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Leadership
Message
We are delighted to share our new strategic plan with you.
Vecinos, Inc. (Vecinos) has developed our strategic plan to inform and
guide our important work over the next three years. The plan was
developed to prioritize the work that addresses community needs within
an evolving healthcare and social policy environment.
The process of conducting strategic planning has allowed Vecinos to
proactively assess the external and internal environment for emerging
trends, expectations, and issues. The resulting plan builds on and
enhances our capacity to nurture a culture that supports health, wellness,
and community responsibility for taking care of each other, farmworkers,
and the underserved and uninsured Latinx individuals we serve.
Our strategy over the next three years will not only focus on increasing
access to services but transforming how those services are delivered in
order to improve health outcomes, patient satisfaction and the efficiency
of service delivery. We see our role as working to dismantle barriers to
health equity for the Latinx community.
We take pride in the initiatives highlighted in this report, and we extend our
deepest gratitude to our dedicated staff, board members, and community
partners for the role they all play in our continued success.
We are excited for what’s to come and look forward to enhancing our
services to meet the growing demands of the Latinx communities we are
committed to serving.
Best,
Marianne Martinez, MPA
Executive Director
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Vecinos means
Neighbors
The mission of Vecinos began in 2001 when our founders, Josie Ellis, RN, and
Dr. Mark Heffington, began visiting migrant labor camps in Jackson County,
NC. Later, incorporated in 2004 and operating with a grant from the North
Carolina Farmworker Health Program (NCFHP) while volunteering their time,
Josie and Mark pioneered what is now the Vecinos outreach model.
Since then, Vecinos has provided services to migrant and seasonal
agricultural workers andtheir families in the 8 western-most counties of
North Carolina.
Vecinos means ‘neighbors’ in Spanish and this is the foundation of our
program. We believe in reaching out, with open hands and hearts, and being
good neighbors to the people who plant, pick and package our food.
Farmworkers often feel like an invisible population, but; at Vecinos, we don’t
just offer health care - we aim to show appreciation for the important work
that farmworkers do, offer them the support and care that all people deserve,
and welcome them to our area as valuable members of our community
through:
•
•
•
•
•

Fully functioning mobile health care clinics
Out-patient evening clinics
Case management services
Chronic disease education and management
Health education, including general, dental, women’s, pregnancy, children’s
health, nutrition, diabetes, hypertension; pesticide safety, workers’ rights,
and more.

Our Board of Our
Directors Staff
Colleen Hayes, President
David Trigg, MD, Vice President
Melissa McKnight, MPH, Secretary
Osiel Gonzalez Alanis, Treasurer
Graeme Potter, MD, Medical Director
Ted Coyle, PhD
Jenny Lopez, MA
Mark Newman, Esq.
Katherine Renner, MA

Marianne Martinez, MPA
Megan Padilla, RN, CPN
Yolanda Pinzon Uribe, MIHA
Jessica Rodriguez
Ricardo Bello Damian Ball
Kenneth Parmenter, LCSW, LCAS
Scarlett Chavez-Larios
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Our
Approach
In developing this strategic plan, Vecinos examined our current organizational
state and our communities’ needs for services to establish our desired future
position. The purpose of the Strategic Plan is to set and document goals and
strategies for the organization. The goals and strategies are directed at the
programs and services that will better serve the needs of our patients, their
families, and the community.
Vecinos remains clearly focused on improving the health of the farmworkers
we serve. The management, governing board, and staff will use the strategic
plan initiatives to direct programs and services to meet and exceed our
expectations for affordability, access, quality, and person-centered services.
The Strategic Plan also supports the professional aspirations of our valued
employees and volunteers.
The Vecinos’ mission and vision reflect a conscious decision by the
organization to advance the well-being of our patients through quality medical
and social support services. The perpetual focus of the organization is to
develop programs and services with cultural humility and competence, to best
meet the needs of farmworkers and uninsured Latinx immigrants who may be
experiencing barriers to achieving health and wellness.
We believe that, for strategic planning to be effective, it is critical that it is
conducted in the context of the community it serves and not in a vacuum.
This is particularly important in today’s health and human service
environment, where change is dynamic and occurring at a rapid pace. The
board and staff will continue to evaluate, assess, and adjust the strategic plan
on a regular basis, creating a “living” document that is responsive to the
changing needs of the human service environment.
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Our
Process
The Strategic Plan was developed with input from a wide variety of
constituents as well as a review of available, relevant data. The process
used demonstrates our continued commitment to advancing the Vecinos
vision while upholding the core values of the organization.
Key steps in the Strategic Planning process are outlined below.
Vecinos engaged the services of a Planning Consultant familiar
with non-profits and health & human service programs that target
improving the health and well-being of farmworkers. The
Executive Director directed the overall planning process with
guidance and facilitation of the Consultant.
Community Stakeholder Focus Groups were held with current
patients, key representatives of non-profit agencies, academic
institutions,elected officials, and community partners also
serving the Vecinos service area.
Planning Workshops were held with a planning team comprised of
board members and representatives from all levels of the
organization, to identify strengths, weaknesses, opportunities, and
threats; review trends in the local and state legislative
environment; review and update the mission statement, vision,
and values; study the service area needs and identify potential
strategic initiatives.
Additional meetings were held with the Executive Director and
staff to identify the goals, strategies, and action steps. Strategies
were refined and action steps were finalized.
The final Strategic Plan was presented, reviewed, and approved by
the Board of Directors.
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Mission,
Vision,
&Values
The Strategic Planning Team reviewed the current Mission, Vision, and Values of
the organization and recommended making changes to the statements to
represent and describe Vecinos’ current and future purpose.
Over the years, Vecinos has seen an increasing need for our services among
uninsured, non-farmworker Latinx families. In order to more fully meet the needs
of our community, we have intentionally broadened our mission and vision to be
more inclusive of these individuals. Serving the farmworker community continues
to be at our core and beginning and will continue to be our priority in our future.

