Bo/ - Mind - \Sﬁlm‘

FIFQHC

Assouates

Effective FQHC Strategies and Partn

San Diego American Indian Health Center
Strategic Plan 2024-2027

Background: San Diego American Indian Health Center (SDAIHC) is a not-for-profit community
health center, dually funded by the Health Resources and Services Administration (HRSA) and
Indian Health Service (IHS). The organization provides medical, dental, behavioral health services,
and wellness programs. Approximately one-third of the patients served by SDAIHC are Native
American.

In 2021 SDAIHC first engaged FQHC Associates to facilitate a new strategic plan for the
organization. Through discussions with CEO Kevin LaChapelle, it was determined that a more
dynamic and nimble approach than was conducted in the past would provide the greatest benefit
to the organization. We utilized a Real Time Strategic Planning model, which provides a “strategy
screen” to assure that all programmatic and operational decisions are tied back to SDAIHC’s
organizational mission.

In 2024 SDAIHC again engaged FQHC to update and revise the 2021 plan to reflect the progress
made on the organizations goals and objectives, as well as to add new goals as appropriate.




ORGANIZATIONAL
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OPERATIONAL
Administer and oversee systems, policies, and personnel in areas such as
finance, human resources, communications, and information technology

Figure 1-The Planning Pyramid

COVID-19: The pandemic forever changed how medical providers, particularly Community Health
Centers, are perceived and operate. Federal, state, and local governments have come to rely on
organizations such as SDAIHC to provide access to COVID testing, vaccination, and primary care
treatment. This high-profile role led to an unprecedented investment in the program, which
SDAIHC took advantage of to implement significant improvements to its program.

Target Population: As a dually funded HRSIA funded Community Health Center and IHS, SDAIHC
seeks to serve all individuals residing in its geographic service area. Based on its historical
mission, as well as the support by the IHS, the organization has a specific focus on underserved
populations. SDAIHC works to support our multi-cultural population that embraces traditional
Native American values, applying them to every patient served.

Mission: An organization’s mission is its reason for existing. A mission is generally defined by the
organization’s Board of Directors. In most cases the mission does not change radically over time,
although it can often be tweaked in order to adapt to a changing environment or to better
describe its intent. The stated mission of San Diego American Indian Health Center is “to promote
excellence in health care with respect to custom and tradition. Our goal is to reduce the
significant health disparities in the San Diego’s Urban American Indian and under-served
populations by improving the excellence of care, resulting in increased life expectancy and
improved quality of life.” The mission was reviewed by the board of directors and senior staff,
who decided that it was still on target and that no revisions were necessary.

Vision: The organizational vision is the Board’s concept of how the mission will be carried out.
According to SDAIHC’s web site, they are a “community health center dedicated to embodying
the values central to American Indian cultures. This includes respect for our patients,
acknowledgement of the whole person, and a focus on working together to ensure health for the
individual, and therefore the community. We invite persons of all tribes, ethnic backgrounds and



walks of life to experience the comprehensive care we deliver and to contribute to the services
we provide for children, youth, families, adults, and elders.” As with the mission, board and
senior staff determined that the organization’s vision should remain unchanged.

Goals: The goals are the future organizational accomplishments which will support the board
defined mission and vision. These are generally developed by the Board and Executive Team
working in concert. The goals in the current plan are in most cases a continuation, or evolution
from the 2021 plan.

Strategies: Strategies are the major types of activities that the organization will undertake in
order to meet its stated goals. As with goals, the strategies are generally developed by the Board
and Executive Team working together. Because strategies are generally “deeper in the weeds”
than goals, the Board is often less involved in the details of how these are developed an executed.
All of the strategies identified for SDAIHC will help the organization meet multiple goals. In
general, the strategies form the previous plan have remained the same.

Activities: Activities are the actions taken to implement the organizational strategies. The
majority of these are undertaken entirely by the organizational staff. Progress is reported to the
Board on a regular basis. In order to continue organizational momentum from the previous plan,
a significant number of additional activities in furtherance of the board approved strategies have
been added to the current plan.

