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Introduction

The 2024 Strategic Plan for the Del Puerto Health Care District is designed to enhance
healthcare access, expand physical infrastructure, mobilize community input, and strengthen
community partnerships. This comprehensive plan addresses the growing needs of the district
through targeted initiatives aimed at improving patient access to essential health services,
expanding the district's facilities, actively engaging the community in the healthcare
improvement process, and fostering strong community partnerships.

Key objectives include enhancing patient access to mental health services, telehealth, urgent
care, and chronic disease management, as well as securing property for a new medical park and
initiating construction on critical infrastructure projects. The plan also emphasizes the
importance of community engagement through town hall meetings, the establishment of a
Community Council, and the execution of a Community Health Needs Survey. Additionally, the
plan outlines steps to strengthen the district's presence in the community through events and
outreach, and to inspire active involvement from the Board of Directors.

This strategic plan is a proactive approach to addressing the district's current and future needs,
ensuring that the community receives high-quality, accessible healthcare services while fostering
a strong and collaborative relationship between the healthcare district and the community it
serves.
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Increase Health Care Access

Objective 1: Enhance patient access to identified health services.

The primary objective of this strategic plan is to enhance patient access to identified health services. By
addressing key areas such as mental health partnerships, telehealth services, extended urgent care hours,
and disease-specific group visits, the plan aims to improve the overall healthcare delivery within our
district.

SMART Goal 1.1: Partner with one additional mental health provider by the end of Q4
2024.

To expand mental health services, we will begin by identifying potential mental health providers that
align with our district’s values and patient needs. After compiling a list of candidates, we will reach out to
these providers to discuss opportunities for collaboration, focusing on service integration and resource
sharing. Once initial discussions are completed, we will negotiate partnership terms, ensuring all legal,
regulatory, and insurance requirements are met. Following agreement finalization, we will integrate the
new provider’s services into our healthcare district, coordinating logistics such as office space,
scheduling, and electronic health record (EHR) integration. To raise awareness of the new partnership, we
will launch a comprehensive awareness campaign targeting patients and the broader community. Finally,
patient utilization of these new services will be monitored, and feedback will be gathered to optimize the
partnership's effectiveness.

SMART Goal 1.2: Establish telehealth services for a key specialty by the end of Q2 2025.

Recognizing the importance of telehealth in improving access to specialty care, we will start by analyzing
patient data to identify the specialty with the highest unmet demand. After confirming this specialty
through consultations with clinical staff and stakeholders, we will select a user-friendly and secure
telehealth platform that meets HIPAA and regulatory requirements. Negotiations will be undertaken with
health plans and payers to secure agreements that support telehealth services for the selected specialty.
We will then develop clinical protocols and workflows tailored to telehealth and train healthcare
providers on the platform. The telehealth service will be launched in phases, beginning with a pilot
program to refine the process before a full rollout. To ensure widespread adoption, we will implement a
marketing campaign to educate patients about telehealth services. Continuous monitoring and evaluation
will help us make necessary adjustments to improve the service and patient experience.

SMART Goal 1.3: Establish ten hours of weekly Extended Hours/Urgent Care access by
the end of Q4 2024.

To meet the growing demand for extended hours and urgent care services, we will first analyze patient
flow data and conduct surveys to determine the preferred times for extended urgent care hours. Based on
this demand assessment, we will design a sustainable schedule that aligns with patient needs and available
staffing resources. Recruitment and training of additional healthcare providers willing to work extended
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hours will be essential, focusing on after-hours protocols, urgent care procedures, and patient
communication. The extended hours will initially launch on a trial basis with a limited schedule,
expanding based on patient demand and feedback. We will promote these new extended hours through
digital and traditional marketing channels to inform the community of the convenience and benefits.
Monitoring patient volume and service utilization will allow us to adjust the schedule as necessary to
optimize service delivery.

SMART Goal 1.4: Establish one disease-specific group visit program at the health center
by the end of Q2 2025.

Addressing chronic disease management is crucial, and we will begin by selecting a disease focus based
on patient population data and clinical consultations. A multidisciplinary care team, including physicians,
nurses, dietitians, and behavioral health specialists, will be recruited to develop and deliver the group visit
program, managed by a program coordinator. The care team will create a structured curriculum for group
visits, which includes educational materials, discussion topics, and self-management strategies tailored to
the needs of patients. We will organize logistics for these group visits, ensuring regular meetings in a
comfortable, private space. The program will initially launch with a pilot group to refine the structure and
content, with plans for expansion based on feedback. To ensure success, we will promote the program
through patient outreach, provider referrals, and targeted marketing. Evaluation of the program's success
will be ongoing, focusing on patient outcomes, satisfaction, and engagement, with potential expansion to
other disease areas.

Summary of Increase Health Care Access Plan

The strategic plan focuses on enhancing patient access to essential health services within the district by
implementing targeted initiatives in mental health, telehealth, urgent care, and disease-specific group
visits. The plan comprises four key SMART goals:

1. Partner with an Additional Mental Health Provider by Q4 2024: To expand mental health
services, the district will identify and collaborate with a new mental health provider. The
partnership will involve service integration, resource sharing, and a community awareness
campaign. Patient feedback will be monitored to optimize the effectiveness of the new services.

