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Introduction

The Community Health Work Coalition of Washtenaw and Livingston County (CHWC) is a collaborative
stakeholder group in Washtenaw and Livingston Counties. This group comprises community health
workers (CHWs), CHW supervisors, and representatives from a variety of local entities including hospital
systems, federally qualified health centers, county government, nonprofit organizations, and research
institutions. CHWC is organized by the Michigan Community Health Worker Alliance (MiCHWA) and
Trinity Health. While Washtenaw and Livingston Counties often rank near the top of Michigan’s health
rankings and other social determinants of health (e.g., average income), there are substantial disparities
in access to care, health outcomes, and social vulnerability across the counties. CHWC was established to
address these gaps and developed the following mission and vision statements.

Mission
Our mission is to reduce barriers to care and well-being for Washtenaw and Livingston
County members by supporting and advocating for local community health worker

programs and social service organizations. We are working to support resources and
programs within the counties and promote their growth and sustainability.

Vision

The CHWC strives to empower and promote community health workers to better address
social needs, improve health equity outcomes, and advance racial and economic justice
for Washtenaw and Livingston residents. We envision our community members having
accessible and coordinated care through integrated health and social resources

In the first quarter of 2024, MiCHWA and Trinity Health engaged Public Sector Consultants (PSC) to
facilitate a strategic planning process to inform CHWC’s future work. PSC hosted a strategic planning pre-
session, three full strategic planning sessions, three post sessions with a subsect of the larger CHWC, and
a post-session to share this plan with the full CHWC membership. The roster of CHWC members who
participated in the strategic planning sessions can be found in Appendix A.
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Identifying Success

To begin the strategic planning process, CHWC members envisioned what future success would look like.
They were asked to name what they would see, hear, and feel if CHWC had a successful next five years.
From that activity, the following themes emerged:

e CHWs have the resources needed to have sustained impact.
e CHWs are respected and valued.
e CHWs are connected to resources and cared for.

The full list of organized responses are in Appendix B. Members also identified internal strengths and
weaknesses and external opportunities and threats that will need to be considered when creating and
implementing a strategic plan to achieve the vision. Despite weaknesses and threats connected to limited
capacity, competing resources, and limited funding frequently named in this conversation, participants
acknowledged that coalition has a strong network of resourceful CHWs, buy-in from CHW employers, and
access to exciting opportunities. The complete answers to this activity are in Appendices B and C.
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CHWC Goals

Guided by the three visioning statements that would indicate success over the next five years, CHWC
members discussed what type of action the coalition needs to take to achieve that vision. Members
individually brainstormed ideas then worked in small groups to refine and prioritize their list of potential
actions. The full group then worked together to identify and organize the ideas into common themes that
were used to establish the four goals foundational to the strategic plan:

Goal 1. Empower CHWs to have successful careers.

Goal 2. Expand the tools CHWs have to better serve the community.

Goal 3. Increase the visibility of CHWSs in the community.

Goal 4.Advocate for policies and funding that promote sustainability for CHWs.

Each goal contains a series of proposed objectives and activities. Objectives are intermediary outcomes
that underscore CHWC impact in achieving the strategic plan’s overarching goals. Activities are actions
that CHWC should implement to achieve the objectives and goals. This report contains two types of
activities: foundational and goal specific. Foundational activities are those initial actions taken to ensure
the success of several goals. Goal-specific activities are the short-, medium-, and long-term actions that
build upon the foundational steps to achieve specific objectives and goals. A full list of proposed activities
can be found in table form in Appendix D.
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Foundational Activities

There are four overarching activities that connect to multiple goals in this plan and should be enacted
first. As they are foundational to the plan’s success, this section of the report provides more detailed
implementation considerations for these activities.

Foundational Activity One: Create a Shared Definition of CHW Roles
and Responsibilities

Goal alignment: This activity aligns with all four goals.

Rationale: To effectively pursue the strategic plan activities, it is imperative to establish a clear and
comprehensive definition of CHW roles and responsibilities that is shared by partners. This activity is the
cornerstone upon which all subsequent actions are built. By defining CHW roles and responsibilities,
CHWTC lays the groundwork for increasing awareness of CHWs in the community, developing resources
for CHWs success, and clearly communicating impact to potential funders and policymakers.