Figure 2 shows the organizations Mission, Vision, Goals and Strategies.
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Vision

Serve more people. Provide wider range of services.
Improve access to services, Improve outcomes & quality’
[perceived & actual). Strengthen financial position.

Goals

Increase capacity & volume. Build new facility & improve
infrastructure. Meet compliance requirements. Develop human
resources, Enhance use of technology. Engage the community.

Imprave operational efficiency. Develop additional funding sources.

Activities

Figure 2-2021 Strategic Plan Mission, Vision, Goals & Strategies
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Goals and Strategy Matrix: As in the 2021 plan, SDAIHC is undertaking a number of strategies in
order to achieve the organizational goals. Most of these strategies will impact more than one
goal. Below in Figure 3 is a matrix of organizational goals and strategies.

Strategies
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Serve more people| X | X X| X[ X]| X
Provide a wider range of services| X | X X| X[ X]| X
Improve access to services| X | X X[ X X ]| X
Improve Outcomes and Care Quality (Perceived and Actual) X| X[ X | X[ X] X
Strengthen Financial Position| X | X | X | X | X | X | X

Figure 3-SDAIHC Goal/Strategy Matrix

Progress on Goals 2021-2023:

1. Serve More People: The organization has made some progress in this area. The progress was
somewhat less than it would have been without the challenges brought on by the pandemic,
as seen in Figure 3 below. Even so, the number of unique patients served increased by about
7% over the 3-year period.
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Figure 4-Unique Patients Served 2020-2023



Provide a Wider Range of Services: SDAIHC added both Chiropractic and Acupuncture

services, as well as increasing the number of behavioral health providers.

Improve Access to Services: The organization has been conducting outreach calls, with a

42.5% scheduling success rate.

Improve Outcomes and Care Quality (Perceived and Actual): The organization improved 9

Clinical measures and doubled its HEDIS start rating from the previous year.

5. Strengthen Financial Position: A huge amount of progress has been made in this area, as
follows.

a. The past two financial audits had no findings.

b. The billing department has been restructured, which has led to increased collections
for services provided.

The Medi-Cal cost reconciliation produced $225,000 of additional revenue.

Provider productivity standards were implemented.

The budgeting process was improved by being extended to the departmental level.
SDAIHC is expected to receive $1.2 million in employee retention credits.
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Progress on Strategies 2021-2023:

1.

Increase capacity & volume: Productivity has increased, hours have been extended and
a number of strategic partnerships have been developed. These activities have led to a
32% increase in the number of annual visits from 2020-2023 as shown in Figure 5.

Annual Patient Visits
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Figure 5-Annual Patient Visits



Build new facility & improve infrastructure: Central to SDAIHC’s strategic plan is the
construction of its new facility. The following key activities have been accomplished:
a. The final exterior design of the building is complete and is awaiting final approval
by the city.
b. The floor plans are complete and are ready to be approved.
c. Six million dollars in funding has been secured.

Meet compliance requirements: Both AAAHC and CARF accreditation have been
achieved. In addition, SDAIHC remains in good standing with both HRSA and the IHS

Develop human resources: Many improvements and achievements have occurred in HR,
including:

a. Employee benefits have been enhanced. The employees share of dependent
benefit cost was reduced from 100% to 50%. The benefit eligibility period has
been shortened from 90 to 30 days. The maximum amount of life insurance
provided to employees increased from $50,000 to 1 x annual salary.

An employee referral bonus was instituted.

The minimum wage was increased to $21 per hour.

d. Allnew employees now receive an orientation specific to the department in which
they will be working.

e. All employee files have been converted from paper to electronic.

f. Employee turnover has been reduced by over 50% from 2022(64%) to 2023

(30.6%).

g. Implementation of the Dayforce Automated HR System has begun.
h. Social media utilization has significantly increased.
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Enhance use of technology: A number of technology related solutions have been
implemented or expanded, including:
a. Electronic patient registration via email or text
b. Telehealth usage has been increased.
c. The Relevant clinical analytics and population health system has been
implemented.
d. The IT team is performing “threat detection” activities to identify and prevent
potential system data breaches.