2. Establish Telehealth Services for a Key Specialty by Q2 2025: The plan includes the
development of telehealth services for a high-demand specialty. This initiative will involve
selecting a secure telehealth platform, negotiating payer agreements, training providers, and
launching the service in phases. A marketing campaign will educate patients about the new
telehealth options, with ongoing evaluation to enhance the service.

3. Establish Ten Hours of Weekly Extended Hours/Urgent Care Access by Q4 2024: To meet
patient demand for extended urgent care services, the district will introduce ten additional hours
of weekly care. The initiative will begin with a trial schedule based on patient preferences and
will be promoted through various channels. Service utilization will be monitored to adjust and
optimize the schedule.

4. Establish a Disease-Specific Group Visit Program by Q2 2025: The district will launch a
group visit program focused on managing a specific chronic disease, selected based on patient
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needs. A multidisciplinary care team will deliver structured group sessions, with the program
initially starting as a pilot. Success will be measured through patient outcomes and satisfaction,
with potential expansion to other diseases.

This comprehensive plan aims to improve healthcare access across key areas, ensuring that patients
receive timely, effective, and specialized care.
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Proceed with the Building Plan

Objective 2: Expand Physical Infrastructure to Meet Growing Community Needs

This strategic plan is focused on expanding our healthcare district's physical infrastructure to better serve
the community's increasing demands. The plan outlines specific goals aimed at securing property,
establishing development impact mitigation fees, completing a master development plan, and beginning
construction on a critical ambulance and administration center.

SMART Goal 2.1: Secure Property for the Medical Park by Q4 2024

To establish a new Medical Park, the first step involves conducting a comprehensive needs assessment to
determine the specific requirements, such as space, location, and accessibility. Following this assessment,
we will work with real estate agents and local government to identify and shortlist properties that meet
these criteria. Due diligence will be performed on these properties, including environmental assessments
and zoning checks, to ensure they are suitable for development. Legal counsel will be engaged to review
acquisition terms and draft necessary agreements. Once a suitable property is identified, negotiations with
property owners will take place to secure a fair purchase price. Financing options will be explored, and
once secured, the acquisition will be finalized. Preparatory work will then begin to ready the site for
development, ensuring compliance with all regulations.

SMART Goal 2.2: Establish Development Impact Mitigation Fees by Q4 2024

To fund the infrastructure required for new development, we will start by researching California state
laws and regulations concerning Development Impact Mitigation Fees. Legal and financial experts will be
consulted to ensure compliance and assess financial implications. A needs assessment will be conducted
to identify the infrastructure and public services that will be funded by these fees. Key stakeholders,
including developers and community members, will be engaged in discussions about the need for these
fees. A nexus study will be commissioned to establish the relationship between development and
infrastructure needs, providing the basis for the fee structure. An ordinance will be drafted to formalize
the fee structure, which will then be presented for public review and adjusted based on feedback. The
ordinance will be submitted to governing bodies for approval, and once enacted, the fee structure will be
implemented. Continuous monitoring and reporting will ensure that the fees are used effectively to meet
community needs.

SMART Goal 2.3: Complete the Master Development Plan by Q2 2025

The completion of a comprehensive Master Development Plan is critical for guiding the expansion of the
Medical Park. This process begins with forming a multidisciplinary planning committee to oversee the
development. Clear objectives for the project will be set, focusing on healthcare service expansion,
environmental sustainability, and community integration. A thorough site analysis will inform the design
process, which will lead to the development of initial design concepts. These concepts will be presented
to the community for input, ensuring that their needs and concerns are incorporated. Based on feedback, a
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detailed Master Development Plan will be refined, including layouts, infrastructure plans, and a phased
construction timeline. The plan will then be submitted for approval from relevant authorities, and a
phased implementation plan will be developed to guide the actual construction process.

SMART Goal 2.4: Begin Construction of the Del Puerto Ambulance and Administration
Center (DPAC) by Q4 2025

The construction of the Del Puerto Ambulance and Administration Center is a key component of the
overall infrastructure expansion. The project will begin by clearly defining the scope, including functional
requirements and space needs. A comprehensive Request for Proposal (RFP) for design-build contracting
will be prepared and issued, inviting qualified contractors to submit proposals. A selection committee will
evaluate these proposals, choosing a contractor that best meets the project’s needs. Contract negotiations
will then take place to finalize terms, including deliverables and payment schedules. Detailed construction
plans will be developed in alignment with the Master Development Plan. Permits and approvals will be
obtained, and the construction site will be prepared. Construction will commence according to the
finalized plans, with progress closely monitored through regular site visits and a project monitoring
system to ensure adherence to the timeline, budget, and quality standards.