Implementation considerations: Given MiCHWA'’s expertise, activity implementation should be led
by their team with ample opportunities for CHWC feedback. It is recommended that MiCHWA create a
draft definition to present at an upcoming CHWC meeting to ensure that their definition is inclusive of the
diverse roles and responsibilities of their membership, while remaining clear and concise.

Foundational Activity Two: Develop a Survey for Tracking Strategic
Plan Success

Goal alignment: This activity aligns with all four goals.

Rationale: Tracking success is critical to building and maintaining momentum during strategic plan
implemention. Developing a brief survey distributed at least twice each year to track success indicators
can be a great way to collect information on progress toward objectives and goals.

Implementation considerations: The CHWC core team, a group that predates this planning process,
can develop a basic online form to collect CHW information, including training attendance, feelings about
their career, understanding of community resources, and connection with the CHW community. An initial
survey in late spring 2024 can support initial tasks spread throughout the goals (e.g., cataloging what
resources they use the most), and set the baseline for assessing success at achieving strategic plan
objectives.
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Foundational Activity Three: Establish a Training Workgroup to Lead
Strategic Planning Activities Related to Continuing Education and
Training

Goal alignment: This activity aligns with goals one and two.

Rationale: Given the ongoing work necessary to achieving the goals related to providing CHWs the
knowledge and skills to have both a successful career and to effectively serve the community, a dedicated
workgroup focused on training and continuing education would be advantageous. This Training
Workgroup (TWG) should include representatives from the larger CHWC, including both CHWs and
CHW supervisors and entities connected to local training and career institutions (e.g., Michigan Works!
Southeast) to offer support, best practices, and resources. Forming TWG lays the foundation for
enhancing CHWC members’ skills and knowledge base, leading to improved service delivery and long-
term sustainability.

Implementation considerations: TWG will be more task-based than the larger coalition and requires
fewer regular meetings. In addition to this specific work, this workgroup could collaborate and share
lessons and resources from the Statewide Education and Workforce Workgroup organized by MiCHWA to
increase CHW awareness of statewide training opportunities, adapt trainings to be more locally relevant
to Washtenaw and Livingston Counties, and advocate for additional trainings at the statewide level to be
developed.

Foundational Activity Four: Establish an Impact Workgroup to Define
and Share the Value of CHWs

Goal alignment: This activity aligns with goals three and four.

Rationale: As with the previous activity, some of the ideas outlined in this plan would benefit from a
dedicated workgroup to move things forward, rather than trying to identify relevant individuals or
conduct discussions through the full CHWC group. By forming an Impact Workgroup (IWG), the CHWC
creates a space for conversations about the role of qualitative data and success stories in communicating
impact, discussing how to use information before asking organizations to collect and report it, and
creating materials that can be used in advocacy and communication efforts.

Implementation Considerations: The IWG should include representatives from the larger CHWC,
particularly CHW supervisors and leadership from partner organizations, local funders, and policy
members (e.g., county commissioners and philanthropic partners). This workgroup could collaborate with
MiCHWA’s Statewide Policy Work Group to ensure alignment between state and local advocacy efforts,
bring best practices from the state level, and engage local funders and policymakers where relevant.
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Goals, Objectives, and Activities

The following section represents the core of this strategic action plan. It describes the objectives
connected to each goal, as well as associated progress indicators. These indicators are key metrics that can
be used to assess each objective’s success. They often are connected to the baseline survey developed
during the foundational activities, though some will need to be tracked using other strategies.

Because identified objectives in goals one and four share many of the same activities, the actions in these
goals are not organized by objective. Since identified objectives in goals two and three have less overlap,
activities are organized by the objective to clearly link action to outcomes.

Goals one and two include activities related to identifying training for CHWSs and helping to create new
localized training to increase career and skills development. While the TWG can lead this work, the
planning process revealed many potential topics, which are highlighted in Appendix E. Similarly, while
the activities related to promoting and participating in advocacy efforts under goal four can be further
defined by the IWG, potential topics discussed during the planning process are listed in Appendix F.
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Goal One: Empower CHWSs to Have Successful Careers

Objectives
Objective A: CHWC members are pursuing more professional development opportunities by 2026.

Objective B: CHWC members are more optimistic about their career trajectory by 2026.

Progress Indicators for Objectives

e  Objective A:

e By the end of 2026, the percentage of CHWs reporting participating in professional development
activities as part of the biannual survey has increased 25 percent.

e  Objective B:
e By the end of 2026, the percentage of CHW reporting that either they “agree” or “strongly agree”

with a statement being optimistic about their career as part of the biannual survey has increased
10 percent.

