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EXECUTIVE SUMMARY 
 
The San Diego County Childhood Obesity Initiative (COI) is a public-private, multi-sector 
partnership bringing together over 400 partners to reduce and prevent childhood obesity through 
a collective impact model since 2006. Over the years, the COI has developed an infrastructure 
that includes active domain workgroups; engagement of volunteer chairs in each domain; 
engagement of new and existing partners; organizational and project evaluation; and domain 
council meetings, at which domain chairs share their work and identify cross-domain 
collaborative opportunities. The University of California, San Diego (UCSD) Altman Clinical 
and Translational Research Institute’s (ACTRI) Center for Community Health (CCH) became 
the facilitating organization of the COI in October 2019. 
 
The COI continues to engage new and non-traditional partners to join the cause, bringing a wide 
range of viewpoints to the table and extending our impact. The COI Community Council (CC), 
established in 2022, represents diverse voices and centers community power within COI. It 
comprises a multicultural and multiethnic group of trusted leaders which bring their lived 
experiences and the community’s knowledge and perspective into the COI.  
 
In the spring of 2024, members of the COI backbone team engaged the author, an evaluation 
consultant, to conduct a Ripple Effects Mapping (REM) evaluation of the COI. REM is an 
evaluation method that engages program participants to retrospectively and visually map the 
chain of effects resulting from a program or complex collaboration.  
 
A total of 33 participants reflected together on the impacts of the COI through two REM 
sessions, one with members of the COI’s Community Council, the other with members of the 
COI’s core Leadership Council and Domain Council, chairs of its seven domain workgroups. 
During the sessions, participants interviewed each other, sharing stories and insights, and 
generating themes about the impacts of the Initiative.  
 
Inductive analysis 
When the qualitative data from both sessions were combined, the following four overarching 
themes emerged from the discussions. Two of these themes were more about what the COI has 
accomplished: 
 
Building connections to spread resources and opportunities. Participants in the REM process 
consistently emphasized the power of networking, and the connections built among organizations 
and sectors in the community. These networks increased the efficiency and effectiveness of 
organizational efforts, attracted supporters and resources, and helped increase the focus, 
sustainability, and capabilities of partner individuals and organizations.  
 
Leveraging efforts across communities and sectors for practice and policy change. The COI 
is leveraging community and cross-energy for practice and policy change. Community Council 
members have engaged in advocacy efforts, testified before elected officials, presented at 
national meetings, and worked on various policy initiatives to address social determinants of 
health, such as expanding access to healthy food options and advocating for better resources for 
underserved populations. 



 
 

 

 
The other two themes were more about how the COI is making an impact: 
 
Centering community voice and priorities to strengthen equity and impact. Through creation 
of the Community Council, the COI took a major turn toward centering the voices of community 
members in the overall direction of the Initiative. In both REM sessions, participants shared the 
powerful impacts that Community Council members have made through engagement in 
community outreach, activism, and grassroots initiatives to drive positive change, improve living 
conditions, and advocate for the needs of marginalized populations. 
 
Energizing the work with a culture of learning, generosity and reciprocity. Community 
Council members emphasized the enthusiasm and sense of shared learning that has been 
promoted by the COI through its structure of domain workgroups and the Community Council. 
In the Leadership and Domain Councils discussion, participants noted the collaborative nature of 
the effort and credited much of this collaborative energy to the UCSD backbone team. 
 
Towards the end of each Ripple Effects Mapping session, participants discussed challenges they 
encountered in their work with the COI. Leadership and Domain Council members focused their 
discussion on time challenges and maintaining momentum, along with a discussion of emerging 
ideas for the COI. The Community Council discussion highlighted the challenge of intercultural 
communication, some of which the COI has managed effectively. Community Council members 
also spoke about their long-term hopes for the COI and the continuing challenge of bringing 
community voices to the forefront of policy decision making. 
 
Deductive analysis 
A quantitative analysis of the findings from the REM data through the lens of policy, systems, 
and environmental (PSE) change found that the biggest impacts of the COI to date have been 
around environmental change. Environmental changes are defined by the California Department 
of Public Health in the PSE Playbook (2015) as “directly altering the physical, economic, social, 
or messaging environment, resulting in a new level of access or opportunity for the target 
population.” Over one third (36.2%) of all the reported effects in the mapping sessions were 
evidence of this type of environmental change about healthful foods and beverages and about 
one fifth (20.5%) of the reported effects were evidence of environmental change around safe 
physical activity. 
 
The quantitative analysis also included a review of the operational excellence of the COI, 
through the lens of the Collective Impact 3.0 framework, a tool for understanding community 
change efforts. Here the analysis team found evidence of all five aspects of strong collective 
impact infrastructure, and the coding identified especially strong evidence of two of the 
categories, with nearly half of all reported effects in the areas of “shared aspiration” (45.9%) and 
“authentic and inclusive community engagement” (45.4%).  
 
While the themes generated directly from the qualitative data provide a holistic overview of the 
impacts of the COI, the quantitative analysis documented the strongest areas of PSE change and 
operational excellence to date. Due to the strong presence of all the elements of a collective 
impact infrastructure, systems and policy changes will likely increase in the future as the COI’s 
influence continues to spread in San Diego County and beyond. 
 



 

 

BACKGROUND 
 
The San Diego County Childhood Obesity Initiative is a public-private, multi-sector partnership 
bringing together over 400 partners to reduce and prevent childhood obesity through a collective 
impact model. In October 2004, the San Diego County Board of Supervisors voted unanimously 
to support and fund the creation, coordination and implementation of a county-wide plan to end 
childhood obesity. This effort expanded upon the work of the Coalition on Children and Weight 
San Diego, a grassroots organization dedicated to the prevention of childhood obesity supported 
by Community Health Improvement Partners (CHIP), County of San Diego Health and Human 
Services Agency (HHSA) staff, and other partners. 
 
After a year-long process guided by a steering committee comprised of public and private 
stakeholders, the Call to Action: San Diego County Childhood Obesity Action Plan (Action 
Plan) was published in January 2006 and has since been revised in 2010, 2015, 2020. The Action 
Plan emphasizes policy and environmental changes with the recognition that it is easier for 
individuals to make healthy choices to reduce and prevent childhood obesity when the physical 
and social environment in which they live supports these choices. The Action Plan provides 
strategy recommendations in the seven most influential domains (i.e., sectors) in creating healthy 
environments: 
 

● Business 
● Community 
● Early Childhood 
● Government 
● Healthcare 
● Media 
● Schools and After-school 

 
 
Immediately following publication of the Action Plan, the San Diego County Childhood Obesity 
Initiative as formed to engage community partners and assure effective implementation of the 
strategies outlined in the plan. With core funding from the First 5 Commission of San Diego 
County and the County of San Diego HHSA, and additional capacity building funding from The 
California Endowment, CHIP was engaged to facilitate the COI from 2006 to 2019. In the fall of 
2019, the UCSD Altman Clinical and Translational Research Institute’s Center for Community 
Health (CCH) became the facilitating organization.  
 
The COI was established as a public-private partnership and this collaborative spirit continues to 
guide its work. The COI is guided by a Leadership Council comprised of representatives from 
each of the seven domains as well as other key partners from San Diego County. Over the years, 
the COI has developed an infrastructure that includes active domain workgroups; engagement of 
volunteer leaders or chairs in each domain; engagement of new and existing partners; 
organizational and project evaluation; and domain council meetings, at which domain chairs 

San Diego County Childhood Obesity 
Initiative is a multi-sector coalition with 
the mission of reducing and preventing 
childhood obesity by advancing policy, 

systems, and environmental change 
through collective impact. 

https://sdcoi.org/wp-content/uploads/2017/11/coi_action_plan_online2021.pdf
https://sdcoi.org/wp-content/uploads/2017/11/coi_action_plan_online2021.pdf
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share their work and identify cross-domain collaborative opportunities. By engaging agencies, 
institutions, organizations, neighborhoods, and individuals to work together to combat childhood 
obesity, the COI is leveraging existing resources and promising practices.  
 