Summary of the Strategic Plan for Expanding Physical Infrastructure

This strategic plan is focused on expanding our healthcare district’s physical infrastructure to meet the
growing needs of the community. The plan is organized around four key goals:

1. Securing Property for a New Medical Park by Q4 2024: The plan begins with conducting a
needs assessment, identifying and evaluating potential properties, securing financing, and
preparing the site for development.

2. Establishing Development Impact Mitigation Fees by Q4 2024: To support infrastructure
funding, the plan involves researching legal requirements, consulting experts, conducting a needs
assessment, engaging stakeholders, and implementing a fee structure to ensure sustainable
development.

3. Completing the Master Development Plan by Q2 2025: This involves assembling a planning
committee, setting development objectives, conducting site analysis, developing design concepts,
engaging with the community, refining the master plan, and securing approvals for the Medical
Park’s construction.

4. Beginning Construction of the Del Puerto Ambulance and Administration Center (DPAC)
by Q4 2025: This goal includes defining the project scope, issuing RFPs, selecting contractors,
finalizing contracts, developing detailed construction plans, obtaining necessary permits, and
commencing construction with close monitoring.

These goals and actions ensure a comprehensive approach to expanding our healthcare infrastructure,
addressing immediate needs, and planning for future growth.
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Mobilize Community Input

Objective 3: Engage the Community in the Healthcare Improvement Process

This strategic plan is designed to actively involve the community in the healthcare improvement process
through structured engagement initiatives, including town hall meetings, the creation of a task force to
connect with community leaders, and the establishment of a formal Community Council. The plan aims to
ensure that the voices of community members are heard and incorporated into the strategic planning and
decision-making processes.

SMART Goal 3.1: Hold Two Community Town Hall Meetings by the End of Q1 2025

To gather valuable feedback on the strategic plan, two community town hall meetings will be organized.
The first step involves selecting suitable dates, times, and venues that are accessible to a broad cross-
section of the community. These meetings will be promoted through a comprehensive strategy utilizing
social media, local media outlets, email newsletters, and flyers to maximize participation. Meeting
agendas will be carefully crafted to include an overview of the strategic plan, key areas for feedback, and
ample time for open discussion. Key stakeholders such as local government officials, healthcare
providers, and community leaders will be invited to participate to ensure diverse perspectives are
represented. During the meetings, discussions will be facilitated, and feedback will be gathered using
various tools to ensure all voices are heard. After the meetings, the feedback will be analyzed and
compiled into a report, which will be shared with participants and stakeholders. The final step involves
incorporating the community's feedback into the strategic plan, making necessary adjustments, and
communicating these changes back to the community to demonstrate that their input was valued.

SMART Goal 3.2: Create a Task Force to Engage Community Leaders by the End of Q4
2024

To enhance community engagement, a task force will be established, comprising members from the
healthcare organization, community organizers, and other stakeholders. The task force will focus on
identifying community leaders and representatives who can help mobilize community input. Clear
objectives for the task force will be set, outlining specific goals and milestones. The task force will
leverage its knowledge and networks to identify key community leaders, including those from religious,
business, educational, and cultural sectors. Tailored engagement strategies will be developed for each
leader or group to encourage their active participation in the healthcare improvement process. The task
force will initiate contact and build relationships with these leaders, establishing ongoing communication
to maintain their involvement. Regular assessments of the task force’s efforts will be conducted to ensure
effective engagement, with strategies adjusted as needed to maintain meaningful participation.

SMART Goal 3.3: Establish and Formalize a Community Council by the End of Q2 2025

The final goal is to establish and formalize a Community Council that will play a central role in the
healthcare improvement process. The purpose and scope of the Council will be clearly defined, detailing
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its responsibilities in gathering input, making recommendations, and serving as a liaison between the
community and the healthcare organization. A comprehensive charter will be drafted, outlining the
Council’s mission, goals, membership requirements, decision-making processes, and roles. This charter
will be reviewed and finalized with input from potential Council members to ensure it meets their needs.
Key community leaders and representatives will be recruited to join the Council, ensuring it reflects the
diversity of the community. The Council’s structure will be established, including leadership roles and
communication channels. An inaugural meeting will be organized to introduce members and begin
discussions on key healthcare initiatives. Regular quarterly meetings will be scheduled, with a focus on
healthcare improvement, community feedback, and ongoing initiatives. The Council's charter will be
distributed to all members, serving as a guiding document. Finally, the activities and effectiveness of the
Council will be monitored, with feedback from members used to refine and improve the Council’s
processes.

Summary of the Strategic Plan: Mobilizing Community Input

The strategic plan aims to engage the community in the healthcare improvement process by organizing
structured initiatives that ensure community voices are heard and integrated into decision-making. The
plan is built around three main goals:

1. Hold Two Community Town Hall Meetings by Q1 2025: These meetings will gather feedback
on the healthcare strategic plan. The process includes planning accessible events, promoting them
widely, developing detailed agendas, engaging key stakeholders, facilitating discussions, and
analyzing the feedback to incorporate it into the final strategic plan.

2. Create a Task Force to Engage Community Leaders by Q4 2024: A dedicated task force will
be formed to identify and engage community leaders who can mobilize broader community
participation. The task force will set clear objectives, develop tailored engagement strategies, and
build strong relationships with community leaders to ensure ongoing and meaningful
involvement.

