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Special Meeting of the
EDEN HEALTH DISTRICT
BOARD OF DIRECTORS
OPEN SESSION

May 15, 2026
In Person & Zoom Hybrid
5:30 p.m.

APPROVED

CALL TO ORDER:

Chair Hernandez called the meeting to order at 10:05 a.m.

Directors Present In Person: Chair Hernandez
Vice Chair Faria
Director Lewis
Director Aranda
Director Jojola Gonsalves

Staff Present: Barbara Adranly, Administrative Services
Manager, District Clerk
Michelle Robles, Director of Finance
Mark Friedman, Chief Executive Officer

Guests: Narges Dillon, Executive Director, Crisis
Support Services

No members of the public

APPROVAL OF THE AGENDA:

MOTION: Motion made by Director Aranda, seconded by Director
Faria, to approve the Agenda of the May 15, 2026, special Board meeting as
presented. The motion carried unanimously.

PUBLIC COMMENT:

No public comment.

ADJOURN TO EXECUTIVE SESSION:

The meeting adjourned to Executive Session at 10:07 a.m.
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V. REPORT, IF ANY, FROM EXECUTIVE SESSION:

Chair Hernandez reported that the board approved an annual one-time bonus to the
CEO Mark Friedman of $14,000. He also reported that Mark Friedman will move to
part time work of 30 hours per week, with a 20% salary decrease, effective July 1,
2026.

VI. CONSENT CALENDAR:

A. Minutes of April 21, 2026 Regular Meeting:

The Open Session Minutes for the April 21, 2026 regular meeting were reviewed.

MOTION: Motion made by Director Lewis, seconded by Director Aranda, to
approve the Open Session Minutes of the regular meeting of April 21, 2026, as
presented. The motion carried unanimously.

VII. FINANCIAL STATEMENTS:

A. April, 2026:

Michelle Robles reported on the financial statements for the month ending April 30,
2026.

On a cash basis, the District had a cash gain of $166,091 for April, 2026. For the
medical office buildings the District owns, Dublin Gateway had a cash gain of
$206,960 and the Eden Medical Building had a cash gain of $32,272. Community
Services expenses were $42,142. The District Office operating expenses were
$64,936. Net assets were higher by $1,765,915 compared to June 30, 2025. The
District had a net gain of $9,482 for April, 2026.

MOTION: Motion made by Director Lewis, seconded by Director Aranda, to
approve the April, 2026 financial statements, as presented. The motion carried

unanimously.

VIII. DRAFT BUDGET - FISCAL YEAR 2027:

Michelle Robles, Director of Finance, presented Power Point regarding the Fiscal
year 2025 Draft Budget. She reported on Overview, Points for Discussion, Budget
Highlights, Dublin Gateway, Eden Medical Building, Community Services, District
Office, Trended Revenue, Expenses and Net Cash Income, Dublin Gateway Projected
Cash Flow, Trended Investment Balance with Dublin Loan Paid Off, Capital
Spending by Building, and Recommendation from Finance Task Force.

Discussion held regarding Fiscal Year 2025 Draft Budget.

Chair Hernandez reported on the recommendations from the Ad Hoc Finance
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IX.

Committee meeting, which are:

e Approve the budget and cash flow as presented with possible adjustments or
more specificity as a result of the board retreat decisions.

e Final budget approval will be at the June board meeting

e Transition to more Trust Based Grantmaking

e Develop a Reserve Policy — suggested 50% of annual expenses, minus the
allocation for grants and sponsorships

e Continue to explore less costly solutions to the parking problems at the Eden
Medical Building

e Possible increase in sponsorship amount to $2,000

e Exploration of establishing an affiliated foundation

Director Aranda reported on the District’s grant program and sponsorship program.
Discussion held regarding the District’s sponsorship program.

Discussion held regarding the Ad Hoc Finance Committee’s consideration of
allocation of grant and sponsorship funds in the budget of $1 million. The categories
are $300,000 to $350,000 for the competitive grants program, large grants to groups
like St. Rose and La Familia $630,000 to $685,000, and sponsorships of $15,000 to
$20,000.

Board instructed staff to amend FY 27 budget for the competitive grants program
budget of $350,000, large grants budget to groups like St. Rose and La Familia of
$585,000, and sponsorship budget of $15,000.00, and Emergency Pool of $50,000.

Board also instructed staff to split the ending cash balance on the FY 27 budget
between restricted and non-restricted funds based upon 50% of annual operating
expenses, less grant and sponsorship funds.

MOTION: Motion made by Director Lewis, seconded by Director Aranda, to
approve the Fiscal Year 2027 Draft Budget, as amended, with changes to split
grant and sponsorship funds out as recommended above, reduce salary and
wages of CEO by 20%, and splitting ending cash balance between restricted and
nonrestricted funds based upon 50% of annual operating expenses less the grant
and sponsorship funds. The motion carried unanimously.

STRATEGIC PLANNING MEETING:

A. Welcome:
Chair Hernandez welcomed everyone to the Strategic Planning Session.

B. Introductory Exercise & Discussion — Review/Statement of the vision,
mission and purpose of the organization
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Chair Hernandez reported on the current Mission and Vision Statement of the
District.

Discussion held regarding whether there could be any changes to the District’s
Mission and Vision Statements.