Engage the community: Outreach activities have increased. Two out of 3 outreach
positions have been filled. The outreach team hired during the COVID pandemic has been
spreading the word about SDAIHC throughout the community.



7. Improve operational efficiency: The increased usage of telehealth has allowed for the
delivery of services in a much more efficient manner. Also, eClinicalWorks and Relevant
are being leveraged to improve the integration of services between departments. This
has led to SDAIHC providing depression screening in the dental department and fluoride
varnishes in medical. In addition, the no show rates have decreased significantly.

8. Develop additional funding sources: A grant writer has been hired to focus on additional
grant funding.

Additional Activities for 2024-2027

Although the overall Goals and Strategies for the organization remain the same, the board and
senior staff have identified a significant number of new activities to be undertaken over the next
3-year period. They are outlined below by strategy:

1. Increase capacity & volume:

a. Provide a greater integration of traditional Native American Medicine into the
services that are offered.

b. SDAIHC has been awarded the Refugee Medical Screening contract for San Diego
County, which will bring an estimated 3,900 new patients per year.

c. The organization is in the process of obtaining a 35-foot mobile medical/dental
unit. This will help provide a much deeper reach into the community, as well as
providing much needed space until the new facility is brought online,

d. Since manyinthe service area mistakenly believe that the organization only serves
Native Americans. SDAIHC will re-examine their branding in an effort to appeal to
a broader group of patients.

2. Build new facility & improve infrastructure: Due to the size and cost of the new facility
project, the organization is committed to securing additional funding through loans,
grants and fundraising.

3. Meet compliance requirements: Although the prior plan goals of achieving AAAHC and
CARF accreditation were fully met, SDAIHC is committed to the ongoing processes
required to maintain accreditation going forward.

4. Develop human resources: The 2024 plan activities build upon the many achievements
in this area during the prior 3 years. These include:
a. Further engage employees to be part of recruitment success.
Keeping salaries and benefits competitive for the market.
Continue collaboration of the health plan adjuster.
Enhance HR productivity to better serve the employees.
Continue to provide a welcoming and structured environment to newly hired staff.
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5. Enhance use of technology: There are several important activities to be undertaken in
the area of technology, including:
a. HEDIS measures will be mapped to eCW in order to improve quality scores.
b. With incidents such as the recent Change Healthcare breach becoming more
commonplace, SDAIHC will beef up its defenses against system threats.
c. Working with Relevant and eCW, the organization will prepare for UDS+.

6. Engage the community: Community engagement is one of the strategies that will get the
most attention during the coming 3 years. The board and staff have developed a number
is significant activities to be carried out, including:

a. Filling the remaining outreach staff position
b. Hiring of four program managers to engage the community through grant
programming.

Implementing suicide prevention walks and a summit.

A winter wellness event.

Holding the annual Pow-Wow event

Hiring an additional outreach team to connect with the community and set up

booths at events in order to share information about the organization.

g. Purchase of a Mobile Medical & Dental Unit to have greater reach into
underserved communities and to support the influx of about 3,900 additional
patients annually from the recent partnership with the County of San Diego
through the Refugee Health Assessment Program contract.
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7. Improve operational efficiency: SDAIHC plans to further leverage the use of the Relevant
system to continue the improvements made during the previous period, particularly in
the area of information dissemination and staff training.

8. Develop additional funding sources: In order to keep the organizational momentum
moving forward, as well as to meet the financial challenges of opening the new facility,
SDAIHC will need to obtain a significant amount of additional funding. Several key
opportunities have been identified and will be developed, including:

a. Creating a capital campaign for the new facility

Conducting increased levels of fundraising

Identifying and applying for additional grants

Obtaining commitments from foundations

Implementing a 340B discount drug program.
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