3. Establish and Formalize a Community Council by Q2 2025: The Community Council will be
a formal body that represents the community in the healthcare improvement process. The Council
will be structured with clear roles and responsibilities, hold regular meetings, and ensure
continuous communication and feedback between the community and healthcare organization.
The Council’s activities will be regularly monitored to ensure its effectiveness.

This plan provides a comprehensive approach to ensuring that community input is a central part of
healthcare improvement efforts, fostering collaboration and ensuring that community needs are met.
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Completing the Community Health Needs Survey

Objective 4: Gather Data to Inform Strategic Decisions and Community Support

This strategic plan is centered on conducting a comprehensive Community Health Needs Assessment
(CHNA) survey to collect critical data that will inform future strategic decisions and enhance community
support for healthcare initiatives. The plan outlines specific goals to ensure the successful execution of the
survey and effective communication of its results.

SMART Goal 4.1: Launch and Complete a Community Health Needs Survey with a 10%
Response Rate by Q1 2025

The first goal is to design and execute a Community Health Needs Survey that achieves a 10% response
rate. The process begins with the design of the survey, which will be developed in collaboration with
healthcare professionals, data analysts, and community leaders. The survey will cover essential health
topics, service accessibility, and community concerns, providing actionable insights. Accessible survey
materials, including questionnaires and flyers, will be developed and made available in multiple
languages to accommodate the diverse needs of the community.

To reach a broad and representative sample, targeted outreach goals will be set to ensure participation
across different community segments. Partnerships with local organizations, religious groups, schools,
and businesses will be leveraged to promote the survey and encourage participation, particularly among
hard-to-reach populations. Incentives, such as gift cards or prize drawings, may be offered to boost
participation rates.

The survey will be distributed and promoted through a multi-channel approach, including online
platforms, social media, email campaigns, and physical distribution in community centers and healthcare
facilities. Digital platforms will be utilized to extend the survey’s reach, with targeted ads and posts aimed
at underrepresented groups. Throughout the survey period, response rates will be monitored in real-time,
and follow-up outreach efforts will be implemented in areas with low participation.

After the survey is completed, the data will be analyzed to identify key trends, community needs, and
areas for improvement. The results will be communicated internally to ensure that all key decision-
makers are informed about the survey’s impact on future strategies. Finally, the survey results will be
integrated into the Strategic Master Plan for 2030, refining goals, allocating resources, and developing
targeted community health initiatives.

SMART Goal 4.2: Share the Results of the Community Health Needs Survey with External
Stakeholders and the Community by Q2 2025

The second goal focuses on the effective dissemination of the CHNA survey results. A comprehensive
report will be prepared, including an executive summary, methodology, key findings, identified needs,
and recommendations. This report will be supported by supplementary materials such as presentations,
executive summaries, and fact sheets tailored for different audiences.
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External stakeholders, including government officials, healthcare providers, community organizations,
and funders, will be identified and segmented based on their interests. These stakeholders will receive the
CHNA results through direct presentations or webinars, as well as email distribution of the full report and
supplementary materials.

To ensure broad access to the survey results, the CHNA report will be published on the organization’s
website, accompanied by a social media campaign to highlight key findings and direct followers to the
full report. A press release summarizing the key findings will be issued to generate awareness through
local media outlets.

Community forums and stakeholder workshops will be organized to present the CHNA results and gather
feedback, fostering collaboration on strategies to address identified needs. The survey results will be
published in a clear and accessible format, with public acknowledgment of community participation.

Regular updates will be provided on the progress of initiatives stemming from the CHNA, and feedback
will be invited to refine the communication process for future efforts. The distribution of the CHNA
report and its impact will be tracked and evaluated, with insights used to improve future CHNA
communications and strategies.

Summary of the Community Health Needs Survey Plan

The strategic plan aims to conduct a comprehensive Community Health Needs Assessment (CHNA)
survey to gather essential data that will guide future healthcare decisions and increase community
engagement. The plan is focused on two key objectives:

1. Launch and Complete the Survey by Q1 2025: The survey will be carefully designed with
input from healthcare professionals and community leaders, distributed widely through multiple
channels, and supported by targeted outreach and incentives to achieve a 10% response rate. The
data collected will be analyzed and incorporated into the Strategic Master Plan for 2030 to refine
healthcare goals and resource allocation.

2. Share Survey Results by Q2 2025: After the survey is completed, the results will be compiled
into a detailed report and shared with external stakeholders and the community through
presentations, online platforms, and community forums. This process will ensure that the findings
are understood and acted upon, with ongoing updates provided on the progress of related
initiatives.

This strategic plan ensures that the Community Health Needs Survey is effectively executed and that its
results are widely communicated and integrated into future healthcare strategies, fostering informed
decision-making and strong community support.
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Create Community Presence

Objective 5: Establish a Strong Community Presence Through Events and Outreach

This strategic plan focuses on establishing a robust community presence by hosting an Annual Health
Event. The event is designed to raise awareness, provide health screenings, and educate the community on
preventative care, with a long-term goal of fostering deeper community engagement and support.