Board instructed staff to change mission statement to read: “The mission... by
supporting and funding direct and indirect services....”

Board reported that the current vision statement is fine.
Review of 2025 Strategic Plan/Celebration of Accomplishments

Mark Friedman reported on 2025 Strategic Plan and which goals have been
accomplished.

Discussion held regarding the goals for the 2025 Strategic Plan.
The 2025 Strategic Plan goals were:

e Address identified health priorities including mental health with an
emphasis on youth, homelessness, and access to care

e Continue support for St. Rose sustainability

e Secure the District’s Financial Future through planning for debt
reduction and maximizing funds available for community support

The Board determined that Strategic Plan Goals listed above will no have
changes for 2026.

Financial Projections
Presented during Fiscal Year 27 draft budget agenda item.
SWOT Analysis

Mark Friedman reported on the SWOT analysis from 2025 and reported on the
Strengths, Weaknesses, Opportunities, and Threats.

The SWOT analysis for 2026 is as follows:

Strengths:
e Strong relationships with elected and appointed officials
e Functional
e Engaged
e Nimbleness



Eden Health District

May 15, 2026

Solvent finances & increased ability to financially support community
health priorities

Well positioned with stakeholders

Informed staff and board and stable leadership, including longevity
Respected by community

Board diversity & fresh prospectives board members

Meeting strategic goals

Excellent relationships with elected and appointed officials

Weaknesses:

Community lack of awareness/confusion over who we are
Lack of taxing authority
Lack of extensive community education forums

Opportunities:

Partnerships: Eden Housing, Alameda Health Systems, La Familia,
Tiburcio Vasquez/Castro Valley High School Health Clinic, Alameda
County

St. Rose Hospital sustainability

General connecting and outreach, including health education
Leveraging

Engaging youth

External grant funding and potential establishment of an affiliated
foundation

Future investment and/or program and development opportunities
Promote our successes with peers including ACHD

Threats:

Continued sustainability of St. Rose

Change of elected officials

District board turnover

Federal Government including H.R.1

Tenancy turnover

Unexpected expensive repairs to our buildings

F. Working Lunch

G. Review of Last Year’s Priorities, Possible Priorities for Fiscal Year 2026-
2027 and Discussion of Potential Projects

Mark Friedman reported on last year’s priorities and possible priorities for
Fiscal Year 2026-2027.
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Last Year’s Priorities:
e Budgets for Grants and Sponsorships
e Emergency Pool of Funds
e Projected Level of Support for St. Rose Hospital

Possible Priorities for Fiscal Year 2026-2027:
e Dublin Loan Building Payoff
e Increase in maximum amount of sponsorships
e Development of a Reserve Policy — suggested 50% of annual expenses,
minus the allocation for grants and sponsorships

The Board instructed staff to update the priorities for Fiscal Year 2026-2027 as
shown above.

. Review of District Policies

i Policy 108 — Reserves & Fund Balances
Barbara Adranly reported on Policy 108.
Discussion held regarding Policy 108.
Board directed staff to amend Policy 108 as follows:
“The District considers it prudent to define how it will designate fund balances
and any reserves that it designates based on this policy, as prudent management
would dictate. As such, the District, in conformity with Government
Accounting Standards Board (GASB) Statement No: 54, the District will split
the ending cash balance of the District’s annual budget between restricted and
nonrestricted funds based upon 50% of annual operating expenses, less grant

and sponsorship funds.”

Policy will be amended and presented for board approval at the June 16, 2026
board meeting.

il Policy 401 — Designation and Use of Community Health Fund
Grants

Barbara Adranly reported on Policy 401.
Discussion held regarding Policy 401.

Policy will be amended and presented for board approval at the June 16, 2026
board meeting.
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iii. Policy 403 — Community Health Fund: Goals and Priorities
Barbara Adranly reported on Policy 403.
Discussion held regarding Policy 403.

Change title of Policy 403°s Subject to read “ Community Health Grants Fund:
Goals and Priorities”

Policy will be amended and presented for board approval at the June 16, 2026
board meeting.

iv. Policy 404 — Community Health Fund Administration
Mark Friedman reported on Policy 404.
Discussion held regarding Policy 404.

Policy will be amended and presented for board approval at the June 16, 2026
board meeting.

I. Consideration of allocation of Grant and Sponsorship Funds - $1 Million

Mark Friedman reported consideration of allocation of Grant and Sponsorship
Funds.

Categories:
e Competitive Grants Program - $300 k to $350 k
e Large grants to groups like St. Rose and La Familia - $630 k to $685 k
e Sponsorships - $15 k to $20 k

Board instructed staff to use the allocation of Grant and Sponsorship funds as
presented above.

J. Next Steps
Mark Friedman reported on next steps as follows;

e Work Plan Development
e Ratification of Strategic Plan at June Board Meeting
e Implementation of Plan

X. OTHER BUSINESS:

Chair Hernandez thanked the board and staff for their work and for having a
productive strategic planning meeting.
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The next meeting to be held will be a special meeting on Tuesday, June 16, 2026 at
5:30 p.m.

XI. ADJOURNMENT:

There being no further business, the meeting was adjourned at 1:58 p.m.

Attest:
Ed Hernandez Roxann Lewis
Chair, Board of Directors Secretary, Board of Directors
Eden Health District Eden Health District