The COI continues to engage new and non-traditional partners to join the cause, bringing a wide 
range of viewpoints to the table and extending our impact. The COI Community Council 
established in 2022, represents diverse voices and centers community power within COI. It 
comprises a multicultural and multiethnic group of trusted leaders which bring their lived 
experiences and the community’s knowledge and perspective into the COI. The purpose of the 
CC is to share power with COI organizational members to co-create a policy agenda that centers 
community strengths and assets in solving systematic problems in communities experiencing 
health disparities. The goal is to develop systems and policies that are just, equitable, and 
humane that respect the dignity of communities. 
 
The four goals of the COI are to: 
 

1. Increase access to healthful foods and beverages in a culturally appropriate manner. 
 

2. Increase opportunities for safe physical activity in an inclusive and culturally appropriate 
manner. 
 

3. Create and improve the social, economic, service, and built environments that support 
healthy eating and active living; and 
 

4. Promote operational excellence of the Initiative. 
 
In the spring of 2024, members of the core COI staff team from CCH engaged Scott Chazdon, 
PhD, an evaluation consultant, to conduct a Ripple Effects Mapping evaluation of the COI. REM 
is an evaluation method that engages program participants to retrospectively and visually map 
the chain of effects resulting from a program or complex collaboration.  
 
This report presents the findings of this REM process.   
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METHODS: THE RIPPLE EFFECT MAPPING PROCESS 
 

Ripple Effects Mapping is an evaluation method that engages a range of program participants to 
retrospectively and visually map the chain of effects resulting from a program or complex 
collaboration. The REM process combines elements of Appreciative Inquiry1, mind mapping, 
group interviewing, and qualitative data analysis. More information about the process is 
available at https://publishing.lib.umn.edu/publication/a-field-guide-to-ripple-effects-mapping/. 
 
Two Ripple Effects Mapping sessions were held on June 5th and 6th, 2024. The author facilitated 
both REM sessions. The first session, held in the evening of June 5 at the Southeastern Live Well 
Center, focused on the efforts and impacts of the CC. Staff invited CC members and encouraged 
CC members to bring a guest – a friend or family member who was in a position to observe their 
activities as a council member. Sixteen (16) people participated in the session. Because some of 
the CC members are native Spanish speakers, COI provided interpretation for this session so that 
all invitees could participate fully. At the beginning of the session, participants interviewed each 
other in pairs using the following appreciative inquiry-based questions (the questions also were 
translated into Spanish). These questions were developed by COI staff and Dr. Chazdon and 
refer to the timeframe of 2019 to the present. The questions are as follows:   

● What are you most proud of as a Community Council member? Please share a story 
about a highlight, achievement, or success you had as a Community Council member 
within the Childhood Obesity Initiative. What actions led to this achievement? What did 
this achievement lead to? 

● Please share a story about new or deepened connections with others (individuals, 
communities, organizations, educational institutions, government, philanthropic) you 
made as a result of your involvement with the Community Council? What did these 
connections lead to? 

● Please share a story about unexpected things that have happened as a result of your 
involvement with the Community Council? 

● Please share any examples of ways that the Community Council is helping people in your 
community live more healthy lives?   

Invited guests were asked a slightly different set of questions: 

● Thinking about the Community Council member who invited you here today, please 
share a story about any highlights, achievements, or successes you have observed that 
have resulted from their involvement. 

● Please share a story about ways you’ve seen the Community Council member make new 
or deepened connections with others (individuals, communities, organizations, 
educational institutions, government, philanthropic). What did these connections lead 
to?" 

 
1 Appreciative Inquiry is a strengths-based organizational development process, increasingly used in evaluation, 

that involves the art and practice of asking questions that build on the successful, effective and energizing 
experiences of those involved with a program.  For an overview see 
https://www.betterevaluation.org/en/plan/approach/appreciative_inquiry 

https://publishing.lib.umn.edu/publication/a-field-guide-to-ripple-effects-mapping/
https://www.betterevaluation.org/en/plan/approach/appreciative_inquiry
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● Please share a story about unexpected things that you have seen happen as a result of the 
Community Council member’s involvement in the Childhood Obesity Initiative. 

● Please share any examples of ways that the Community Council member is helping 
people in your community live more healthy lives.  

The second session, held mid-day on June 6th at the San Diego County Office of Education, 
focused on the efforts and impacts of the Leadership and Domain Councils. Seventeen (17) 
people participated. At this session, attendees interviewed each other with the following 
questions: 

● Please share a story about a highlight, achievement, or success you had as a Leadership 
or Domain Council member within the Childhood Obesity Initiative. What actions led to 
this achievement? What did this achievement lead to? 

● Please share a story about new or deepened connections with others (individuals, 
communities, organizations, educational institutions, government, philanthropic) you 
made as a result of your involvement with the Leadership or Domain Council. What did 
these connections lead to? 

● Please share a story about unexpected things that have happened as a result of your 
involvement with the Leadership or Domain Council. 

● Please share any examples of ways that this collaborative is helping San Diegans live 
more healthy lives. After the interviews in both sessions, participants reported what they 
had heard. These reflections were captured using a mind mapping software program, 
which participants could view projected onto a screen. Participants also wrote their 
interview responses on the back of the session agenda; these sheets were collected at the 
end of the meeting to ensure that no interview data would be lost.  

The facilitator led a discussion of core themes for the distinct types of reported program effects, 
asking follow-up questions to get more detail on the effects and how the program activities had 
influenced these effects.  
 
After the session, all the items from the interviews were added and the author organized the mind 
map around the themes that had emerged during the sessions. In addition, participants who were 
unable to attend the live sessions were invited to respond to the interview questions on their own. 
 

Inductive analysis – generating themes from the interviews 
Ripple Effects Mapping is a qualitative evaluation process. During the process, the facilitators 
work with participants to generate themes, and often sub-themes, from the data shared during the 
interview process. The themes in Table 1 emerged during the REM process. The core themes of 
the Community Council discussion, as would be expected, were focused on the work that 
Community Council members were doing in their communities. Themes from the Leadership 
and Domain Councils focused more on the culture and cross-sector energy of the Initiative. 
To create an overarching framework of themes from both sessions and to make it easier to 
consume the range of themes that emerged, the author created overarching themes from both  
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Table 1. Themes from each REM session 
Community Council Leadership and Domain Councils 

Deepening community bonds to spread the 
word and provide resources 

Spreading knowledge, resources, and 
opportunities across domains and 
communities 

Creating momentum one family at a time 
towards achieving our goals  

Building connections that lead to new 
opportunities 

Building energy and enthusiasm based on a 
sense of shared responsibility and purpose 

Creating and supporting a culture of learning, 
generosity and reciprocity 

Strengthening confidence, knowledge and 
leadership skills of Community Council 
members 

Centering community voice and priorities to 
strengthen equity and impact  

Advocating for policy change in San Diego 
County and beyond 

Leveraging the work of the domains to affect 
change and cultivate momentum 

 Collaborating nimbly within and across 
domains 

Table 2. Overarching themes from both sessions 

Community Council 
Leadership and Domain 

Councils Overarching Themes 

Creating momentum one 
family at a time towards 
achieving our goals 

Spreading knowledge, 
resources, and opportunities 
across domains and 
communities AND Building 
connections that lead to new 
opportunities 

Building connections to 
spread resources and 
opportunities (what) 

Deepening community bonds 
to spread the word and 
provide resources AND 
Strengthening confidence, 
knowledge and leadership 
skills of Community Council 
members 

Centering community voice 
and priorities to strengthen 
equity and impact 

Centering community voice 
and priorities to strengthen 
equity and impact (how) 

Advocating for policy 
change in San Diego County 
and beyond 

Leveraging the work of the 
domains to affect change and 
cultivate momentum AND 
collaborating nimbly within 
and across domains 

Leveraging efforts across 
communities and sectors for 
practice and policy change 
(what) 

Building energy and 
enthusiasm based on a sense 
of shared responsibility and 
purpose 

Creating and supporting a 
culture of learning, 
generosity and reciprocity 

Energizing the work with a 
culture of inclusion, learning, 
generosity and reciprocity 
(how) 
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sessions, as seen in Table 2. The themes overlap to some extent, but they each express a core 
insight about the success of this Initiative. Two of these themes, “Building connections to spread 
resources and opportunities” and “Leveraging efforts across communities and sectors for practice 
and policy change” are more about what the COI has accomplished, while the other two themes, 
“Centering community voice and priorities to strengthen equity and impact” and “Energizing the 
work with a culture of learning, generosity, and reciprocity” are more about how the COI is 
making an impact. 
 