SMART Goal 5.1: Host an Annual Health Event by the End of Q3 2025

The first step in achieving this goal is to clearly define the purpose and theme of the Annual Health Event.
The event may focus on raising awareness, offering health screenings, or educating the community on
preventative care. A specific health concern will be selected for the inaugural event, and a process will be
established for choosing different health concerns for each subsequent year.

To ensure successful planning and execution, a dedicated event planning committee will be formed. This
committee will include healthcare professionals, community leaders, marketing experts, and logistical
coordinators, with clearly assigned roles and responsibilities to cover all aspects of the event.

A suitable venue will be selected that is easily accessible to the community and capable of
accommodating the expected number of attendees. The date will be confirmed, ideally during a time of
high community engagement, such as weekends or during other local events.

A comprehensive event plan will be developed, including a detailed timeline, budget, and list of activities
aligned with the event’s theme. Activities might include health screenings, educational workshops, guest
speakers, and interactive exhibits. The plan will also include a contingency strategy to address potential
issues like inclement weather or low attendance.

Local partnerships will be sought to enhance the event’s reach and resources. Local businesses, healthcare
providers, and organizations will be approached to sponsor or participate in the event, offering financial
support, in-kind donations, or volunteer assistance.

A multi-channel marketing strategy will be employed to promote the event. This will include using social
media, local newspapers, radio, community bulletin boards, and direct mail to inform the community.
Promotional materials will be created to highlight the event’s activities, benefits, and focus on a specific
health concern, with targeted outreach to specific demographics.

Logistical details will be finalized, including equipment rental, vendor coordination, volunteer
management, and on-site setup. All necessary permits will be obtained, and safety protocols will be
established to ensure a smooth event day. A detailed timeline will be created for the day of the event, with
staff and volunteers assigned to key tasks.

On the day of the event, efforts will focus on engaging the community through interactive activities,
health screenings, and educational sessions. Feedback will be encouraged to gauge community interest
and satisfaction, with live updates shared through social media and other platforms to broaden
engagement.
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After the event, feedback will be collected from attendees, partners, and volunteers through surveys and
informal discussions. Participation rates, community impact, and overall satisfaction will be analyzed to
assess the event’s success and identify areas for improvement in future events.

Finally, based on the feedback and success of the initial event, planning will begin for the next year’s
Annual Health Event. The theme will be adjusted to address a new health concern, and the event plan will
be refined based on lessons learned. The community will be engaged in selecting future health concerns
to ensure the event remains relevant and continues to generate strong interest.

Summary of the Community Event Plan

The strategic plan aims to establish a strong community presence through the Annual Health Event,
designed to promote health awareness, provide screenings, and educate the community on preventative
care. Key objectives include:

1. Event Planning and Execution: The event will be meticulously planned by a dedicated
committee, with all logistical details addressed, and local partnerships leveraged to enhance the
event’s impact. A comprehensive marketing strategy will be deployed to maximize community
awareness and participation.

2. Community Engagement and Feedback: The event will feature a variety of activities designed
to engage the community, with ongoing communication through social media and live updates.
Post-event feedback will guide the planning of subsequent annual events, ensuring continuous
improvement and sustained community relevance.

This plan ensures that the Annual Health Event becomes a cornerstone of community health promotion
and engagement, driving increased awareness and support for public health initiatives year after year.

Top of Form

Bottom of Form
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Partner in Community Support

Objective 6: Strengthen Community Partnerships and Enhance Local Health
Initiatives

The objective of this strategic plan is to strengthen community partnerships and enhance local health
initiatives through targeted financial support and collaboration. The plan focuses on allocating funds to
community efforts and establishing partnerships with key organizations that align with the healthcare
organization’s strategic goals.

SMART Goal 6.1: Allocate $100,000 to Community Collaboration Efforts by the End of Q1
2025

The first goal is to allocate $100,000 towards community collaboration efforts. The plan begins by
establishing a budget and defining specific funding criteria. This involves determining how the funds will
be distributed, identifying the types of initiatives that will be supported, and setting desired outcomes for
these investments.

A task force will be formed to oversee the grant-making and collaboration efforts. This task force will
include representatives from the healthcare organization, financial experts, community leaders, and other
stakeholders with knowledge of local needs and resources.

Next, the task force will develop detailed guidelines for the grant application process. These guidelines
will outline eligibility criteria, application procedures, evaluation criteria, and reporting requirements,
ensuring that the process is transparent and accessible to all potential partners.

The task force will also identify priority areas for funding, focusing on initiatives that align with social
determinants of health goals, such as food security, housing stability, education, or access to healthcare
services. The availability of the $100,000 in funds will be announced through various channels,
encouraging eligible organizations to apply and providing them with resources and support throughout the
application process.

Once applications are received, the task force will review them according to the established criteria and
select the most impactful and feasible proposals for funding. The selection process will be conducted
fairly and inclusively.

