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• Participants will be able to:
1. Describe the unique health center business model 

and operational efforts in exploring and utilizing 
planning resources.

2. Discuss the use of various scenarios to examine 
your health center’s sustainability in a changing 
environment.

3. Describe ideas and strategies for strengthening 
health center operations and the ability to provide 
ongoing access, using the health center’s own data.
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Objectives



Our Vision: Stronger health centers, actively building healthy communities
Our Mission: Capital Link works to strengthen community health centers—financially and 

operationally—in a rapidly changing marketplace. We help health centers:
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About Capital Link
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Strategic Planning is like….
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Why Have a Strategic Plan?

• Provides a guide for everyday decisions and long-term 
direction

• A tool to help keep pace with changes
• HRSA kindly asks of you 

o The health center’s board minutes and other relevant documents 
confirm that the board exercises, without restriction, the following 
authorities, and functions:
 Conducting long-range/strategic planning at least once every 

three years, which at a minimum addresses financial management 
and capital expenditure needs

“If you don’t know where you are going,                                           
any road will get you there.”
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Why Should We Plan & Strategically Manage?

• How?

• Fuel?

• Food?

• Time?

• Weather?

• Road 
Conditions?



Pre-Planning
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Strategic Planning Process
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Pre-Planning

•Majority of the effort is in Pre-Planning

Information gathering

Coordination of activities & resources



How is the Health Center Model Different?
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Pre-Planning

1. Know the expectations of 
leadership

2. Develop a timeline

3. Align with Mission, Vision, 
& Values
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Expectations and Deliverables
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Strategic Pre-Planning

• Initial Strategic Planning Considerations

• Leadership Assessment

• Timeline

• Mission, Vision, and Values 

• Funding, Capacity, and Quality



Internal Assessment



The CEO in collaboration with Board Chair will decide who’s who 
on the team/committee:

Should the whole board participate?

Develop a new committee for strategic planning?

Which staff/leadership should participate?

Designate who are Decision Makers vs. Participants

Who will lead?

Should patients be included?

What process will be used?

Should we use a consultant to facilitate?
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Define Roles



Productivity
• Visits
• Patients

Patient Characteristics
• Demographics
• Special Populations

Financial Metrics
• Billing & Collections

Operation & Utilization
• Revenue & Cost / Patient
• Revenue & Cost / Visit
• Staffing
• Quality of Care
• Service Mix
• Utilization Growth Rates
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Operational Assessment



Financial Health
• Performance & Liquidity Measures
• Financial Growth Rates
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Financial Capacity Review
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Performance Evaluation Profile (PEP)
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PEP
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PEP
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PEP

ABC Health Center
2018-2021 ABC Health Center

2018-2021

ABC Health Center
2018-2021

ABC Health Center
2018-2021
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Operating Margin
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Debt Capacity



Finance:
• Working capital and/or debt capacity to improve or expand 

your existing space/services
• Grant availability

Operations:
• Scope of services (HRSA EHB Form 5A)

• Referral patterns
• Locations and hours of operations (HRSA EHB Form 5B)

• Physical space assessment
• Status of existing buildings 
• Future growth potential

• Staffing
• Technology
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Internal Information
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Strengths, Weaknesses, Opportunities, Threats 
(SWOT)
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Strategic Planning Process



• Summary of various internal assessments

• Send to:
Leadership
Staff
Providers
Board members
Patients
Other stakeholders

The objective is to determine the capacity and readiness of the 
health center to initiate and complete the Strategic Plan 

process.
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Self-Assessment Questionnaire



External Assessment
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Typical External Assessment Components
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Service Area Identification

• Examine and map patient origin
• Approximately 75% is considered 

Primary Service Area
• Next 10-15% is Secondary
• Similar to HRSA UDS Service Area 

Map and UDSMAPPER
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Service Area Description

• Basic mapping to present geographical place & surroundings

• Establish basic population segments
− Total
− Low income
− Low income not served by health centers

80549 Wellington

Total Low Income Population 
(2019)

12,380

% Low Income (<200% FPL, 
2019)

48.9%
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Demographics & Economic Indicators

• Compare state, county, metropolitan areas, cities, zip codes, 
etc.

• Populations
• Race
• Income Ratios
• Education
• Language
• Business Establishments and Employees by Industry
• Disabilities
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Medical Needs of Service Area

• Compare state, county, metropolitan areas, cities, zip codes, etc.
− General health indicators

• Other health providers and facilities

• Health Professional Shortage Areas (HPSA) and MUA/Ps

• Health Disparities

• Selected Workforce Considerations
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Estimating Service Area Demand

• Evaluate service area market 
share

• Total population and low 
income population

• Payer mix

• Population Projections
• Anticipate changing 

demographics and their 
effect

• Estimating potential patients, 
visits, providers, capital needs
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Resources & Visualization
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US Census: Health Care Establishments

2019 Health Care Establishments 
Ratio per 100,000 population

Service Area State US

Offices of Physicians                                                                                                        47.7 79.1 67.8