Toward the end of the Ripple Effects Mapping sessions, the facilitator asked participants to 
discuss challenges they encountered in their work with the COI. In contrast to the Appreciative 
Inquiry questions that began the process, this question was intended to draw out ways 
participating in the COI was challenging or ways the Initiative may need to be improved. As a 
result, a final theme, “Challenges and ideas for moving forward,” was added to the maps. 
 

Deductive analysis – coding the data with relevant frameworks 
The themes discussed above were generated directly from the interview responses in an 
inductive manner. Another way of exploring the results from Ripple Effects Mapping is to 
analyze the responses using a more deductive approach, with a pre-existing framework about the 
intended results of the COI. This approach allows the evaluator to “test” the findings according 
to a relevant theory or framework. 
 
Through consultation with the author, the full COI staff team decided to use a modified version 
of COI’s core goals to code the data from the Ripple Effects Maps. The core goals of the COI are 
to:  
 

1. Increase access to healthful foods and beverages in a culturally-appropriate manner. 
2. Increase opportunities for safe physical activity in an inclusive and culturally-appropriate 

manner. 
3. Create and improve the social, economic, service, and built environments that support 

healthy eating and active living; and 
4. Promote operational excellence of the Initiative. 

 
A coding team of Lan Nguyễn, Shana Wright and the author modified these goals to build in 
sub-themes of policy, systems, and environmental (PSE) change around the first two goals and to 
build in sub-themes around collective impact for the fourth goal. By using sub-themes related to 
PSE, the team felt that coding for the third goal was redundant. 
 
The coding team then consulted literature on PSE change and the Collective Impact literature to 
shape working definitions for each of the coding categories and sub-categories. For definitions of 
policy, systems, and environmental change, the team chose the definitions in the PSE Playbook 
Implementing Policy, Systems, & Environmental Change in Our Communities, written by the 
University of California, San Francisco and sponsored by the California Department of Public 
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Health (CDPH).2 For working definitions of collective impact, we consulted Collective Impact 
3.0: An Evolving Framework for Community Change from the Tamarack Institute, an update to 
the original Collective Impact Framework.3 Table 3 on the next page displays the working 
definitions and the sources of these definitions: 
 
Once the Ripple Effects maps were reviewed by core program staff, the coding team exported 
the maps into a Google spreadsheet; then they reviewed each reported item to determine whether 
any of them provided was evidence of any of the coding categories.  
 
As the coding team reviewed the data, they consulted the definitions of each of these types of 
change and all three coders needed to agree that a given “ripple” or story thread was evidence of 
a specific type of change. Coded effects were often identified under more than one category 
because many of the comments touched on multiple areas.  
 
The following section provides narrative detail with relevant quotes from session participants for 
each of the four overarching themes. Images of each section of the Ripple Effects Maps can be 
found in Appendices A and B. After the discussion of the core inductive themes generated during 
the process, we present the results of the quantitative analysis based on the coding of the data. 
 
  

 
2 University of California, San Francisco, PSE Playbook: Implementing Policy, System, & Environmental Change in 

Our Communities, Version 2.0. 2018. Retrieved from 
https://www.cdph.ca.gov/Programs/CCDPHP/DCDIC/NEOPB/CDPH%20Document%20Library/RES_ChampP
rovFellPSEPlaybook.pdf 

3 Cabaj, M. and Weaver, L. Collective Impact 3.0: An Evolving Framework for Community Change. Tamarack 
Institute, 2016. Retrieved from https://www.tamarackcommunity.ca/articles/collective-impact-3.0-an-evolving-
framework-for-community-change 
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Table 3. Coding categories and working definitions 

COI Goals 
Coding sub-
categories Working definitions 

Increase access 
to healthful 
foods and 
beverages in a 
culturally 
appropriate 
manner. 

Policy Creation or alteration of a formal written statement of a 
government, business, or nonprofit that results in a new 
organizational position, decision, action, rule, or 
regulation. 

System Informal and ongoing change in organizational practices 
and procedures that results in a new, voluntary way of 
doing business. 

Environment Directly alters the physical, economic, social, or 
messaging environment, resulting in a new level of access 
or opportunity for the target population 

Increase 
opportunities for 
safe physical 
activity in an 
inclusive and 
culturally 
appropriate 
manner. 

Policy Creation or alteration of a formal written statement of a 
government, business, or nonprofit that results in a new 
organizational position, decision, action, rule, or 
regulation. 

System Informal and ongoing change in organizational practices 
and procedures that results in a new, voluntary way of 
doing business. 

Environment Directly alters the physical, economic, social, or 
messaging environment, resulting in a new level of access 
or opportunity for the target population 

Promote 
operational 
excellence of 
the Initiative. 

Shared 
aspiration 

Collaboration based on shared and ambitious community 
values. 

Authentic and 
inclusive 
community 
engagement 

Those impacted by an issue should participate fully in 
attempts to address an issue – “nothing about us without 
us.” 

High-leverage 
and 
loose/tight 
working 
relationships 

Realistic assessment of where local actors have the 
knowledge, networks, and resources to make a difference. 
A focus on high-leverage strategies, and permission to 
participants to work as loosely or as tightly as the situation 
requires. 

Container for 
change 

The success of the next generation of collective impact 
initiatives depends on the ability of backbone teams to 
create the strong containers for change that support 
participants to dig deep when tackling stubborn social 
challenges. 

Strategic 
learning 

A robust learning and evaluation environment to identify 
and change the dynamic and complex systems that 
underlie social problems. 
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FINDINGS ORGANIZED BY THEME 

Building connections to spread resources and opportunities 
A major theme in both the Community Council and Leadership and Domain Team discussions 
was the power of networking and the connections built among organizations and sectors in the 
community. In a popular handbook on the power of social networks, Plastrik and Taylor (2006)4 
write that “in practical terms, networks can boost efficiency and effectiveness, attract supporters 
and resources, and help increase focus, sustainability, and capabilities. They transform one’s 
capacity to act” (p. 23).  
 
There were many examples of this efficiency and effectiveness of COI networking. In the 
Community Council discussion, participants highlighted how their networking activities are 
adding up: A member who has long been active in her community commented that through the 
COI she has enjoyed meeting new people and has been exposed to new ways of thinking. 
Doing activities like the walking audit – an assessment of street safety - of the community 
was unexpected. She has learned that little by little we are improving the community - like 
grains of sand. Some of the Council members have been able to present at Congress in 
Washington, DC. One of these members commented: For me this is a victory to be able to 
share testimony, share our stories with 
decision makers. For me this is adding 
up. 
 
In the Leadership and Domain Council 
discussion, many participants shared how 
much they had learned and how many 
connections they had made as a result of the COI. A participant noted that it's hard to walk away 
from a meeting without learning about something new.  
 
A group member expressed appreciation for learning about what the different COI domains are 
doing and also learning about the different sectors in which there are programs and gaps. She 
added that we can't move forward without knowing what's already being done.  
 
A COI staff participant described how connecting with a CC member affiliated with Family 
Health Centers of San Diego was critical in helping to flesh out how to use Streetwyze, a local 
web-based platform, to gather stories from community members: As we got to know one 
another more, we invited him to get more involved in the COI, which included him taking 
part in thinking through the formation of the CC. This eventually led to him being one of the 
Tri-Chairs of the CC and being the PI for the community-led granting project arm of the $5 
million American Heart Association (AHA) proposal and subsequent award.  
 
Another participant noted how being a part of the COI had deepened relationships between the 
community health clinic where she worked, local County government, Leah's Pantry, and the 
Kitchenistas. She noted how all partners are filling in the gaps and that because of these 

 
4 Plastrik, P., & Taylor, M. (2006). Net gains: A handbook for network builders seeking social change. Innovation 

Network for Communities. Retrieved from https://soaz.info/network_handbook.pdf 

A Council member noted how she is 
reaching one family at a time with the 

message about healthy living. 

https://ucsdcommunityhealth.org/news/advancing-food-justice-through-partnered-community-driven-research/
https://soaz.info/network_handbook.pdf
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strengthened relationships, they have collaboratively organized additional workshops and 
training opportunities focusing on nutrition in early childhood, combining dietary health and 
reduction of sugar-sweetened beverages, as well as workshops and training opportunities for 
physicians on food diversity. This group member summarized that the COI is creating great bi-
directional relationships between clinics and communities in this work.  
 
