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Executive Summary

Strategic Planning Process

The Walla Walla County Department of Community Health completed a strategic
planning process from June to December 2024 to ensure a coordinated and
effective approach to addressing the county’s health priorities.

Collaborative Approach Data-Driven Process Using:
Included all Walla Walla County Department ¢ Community Health Needs Assessment
of Community Health staff and a core team » Staff Survey

of division managers and team leads e Community Partner Survey

Vision, Mission and Values

L L ® [
Vision Mission
Improve health and equity through
prevention, collaboration, and
community engagement.

A healthy, thriving community
for everyone.

852

Collaboration Equity & Inclusion Trust Data-driven

We work across Everyone has access We build trust by We make decisions
teams and to services and being honest, based on facts and
organizations with resources that meet responsible and information to
mutual respect and their needs. always putting improve health
open communication community needs outcomes in our
to find innovative first. community.
ways to improve the
wellbeing of our
community.




Strategic Goals

WWCDCH is known and trusted by the community

Building trust and communication with the community is foundational for achieving WWCDCH'’s
mission. WWCDCH will accomplish this by communicating transparently, consistently delivering
timely and accurate information, maintaining a cohesive brand, and ensuring materials are
accessible in multiple languages and formats.

w///
e’

. Staff have the tools, policies and resources necessary to deliver services
" effectively
\, Supporting staff with the right resources and policies strengthens organizational resilience and

I

fosters a positive work environment. WWCDCH will achieve this by promoting effective
management practices, implementing policies that support staff at every stage of their
employment journey, and providing training in data systems that enhance efficiency.

Strong community engagement and strategic partnerships are used to
coordinate resources and align community efforts towards shared goals

Collaborative solutions are key to addressing complex health challenges in Walla Walla County.
WWCDCH plans to foster partnerships by establishing clear mechanisms for coordinated
community engagement, building new relationships, and deepening existing ones through feedback
and shared decision making.

w///
L\

§_ WWCDCH collaborates well across programs, enhancing communication,
" efficiency and a shared vision
L 14

Cross-program collaboration is essential for streamlining operations, breaking down silos, and
advancing a unified vision. WWCDCH will foster this by enhancing in-person and virtual
collaboration and creating systems to identify and act on interdepartmental opportunities.

‘ Greater overall community well-being through improved access to services
\’ and enhanced physical and mental health
[

Limited healthcare access, behavioral health needs, and housing instability pose significant
| challenges to the community. WWCDCH will address these by promoting equitable access to care,
coordinating behavioral health improvements, expanding speciality care access, and convening
partners to address social determinants of health.

. Reduced negative health impacts and illness from public health and
environmental exposures across the community

Environmental risks and public health emergencies require proactive solutions to protect
| community health and safety. WWCDCH will focus efforts on preparing for and responding to
emergencies, ensuring safe water and sewage systems, preventing foodborne illnesses, and
mitigating climate- related risks.

T {{/
auaa



Background

Walla Walla County, located in the southeastern region of Washington State, is known for its diverse landscape and
vibrant agricultural economy with a focus on wine production and wheat farming.

The Walla Walla County Department of Community Health (WWCDCH) plays a pivotal role in protecting and
promoting the health and well-being of its residents. The department offers direct services, such as restaurant
inspections and the Women, Infants and Children Nutritional Program (WIC). It also fosters partnerships and
community engagement in behavioral health, environmental health, human services, and population health to
address social determinants of health. This includes collaborations such as the Council on Housing, the Community
Health Partnership, and the Food Services Advisory Board.

Since the last strategic planning efforts in 2019, the landscape of public health in Walla Walla County has changed,
influenced by the COVID-19 pandemic and shifts in funding, staffing, and community needs. These developments
underscored the need for a robust and adaptive plan that is responsive to new health challenges and evolving needs
of the community. The 2023 Community Health Needs Assessment laid a critical foundation for the current strategic
planning efforts, incorporating input from the community and key stakeholders.

