Acceptance



Our Initial Approach…
Enable Teams to Work Smarter, Not Harder

• Deliver a foundation for standardization that supports growth and scalability

• Process improvement and efficiencies- reduce manual and time-consuming processes

• Provide products that support excellent clinical care

• Provide secure and resilient IT platforms

• Establish enterprise processes for change management and governance

• Provide outstanding support to our business community and users

• Secure information assets and mitigate vulnerabilities

• Ensure compliance with HIPAA, CARF and FERPA

• Continue to strengthen partnership between business units and IT for joint 
accountability of outcomes



Change Agents

Not everyone supports change at the same level

• Change cannot be done in one small group, you need 
change agents to help with adoption, culture shift, 
training, value, and justifications of why change is 
needed

• Identify folks that can help you as Ambassadors to 
change across the organization and involve them in 
projects and communications

• Keep oversight of the Enthusiasts and Skeptics to ensure 
they are following the desired plan and timeline

• Bystanders typically will do what they have always done 
and will change only when they need to
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Results…So Far…



Reporting and Analytics Collaboration MessagingPatient Data

Billing | Accounting | Payroll | Admin

 Cloud-based EHR for behavioral 
health.  

 Limited system functions

 Significant support issues

 Cloud based tool- marginal 
integration with EHR platform.  

 Limited capabilities for 
complex needs

 Clinical billing part of EHR platform

 Payroll being done through EHR 
platform for some staff

 Very manual and not able to do 
school or residential billing.

 Payroll, HR and benefits but 
misuse and many manual 
processes in place

 Custom payroll processes for 
Credible EHR staff

 Poor vendor relationship

 GL is run with Dynamics GP

 Invoicing and expense processes are 
manual and paper based

 Significant scanning and Excel 
tracking

 Legacy billing system for healthcare
providers. Manual processes with 
minimal automation available for 
residential and school billing

 Excel reporting, some limited SQL 
reporting, limited system reporting 
tools with Credible, ADP and GE

 Internal Exchange servers, no 
messaging platform or Intranet

 Local file servers across offices

Student Data

Reminder of IT Systems | March 2017



Reporting and Analytics Collaboration Messaging
Accounting | Finance 

Payroll/HR

Patient Data | Medication | Patient Billing

 Welligent – Cloud-based comprehensive, electronic medical records system for behavioral health

 Medication management

 Includes automated billing for all lines of business including schools

 Integrations with billing clearinghouses

 Transactional reporting from source 
systems

 Business Intelligence via PowerBI

 Office 365 Platform

 SharePoint

Student Information System

IT Systems | Fall 2019

 Cloud-based enterprise student 
information system with special 
education capabilities

 Financial accounting system

 Invoice and Expense management

 Payroll, HR and benefits provided 
through one integrated delivery
system



Operational Efficiency Improvements
• Digital First

• Replaced paper-based system for I/DD with automated and electronic EHR solution 
leading to timely billing, reduced errors and reliable reporting

• Eliminated manual payroll and HR processes by correcting system issues and training 
staff on how tools can work for them more effectively reducing payroll errors and 
manual errors by 90+%

• Streamline
• Provided a single system for our schools that manages all student information, 

including billing

• Reduced manual and disconnected hiring processes by implementing Workable 
system and created associated workflows across the business

• Growth
• Business can scale without adding additional resources across the management 

company



Partnership & Culture Improvements
• Cross Departmental Communication

• Monthly IT meeting with each business and key department allow for management and 
prioritization of roadmap and enforce IT/Business alignment

• Business units are reaching out to IT and requesting their involvement, opinions and 
validation before the decisions are made

• Visibility and Empowerment
• Repeatable system implementation process has increased visibility and accountability for 

key projects and staff are now part of the solution and have a stake in the initiatives as 
active participants

• New Policies 
• With the tools provided, virtual work is now widely accepted which reduces 

administrative overhead, travel and has allowed key staff more time to focus on our 
clients and managing their businesses
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Lessons Learned…



Write This Down…
• Old habits die hard

• Taking a consultative approach with our business units has helped 
us drive success in IT

• It’s all about building relationships and trust
• We can’t lose sight of our mission- therefore we are frequently 

onsite and experience the challenges our teams face daily

• Know your limits
• People and organizations can only absorb so much change at once

• Education is a critical building block for change management
• It has reduced the fear of technology change with many of our 

business units

• Get a “single version of the truth” 
• It is critical for business growth and management to have a set of 

systems and data that give us all the same information



Our CEO’s Observations & Advice
Over time, we can accomplish a lot
 One of our mistakes was trying to start and implement too many projects at 

once. This almost overwhelmed the system. Better to limit the projects and 
spread them out over time. Most things that seem like emergencies, really are 
not. They can wait until the team is ready.

Everything ALWAYS takes longer than you thought
 Be prepared for many delays. Whatever your estimated time frame, be 

prepared for it to take LONGER.

People have feelings
 Feelings, by definition, are not logical. Pointing out the logic for why people 

should not feel the way they feel is NOT LOGICAL! To effect change, accept 
people’s feelings and do not argue with them. Just support people through the 
process while validating that it is ok to feel the way they feel. Accepting 
people’s feelings is more important than proving that you are right. It is 
certainly more important and more effective than proving that the other 
person is wrong. Feelings are never right and never wrong. They are FEELINGS.

Paul Volosov, Ph.D
Salisbury Management, CEO
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Thank You!
Shaun Poulton- spoulton@salisburymgt.com

Tracy Hockenberry- thockenberry@salisburymgt.com

Copyright Salisbury Management, Confidential
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