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Harvest Consulting Group, LLC 
Case Study: Expanding Primary Care Access in Rural Communities 

 

Client Spotlight 

Jefferson County Health Center (Iowa) 

Jefferson County Health Center (JCHC) is a non-profit, critical access hospital based in 
Fairfield, Iowa, with clinics in Richland and Ottumwa. As a trusted regional healthcare 
partner, JCHC is dedicated to optimizing the health and well-being of the communities it 
serves through compassionate, patient-centered, and high-quality care. With a focus on 
patient experience, JCHC offers a wide range of services including primary care, general 
and orthopedic surgery, inpatient and emergency care, imaging and diagnostic testing, 
therapy services, oncology, and more. Care you can count on—it’s what we do. 

 

The Opportunity 

JCHC identified a strategic opportunity to expand primary care access into Wapello County 
driven by increasing patient volumes from the area, limited access to consistent primary 
care providers, reputational challenges within the local healthcare landscape, and unmet 
needs highlighted through community health data. 

Key Challenge: How to strategically expand services in a way that is financially 
sustainable, operationally feasible, and aligned with the strategic priorities of Jefferson 
and Wapello County’s community healthcare needs. 

This case study will highlight the collaborative approach between Harvest Consulting 
Group, Jefferson County Health Center, and Carl A. Nelson & Company to combine 
thoughtful business planning, strong project management, and engaged leadership that 
resulted in real impact by expanding access to care for residents of Wapello County. 
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About Harvest Consulting Group, LLC 

At Harvest Consulting Group, we partner with healthcare organizations to transform care 
and deliver value. Our mission is to cultivate success by providing tailored solutions to 
help design, activate, and optimize business strategies for better patient outcomes, 
reduced costs, and sustainable business models—particularly in rural and underserved 
communities. 

 

About Carl A. Nelson & Company 

Carl A. Nelson & Company is a design-builder, construction management, and general 
contracting firm with more than a century of experience delivering complex projects across 
healthcare and other sectors. Known for its healthcare expertise, the firm partners closely 
with clients from early planning through construction and beyond—providing in-house 
design and engineering capabilities, proactive budgeting, and coordinated project delivery. 
Their team is uniquely equipped to navigate the complexities of healthcare environments, 
including infection control, patient safety, and construction within active facilities, while 
maintaining a strong focus on quality, schedule, and cost certainty. 

 

 

 

 

 

 

 

 

https://www.harvestconsultinggroup.org/
https://www.carlanelsoncoconstruction.com/healthcare/
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The Harvest Approach 

1. KNOW – Discovery & Strategic Alignment (March-April 2025) 

Strategic Planning & Board Engagement 
• Facilitated leadership and Board of Trustee alignment sessions 
• Established vision, success metrics, and governance structure 

Stakeholder Assessments 
• Internal: clinical, operational, financial leadership 
• External: community partners and regional stakeholders 

Market & Community Insights 
• County-level market demand analysis including historical volume trends of primary 

care and hospital outpatient services 
• Alignment with Community Health Needs 
• Competitive Analysis & Market Growth Projections 
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2. GROW – Business Planning & Design (April-May 2025) 

Business Plan Development 
• Current Situation & Background 
• Detailed Project Definition & Description 
• Competitive Landscape, Utilization Trends, & Market Growth Projections 
• Defined Service Expansion Strategy 
• Benefits to Patients, Providers, & Community 
• Financial & Risk Analysis 
• Business Proposal & Executive Team Recommendation 

Financial Pro Forma (3-Year) 
• High, medium, and low margin scenarios 
• Volume, staffing, expenses, and downstream revenue assumptions 
• Scenarios for variables such as location, rent vs own, and construction costs 

Governance Milestone 

✅ Board approval secured to launch new primary care clinic in Ottumwa 
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3. SOW – Implementation & Execution (June-September 2025) 

Project Management Leadership 
• Developed project Gantt Chart and Work Breakdown Structure (WBS) 
• Led weekly and bi-weekly project team meetings 
• Maintained timeline, scope, and budget discipline 

 
 

Site Selection & Development 
• Identified clinic location options   

aligned with access gaps 
• Negotiated and secured lease 

agreement 
• Managed landlord transition 

Construction Collaboration 
• Engaged construction agent for 

design and bidding 
• Partnered closely on design and 

engineering teams to align clinical 
workflows with facility design 

• Managed buildout and adaptations to construction changes by maintaining 
continuous communication between stakeholders 

 

From early concept through final construction, Carl A. Nelson & Company played a key 
hands-on role in bringing the clinic to life. Guiding design, coordinating contractors, and 
ensuring every detail met safety, quality, budget, and timeline expectations. 