Activities to Achieve Goals and Objectives

Short Term

e Identify and communicate the base skillset needed to be a successful CHW.
e Create a CHW career ladder, inclusive of connected career pathways.

Medium Term

e Develop a list of potential training topics and existing training available to CHWs for career
development.

Long Term

e Create or partner with an
organization to create localized
trainings for identified professional
development topics not currently
available.

e Establish a CHW career coach
position or program.
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Goal Two: Expand the Tools CHWs Have to Better Serve the

Community

Objectives

Objective A: CHWs have built strong networks with partners and other CHWs in the community to help

them do their work by 2025.

Objective B: CHWs have better understanding of the resources available to help serve their community by

2026.

Progress Indicators for Objectives

Objective A

Objective B

By the end of 2026, the percentage of CHWs that either
they “agree” or “strongly agree” with a statement feel
connected to other CHWs in their community as part of
the biannual survey has increased 10 percent.

By the end of 2026, the percentage of CHWs reporting
that either they “agree” or “strongly agree” with a
statement being optimistic about their career as part of
the biannual survey has increased 10 percent.

Activities to Achieve Goals and Objectives

Short Term

Objective A

Objective B

e Create a list of current CHW networking
opportunities and resource sharing.

e Develop a CHWC-specific list serv for CHWs.

e Develop a CHW supervisors communication
document to offer guidance on networking and
professional development activities.

e Regularly catalog the types of resources most often
needed by CHWs.

Medium Term

Objective A

Objective B

e Begin hosting quarterly in-person or virtual
networking events for CHWs and CHW supervisors.

e Establish a networking support system to give CHWs
an opportunity to connect and learn how to
effectively network.

o Develop a list of potential training topics and existing
training available to CHWs for skills development.

e Connect with partners currently managing resource
lists (e.g., Barrier Busters, 2-1-1) to identify how
CHWOC can support list management.

Long Term

Objective A

Objective B

e Continue hosting regular networking events.

e Create or partner with an organization to support
localized skills development training for identified
topics.

e Continue supporting the maintenance and sharing of
community resource lists.

PUBLICSECTORCONSULTANTS.COM

CHWC Strategic Plan 11



Goal Three: Increase the Visibility of CHWs in the Community

Objectives

Objective A: CHWC membership has grown to allow for more coordinated participation in community
events by 2026.

Objective B: There are more communications about the services offered by CHWSs being distributed
through CHWC and its partners by 2025.

Progress Indicators for Objectives

Objective A Objective B
CHWC membership has increased over 2024 levels by the | CHWC begins to track and see an increase in the number
end of 2026. of external communications being shared by CHWC

CHWC begins to track and see an increase in the number partners.
of community events where CHWC members are present.

Activities to Achieve Goals and Objectives

Short Term
Objective A Objective B
e Continue developing a list of CHWs in the region, e Develop understanding of current CHW outreach and
including what services they offer. communication strategies.

e Develop a strategy for collecting CHW and
community stories.

Medium Term

Objective A Objective B

e Conduct regular, targeted outreach to new partners e Begin collecting CHW, partner, and client stories.
to increase CHW membership in CHWC. o Create storytelling collateral (e.g., videos, flyers,

e |dentify and share relevant community events for social media posts).
CHWs.

Long Term

Objective A Objective B

e Increase CHW attendance at community events, e Share impact messages through local CHW
including those hosted by CHWC and also by employers’ communication channels.
partners. e Increase local media outreach to share impact of

CHWs in the community.
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Goal Four: Advocate for Policies and Funding that Promotes
Sustainability for CHWs

Objectives
Objective A: CHWC presence through in-person advocacy events has increased by 2026.
Objective B: CHWC employers participate in advocacy through hosting funders or policymakers by 2026.

Progress Indicators for Objectives

e  Objective A:

e CHWC hosts or partners to host at least one advocacy event in Lansing or locally in 2025 and
2026.

e  Objective B:

e CHWC begins to track and see an increase in the number of tours or education events partners
are hosting to connect with funders by the end of 2026.

Activities to Achieve Goals and Objectives

Short Term

e Begin connecting with local, state, and federal funders that have previously funded CHWs .
e Develop a strategy for collecting and using data and collective impact measures.