After the grant recipients are selected, funds will be disbursed to the chosen organizations. Regular check-
ins and reporting requirements will be established to monitor the progress of the funded initiatives.
Additional support will be provided as needed to ensure successful implementation.

Finally, the impact of the funded projects will be evaluated to assess the effectiveness of the funding
strategy. This evaluation will help identify areas for improvement in future funding rounds. The results
will be shared with the community and stakeholders to demonstrate the impact of the investment.

SMART Goal 6.2: Establish Partnerships and Provide Financial Support to Five Key
Community Organizations by the End of Q2 2025
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The second goal focuses on establishing partnerships with and providing financial support to five key
community organizations that align with the healthcare organization’s goals. The process begins with
conducting a needs assessment to identify underfunded local programs that address social determinants of
health, such as nutrition, housing, education, mental health, and access to healthcare.

Potential partners will be evaluated based on their capacity for partnership, considering factors such as
their track record, leadership, community reach, and alignment with the healthcare organization’s
strategic goals. The top five organizations identified as strong potential partners will be engaged in
discussions to explore partnership opportunities. These discussions will focus on how financial support
and collaboration can enhance their efforts to address social determinants of health.

Memoranda of Collaboration (MoC) will be drafted and negotiated with each partner organization. These
MoCs will clearly outline the goals of the partnership, the financial support provided, roles and
responsibilities, and the expected outcomes. The agreements will ensure that the partnerships are mutually
beneficial and promote long-term collaboration.

Funds will be disbursed to the partner organizations according to the terms of the MoC, with a focus on
supporting the sustainability and scalability of the partner programs. Regular communication will be
maintained with the partner organizations to monitor the progress of the supported programs. Additional
resources, guidance, or adjustments will be provided as needed to ensure the success of the initiatives.

At the end of the partnership period, the outcomes of the collaborations will be evaluated against the
original goals outlined in the MoC. The impact on the community’s health and well-being will be
assessed, and feedback from partner organizations will be gathered to improve future partnership efforts.

The results of these partnerships will be shared with the broader community, highlighting the positive
impact on social determinants of health. Success stories will be used to build trust and support for future
community collaboration efforts.

Summary of Strengthening Community Partnerships and Enhancing Local Health
Initiatives

The strategic plan aims to strengthen community partnerships and enhance local health initiatives through
targeted financial support and collaboration. The plan is divided into two key goals:

1. Allocate $100,000 to Community Collaboration Efforts by Q1 2025: This goal focuses on
distributing $100,000 in funding to support community-driven health initiatives. A task force will
be formed to oversee the grant-making process, develop transparent guidelines, and identify
priority funding areas aligned with social determinants of health, such as food security and
housing stability. The task force will ensure that funds are allocated to the most impactful projects
through a fair and inclusive selection process. Regular monitoring and evaluation will assess the
success of funded projects, with results shared to demonstrate the investment's impact.

2. Establish Partnerships and Provide Financial Support to Five Key Community
Organizations by Q2 2025: This goal aims to establish strategic partnerships with five
community organizations that align with the healthcare organization’s goals. Through a thorough
needs assessment, underfunded programs addressing critical social determinants of health will be
identified. Partnerships will be formalized through Memoranda of Collaboration (MoC), outlining

fy 2024-25 strategic plan narrative.docx Page 15 7/7/2025



FY 2024-25 Strategic Plan

roles, responsibilities, and financial support. Funds will be disbursed to support the sustainability
and scalability of these programs, with regular communication and support provided to ensure
successful outcomes. The impact of these partnerships will be evaluated, and success stories will
be shared with the community to build trust and encourage future collaboration.

Overall, this plan is designed to foster strong community partnerships, effectively allocate resources, and
enhance local health initiatives that align with the healthcare organization’s strategic goals.
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Enhance Community Engagement

Objective 7: Increase Visibility and Participation in Community Events

This strategic plan focuses on enhancing the District’s visibility and participation in the community
through targeted advertising campaigns and active involvement in community events. The plan outlines
steps to develop, launch, and monitor advertising efforts and to strategically engage with the community
at key events.

SMART Goal 7.1: Develop and Launch Major Advertising Campaigns Focusing on Urgent
Care, Community Health Needs Assessment, and a Community Health Event by the End of
Q2 2025

To increase visibility and participation, the first goal is to develop and launch major advertising
campaigns focused on Urgent Care, the Community Health Needs Assessment (CHNA), and a
Community Health Event. The process begins by retaining a collaborative design and marketing partner
with experience in healthcare promotion. This partner will help create promotional materials that align
with the District’s brand and strategic goals.

The design partner will work closely with the District to develop comprehensive advertising strategies for
each focus area. These strategies will include specific goals, target audiences, and tailored messaging to
meet the needs of the community. Once the strategies are in place, the next step is to create a suite of
promotional materials for each campaign. This will include digital assets like social media graphics and
online ads, print materials such as flyers and brochures, and multimedia content like videos and radio ads.
The materials will be culturally relevant and available in multiple languages if necessary.