In the CC discussion, participants 
highlighted how their networking 
activities are adding up, facilitating 
increased promotion and awareness of 
local food resources and services. For 
example, one participant talked about 
how the networking opportunities 
provided through the COI helped 
increase local awareness about  the SUN 
Bucks program, the USDA’s new, 
permanent summer electronic benefit 
transfer (EBT) program available to 
families with eligible school-aged 
children.5: We sent information about  SUN Bucks program eligibility and benefits] to at 
least seven schools - that's like 5,000 people. Many people are affected by the information 
we send. With the SUN Bucks flyers, sometimes people ask for extras to give to their 
friends.  Some CC members shared how through participating in the CC, they were able to 
present at Congress in Washington, DC. One of these members commented: For me this is a 
victory to be able to share testimony, share our stories with decision makers. For me this is 
adding up. 
 
A group member shared I have been able to meet and connect with other COI members and 
non-members who are actively engaging the community and collecting information on their 
needs. There are also other businesses and services that I have learned about through the COI 
meetings, and I have been able to share these health and wellness services to others in my 
network.  
 
A CC member who had collaborated with the COI Business Domain also described how she now 
knows about the various ethnic business chambers that exist across the county. Her 
collaborations with COI Business Domain partners helped strengthen her connections with the 
County's Live Well @ Work team and their work assisting small businesses in becoming 
healthier workplaces by adopting policy, systems, and environmental changes through the recent 
Business Leadership Academy.  

 
Participating in the COI and CC attracted support and resources, including funding for local 
programs impacting child and family health and well-being. A participant shared that though 
connections with the COI her organization, COLCH (Comité Latino Organizador de City 
Heights) was able to get a program called Niños Campeones (Champion Kids) off the ground 
with a mini-grant from the COI. This opened the door to the program getting recognition by 

 
5 https://www.fns.usda.gov/summer/sunbucks 

This gave me the opportunity to let 
community members and business in an 
underserved zip code know what 
services are available to them such as 
nutrition education, school 
partnerships, parent workshops, the 
Live Well bus, community garden 
support, etc. 
 

https://ucsdcommunityhealth.org/news/nourishing-san-diego-county-with-sun-bucks/
https://ucsdcommunityhealth.org/news/nourishing-san-diego-county-with-sun-bucks/
https://www.fns.usda.gov/summer/sunbucks


 
 

-11- 

American Heart Association San Diego. We 
want to do what we want children in our 
community to do. The program has been going 
for three years.  
 
The CC provided opportunities for community 
members to influence decision-making in 
alignment with community priorities. As an 
example, the COI began training partners to 
conduct walk audits to inform development of the 
San Diego Association of Governments 
(SANDAG) Vision Zero Action Plan, a plan to 
eliminate traffic fatalities and reduce severe 
injuries. Findings from these walk audits were 
then given to SANDAG to facilitate incorporating 
community voice and perspectives into their 
planning and decisions moving forward to impact neighborhood safety. 
 

Centering community voice and priorities to strengthen equity and impact 
Through creation of the Community Council, the COI took a major turn toward centering the 
voices of community members in the overall direction of the initiative, as outlined in the 2020 
Strategic Planning Retreat.  In both REM sessions, participants shared the powerful impacts that 
CC members have made through engagement in community outreach, activism, and grassroots 
initiatives to drive positive change, improve living conditions, and advocate for the needs of 
marginalized populations. There were two sub-themes in the group discussions about centering 
community voice, a focus on the formation of the CC as well as a discussion of the significance 
of the CC’s work to date. 
 
During one of the sessions, COI staff shared the challenging history of launching the CC. This 
effort took several years of development including: 
 

• COI strategic planning in 2020,  
• the rapid response team formed to get out pandemic EBT funding to communities,  
• the Community Domain’s leadership and support,  
• the partnership with the YMCA to help fund the initial set of activities,  
• the partnership with Global ARC to lead the workshops and facilitate the community 

members in creating their own shared governance model,  
• receiving grant funding from the Office of Minority Health (#CPIMP221344) to provide 

training and support to the CC,  

The connections make us more 
aware of the need because 

people from different domains 
and County departments are 

coming together, people from 
nutrition department, CalAIM, 
and more. This informs us of 
what is being done, what still 
needs to be done and that is 

what we need to know before 
we start anything. 

https://ucsdcommunityhealth.org/news/shaping-sandags-vision-zero-action-plan-through-community-walk-audits/
https://drive.google.com/file/d/1O_uSVjoY1rqHi500xVk9auqShQJIyWKK/view?usp=sharing
https://drive.google.com/file/d/1O_uSVjoY1rqHi500xVk9auqShQJIyWKK/view?usp=sharing
https://ucsdcommunityhealth.org/news/san-diego-county-childhood-obesity-initiative-getting-food-to-underserved-populations/
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• receiving several different grants, including from the California Initiative for the 
Advancement of Precision Medicine, the one OMH grant already mentioned, and a third 
OMH grant (1CPIMP211287-01-00), to gather 8,000 stories on a web-based platform 
called Streetwyze, from 1,500 San Diegans living in historically underserved 
communities, which helped to crystalize a policy agenda for the CC.   

 
This led to the formal formation of the CC in July 2022, the formal adoption of the CC's priority 
areas as guiding priority areas for the COI in 2023, and for robust action and change, including 
the American Heart Association grant, which will build a formalized structure for a Community-
Council led granting program for local community-based organizations to support their work and 
efforts in community-driven research. 
 
As stated by one participant, as a member of the community domain, we always wanted to 
engage community, but struggled with opportunities to bring in residents and members with 
lived experience to have a voice.  This is one of the greatest accomplishments. . . It was a 
shift in the backbone leadership; so when UCSD came in, they were very passionate about 
this movement; they had experience in it, and really led the way. 
 
Another participant shared a similar thought that the creation of the CC led to a visionary 
change in the COI overall, from people living in the community that we are trying to target 
and support; allowing for confirmation that we are doing it right and best practices for 
reaching the unreachable. Integration of the CC and community voice into the work has had 
a huge ripple effect on all our domains and an equity effect to make sure we are on the right 
track. 
 
Beyond reflection on the accomplishment of creating the CC, session participants, including CC 
members themselves, described the significance of their work.  
 

I'm very proud that the COI has recognized and honored the 
lived experiences of community members and centered the voice 
of the community in their plans and decisions. . .  today we can 
say that the CC is a strong group of community leaders, that are 

not afraid to speak up and understand the power they have 
within COI and beyond. Their experiences and deep connection 

with the communities they live in and serve, allow COI to have a 
greater effect on their actions and policy recommendations. 

https://ucsdcommunityhealth.org/news/press-conference-celebrates-the-childhood-obesity-initiatives-partnerships/
https://sdcoi.org/community-council/
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A CC member noted that the CC opened doors to see 
how the health and education system is managed. Also, 
for my children and for other people who don't 
understand the system and are afraid to speak. I do it for 
them. Another CC member described how she has always 
been involved with her children's school, and recently 
went back to volunteer after her daughter graduated. She 
conducted a walk audit in her community to bring the 
message on what the community needs and increasing 
access to the community center. As a result of 
participating in neighborhood walk audits, she became 
known in her community. Subsequently, other community 
members began coming to her to ask about other 
activities, such as the SUN Bucks program and she is 
making sure resources and information are passed to the 
right people who would benefit from the program. A CC 

member added that he is most proud of being elected as one of the Tri-Chairs. Rare for him as 
a person of color to be in a leadership position in San Diego. 
 