In June of 2024, WWCDCH engaged VillageReach to facilitate a strategic planning process to ensure a coordinated
and effective approach to addressing the county’s health priorities.

Going forward, the WWCDCH team will review, update and monitor their progress toward achieving the goals and
objectives laid out in this plan. The plan is not static. In the cases of major changes — large, new outbreaks or
significant transitions in staffing or funding, as examples — the plan can and should be revisited and goals re-
envisioned or re-prioritized. Activities and work planning will be revisited annually to ensure that the year’s activities
will advance the agency toward meeting its strategic goals and objectives, based on the progress made in the
previous year. WWCDCH can evaluate if any other changes need to be made to the goals and objectives at that time.

Methods

WWCDCH utilized a multi-method, collaborative approach to their strategic plan. This process involved participation
from all Walla Walla County Department of Community Health staff during two in-person workshops as well as a
strategic planning core team, made up of division managers and team leads, which met over a 6-month period. All
staff participated in facilitated activities and discussions to draft the vision, mission, values, metrics and ideas on how
to operationalize the strategic plan. The core team was responsible for setting strategic goals, objectives and
activities.

To ensure the strategic plan is data-driven and responsive to community needs, the WWCDCH utilized the following
sources to inform their strategic planning process:

1. Areview of results from the County’s most recent Community Health Needs Assessment.

2. Results from an anonymous survey sent to staff, Board of County Commissioners/Board of Health members,
the Health Officer and community partners. The survey gathered insights on the Walla Walla County context
including current and emerging needs, community strengths, and the department’s strengths and
weaknesses. It also explored operational capacity, key skills to support continued success, community
collaboration, and metrics of success.



Mission, Vision & Values

The WWCDCH team collectively worked through several activities to draft and agree on a mission, vision and values
for the agency.

Vision, Mission and Values

. @ [ ] L]
Vision Mission
Improve health and equity through

A healthy, thriving community

prevention, collaboration, and
for everyone.

community engagement.

Values

2 I B

Collaboration Equity & Inclusion Trust

Data-driven

We make decisions
based on facts and

We work across Everyone has access We build trust by
teams and to services and being honest,

information to

improve health

outcomes in our
community.

organizations with resources that meet responsible and
mutual respect and their needs. always putting
open communication community needs
to find innovative first.
ways to improve the
wellbeing of our
community.

Strategic Goals, Objectives & Metrics

By the end of December 2029, the WWCDCH aims to achieve the following strategic goals:

WWCDCH is known and trusted by the community.
Staff have the tools, policies and resources necessary to deliver services effectively.

Strong community engagement and strategic partnerships are used to coordinate resources and align
community efforts towards shared goals.

WWCDCH collaborates well across programs, enhancing communication, efficiency and a shared vision.

5. Greater overall community well-being through improved access to services and enhanced physical and
mental health.

6. Reduced negative health impacts and illness from public health and environmental exposures across the
community.



COMMUNITY TRUST & COMMUNICATION

Goal: WWCDCH is known and trusted by the community.

RATIONALE

Building a strong relationship with the community is foundational for WWCDCH to achieve their mission. WWCDCH
aims to be a transparent and accessible organization, fostering trust through open communication, active feedback
mechanisms, and be a visible presence in the community. This goal built on themes from the staff and community
partner survey where respondents noted that increasing community engagement was a key priority for the next five
years. Misinformation in the community was also noted as a potential threat during the SWOT (Strengths,
Weaknesses, Opportunities, and Threats) analysis. WWCDCH will focus on enhancing community trust and
communication through the achievement of the following four objectives:

OBIJECTIVES

1. WWCDCH utilizes a transparent communication strategy that actively facilitates feedback from community
members and partners.
2. WWHCDCH is recognized as a trusted leader in health information and community health monitoring due to
the consistent delivery of timely, accurate, and reliable information.
3. WWCDCH's brand is widely recognized and cohesive, bolstered by effective communication materials and a
knowledgeable staff.
4. Information from WWCDCH is easy to understand, culturally and educationally appropriate, and available in
multiple formats and languages.
METRICS
The metrics are put into two categories “what does success look like/feel like” and “how do we measure it”. The first
category is meant to be a discussion tool to allow for quarterly discussions with staff on whether the team is on track.
The second category is a more objective measure that can be viewed and tracked in the Excel tracker.