The campaigns will be launched across multiple platforms, including social media, local newspapers,
radio, and community bulletin boards. The timing of each campaign will be strategically planned to
maximize community awareness and participation in the respective initiatives.

To broaden the reach and credibility of the campaigns, local influencers, community leaders, and
organizations will be engaged. These individuals and groups will help amplify the campaign messages
through their networks. The effectiveness of each campaign will be monitored using metrics such as
engagement rates, website traffic, and attendance at targeted events. This data will be used to assess the
campaigns and make real-time adjustments as needed.

After the campaigns conclude, feedback will be gathered from the community and stakeholders to
evaluate their impact. The insights gained will be used to refine future marketing efforts and outreach
strategies. A comprehensive report on the outcomes of the campaigns, including successes and areas for
improvement, will be compiled and shared with District leadership to inform future marketing and
community engagement strategies.

SMART Goal 7.2: Participate in Ten Community Events in FY 2024-25 by the End of Q4
2025
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The second goal focuses on increasing the District’s visibility and community engagement by
participating in ten community events during FY 2024-25. A detailed community outreach calendar will
be developed, highlighting events that align with the District’s health initiatives, such as local fairs, health
expos, school events, and other gatherings.

From this calendar, key events offering the best opportunities for visibility and engagement will be
selected. The selection will prioritize events that attract large audiences and are relevant to the District’s
strategic goals. For each selected event, representatives will be assigned, including staff members, board
members, or volunteers, who are knowledgeable about the District’s services. These representatives will
be responsible for setting up booths, distributing materials, and engaging with attendees.

Event materials, including brochures, flyers, banners, and promotional giveaways, will be prepared in
advance. These materials will be consistent with the District’s branding and tailored to the audience of
each specific event.

Engagement with event organizers will ensure that the District secures booth space, speaking
opportunities, or other forms of participation that maximize visibility. On the day of each event,
representatives will focus on actively engaging attendees, answering questions, and promoting the
District’s services and initiatives. Interactive elements, such as health screenings or live demonstrations,
will be used to attract and engage attendees.

After each event, feedback will be collected from attendees and District representatives to assess the
impact of participation. The effectiveness of outreach efforts will be evaluated, and strategies for future
events will be refined based on this feedback. At the end of FY 2024-25, a report on the District’s
participation in community events will be compiled, highlighting key outcomes, community engagement,
and overall impact. This report will be shared with District leadership to inform the planning of future
community outreach initiatives.

Summary of Enhance Community Engagement

This strategic plan focuses on increasing visibility and participation in community health initiatives
through targeted advertising and active event involvement. The two main objectives are:

1. Launch Advertising Campaigns by Q2 2025: Develop and implement campaigns for Urgent
Care, the CHNA, and a Community Health Event, with strategies tailored to resonate with the
community. Campaigns will be monitored, adjusted, and evaluated for effectiveness.

2. Engage in Ten Community Events by Q4 2025: Participate in selected community events,
engaging attendees through interactive activities and promoting District services. Feedback will
guide future outreach efforts, and a year-end report will summarise the impact.

This plan ensures that the District effectively increases its presence in the community, promoting health
initiatives through well-coordinated advertising campaigns and strategic participation in community
events.
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Inspire the Board

Objective: Engage Board Members in Active Community Relationships and
Governance Improvement

This strategic plan aims to engage board members in active community relationships and governance
improvement. The plan outlines specific steps to recruit and onboard a new board member, ensure current
board members actively participate in community events, and establish a partnership with a “sister”
healthcare district to exchange ideas and best practices.

SMART Goal 1: Recruit and Onboard the Fifth Board Member by the End of Q3 2024

To strengthen the board’s capacity, the plan begins by clearly defining the roles, responsibilities, and
expectations for the Fifth Board Member. This includes outlining the desired qualifications, community
engagement responsibilities, and governance contributions.

A targeted recruitment campaign will be launched to attract qualified candidates. This campaign may
involve advertising the position through various channels, including local media, social media,
professional networks, and community organizations. The campaign will highlight the impact the new
board member will have on the community’s health and governance.

A selection committee will be formed to review applications and interview potential candidates. The
committee will include current board members and community representatives to ensure diverse input in
the selection process. Candidates will be assessed based on their qualifications, community connections,
and commitment to the District’s mission.

Once a candidate is selected, the onboarding process will begin. This process will include an introduction
to the District’s strategic plan, governance structure, and community engagement responsibilities.
Mentorship opportunities with current board members will be provided to support the new member’s
transition.

A press release, social media announcements, and public meetings will officially introduce the new board
member to the community. The new member’s background, expertise, and the value they bring to the
board and the community will be highlighted.

During the first six months, ongoing support and check-ins will be provided to ensure the new board
member is fully integrated into the board’s activities and is effectively engaging with the community. Any
challenges will be addressed, and additional resources will be provided as needed.