Mission

Our mission is to provide culturally-appropriate health and
wellness services for the uninsured Latinx community.

Vision

A healthy, thriving, and empowered Latinx community.

Values

Service. We believe that providing high-quality, culturally-humble,
person-centered services achieves positive health outcomes.
Advocacy. We work to ensure that our patients have a voice in all
matters that impact their health and well-being.
Equity. We believe that everyone has a right to healthcare.
Transparency. We believe that open and honest communication
improves all relationships.
Collaboration. We achieve more for our community by working
with like-minded community partners.
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Our
Team
To prepare for the strategic planning process, Vecinos conducted a
survey to seek input from its board and staff to better understand what
they believe should be the organization’s priorities for the upcoming
year. The full report may be found in the Reference & Supporting
Documents section of this report.
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Our
Patients
It is important that any goals and strategies Vecinos puts in place will serve to
improve the lives of our patients. To gain their input, we invited them to
participate in a focus group to learn what they believe we do best and where we
can improve our services. Example responses are below. The full report may be
found in the Reference & Supporting Documents section of this report.

What does Vecinos do best?
• Vecinos does everything well.
• If you need something, Vecinos is there.
• They work with those who are most marginalized and unprotected, and yet
whose labor provides the basics for our society.
• Some who have participated with the organization for a long time
commented on how Vecinos has grown over the years. They commented
on improved communication and coordination within the clinic as well as
the expansion of the clinic with a wider variety of services.
• Staff are responsive and get back to clients quickly.
• Excellent customer service; attentive, kind, and respectful.
• People are treated as individuals; they know clients’ situations, families,
and needs.
Ways to improve or gaps in services that Vecinos might fill:
• Expand outreach
• Hire more staff; balance volunteers with more employed staff.
• Nutrition information, classes, and recipes.
• Hearing/audiology services.
• A women’s group and a men’s group. “There was a women’s walking group
a while ago. It’s helpful for women to share experiences and have a place
to express themselves; to give people a voice.”
• Partner with Pisgah Legal or Legal Aid.
• Partner only with like-minded organizations that have similar values and
ways of working.
• Partner with other organizations in wealthier areas to do shared
fundraising.
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Our Community
Stakeholders
In order for the planning process to be effective, we believed it
was critical that it be conducted in the context of the community
we serve. We proactively sought input from our community
leaders to better understand their perception of Vecinos, and to
build strong support for the plan’s future implementation.
Individuals representing community stakeholders, including
hospitals, non-profits, and public agencies, were invited to
provide input by participating in a focus group discussion. Ten
individuals attended. Some of the feedback the group provided
is bulleted below. Additional information may be found in the
Reference & Supporting Documents section of this report.