 

https://www.carlanelsoncoconstruction.com/healthcare/
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Workforce & Operations Readiness (October 2025 – April 2026) 

Recruitment, Hiring, & Onboarding  
• Provider recruitment strategy as community dynamics changed 
• Established Operational Workflows 
• Staff Onboarding & Training Schedules 

Regulatory Preparations 
• Ensured regulatory readiness across federal, state, and local requirements 
• Established process for medical directorship structure and oversight 
• Managed provider credentialing and payer enrollment 
• Coordinated laboratory setup, compliance, and certifications 

Go-Live Preparation 
• Established Bi-Weekly Go-live Readiness Planning Meetings 
• Facility, Equipment, & Supplies 
• Space Planning & Vendor Integration 
• Marketing & Communications 
• Coordinate Final Walkthroughs – Clinical & Technical 
• Post-live Support & KPIs 
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Marketing & Communications 

• Hosted Opening Doors Ceremony (October 2025) to celebrate early project 
milestones and community partnership alignment 

• Conducted Ribbon Cutting Ceremony and Community Open House (April 2026) 
marking the official launch of the new primary care clinic 

• Engaged local stakeholders, providers, and community members to strengthen 
visibility and trust in expanded services 

• Supported strategic messaging to highlight improved access to primary care for 
Wapello County residents 
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Outcome & Impact 
• Successfully launched a new primary care clinic in neighboring county 
• Expanded access in an underserved rural community 
• Delivered project on time and within budget 
• Strengthened organizational alignment and engagement 

Culminated in a community open house and ribbon-cutting celebration 
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Key Success Factors 
Collaboration Across Every Phase 
This project was successful because it was never owned by a single organization, it was 
built through true partnership. From Harvest Consulting Group’s strategic leadership to 
Jefferson County Health Center’s operational insight and Carl A. Nelson & Company’s 
hands-on construction expertise, every phase was shaped through shared accountability. 
Regular engagement between board members, clinicians, operational leaders, and 
construction teams ensured alignment never drifted from the original goal: expanding 
access to care in Wapello County. 

Attention to Details 

What ultimately made the difference was disciplined attention to detail across hundreds of 
small but critical decisions. From lease negotiations and regulatory readiness to staffing 
models and clinical workflow design, each component was intentionally built to support 
long-term sustainability. Nothing was treated as “just a task”. Each detail was understood 
as part of a larger system required to deliver safe, reliable, and accessible care. 

Strategy That Translates into Execution 
A strong business plan alone was not enough. The success of this project came from 
translating strategy into operational reality. The 3-year financial pro forma, market 
analysis, and stakeholder engagement work directly informed site selection, staffing, 
construction design, and go-live planning. This tight linkage between planning and 
execution ensured that decisions made in the boardroom were fully realized on the 
ground. 

Adaptability in Real Time 
No construction or healthcare expansion project unfolds exactly as planned. This effort 
required continuous adaptation—responding to landlord changes, construction 
adjustments, regulatory nuances, and evolving operational needs. The ability to stay 
anchored in the vision while flexing execution strategies in real time allowed the project 
team to keep momentum without compromising quality, safety, or budget discipline. 

Shared Commitment to Community Impact 
At the center of every decision was a shared commitment to improving access to primary 
care for Wapello County residents. That clarity of purpose helped align stakeholders during 
complex decisions and kept the work grounded in impact rather than process. The result 
was not just a new clinic, but a stronger foundation for community health. 
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Harvest Impact Statement 
At Harvest Consulting Group, we believe that expanding access to care requires more than 
a plan—it requires partnership, precision, and persistence. 

This project reflects our commitment to helping healthcare organizations Know their 
opportunity, Grow their strategy, and Sow meaningful impact in their communities. 

 

📞 Connect with Us 
 

Cultivating Success in Healthcare: 
Transforming Care, Delivering Value 

 

Amanda J. Gerardy, MHA 
Owner | CEO - Harvest Consulting Group, LLC 
https://harvestconsultinggroup.org 
Schedule a free consult using Calendly! 
 
 

https://harvestconsultinggroup.org/
https://calendly.com/amanda-harvestconsultinggroup

