






May Board Meeting
FY24 Budget Walk Meetings 



FY 24 Strategic Plan Achievements
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• Sonrisas Culture
• Employee events, snacks and holiday sweater enjoyed by staff
• Leadership Lab and coaching
• Completed DEIJ business case
Sustainable Growth 
•        SMMC per visit rate, progress on contract expansion
• In conversation with two additional possible FQHC partners
• Fundraising: 29% higher event revenue and 41% more individual and 

corporate donors
• Community and Patient Engagement
• Quality Committee Established
• Stakeholder feedback instrument
• Outreach program growth and innovation   



FY 25 Budget Focus – Operational 
Improvements and Continued Growth

3

• Sonrisas Culture  
• Strengthening Clinic Operations
• Incorporating DEIJ Business Case 

• Sustainable Growth 
• FQHC Pathways Project
• Major donor program, sustaining institutional 

funders
• Patient and Community Engagement
• Quality Committee

• Patient Health Outcomes
• Outreach Program - Innovation

• Community Health Worker, sealant program, special 
needs programming



Capital Budget
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Sonrisas’ Cash Reserve Policy calls for $1M in reserves. Current cash position is $1.875 M (as of 5/13/24 )
FY25 reserve policy will be presented for approval at June board meeting

Legend:
• IT Equipment: Computers, servers, monitors, etc.
• Facility Improvements: Lease holder improvements, furniture and fixtures
• New Dental Equipment: Equipment needed for expansion of providers/visits
• Replacement Dental Equipment: Items reaching end of useful life.
• Community Outreach Equipment:  Van, dental equipment

Capital Equipment TBD

• Build out of 10th

operatory in San Mateo
• X-Ray Equipment for 

Outreach
• IT Equipment



FY 25 Clinical Planned Outcomes
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Patient Care
Days/Week/Provider Type

FY 24 
Projected

FY 24
Budget

FY 25 
Budget

Dentist Days/Week SM 13.4 15 14
Pediatric Dentist SM 3 3 3
Hygienist Days SM 14.5 15 15
Dentist Days HMB 6.5 8 9
Hygienist Days HMB 2 4 3
TOTAL PROVIDER DAYS 39.4 45 43

TOTAL VISITS 13,942 16,759 15,984

• PTO Forecast
• Provider PTO in FY24 estimated 

at 3%, actual 7%.  FY25 uses 7%

• Time-Off without pay:
• 1.8% of providers days were 

taken w/o pay
• Dental assistants and CCC team 

time w/o pay
• FY25 estimates 99% of clinical 

staff in wages

FY 25 Clinical Staff to be recruited
Friday dentist for San Mateo

Coverage for dentist maternity leave
One day a week hygienist in HMB

TBD One Dental Assistant

Clinical Opportunities

10th operatory build out in San Mateo

Pescadero Clinic (Measure K)



PDI Per Visit Average Reimbursement

Denti-Cal $147
HPSM $194

FQHC/SMMC $360 (9/1/24)

FY 25 Clinical Revenue Opportunity
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Payer Mix FY 24 
Actual

FY 25 
Budget

FY 25 
Opportunity

Comm/PPO 22% 22%
Private Pay 2% 3%
Affordable Scale 4% 4%
Farmworker 2% 3%
FQHC 15% 18% 23%
HPSM 47% 41% 37%
Denti-Cal 8% 9% 9%

FQHC Contract Expansion
Budget currently assumes 3% growth in 

FQHC visits.  

With the addition of Pediatrics to the 
contract, percentage expected to may 

increase to ~23% for FY25.  

FQHC visits pay an average of  
$165/visit more than HPSM visits.  

Estimated additional revenue is 
$100,000-150,000



FY 25 Community Outreach Planned Outcomes
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Community Outreach FY 24 Projected 
Actuals

FY 24
Budget FY 25

Child Screenings 3,400 3,000 3,500 
Senior Screenings 210 165 200
Senior Mobile Visits 13 13 15
Oral Health Presentation Attendees 143 80 100
Special Needs N/A N/A TBD

Revenue Opportunity

Community Health Worker funds for Care 
Coordinator. Discussions with HPSM to pilot 
billing. Estimated revenue is $50-60K/year. 

Revenue not included. 

Planned Innovations

Sealant Program
Larger Senior Events

Special Needs Program

Van for events. Storage 
space at PHCD building.  



FY 25 Fundraising Planned Outcomes
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Fundraising Income FY 24 Projected 
Actuals FY 24 Budget FY 25 Budget

Donations $162,000 $160,000 $150,000
Events $164,000 $130,000 $189,000
PHCD Grant $800,000 $800,000 $800,000
Other Grants $1,404,000 $1,375,000 $1,591,000
Total $2,530,000 $2,465,000 $2,730,000

Fundraising Focus

Increased Event revenue, bringing in new donors

Continuing to build major donor program

Sustaining institutional revenue and funder 
relationships

Total of 11% Growth



FY 25 Staffing to Support Outcomes
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4.5% Merit Increase Pool

Director of Operations  

• Larger administrative team
• Focus: Admin side of clinic 

operations, IT, provider 
recruiting, program financials



Strategic Plan: FQHC Pathways Investment 
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FY24 Estimates

• 20% of CEO’s Time
• 50% of Strategic Project Manager
• FQHC Consultants

$69,000 invested

FY25 Estimates

• 40% of CEO’s Time
• 20% of Director of Operations
• FQHC Consultants

$89,000 Planned



FY 25 DRAFT Operating Budget Summary
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Items Not Yet Included

FQHC % increase

IT Changes

10th Operatory Build Out

Community Health Worker 
Revenue

Sonrisas’ Cash Reserve Policy calls for $1M in reserves

Current cash position $1.875 M (as of 5/13/24 )

FY25 reserve policy will be presented for approval at June board 
meeting along with final budget



FY25 Operating Budget Contingencies 
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Area of Risk Concern Impact Mitigation 
Clinical Staffing Provider vacancies affect clinic 

visit volume
Fewer appointments for 
existing patients

Establish on-call pool for 
hygienists and dental 
assistants

SMMC Contract 
Expansion

New dentists take 3 months to 
be credentialed

Expansion % not accurate

New dentist cannot treat 
FQHC patients

Patient revenue target not 
met

Explore longer hiring 
timelines for dentists

Increase fundraising, accept 
higher negative cash flow

Director of Operations Availability of suitable 
candidates and on-boarding 
timeline

Less CEO time to work on 
FQHC pathways project and 
some strategic goals won’t 
be completed

Strategic Project Manager 
may be able to stay on as a 
consultant

Opportunity Status Impact Mitigation
Community Health 
Worker

Pilot request with HPSM.  Will 
also explore for Medi-Cal Dental

$50-60K annually Budget does not assume any 
revenue