What does success look like/feel like? How do we measure it?
Transparent *  WWCDCH has formal, easily accessible channels | »  # feedback submissions received
communication for community and partner feedback through established mechanismes,
strategy * Feedbackis heard from a variety of people, disaggregated by demographics
including marginalized groups e  Documentation of how feedback
* Feedbackis regularly used to make changes was used to make change
Trusted leader * The public knows who DCH is and what they do | * # of social media and website
in health * Information released to the public is accurate interactions
information and consistent. * # of requests for public health
* Partners come to DCH for information information or guidance
WWCDCH’s *  WWCDCH has clear branding guidelines * Branding guidelines are established
brandiswidely |+ WWCDCH has consistent visual identity * Branding guidelines are consistently
recognized used
Information is *  WWCDCH has a clear understanding of the *  Website is ADA compliant (meets
easy to language and accessibility needs in the WCHE 2.1 standards)
understand & community * ADA Policy and Audit Plan approved
accessible * People with disabilities can access the website * Thereis anincrease of the % of
* Information is available in Spanish & English, materials on the website available in
plus other languages as needed English and Spanish




CAPACITY BUILDING

Goal: Staff have the tools, policies and resources necessary to deliver services effectively.

RATIONALE

Insights from the staff survey and discussion during in-person workshops highlighted the importance of a supportive
internal environment where employees have the tools and resources they need. Investing in workforce support will
enhance organizational resilience and contribute to a positive work environment. This led to the adoption of the

following objectives:

OBJECTIVES

1. Employees are supported by managers who implement Nash Consulting’s management and supervision best

practices.

2. Establish and implement policies and procedures that support staff throughout their employment journey

from hiring and onboarding to ongoing professional development.

3. Evaluate, utilize and train staff in low-cost or readily available data systems that will help staff do their jobs

more efficiently.

METRICS

Employees are
supported by
managers

Policies and
procedures
support staff

Evaluate, utilize and
train staff in low-cost
or readily available
data systems

What does success look like/feel like?

How do we measure it?

Managers have clear roles and
responsibilities

Expectations for staff are clear and
supervisors support staff in meeting
expectations

75% of eligible staff have a documented
performance review annually
Management has a development plan
to enhance their proficiency in top 15
skills identified by Nash Consulting

WWCDCH policies are easy to find and
access

New staff feel like they have the
information they need to do their job

DCH policies stored in a centralized
location
Onboarding program is implemented.

Staff are comfortable using the
systems DCH uses most often

75% of staff trained in Webex Teams,
OnePassword, Microsoft Suite, and
knowledge management systems



https://www.nashconsulting.com/workshops-database-1/mwmah

COMMUNITY ENGAGEMENT & PARTNERSHIPS

Goal: Community engagement and strategic partnerships used to coordinate resources and align
community efforts towards shared goals.

RATIONALE

The health challenges in Walla Walla County require collaborative, coordinated solutions. Feedback from the strategic

planning workshop underscored the importance of fostering strong, collaborative relationships with community
partners. As a trusted, central hub, WWCDCH can ensure the public has easy access to reliable health information
while building a network of partnerships that support collective impact. To achieve this, WWCDCH adopted the

following objectives:

1. Create and implement mechanism(s) for more coordinated community engagement.
2. Build new relationships and deepen existing relationships by soliciting feedback and engaging partners in

decision making.

METRICS

Mechanism(s) for more
coordinated community
engagement

Build new relationships
and deepen existing
relationships by
soliciting feedback and
engaging partners in
decision making

What does success look like/feel like?