Medium Term

e Begin collecting and/or organizing impact data.

e Create one pagers and summary documents to communicate impact data.

Long Term

e Launch coordinated advocacy campaigns
for and on behalf of CHWs, including:

e Sharing impact data one pagers, and
creative storytelling materials with
legislators.

e Hosting an in-person legislative
education and advocacy day in Lansing.

e Creating a toolkit for CHW employers
to host tours for funders and
policymakers.
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Appendix A: Strategic Planning Group Roster

e Kareem J. Baig, MiCHWA

e Madison Herrington, MiCHWA

e Shekinah Singletery, Trinity Health

e Ruth Kraut, Washtenaw County Health Department

e Jeremy Lapedis, Washtenaw Health Project

e Courtney Rynkiewicz, Livingston County Health Department
e Heather Rye, Michigan Medicine

e Ebony Curry, Washtenaw Health Project

e Rachel Miller, Livingston County Community Mental Health
e Mary Beth Chiappelli, Livingston County Community Mental Health
e Khalilah Horton, Washtenaw County Health Department

e Robyn Bishop, Washtenaw County Health Department

e Peter Lindeman, PSC

e  Emily Tuesday, PSC
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Appendix B: Victory Circle Activity

Cared For

Community Members are
Connected to Resources and

People are aware ofand able

to easily connect with CHWs as

aresource
Community members with

multipleneeds are more easily

abletoable connectwithall
servicesthey need

People know how to access
services

More community members
are activelyincareandup to
date on preventive services
Community members know
more about the programs
available

Thereisincreased community
trustin health systems
Health and social safety

systems are more accessibleto

people with low literacy and
health literacy

It is easy for community
membersto connecttheir

friends and families to services

CHWs have helped them with

Community Health
Workers have the

Resources Needed to
have Sustain Impact

Community Health
Workers are Respected

and Valued

CHWSs havea livable
wage

Beinga CHW isseenas
a meaningful career
path

CHWs havean
opportunity for upward
mobility

Community respectthe
level of complexity of
beinga CHW

CHWs are valued by
othermembers of the

health care field

* CHWs regularly connect and share resources with each other

* CHW:s are notresponsible for fixing everything and have been
connected to other partners and resources

* CHW positions have sustainable funding sources

* Thereare supports available for CHW

* CHWs have the time toreally engage with community

members to fully understand their needs

* Fundersof CHWs betterunderstand therole and how they can

supportit
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Appendix C: Strengths, Weaknesses, Opportunities, and
Threats Analysis

q " Strengths

CHWs are skilled, supportive, and resourceful

Coalition includes diverse and powerful representation

Everyone engaged so far cares and sees the value of CHWC and CHWs
There are resources currently available for this work

Weaknesses

'h Y .

Op

[ °

Barriers to certification limits coalition involvement

Too many coalitions already can muddy this group’s purpose
Limited resources and power to solve connected problems
Difficulty in explaining the importance of CHWs/CHWC
Partners potentially viewing each other as competition

portunities

Potential community partners

Medicaid contract/rebidding

Promising tools and initiatives

Resources available to address social determinants of health
Community assessments currently identifying needs
Increase attention on CHW

Proven impact of CHWs

Threats

Limited funding

Many local grants end in 2024
Misalignment on values and experience
Good intentions don’t always result in action
Regulatory barriers

CHW work is misunderstood

Information exists in siloes

Prevention impact difficult to prove

No career advancement for CHWs

Lack of community resources

PUBLICSECTORCONSULTANTS.COM
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Appendix D: Goals, Objectives, and Activities Table

Note: the numerals that precede the activity are to help navigate this table

e The first number corresponds with the goal number (0 = multiple corresponding goals)

e The second number is associated with the order of how the activities appear within the goals of the strategic plan. (1 = the first activity that appears within

that goal, 2 = second activity ...)