A staff member highlighted the value of the CC this way: There is a lot of potential in having a 
CC! It's great for COI to have the talent that is within the CC, and it is delightfully engaging 
to hear their thoughts and experiences whenever we are in the same space. They are coming 
at childhood obesity from a different angle, and it's great to hear when they are shaking it up 
a bit. They hold such a diverse set of opinions that are needed to guide the work within the 
COI. 
An agency partner shared: By working with the CC, I have 
been able to have a closer relationship with different 
community leaders. People that might go unnoticed on the 
street, but when you have the chance to get to know them 
more closely and listen to their stories, their dreams and 
their struggles, you discover the wonder of human beings 
they are and their immense capacity to give and 
contribute to build a more just society for all. I learn so 
much from them every day. 
 
Several participants in both sessions highlighted that the COI has been able to compensate CC 
members for their time. This practice is rare and strongly communicates to CC members that 
their time is valuable. A participant noted that one achievement was acknowledging that as CC 
members, we deserve compensation for our time. We've always fought for that. 
 
A session participant summarized the importance of the CC this way: I feel it integrates the 
community with the experts. I feel proud that some of our community members are part of 
this because it tells me we are integrating families who share real life experiences to improve 
the community. I see the effort with the whole trying to work to improve health of future 
generations. The collective effort I see from the COI group leads to these achievements. 
 

While the work is not 
done, the COI now has 
community voice at the 
table and is working 
towards sharing power 
with community leaders 

The community has a 
voice in not only 
understanding, but 
interpreting a statewide 
program (SUN Bucks) 
and translated it into the 
voice of the community. 
The council is using 
words and languages that 
resonate with community 
members for their own 
communities. 
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Leveraging efforts across communities and sectors for practice and policy 
change 
A core theme in both the Community Council and Leadership and Domain Team discussions 
was the ways the COI is leveraging community and cross-energy for practice and policy change.. 
CC, Leadership Council and Domain Council members have engaged in advocacy efforts, 
testified before elected officials, presented at national meetings, and worked on various policy 
initiatives to address social determinants of health, such as expanding access to healthy food 
options and advocating for better resources for underserved populations. There were two sub-
themes in the group discussions about policy and practice change impacts of the COI: 1) 
examples of advocacy and policy change and 2) examples of practice change.   
 

The creation of the CC was key in 
harnessing the energy of community 
leaders, giving them a platform for 
advocacy. A CC member shared with pride 
the story of how his advocacy work brought 
them to the California state legislature to 
expand the Food4All campaign. In 
partnership with Nourish CA! COI has 

focused on Food4All as one of their policy agenda items since 2022 to expand CalFresh benefits 
to those who are currently ineligible due to their immigration status. With support from Nourish 
CA!, CC members have participated in meetings with elected officials, provided testimonials, 
participated in trainings, and submitted an op-ed to the San Diego Union Tribune. These efforts 
have contributed to CalFresh benefits being provided for those 55 and older regardless of 
immigration status. However, the work is not over as the focus continues to expand the benefits 
to all age groups.   
 
A CC member described how the COI has given her the opportunity to provide public testimony: 
This means a lot to me because I love the people, especially advocating for people with no 
voice. I've talked to county and federal elected officials to advocate for food for children to 
improve their health. The ¡Más Fresco! Plus program helped me. We don't always win but if 
we can continue to work towards goals we can get some victories. 
 
Through the Californians for Less Soda campaign, COI and the Public Health Institute, 
CA4Health engaged community leaders and COI partners in efforts to restore local control to tax 
sugar-sweetened beverages.  Community leaders were engaged in Resident Action and 
Advocacy for Health (REAH) trainings to prepare and support engagement in advocacy efforts. 
Over 50 community residents participated to learn about the social determinants of health, health 
impacts of sugary beverage consumption, advocacy efforts, and storytelling to prepare for 
meetings with elected officials. Community leaders met with 12 elected officials to share their 
stories, support for local control to tax sugary beverages, and what revenue would mean for their 
communities. Additional efforts included presentations, an op-ed, El Susto documentary 
screening and panel discussion, and workgroup meetings.   
 
Another example of advocacy and policy change relates to the ¡Más Fresco! Plus program, a 
partnership between UC San Diego Center for Community Health, San Diego County Health and 

All of the sudden I am in Washington, 
DC talking to Congressmen! I'm on call 
now for the American Heart Association 

San Diego and Nourish CA. 

https://ucsdcommunityhealth.org/news/ab2153-passesassembly-agriculture-committee/
https://nourishca.org/our-work/food4all/
https://ucsdcommunityhealth.org/news/san-diego-county-board-of-supervisors-approves-500000-for-imas-fresco-plus/
https://ucsdcommunityhealth.org/news/ca4less-soda-hosts-xavier-morales-from-the-praxis-project/
https://www.sandiegouniontribune.com/2021/07/07/taxing-soda-and-other-sugary-drinks-can-boost-community-health-california-should-allow-it/
https://ucsdcommunityhealth.org/news/ca4health-childhood-obesity-initiative-and-ca4lesssoda-hosts-discussion-panel-for-the-movie-el-susto/
https://ucsdcommunityhealth.org/news/ca4health-childhood-obesity-initiative-and-ca4lesssoda-hosts-discussion-panel-for-the-movie-el-susto/
https://masfrescoplusproduce.org/
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Human Services Agency, San Diego farmers, grocery stores and community-based organizations 
across San Diego County. Community members who enroll in ¡Más Fresco! Plus receive a box 
of farm-fresh fruits and vegetables from local San Diego farms delivered to their homes. The 
program strives to increase access to and consumption of healthy foods, among community 
members who are experiencing health disparities, including food insecurity and diet related 
chronic disease. CC members successfully advocated for the extension of the program.   
 
There has been cross collaboration amongst 
the Leadership Council COI domains as well 
as CC members to advocate for change in a 
variety of contexts. One example is the 
Government Domain’s collaboration with the 
San Diego Association of Governments 
(SANDAG) to incorporate feedback from 
COI partners into their revised Vision Zero 
Action Plan. In response, the Government 
Domain mobilized their expertise, provided 
training and resources, and people power to engage COI partners and CC members in conducting 
walk audits.  SANDAG provided a list of their Safety Focus Network areas highlighting the 
areas with the highest incidents of traffic injuries and fatalities to cross reference with the walk 
audits. The partnership has continued to grow and expand as COI is facilitating connections with 
elected officials and partners to bring forward issues identified in the walk audits.  The 
opportunity to incorporate this critical community input was incorporated into SANDAG’s 
Vision Zero Action Plan. 
 
Examples of practice change involved the work of the COI Domain work groups. The Business 
Domain has had success working with regional Chambers of Commerce to close gaps in 
underserved communities and purchase exercise equipment for small business owners and their 
families, people who may otherwise not have access to exercise equipment.  
 
Members of the Healthcare Domain reported a broad range of practice changes from their work. 
Participants reported how the Healthcare Domain is bringing a trauma-informed lens to obesity 
and nutrition education, while the Leadership Council incorporated addressing adverse childhood 
experiences  into the 2020 strategic plan To operationalize this, the Healthcare Domain created a 
Beyond BMI workshop in which they invited experts  to speak about trauma-informed nutrition 
education and provide resources for healthcare providers to share with their families. This led to 
an institutional change within Rady Children’s Hospital to include the training and resources on 
their intranet so it is available as a resource for all healthcare providers. The conference led to the 
Healthcare Domain expanding to include additional trainings in the future such as Child 
Nutrition and trauma-informed breastfeeding.  
 
The Media Domain worked to pilot the 5210+ messaging campaign in multiple settings 
including primary care, public health, community-based programs, YMCA, schools, and 
afterschool programs. This led to the adaptation of the messaging campaign across multiple 
sectors of the community. It was well accepted in our focus groups/pilots and adapted in multiple 
settings. This successful campaign also led to the messaging taken up across the border in 

Ultimately, the COI’s collaboration 
with SANDAG exemplifies the 
strength of community-driven 

initiatives in creating environments 
that enable children and families to 

develop lifelong healthy habits. 

https://ucsdcommunityhealth.org/news/san-diego-county-board-of-supervisors-approves-500000-for-imas-fresco-plus/
https://www.sandag.org/-/media/SANDAG/Documents/PDF/projects-and-programs/regional-initiatives/vision-zero/sandag-vision-zero-action-plan-report-2024-11-21.pdf
https://ucsdcommunityhealth.org/news/trauma-informed-care-events-january-2022/
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schools in Mexico and a recent adaptation and campaign refresh, 5210+, to include sleep as a 
critical component. 
 