How do we measure it?

Frameworks and guidelines to help
guide community engagement
Staff are aware of which partners
WWCDCH engages with and how

Community engagement guidelines
created

Community engagement guidelines
used

Decreased duplication of WWCDCH
staff at events

New potential partnerships are
identified

Partnerships are between
organizations and not reliant on
specific individuals

Feedback is regularly sought from
existing partners

Increased number of formal
partnerships (e.g. partnerships with
written agreements)

Centralized place to store information
on partnerships and relationships




INTERNAL COLLABORATION & OPERATIONAL EFFICIENCY

Goal: WWCDCH collaborates well across programs, enhancing communication, efficiency and a shared vision.

RATIONALE

Silos, in part caused by staff being spread out in multiple locations, came out as strong themes in the staff survey as
well as discussion during the all-staff workshops. Fostering open communication and strengthening cross-
departmental collaboration will allow WWCDCH to break down silos, streamline operations and work collectively
toward a unified vision.

OBJECTIVES

1. Mitigate the impact of staff in multiple locations through enhanced in-person and virtual collaboration.

2. Create mechanisms to foster open communication between programs and ensure that areas for collaboration
across programs are regularly identified and acted upon.

METRICS
What does suc.cess look like/feel How do we measure it?
like?
Mitigate the impact of | *  Staff who work in different * Centralized collaboration platform is in place
staff in multiple locations have frequent (WebEx Teams or something else)
locations through opportunities to interact in * Increase in the number of all staff in-person
enhanced in-person person events
and virtual *  Online collaboration tools
collaboration help staff collaborate across
locations
Areas for *  Staff know what other * Healthy Highlights distributed every month
collaboration across relevant programs are doing | ¢  Staff can easily cite examples of new collaboration
departments are * Collaboration opportunities opportunities that were identified through new
regularly identified regularly identified and acted mechanisms
and acted upon upon
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COMMUNITY HEALTH & ACCESS TO SERVICES

Goal: Improved overall community wellbeing through increased access to services and enhanced physical and

RATIONALE

mental health.

The 2023 Community Health Needs Assessment identified pressing health challenges in Walla Walla County, such as
limited access to healthcare, mental health services, and specialty care, as well as high rates of substance use disorder
and housing instability. In response, the department is committed to working collaboratively with partners, leveraging
resources, and delivering targeted services to improve the health and wellbeing of Walla Walla County residents.

OBIJECTIVES

1. Increase equitable access to and promotion of vaccination, testing, and screening for communicable and
chronic diseases among underserved and under-insured populations.

2. Coordinate improvements to behavioral health needs in Walla Walla County.

Improve access to specialty healthcare services to prevent progression of chronic disease.

4. Convene federal, state and community partners to address social determinants of health and reduce health

disparities.

METRICS

What does success look like/feel like?

How do we measure it?

Equitable access to and
promotion of vaccination,
testing, and screening for
communicable and chronic
diseases

Options for vaccination, testing and
screening are available to underserved and
under-insured populations and people are
aware of them

Number of partners working
under shared agreements to
provide vaccination, testing or
screening services

0 newborns born with
congenital syphilis

Coordinate improvements
to behavioral health needs
in Walla Walla County

People understand how to access the BH
crisis system

Providers better understand the crisis
systems to support improvements
Community working together toward
improving the BH system

County-wide strategic plan for
behavioral health, effective
council

Improve access to specialty
healthcare services to preven
progression of chronic
diseases

Community members and providers are
aware of and use existing resources to
access specialty care such as PACE,
telehealth options, transportation options,
etc.