Stakeholder Focus
Group Attendees
Stephanie Almeida

What is the mission of Vecinos?
• Serving our migrant population, who typically do not have
access to basic needs, including healthcare.
• Outreach, education, and healthcare for migrant
farmworkers.
• Keeping those who pick our food alive and healthy.
• Vecinos makes sure that farmworkers are not forgotten.
• They help educate us. Those of us who aren’t immersed in
the work, need to know about the needs of farmworkers
and how we can respond.
What is the community’s perception of Vecinos?
• The perceptions range from a complete lack of knowledge,
to very supportive and seen as a valuable service.
• Many do not know who Vecinos is or what they do. The
consumers of services know, but most others do not.
• Vecinos serves a population in geographic isolation. They
are a hidden population, so Vecinos is as well.
• Well-known within the Spanish-speaking community.

Are there community partners or linkages that Vecinos
should strengthen their connection or initiate
association?
•
•

Clinical learners; Academic institutions
Co-location with like-minded agencies.

What else should the board & staff know?
•
•
•
•

Vecinos is growing. The need is growing. Invest in human
resources.
Work on Covid vaccine deployment and outreach.
Staff is awesome. The relationships are wonderful. I wish
all health providers were as patient-centered.
Clinical learning. Does teaching create funding
opportunities? Continue partnering with academic
institutions.

Full Circle Recovery

Mercy Avila

Macon County Public Health

Carol Burton, PhD

Western Carolina University

Paige Christie

Community Table

Richard Hudspeth, MD

Blue Ridge Health

Ashlie Mitchell-Lanning, CFRE

Haywood County Health Foundation

Emily Pulley, MSW, LCSW
30th Alliance

Lucretia Stargell

Harris Regional Hospital

Jeffrey Vickery

Cullowhee Baptist Church

Ann Watson, MSW

NC Farmworker Health Program
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SWOT
Analysis
SWOT is a useful technique for understanding the Strengths and
Weaknesses of an organization and for identifying both the Opportunities
open to it and the Threats it faces. Our SWOT provided insight into what
direction to take Vecinos. It is a tool that helped us to look at the internal and
external environments and what impact it will have on the organization. It
also provided valuable information to assist us to make decisions and create
a meaningful analysis of the potential challenges, that we may face. Below
are Vecinos’ strengths, weaknesses, opportunities, and threats as identified
by the Strategic Planning Team.

Strengths

S
Weaknesses

W

• Grower/farm relationships
• Staff commitment &
dedication
• Cultural humility; life
experience creates passion

• WCU relationship
• Adaptable and empowered
outreach staff
• Well-positioned for future
funding

• Turnover; continuity
• Dependence on outreach
• Staff capacity; working
beyond personal limits

• Physical space
• Balancing client
independence vs.
over- supporting
• Formal operations

Opportunities • Increased advocacy

O

• Full-time medical staff
• Academic linkages
• Physical location; “bricks
& mortar”

•
•
•
•

Infrastructure building
Standardizing procedures
Staff development
Technology to support
medical services

Threats

T

• If services expand, possible
resistance from current
community collaborators.

• Funding reductions
• Staff retention
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PEST
Analysis
In a PEST analysis, individuals brainstorm the “big picture” characteristics of
the organization’s external environment (this could be a community, region,
country, etc.) and from this, draw conclusions about significant forces of
change operating within it. This exercise provided the Strategic Planning
Team with a context for more detailed planning. Similar to a SWOT, the PEST
Analysis allowed us to look at the “big picture” factors that might influence
our strategic decisions. Below are the Political, Economic, Socio- cultural,
and Technology issues that were identified by the Strategic Planning Team
as having an impact on Vecinos.

Political

P
Economic

E
Socio-Cultural

S
Technology

T

• Immigration policy &
legislation
• Biden administration –
potential funding.

• Increased need for services
as result of immigration
policy.

• H-2A wage freezing
• Need to diversify funding
streams
• Need for food assistance
increasing

• Difficult fundraising
environment
• Long-term financial
consequences of Covid

• SDoH; increased opportunity
for social justice funding
• Latinx population growth

• Need for alternate social
coping skills
• Generational cultural
differences

• Increasing telehealth
improves access but can
increase social isolation
• Lack of wireless connectivity

• Fundraising software
• Nutrition & other educational
apps
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Service Area
Analysis
The Strategic Planning Team used information from the UDS Mapper, a
data source that reports information from the Uniform Data System
(UDS), along with US Census data with geographical reporting, to
carefully analyze its service area. See Reference & Supporting
Documents for details about our existing and potential service areas.
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Goals&
Strategies
The Strategic Planning Team identified the strategic goals for the organization
in key areas. Action Planning Teams in each strategic goal area of the
organization were identified and began the development of action plans.
Emphasis was placed on creating plans that measure progress and provide a
level of accountability throughout the organization. During a series of web
meetings, the Strategic Planning Team finalized goals, strategies, and action
plans.