Implementation

Activity Lead Progress (for CHWC use)
Immediate Activities
0.1 | Create a definition of CHW MiCHWA
roles responsibilities
0.2 | Develop a survey for tracking MiCHWA
success toward strategic plan and Trinity
Health
0.3 | Establish the TWG to lead MiCHWA
strategic planning activities related | and Trinity
to continuing education and Health
training
0.4 | Establish the IWG focused on MiCHWA
defining and sharing the value of and Trinity
CHWs through data and stories Health

PUBLICSECTORCONSULTANTS.COM
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Implementation

Activity Lead Progress (for CHWC use)
Short-term Activities

1.1 | Identify and communicate the | MiCHWA

base skillset needed to be a

successful CHW

1.2 | Create a CHW career ladder, MiCHWA

inclusive of connected career and Trinity

pathways Health

2.1 | Create a list of current CHWC

networking opportunities and Core team

resource sharing for CHWs

2.2 | Develop a CHWC-specific list MiCHWA

serv for CHWs to communicate

needs and resources

2.3 | Develop a communication TWG

document to share with CHW

supervisors to help set expectations

for allowing for networking and

professional development activities

2.4 | Regularly catalog the types of | MiCHWA

resources CHWs need most often and Trinity
Health

PUBLICSECTORCONSULTANTS.COM
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Implementation

collecting and using data and

collective impact measures

Activity Lead Progress (for CHWC use)
3.1 | Continue developing a list of MiCHWA
CHWs in the region, including what

services they offer

3.2 | Develop understanding of MiCHWA
current CHW outreach and

communication strategies

3.3 Develop a strategy for collecting | IWG
CHW and community stories

4.1 Begin connecting with local, IWG
state, and federal funders to get

feedback on future funding asks

4.2 | Develop a strategy for IWG

PUBLICSECTORCONSULTANTS.COM
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Implementation

outreach to new partners who may

Activity Lead Progress (for CHWC use)
Medium-term Activities

1.3 | Develop a list of potential TWG

training topics and existing trainings

available to CHWs for career

development

2.5 | Begin hosting quarterly in- CHWC

person or virtual networking events | Core team

for CHWs and CHW supervisors

2.6 | Establish a networking TWG

support system to give CHWs an

opportunity

2.7 | Develop a list of potential TWG

training topics and existing trainings

available to CHWs for skills

development

2.8 | Connect with partners CHWC

currently managing resource lists Core team

(e.g., Barrier Busters, 2-1-1) to

identify how CHWC can support list

management

3.4 | Conduct regular, targeted MiCHWA

PUBLICSECTORCONSULTANTS.COM
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Implementation

Activity Lead Progress (for CHWC use)
have CHWs who could join the

coalition

3.5 | Identify relevant community CHWC
events for CHWs to be attending Core team
3.6 | Begin collecting stories and IWG
create storytelling collateral (e.g.,

videos, flyers social media posts)

4.3 | Begin collecting and/or IWG
organizing impact data

4.4 | Create one pagers and IWG

summary documents to

communicate impact data

PUBLICSECTORCONSULTANTS.COM
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Implementation
Activity Lead Progress (for CHWC use)

Long-term Activities

1.4 | Create or partner with TWG
organizations to create localized
trainings for identified professional

development topics not currently

available

1.5 | Establish a career coach MiCHWA

position or program and Trinity
Health

2.9 | Continue hosting regular CHWC

networking events Core team

2.10 | Create or partner with TWG

organizations to support localized

trainings for identified skills

development topics not currently

available

2.11 | Continue supporting the MiCHWA

maintenance and sharing of

community resource lists

3.7 | Increase CHW attendance at CHWC
community events, including ones Core team
hosted by CHWC and ones hosted
by partners
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Implementation
Activity Lead Progress (for CHWC use)

3.8 | Share impact messages IWG
through local CHW employers’

communication channels

3.9 | Increase local media outreach | IWG
about the impact of CHWs in the

community

4.5 | Launch coordinated advocacy | MiCHWA,
campaigns for and on behalf of IWG
CHWs
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Appendix E: Potential Training Topics

e Grant writing

e Medicaid billing

e How to be an advocate

e How to navigate local resources

e Secondary trauma training

e Trainings that promote safety during home or community visits
e Networking

e Career development and growth

e Advocacy
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Appendix F: Potential Advocacy Topics

Legislators

e Inclusion of CHW phone-based work in Medicaid to service more people, which lowers barriers to
accessing services and allows for new partnerships.
e Billing related reform to increase CHW billable rates.

Funders

e Sustainable funding for local public health entities and nonprofit partners to employ CHWs long
term.

e Connecting with new funding partners to support the work of CHWs to supplement existing
programs.

Employers

e Increased recognition of CHW skills required to increase CHW pay scale classification.
e Identifying internal pathways for CHW to have upward mobility within organizational structure.
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