Energizing the work with a culture of inclusion, learning, generosity and 
reciprocity 
While most of the conversation in both REM sessions was about what the COI has 
accomplished, a major component of both discussions was about how the COI is operating. In 
the CC session, participants emphasized the enthusiasm and sense of shared learning that has 
been promoted by the COI through its structure of Domain workgroups and the CC. In the 
Leadership and Domain Councils discussion, participants noted the collaborative nature of the 
effort and gave credit for much of this collaborative energy to the UCSD backbone team. 

 
CC members highlighted the sense of shared 
responsibility for community-based health efforts. One 
participant noted I just realized that we share immigrant 
experiences - we love to fight for people who don't 
have healthy eating habits. Another CC member 
commented that he has made connections with like-
minded people - all the players in the CC have a 
similar interest in reaching out and helping others - this 
has made a difference in reaching out to the 
community but also in a level of personal satisfaction. 
 

A CC member shared that a highlight of his involvement was being nominated to be a Tri-Chair 
of the CC. He described the Council as so many faces and diverse personalities . . . building 
something to motivate all of us and recognizing the beauty in all of us. He noted that through 
his connections to other CC members he has become aware of new organizations, new people 
and new places, he has improved his Spanish and developed more ideas for improving 
outreach.  
 
Another CC member shared: I have come to know new colleagues, know what they do in their 
area. I feel integrated, that I am part of the CC. I have remained since the moment I was 
invited, and I have been active. This led to me knowing more about the educational, health, 
and government system in the USA. 
 
Participants credited the UCSD staff team with 
developing a culture of trust and generosity in 
their facilitation of the COI. The COI 
collaborative creates a space for community 
members and public health professionals to 
connect and share needs, resources, and 
opportunities for health and community 
improvement. As noted by one participant, if you 
have a backbone agency that is generous, then 
it's much easier to take this energy into the 

This has been an intentional 
choice of the backbone agency. 
All partner work is elevated and 

visible. It is collective work 
together. This is why people 

keep coming to the table. 

There is a posture of 
learning and openness that 

is part of the COI. This 
drives the spreading of 

knowledge - as assumption 
that there is much we can 

learn from each other. 

https://sdcoi.org/resources/5210-everyday/
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domain councils and community. Another group member added that COI has implicit trust - 
trust that we're all working towards similar goals. I don't ever feel like someone is going to 
take my idea and run with it. This trust leads to a sense of collaboration, not competition. A 
participant summed this up by sharing if a grant opportunity arises, domains work together.  
 
One example of the results of this collaborative energy in the COI was a deepened connection 
with the YMCA and the Global Action Research Center (ARC). The YMCA had already been 
working to center community voice within their work and has been a great thought partner 
during this process. The Global ARC had been a leader in community engagement work for 
decades and has helped shepherd this process including leading the initial strategic planning 
sessions with the interim CC, providing capacity building trainings for the CC, and helping to 
provide support and guidance. These connections led to the Office of Minority Health grant 
application and award, and since then the groups have applied for additional grant funding 
through the American Heart Association to continue and build upon the CC’s work. The AHA 
grant involved the CC in the process of developing the grant proposal, outlining the budget and 
even having the CC tri-chairs be Co-PIs. These connections are shifting the way community has 
traditionally been involved and engaged to a more community centric approach.    
 
A participant expressed the importance of the COI’s efforts this way: The COI is like a hive - 
the hive is there but the bees may change. There is continuity to the work, institutional 
knowledge, especially as a result of members who have been part of this for a long time. 
 

Challenges and ideas for moving forward 
Towards the end of each Ripple Effects Mapping session, participants discussed challenges they 
encountered in their work with the COI. Leadership and Domain Council members focused their 
discussion on time challenges and maintaining momentum, along with a discussion of emerging 
ideas for the COI.  
 
The biggest time challenges were around making time for meetings to keep the work moving 
forward. A participant shared that the times of our meetings make it challenging for school 
and after-school providers to attend. A participant suggested a need to narrow things down to 
fewer meetings and more time for engagement. A group member commented that leadership 
meetings are always at the same time as internal meetings she has to attend for her job and that 
sometimes COI hasn't aligned with my job description. Another participant shared that more 
funding for more staff time might mean we could do more! More with social media for 
example and continuing to compensate CC members. 
 
The CC discussion also highlighted time challenges. A CC member noted that one meeting per 
month is sometimes insufficient. We have a two-hour meeting and the first hour is a 
presentation, and then we only have one hour for all our business. Maybe we need more 
meetings to address all our issues. Another member shared: One meeting per month to create 
change is not enough. Time is always against those of us who are in marginalized 
communities because we are already behind. We need to speed up the process. 
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Leadership and Domain Council members also expressed concern about maintaining momentum 
and avoiding burnout in the COI. During COVID, the teams began to have virtual meetings, but 
this often meant that participants were multi-tasking during the meetings and were not as 
engaged. A group member shared that as a [Schools & After-School] domain Tri-Chair, I don't 
know all the people as well. People may have their cameras turned off. Some people have 
become more observers than participants.  
 

Participants described the balancing act 
between short-term and long-term 
accomplishments, noting that there's a 
lifetime to people's participation, and 
sometimes we have to accept this. Another 
group member shared that to maintain the 
Initiative for the long-term, there has to be 
something in it for all the stakeholders. We 
choose to be here because we have 
something to contribute.  
 

Leadership and Domain Council members also identified some ideas for the future direction of 
the COI. A group member noted that Orange County is doing work on childhood obesity and 
wondered about a regional effort with other counties in Southern California. A participant 
encouraged the group to continue its focus on an equity lens and mapping, noting that we have 
definitely made a shift in not just looking at obesity prevention, but also looking at it from an 
equity lens from access and land use and neighborhood level environments, going deeper 
into the root causes of obesity. Another participant emphasized the continued need to reframe a 
“medical diet” to a “healthy diet,” and suggested that it would be helpful to make a list of items 
to donate to food pantries that support a healthy diet. 
 
A more global thought from the Leadership and Domain Council discussion was to be more 
flexible about the COI’s ultimate goals, perhaps focusing on the whole child instead of just on 
obesity. A participant shared that even the 
name of the Initiative is a challenge. 
 
The CC discussion highlighted the challenge 
of intercultural communication, some of 
which the COI has managed effectively. A 
participant shared that COI is providing 
translation which makes it more 
welcoming, but it would be great if other 
languages were included and other 
backgrounds and cultures because we all 
see health as different.  
 
CC members also spoke about their long-term hopes for the COI and the continuing challenge of 
bringing community voices to the forefront of policy decision making: It was a challenge to set 
up the CC, to be able to compensate members. It has taken several years. I need this to be 

People in this collaborative are busy 
and can get burned out. Time 
scarcity, attention scarcity. 

Sometimes I have a difficult time 
prioritizing. Many people are 

putting out fires and this work tends 
to be longer term. 

We need to come up with our own 
dreams. We need to go beyond 

being just community workers, we 
need to not just convey things to 

the county but to also have an 
impact on how policy is made at 

the county. We need to convey how 
things are different within our own 

cultures 
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long-term. When they do research, what happens after the study is done? Is there someone 
that comes back and figures out what to do next? I want people to see what our children live 
through. Mental health is impacting everything. This was my concept of the CC - to actually 
go out and walk our streets. There are parents who don't understand the bureaucratic wording 
that is used by government agencies. We would love government agencies to come. I want 
the CC to be part of the community. The politicians work for us, but unless we come together 
it won't happen.



 

 

ANALYZING THE MAPS WITH RELEVANT FRAMEWORKS 
 
The themes discussed above were generated directly from the interview responses in an 
inductive manner. As noted earlier, another way of exploring the results from Ripple Effects 
Mapping is to analyze the responses using a more deductive approach, with a pre-existing 
framework about the intended results of the COI. This approach allows the evaluator to “test” the 
findings according to a relevant theory or framework. 
 