Goal 1 – Quality

We will provide patient-centered, high-quality healthcare services with a focus
on continuous improvement and demonstrated measurable outcomes.
1. Improve the efficiency of internal work processes to increase staff capacity
and effectiveness, and offer better-coordinated services that result in
improved quality of care for our patients.
2. Utilize a formalized quality improvement process to achieve measurable
clinical outcomes.
3. Improve the patient experience and address the social determinants of
health that may be creating barriers to accessing medical care.
4. Create an effective risk management program that minimizes risk and
increases safety.

Goal 2 – Team

We will amplify a culturally humble and respectful work environment, focused
on recruiting, retaining and advancing a well-qualified, committed staff and
board.
1. Recruit highly-qualified providers, staff members, volunteers, and board
members who are committed to our core values, with an emphasis on
ensuring cultural humility at all levels of the organization.
2. Retain staff by offering competitive compensation and benefits, within a
respectful life-work balanced environment where staff feel engaged and
empowered.
3. Support employee professional and personal development by providing
learning experiences that will promote the competence and advancement of
our team.
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Goals&
Strategies
Goal 3 – Community Engagement

We will be recognized as the quality healthcare provider and advocate for the
uninsured Latinx community.
1. Increase community engagement and awareness of our services by
implementing a sustainable marketing and communications plan.
2. We will develop and nurture partnerships and collaborative relationships that
will leverage resources, minimize duplication, create new funding streams and
expand our services.

Goal 4 – Growth & Expansion

We will preserve and expand services through intentional business planning and
systematic approaches to growth and expansion.
1. Analyze our ability to successfully open a physical service-delivery site that
will best meet the healthcare needs of our target population.
2. We will enhance our service delivery options through clinical learning
relationships and formalized referral arrangements.
3. Position Vecinos as the regional expert on culturally-humble, socially-just
Latinx healthcare service delivery.

Goal 5 – Finance

We will continue to be responsible stewards of the financial resources that allow
us to sustain and expand our services.
1. Formalize financial operations and management systems.
2. Create a culture of financial accountability by providing management tools
and financial reporting necessary for decision-making and performance
improvement.
3. Develop a standardized process for determining the feasibility of
implementing or expanding programs and services to ensure the necessary
resources are available for success and sustainability.
4. Develop fund development and resource mobilization strategies that are
measurable, effective, and diverse, and will best support our current and
emerging program needs.
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Communication
Vecinos steadfastly believes that strategic plans and processes only work
when they are embraced by all employees and the board and are integrated
into each decision and action.
Communication of the strategic plan will be a constant, enhancing the
understanding of the mission and vision. The strategic plan will be
communicated through face-to-face interactions, electronic, and print media.
The strategic plan is the framework that all employees and governance will
use for creating their planning processes and day-to-day work. It is a “living”
document that will be monitored quarterly, reviewed annually, and updated
every three years.

Strategic Plan
Communication
includes

Our
Participants
Our
Community
Our
Team
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Acceptance
Approval
&
The plan represents the commitment of the Board to the mission, vision,
values, and organizational goals and strategies. The Board recognizes that
active governance and oversight are required, and the staff is committed to
the plan’s implementation with quarterly tracking and alignment with
Vecinos’ performance management systems for additional accountability.
The Board of Directors of Vecinos, Inc. approved the strategic plan on
May 20, 2021.
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&

Reference
Supporting
Documents

Community Stakeholder Focus Group Summary
Participant Focus Group Summary
Staff & Board Survey Results
Workshop Presentation
UDS Mapper Data
Additional Information
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330 Partners, LLC is a health & human service consulting group that focuses on
providing assistance to non-profit safety net organizations to help them to meet
today’s health and human services industry challenges, with special emphasis on
the unique needs of federally qualified health center (FQHC) Section 330 PHS
grantees. Our consultants are former DHHS/HRSA administrators, FQHC executives,
health system leaders, fund development and practice management specialists;
averaging more than 20 years of experience.
330 Partners, LLC
P.O. Box 1597
Greer, SC 29652
330Partners.com
info@330partners.com