Increased enrollment in PACE
Decrease in % of people who
report problems accessing
health according to CHA
survey

Convene partners to
address social determinants
of health' and reduce
health disparities

Staff are skilled in convening and
facilitating groups

WWCDCH interacts with Washington State
Association of Counties (WSAC) and its
affiliates in a planned and coordinated way

Improved feedback from
sessions facilitated by
WWCDCH

1 Social determinants of health are sometimes referred to as “health-related social needs”
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ENVIRONMENTAL HEALTH & SAFETY

Goal: Reduced health impacts and illness from public health and environmental exposures across the community

RATIONALE

Environmental factors, seasonal health risks, and public health emergencies present ongoing threats to the health
and safety of Walla Walla County residents. By prioritizing environmental health and safety, WWCDCH aims to
proactively monitor, prepare for, and mitigate these risks.

OBIJECTIVES

1. Effectively prepare for and respond to public health emergencies such as seasonal diseases and novel

outbreaks.

2. Ensure the community has safe drinking water and sewage systems.

Prevent and respond to food-borne illnesses.

4. Monitor and mitigate environmental risks associated with climate incidents relating to extreme weather, and
exposure to environmental hazards.

METRICS

Effectively prepare for
and respond to public
health emergencies such
as seasonal diseases and
novel outbreaks

Ensure the community
has safe drinking water
and sewage systems

Prevent and respond to
food-borne illnesses

Mitigate environmental
risks associated with
climate incidents

12

What does success look like/feel like?

How do we measure it?

Staff are trained and prepared for an emergency

% of staff that are up to
date on ICS training

% of staff that say they
feel prepared to respond
to an emergency

Community understands the importance of safe
drinking water and septic systems and understand
their role in monitoring safety and quality.

# of septic systems that
are in compliance with
monitoring standards
Increase in engagement
with social media posts

Food vendors are permitted and follow food safety
guidelines

The community is aware of how to prevent food
borne ilinesses

Decreased rates in
enteric illnesses

The public knows how to prepare for
environmental hazards such as safe sheltering,
prevention of heat related illness and protecting
air quality during wildfire or other events

Zero mortality rate from
extreme weather events




Operationalizing the Strategic Plan

This strategic plan will be operationalized using four main tactics:

HOLD REGULAR STRATEGIC PLAN REVIEW MEETINGS

Progress on the strategic plan will be reviewed once per quarter. Results from the strategic planning review meetings
will be shared with all staff. Progress toward the metrics will be reviewed once per year, during the last quarterly review
of the year. The strategic plan review meeting brings staff together to reflect on what is working, what’s not working
and what course adjustments are needed. Because of the dynamic nature of the work, changes may need to be made
to the activities more frequently to stay aligned with our goals. If there are major changes to the context, fundamental
shifts in priorities, or aspects of the plan that truly aren’t working or benefiting the team, then the goals and objectives
can and should be changed. Best practices for strategic plan review meetings are in Appendix B.

ENSURE INTERNAL UNDERSTANDING OF THE STRATEGIC PLAN
All staff — existing and new — must be aware of the strategic plan and fully understand all its elements. The more staff
regularly engage with the plan and can start to recall mission, vision, values and goals from memory, the more likely
they are to use the strategic plan in decision making. To ensure internal understanding of the strategic plan, WWCDCH
will:
e Provide new staff with a copy of the strategic plan and ensure time for discussion and questions during staff
orientation.
e Post the mission, vision, and values on the wall or somewhere staff can frequently see it.
e Store the electronic version plan in a central location that all staff have access to
e Regularly share progress toward achieving the goals and objectives of the strategic plan in the internal
“Healthy Highlights” newsletter.
e Share examples of how different teams have used the strategic plan in all staff meetings.

e Use the strategic plan in hiring — provide applicants with a copy and ask them essay or interview questions
related to the plan.
PROMOTE EXTERNAL AWARENESS OF THE STRATEGIC PLAN

The strategic plan is an important communication tool for partners and the public to explain why WWCDCH exists, its
key priorities, and how it approaches its work. To communicate the strategic plan externally, WWCDCH will:

e Partner with the media to announce the adoption of the strategic plan
e Post a copy of the strategic plan on its website
e Use the 1-page summary to share the plan widely with community members and community partners

e Publicly highlight success stories from the strategic plan

USE OF STRATEGIC PLANNING IN DECISION-MAKING AND PERFORMANCE MANAGEMENT

One of the core functions of the strategic plan is to help organizations prioritize how to allocate time and resources.