The COI staff team decided to use a modified version of COI’s core goals to code the data from 
the Ripple Effects Maps. The core goals of the COI are to:  
 

• Increase access to healthful foods and beverages in a culturally-appropriate manner. 
• Increase opportunities for safe physical activity in an inclusive and culturally-appropriate 

manner. 
• Create and improve the social, economic, service, and built environments that support 

healthy eating and active living. 
• Promote operational excellence of the Initiative. 

 
Since Ripple Effects Mapping is primarily a qualitative evaluation method, it is important to 
offer some caveats for interpretation of the data. The key insight to be gained from this coding is 
to discover the relative proportions in which the intended impacts of the COI appeared in the 
REM data. The coding results give a quick overview of the strongest ways in which the COI is 
having an impact, as well as some insight about impact pathways that were not reflectively as 
clear in these very open-ended discussions. Combining the two sessions, the coding team 
counted a total of 185 distinct effects. Of these 185 distinct effects, the relative proportions of 
each impact category are instructive. 
 
The results of this coding for both REM sessions combined are shown in Table 4 on the next 
page. Separate tables showing the coding results from the two REM sessions can be found in 
Appendix C.  
 
Increasing access to healthful foods and beverages in a culturally appropriate manner.  The 
dominant type of change in relation to this goal was environmental, followed by systems changes 
and policy changes. These environmental changes are defined as “directly altering the physical, 
economic, social, or messaging environment, resulting in a new level of access or opportunity for 
the target population. Over one third (36.2%) of all the reported effects in the mapping sessions 
were evidence of this type of environmental change about healthful foods and beverages. 
 
Increase opportunities for safe physical activity in an inclusive and culturally appropriate 
manner. Again, the dominant type of PSE change was environmental but the numbers of counted 
effects in all three areas of PSE change were lower than they were for the access to healthful 
foods goal. About one fifth (20.5%) of all the reported effects were coded as evidence of 
environmental change to increase safe physical activity. 
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Promote operational excellence of the Initiative. Using the five categories of the Collective 
Impact 3.0 framework, the coding team found evidence of all five aspects of strong collective 
impact infrastructure. The coding team identified especially strong evidence for two of the 
categories, with nearly half of all reported effects in the areas of “shared aspiration” (45.9%) and 
“authentic and inclusive community engagement” (45.4%).  
 
This coding process illustrated that the biggest impacts of the COI to date have been around 
environmental change, both for healthful eating and for physical activity, with some evidence of 
activities leading to systems and policy changes as well. Due to the strong presence of all the 
elements of a Collective Impact infrastructure, systems and policy changes will likely increase in 
the future as the COI’s influence continues to spread in San Diego County and beyond. 
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Table 4. Coding results from the combined REM sessions 

COI Goals 
Coding 
subcategories 

Number of 
counted 
effects 

Percent of 
counted effects 

(out of 185 total) Examples 

Increase access to 
healthful foods and 
beverages in a 
culturally-
appropriate 
manner. 

Policy change 14 7.6% 
Food4All – In partnership with Nourish California, COI has 
focused on Food4All as one of their policy agenda items since 
2022 to expand CalFresh benefits to those who are currently 
ineligible due to their immigration status.  

System change 27 14.6% 
Partner organizations are creating great bi-directional 
relationships between health clinics and communities in this 
work. 

Environmental 
change 67 36.2% 

The involvement of the Media Domain through the process of 
revamping the 5210+ campaign has been very helpful in 
making sure the campaign is able to improve its messaging 
and ultimately its impact. 

Increase 
opportunities for 
safe physical 
activity in an 
inclusive and 
culturally-
appropriate 
manner. 

Policy change 7 3.8% 

Collaboration with the SD Association of Governments 
(SANDAG) to pinpoint the most dangerous roadways near 
schools, parks, health centers, etc. in the county, work with 
COI partners to document road safety concerns by conducting 
walk audits, and inform the SANDAG’s Vision Zero Action 
Plan. COI connected community members with their local 
decision makers to advocate for changes.  

System change 16 8.6% 

Advocating for funding for the Mas Fresco programs and CA 
fruit and veggie EBT pilots. These programs engaged over 
50,000 individuals in four counties in Southern CA. Over $10 
million has been given to the community in the form of 
nutrition incentives.  

Environmental 
change 38 20.5% 

Advocacy for better parks and green spaces – Much of this is 
happening through the walk audits that have taken place this 
year, and some CC members have also participated in 
advocacy with their respective community groups outside of 
COI. 

Promote 
operational 
excellence of the 
Initiative. 

Shared 
aspiration 85 45.9% 

The ability to collaborate across domains -  Schools & After-
School domain worked with the Early Childhood domain to 
coordinate an after-school supper program. Even though this 
all started before 2020, the ripple effects are still happening so 
that more kids are getting better nutrition. 

Authentic and 
inclusive 
community 
engagement 

84 45.4% 
Involvement of CC members in domain workgroup meetings - 
Expressing what our communities experience and being 
involved in the subcommittees has helped me open my mind, 
learn more and bring that knowledge to my community. 

High-leverage 
and loose/tight 
working 
relationships 

53 28.6% 
Collaboration with SANDAG. COI has been able to co-host 
events with them, contribute data to their Vision Zero Action 
Plan, and have applied to co-present at the San Diego Live 
Well Advance with them. 

Container for 
change 27 14.6% 

The COI is like a hive - the hive is consistent while the bees 
may change. There is continuity to the work, institutional 
knowledge, especially as a result of members who have been 
part of COI for a long time. 

Strategic 
learning 27 14.6% 

Now that the FitnessGram is no longer collecting BMI data, 
how will COI measure impact and what other sources of data 
are out there? Within a month, we had a conversation with 
leaders throughout the county to discuss and brainstorm other 
opportunities. These conversations were not happening in 
other places. COI was the only place these conversations were 
happening across sectors.  
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SUMMARY AND KEY TAKEAWAYS 
 
The COI was formed to engage community partners and assure effective implementation of 
efforts to change policy, systems, and environments to reduce and prevent childhood obesity in 
San Diego County. This Ripple Effects Mapping evaluation focused on the work of the Domain 
and Leadership Councils and the CC of the San Diego County COI. A total of 33 participants 
reflected together on the impacts of the COI through two sessions, sharing stories and insights, 
and generating themes about the impacts of the Initiative. When the qualitative data from both 
sessions were combined, the following four overarching themes emerged from the discussions: 
 
Building connections to spread resources and opportunities. The first major theme in both the 
CC and Leadership and Domain Council discussions was the power of networking and the 
connections built among organizations and sectors in the community. These networks increased 
the efficiency and effectiveness of organizational efforts, attracted supporters and resources, and 
helped increase the focus, sustainability, and capabilities of partner individuals and 
organizations.  
 
Centering community voice and priorities to strengthen equity and impact. Through creation 
of the CC, the COI took a major turn toward centering the voices of community members in the 
overall direction of the Initiative. In both REM sessions, participants shared the powerful 
impacts that CC members have made through engagement in community outreach, activism, and 
grassroots initiatives to drive positive change, improve living conditions, and advocate for the 
needs of marginalized populations. 
 
Leveraging efforts across communities and sectors for practice and policy change. The COI 
is leveraging community and cross-energy for practice and policy change. CC members have 
engaged in advocacy efforts, testified before elected officials, presented at national meetings, and 
worked on various policy initiatives to address social determinants of health, such as expanding 
access to healthy food options and advocating for better resources for underserved populations. 
 
Energizing the work with a culture of learning, generosity and reciprocity. While most of the 
conversation in both REM sessions was about what the COI has accomplished, a major 
component of both discussions was about how the COI is operating. CC members emphasized 
the enthusiasm and sense of shared learning that has been promoted by the COI through its 
structure of domain workgroups and the CC. In the Leadership and Domain Councils discussion, 
participants noted the collaborative nature of the effort and credited much of this collaborative 
energy to the UCSD backbone team. 
 