Offices of Dentists                                                                                                          22.8 34.1 41.5

Offices of Mental Health Practitioners                                                                                       0.4 7.0 7.7

Offices of Optometrists 4.9 5.0 6.8

Outpatient Care Centers                                                                                                      2.6 17.5 13.8

Medical and Diagnostic Laboratories                                                                                          0.8 5.0 5.1

Home Health Care Services                                                                                                    3.9 10.8 10.2

Other Ambulatory Health Care Srvc.                                                                                           0.3 4.3 3.5

Nursing Care Facilities (Skilled Nursing 
Facilities)                                                                                                  

0.9 6.4 5.1

Continuing Care Retirement 
Communities/ Assisted Living                                                            

1.1 3.1 7.7

Individual and Family Services                                                                                               1.7 23.0 22.1
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CDC Places
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HD Pulse
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External Assessment Additional Resources

• UDSMAPPER and HealthLandscape: www.udsmapper.org

• US Census Data: www.census.data.gov

• US Census QuickFacts: www.census.gov/quickfacts

• County Health Rankings: www.countyhealthrankings.org

• HRSA’s Data Warehouse and Area Health Resource Files: www.data.hrsa.gov

• CDC/Nat’l Center for Health Statistics (FastStats): www.cdc.gov/nchs/fastats/default.htm

• CDC WONDER: www.wonder.cdc.gov

• Policy Map: www.policymap.com

• The United States Prosperity Index: www.usprosperity.net

• Aunt Bertha www.auntbertha.com

• Capital Link Publications and Toolkits: https://www.caplink.org/index.php/resources

• US SBA’s Market Analysis:
https://www.sba.gov/tools/sba-learning-center/training/market-research

• United Health Foundation, America’s Health Rankings: https://www.americashealthrankings.org/

http://www.udsmapper.org/
http://www.census.data.gov/
http://www.census.gov/quickfacts
http://www.countyhealthrankings.org/
http://www.data.hrsa.gov/
http://www.cdc.gov/nchs/fastats/default.htm
http://www.wonder.cdc.gov/
http://www.policymap.com/
http://www.usprosperity.net/
http://www.auntbertha.com/
https://www.caplink.org/index.php/resources
https://www.sba.gov/tools/sba-learning-center/training/market-research
https://www.americashealthrankings.org/


Putting It All Together



• Strategic Goals and Initiatives

Identify – how will we measure success?

Refine – narrow focus

Prioritize
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Strategic Planning
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Prioritizing Goals and Resources
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Post-Discussions and Suggestions

• Finalizing (SMART) Goals, Initiatives, and Objectives

• Strategic Work Plan

• Monitoring Activities

• Messaging 
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Post Planning – SMART Goals

Specific
Who, What, Where, When, Why, Which → Define a goal as much as possible

Measurable
From and To → Can you track progress and measure the outcome?

Attainable
How → Is the goal reasonable enough to be accomplished?

Relevant (Realistic)
Worthwhile → Will it meet your needs?

Timely
• Objective should include a time limit.  → Complete by month/day/year
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Strategic Visualizations



• Separate document
• Reflects Strategic Plan
• Detailed with expected results
• Internal document
• Includes:
Approved goals and objectives
Specific activities with assignments
Timelines and metrics for measuring progress

• Monitor activities
Monthly, quarterly, annually

• Messaging
Share with different audiences
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Strategic Work Plan



• Strategic Plan provides guidance for decisions and long-term 
direction.

• At a minimum, must include financial and capital 
considerations.

• Use scenarios to examine your health center’s sustainability 
in a changing environment.

• Use YOUR data.
• The Board of Directors must approve and adopt the 

Strategic Plan.
• Decide how often the health center will review and update 

the work plan.
• Not a document to create and forget.
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Conclusion
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Resources 

https://www.caplink.org/strategic-planning-handbook

https://www.caplink.org/strategic-planning-handbook


Questions?
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Capital Link Publications (informational publications and fact sheets, 
toolkits and guides, and industry research reports): 
https://caplink.org/publications

Capital Link Newsletter: https://caplink.org/resources/newsletter

Capital Link Blog: https://caplink.org/blog

Webinar Recordings: https://caplink.org/resources/webinar-recordings

Health Center Resources Clearinghouse: 
https://www.healthcenterinfo.org/

COVID-19 Resources: https://caplink.org/covid-19

https://caplink.org/publications
https://caplink.org/resources/newsletter
https://caplink.org/blog
https://caplink.org/resources/webinar-recordings
https://www.healthcenterinfo.org/
https://caplink.org/covid-19


Contact Us

Visit us online: www.caplink.org

• Learn more about our products and services

• Download our free publications and resources

• Register for upcoming webinars

• Sign up for our newsletter and email updates

• Check out our blog

Beth Edwards
Operations & Facilities Planner

(251) 293-2731

bedwards@caplink.org

Adrienne Cooksey
Project Consultant & Team Manager

(970) 325-3325

acooksey@caplink.org
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