The following methods to ensure the strategic plan is used in decision-making at the organization and individual level.
e Create a checklist for proposals to focus on funding that helps meet the strategic plan goals and objectives.

e Staff and supervisors to have regularly one-on-one meetings with staff to discuss their goals and how they
relate to the strategic plan
e |eadership to regularly share updates on how the plan has been used to guide decisions and resource
allocation.
13



Appendix A: Strategic Plan Review Meetings

HOW DO | CONDUCT A STRATEGIC PLAN REVIEW MEETING?

Each strategic plan review meeting should cover four essential agenda items:

1. REVIEW OF METRICS

Have responsible team members update the results for the time period into the metrics tracking sheet prior to the
meeting. Metrics can be simple — such as a red, yellow, green rating on progress — as long as they give an honest
indication of progress. The group then reviews the metrics together to see if they are on track to achieve the
objective.

2. PROBLEM IDENTIFICATION

For indicators that are on track or exceeding expectations, take a moment to celebrate success, recognize individual
contributors, and call out some of the reasons that enabled the success. Then identify indicators that are not on track
for further discussion. Effective strategic plan reviews often spend the bulk of their time on indicators that are not
progressing.

3. ROOT CAUSE ANALYSIS

Root cause analysis can be structured or simply free discussion on what is inhibiting progress. Sometimes people use
the “Five Whys” approach in which for each problem identified, the team asks “why?” until they get from the surface
answer (e.g. we don’t have time) to a deeper root cause (e.g. we are spending our time on the wrong things).

4. ACTION PLANNING

By the end of the meeting, you want to identify key actions for addressing challenges and overcoming root causes.
Action items should be time bound, assigned to an individual and followed-up at the next meeting. Review of action
items from the last meeting should be a standing agenda item on future meetings. If action items are completed but
progress is still stalled, you may need to relook at your root cause analysis to try new tactics.

WHAT ARE TIPS FOR RUNNING A GOOD STRATEGIC PLAN REVIEW MEETING?

e |ntegrating strategic plan reviews into an existing meeting — like a regularly occurring staff or team meeting —
decreases the burden of setting up a new meeting, finding a time, and ensuring the meetings are sustained.

e Ensure you have adequate time to discuss challenges and determine action items. This may mean extending
your meeting time to accommodate discussion or splitting the review up into multiple meetings. For example,
you could hold a review meeting each month, focusing on only one strategic goal. That way each goal would
be discussed at least once per quarter.

e Ensure you have the correct people at the meeting — which may mean including your whole team. You should
ensure that you have the following people present:

o Those who are close to the work and are responsible for the day-to-day tasks that help enable
progress toward your objectives.

o Leaders with decision-making authority to help team members follow-up on action items and enable
staff to make needed changes to their work.

o People who view the work from different disciplines or perspectives.

e Start with the metrics and data you have. The review meetings may actually illuminate challenges with the
way you are measuring progress or additional information you want/need to better evaluate progress. This is
to be expected and you can make changes and improvements to your metrics over time.

14
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Leadership buy-in and participation is essential. Leaders can show support for the process by:
o Showing up to strategic review meetings; rarely cancelling or missing them.
o Fostering candid discussion where it’s okay to illuminate and discuss challenges.

o Support the team in addressing challenges, unblocking issues and escalating issues that may require
wider institutional support.

o Acknowledge and celebrate team and individual successes. Examples may include verbal
acknowledgement of team or individual success inside and outside the review meetings, thank you
cards (or emails) celebrating success, giving a formal or informal award to the team with the biggest
improvement since the last meeting and allowing for things like cheering and applause in meetings.