SMART Goal 2: Ensure Each Board Member Makes Public Comments at Key Local
Government Meetings at Least Twice by the End of Q2 2025

To increase the board members' engagement with the community, a comprehensive calendar of key local
government meetings, community events, and public forums will be developed. This calendar will ensure
that board members have opportunities to make impactful public comments aligned with the District’s
strategic goals and community health initiatives.
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Public comment opportunities will be allocated to each board member, ensuring an equitable distribution
of events. Board members will be provided with clear guidelines on the topics to address, encouraging
them to share personal insights and engage with the community.

Training sessions will be offered to board members to enhance their public speaking, community
engagement, and advocacy skills. These sessions will include key talking points, data, and examples to
help board members articulate the District’s mission and initiatives effectively.

Practice sessions will be facilitated where board members can rehearse their public comments in a
supportive environment. Peer feedback and coaching will be provided to refine their messaging and
delivery, focusing on engaging storytelling and connecting with the audience.

Participation in public meetings and events will be monitored and documented, ensuring that all board
members meet the requirement of speaking at least twice by the deadline. Reminders and encouragement
will be provided as needed.

After each public engagement, feedback from both the board members and the community will be
gathered to assess the effectiveness of their public comments. This feedback will be analyzed to improve
future engagements and support for the District’s initiatives.

SMART Goal 3: Identify a “Sister” Healthcare District to Benefit from Exchanging Ideas
and Best Practices by Having a Virtual Conference Before the End of Q2 2025

The final goal focuses on identifying and establishing a partnership with a “sister”” healthcare district.
Research will be conducted to identify potential sister districts that share similar goals, challenges, and
demographics. Districts known for innovation, community engagement, or success in areas where the
District seeks improvement will be prioritized.

Once potential sister districts are identified, contact will be initiated through formal letters, emails, or
virtual meetings. The idea of a sister district partnership will be introduced, emphasizing the mutual
benefits of exchanging ideas, resources, and best practices.

Collaboration with the selected sister district will be undertaken to establish a formal partnership
agreement. This agreement will outline the goals of the partnership, the scope of collaboration, and the
mechanisms for regular communication and knowledge exchange, such as virtual conferences or joint
initiatives.

A virtual conference will be planned with the sister district to facilitate the exchange of ideas and best

practices. The conference will include presentations from both districts, discussion panels, and
opportunities for board members and staff to network and learn from each other.

Board members will be prepared for the conference by providing them with background information
about the sister district, including its successes and challenges. They will be encouraged to prepare
questions, topics for discussion, and areas where they can share the District’s strengths and innovations.

Board members will also be encouraged to actively participate at the Association of California Healthcare
Districts (ACHD) conference to connect with representatives from other districts and explore additional
collaboration opportunities.
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After the virtual conference and ACHD conference, the outcomes of the sister district partnership will be
evaluated. Feedback from board members and staff will be collected on the insights gained and the
potential impact on the District’s practices. This feedback will be used to plan further collaborative
activities.

Summary of Inspire the Board

This strategic plan is designed to actively engage board members in community relationships and

governance improvement, with the objective of enhancing the board's effectiveness and community
impact. The plan focuses on three key goals:

Recruit and Onboard the Fifth Board Member by Q3 2024: The plan begins with clearly
defining the role and expectations for a new board member, followed by a targeted recruitment
campaign to attract qualified candidates. A selection committee will review applicants, and once
a candidate is chosen, they will undergo a comprehensive onboarding process, including
mentorship and community introduction. Ongoing support will be provided during the first six
months to ensure their integration into board activities and community engagement.

Ensure Each Board Member Makes Public Comments at Key Local Government Meetings
by Q2 2025: To enhance board members' visibility and influence, a calendar of key local
government meetings and community events will be created. Board members will be assigned
opportunities to speak at these events, supported by training in public speaking and community
engagement. Their participation will be monitored, and feedback will be used to improve future
engagements.

Identify a "Sister" Healthcare District and Hold a Virtual Conference by Q2 2025: The plan
aims to establish a partnership with a "sister" healthcare district to exchange ideas and best
practices. After identifying potential districts, a formal partnership will be established, leading to
a virtual conference for knowledge exchange. Board members will be prepared for active
participation, and the outcomes of the partnership will be evaluated to inform future
collaborations.

Overall, this plan ensures that board members are actively involved in community relationships and
governance, enhancing their impact on the District’s strategic goals and community health initiatives.
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Conclusion

The 2024 Strategic Plan for the Del Puerto Health Care District is a blueprint for advancing the district's
mission to provide high-quality, accessible healthcare to the community. Through well-defined goals and
actions, the plan addresses critical areas of patient access, infrastructure expansion, community
engagement, and partnership building. By executing this plan, the district will not only meet the
immediate needs of its community but also lay the foundation for sustained growth and improvement in
healthcare delivery.

The success of this plan hinges on the collaborative efforts of district leadership, healthcare providers,
community stakeholders, and the Board of Directors. As each objective is achieved, the district will move
closer to its vision of becoming a model healthcare provider known for its commitment to quality,
innovation, and community involvement. The 2024 Strategic Plan is more than a set of goals; itis a
commitment to the health and well-being of the community, ensuring that every resident has access to the
care they need when they need it.
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