Towards the end of each Ripple Effects Mapping session, participants discussed challenges they 
encountered in their work with the COI. Leadership and Domain Council members focused their 
discussion on time challenges and maintaining momentum, along with a discussion of emerging 
ideas for the COI. The CC discussion highlighted the challenge of intercultural communication, 
some of which the COI has managed effectively. CC members also spoke about their long-term 
hopes for the COI and the continuing challenge of bringing community voices to the forefront of 
policy decision making.  
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An analysis of the findings from the REM data through the lens of policy, systems, and 
environmental change found that the biggest impacts of the COI to date have been around 
environmental change. These environmental changes are defined as “directly altering the 
physical, economic, social, or messaging environment, resulting in a new level of access or 
opportunity for the target population. Over one third (36.2%) of all the reported effects in the 
mapping sessions were evidence of this type of environmental change about healthful foods and 
beverages and about one fifth (20.5%) of the reported effects were evidence of environmental 
change around safe physical activity. 
 
The analysis also included a review of the operational excellence of the COI, through the lens of 
the Collective Impact 3.0 framework, a tool for understanding community change efforts. Here 
the coding team found evidence of all five aspects of strong collective impact infrastructure, and 
the coding identified especially strong evidence of two of the categories, with nearly half of all 
reported effects in the areas of “shared aspiration” (45.9%) and “authentic and inclusive 
community engagement” (45.4%).  
 
While the themes generated directly from the qualitative data provide a holistic overview of the 
impacts of the COI, the quantitative analysis process documented the strongest areas of PSE 
change and operational excellence to date. The biggest impacts of the COI to date have been 
around environmental change, both for healthful eating and for physical activity, with evidence 
of activities leading to systems and policy changes. Due to the strong presence of all the 
elements of a collective impact infrastructure, systems and policy changes will likely increase in 
the future as the COI’s influence continues to spread in San Diego County and beyond. 
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APPENDIX A – Sections of the Community Council ripple effects map 

Strengthening confidence, knowledge and leadership skills of Community 
Council members 
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Building energy and enthusiasm based on a sense of shared responsibility and 
purpose 
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Creating momentum one family at a time towards achieving our goals 

 

 

 

 

 

 

 

 

 

 

 

 

Promoting practice/procedural changes and adaptations in jails 
 
 

Changing jail culture/mindset 
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Advocating for policy change in San Diego and beyond 
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Deepening community bonds to spread the word and provide resources (top) 
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Deepening community bonds to spread the word and provide resources (bottom) 
 
 
 
  



 
 

- 31 -  

Challenges moving forward  
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APPENDIX B – Sections of the Leadership and Domain Council map 

Building connections that lead to new opportunities 
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Creating and supporting a culture of learning, generosity and reciprocity 

 

 

 

 

 

 

 

 

 

 

 

Spreading knowledge, resources and opportunities across domains and 
communities 
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Collaborating nimbly within and across domains 
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Leveraging the work of the domains to affect change and cultivate momentum 
(top) 
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Leveraging the work of the domains to affect change and cultivate momentum 
(bottom) 
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Centering community voice and priorities to strengthen equity and impact 
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Challenges and ideas for moving forward 
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APPENDIX C – Coding results tables from each REM session 
 

Community Council 

COI Goals Coding subcategories 
# of counted 

effects 

Percent of counted 
effects (out of 94 

total) 

Increase access to healthful foods and 
beverages in a culturally appropriate manner. 

Policy change 12 12.8% 
System change 7 7.4% 
Environmental change 31 33.0% 

Increase opportunities for safe physical 
activity in an inclusive and culturally 
appropriate manner. 

Policy change 2 2.1% 
System change 1 1.1% 
Environmental change 16 17.0% 

Promote operational excellence of the 
Initiative. 

Shared aspiration 32 34.0% 
Authentic and inclusive 
community engagement 56 59.6% 

High-leverage and 
loose/tight working 
relationships 

22 23.4% 

Container for change 10 10.6% 
Strategic learning 8 8.5% 

 

 

Leadership and Domain Council 

COI Goals Coding subcategories 
# of counted 

effects 

Percent of counted 
effects (out of 91 

total) 

Increase access to healthful foods and 
beverages in a culturally appropriate manner. 

Policy change 2 2.2% 
System change 20 22.0% 
Environmental change 36 39.6% 

Increase opportunities for safe physical 
activity in an inclusive and culturally 
appropriate manner. 

Policy change 5 5.5% 
System change 15 16.5% 
Environmental change 22 24.2% 

Promote operational excellence of the 
Initiative. 

Shared aspiration 53 58.2% 
Authentic and inclusive 
community engagement 28 30.8% 

High-leverage and 
loose/tight working 
relationships 

31 34.1% 

Container for change 17 18.7% 
Strategic learning 19 20.9% 
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APPENDIX D: Glossary 
 
Term  Definition 
5210 Campaign A public health messaging campaign promoting five fruits 

and vegetables, two hours or less of screen time, one hour or 
more of physical activity, and zero sugary drinks, which has 
been adapted for various contexts including schools in 
Mexico. 

American Heart Association 
(AHA) 

The nation’s oldest and largest voluntary organization 
dedicated to fighting heart disease and stroke. There are local 
chapters along with the national organization.  

CA4Health 
 

A coalition led by the Public Health Institute that focuses on 
local control over sugary beverage taxes and engages 
community leaders in advocacy. 

CalFresh Known federally as Supplemental Nutrition Assistance 
Program, SNAP, is a mandated program overseen by the state 
and operated by counties to provide monthly food benefits to 
low-income Californian. 

California Initiative for the 
Advancement of Precision 
Medicine (CIAPM) 

CIAPM) was launched in 2015 to support collaborative 
research and foster partnerships between the state, 
researchers, patients, communities, and industry to further the 
aims of this new approach to health and medicine.  

Coalition on Children and 
Weight San Diego 

A grassroots organization dedicated to preventing childhood 
obesity, which contributed to the formation of the COI. 

Collective impact An approach where multiple organizations work together with 
a shared agenda, common measures, and continuous 
communication to solve complex social problems. The model 
is in the third version 

Community Council (CC) A multicultural and multiethnic group of trusted leaders 
which bring their lived experiences and the community’s 
knowledge and perspective into the COI. Learn more here. 

Community Health 
Improvement Partners (CHIP) 

An organization that supported the COI from 2006 to 2019, 
focusing on improving community health through 
partnerships and initiatives 

County of San Diego Health 
and Human Services Agency 
(HHSA) 

A county agency involved in supporting and implementing 
health and human services programs, including childhood 
obesity prevention. 

Domain Council The chairs for each COI Domain workgroup 
Domain workgroups Key sectors identified as critical for creating healthy 

environments: Government, Healthcare, Schools and After-
school, Early Childhood, Community, Media, and Business. 

Food4All Campaign A campaign led by Nourish California and supported by the 
COI to expand CalFresh benefits to individuals regardless of 
their immigration status. 

Global Action Research 
Center (Global ARC) 

Founded in 2009, The Global Action Research Center is a 
social change organization that works to connect grassroots 

https://sdcoi.org/resources/5210-everyday/
https://www.heart.org/
https://www.cdss.ca.gov/inforesources/calfresh
https://lci.ca.gov/ciapm/#:~:text=CIAPM%20is%20a%20partnership%20between,innovation%20into%20better%20health%20outcomes.
https://lci.ca.gov/ciapm/#:~:text=CIAPM%20is%20a%20partnership%20between,innovation%20into%20better%20health%20outcomes.
https://lci.ca.gov/ciapm/#:~:text=CIAPM%20is%20a%20partnership%20between,innovation%20into%20better%20health%20outcomes.
https://collectiveimpactforum.org/what-is-collective-impact/
https://www.tamarackcommunity.ca/articles/collective-impact-3.0-an-evolving-framework-for-community-change?gad_source=1&gclid=Cj0KCQjwrp-3BhDgARIsAEWJ6Swflq0Sh-0MbDFxwgqfO1CBKuHNZwQ2pEPyuvakDxfZICsMWICMEL0aAgxZEALw_wcB
https://sdcoi.org/community-council/
https://www.sandiegocounty.gov/content/sdc/hhsa.html
https://www.sandiegocounty.gov/content/sdc/hhsa.html
https://nourishca.org/our-work/food4all/
https://www.theglobalactionresearchcenter.org/
https://www.theglobalactionresearchcenter.org/
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Term  Definition 
organizing to policy makers and researchers by helping 
people find their voices in the decision-making and dialogue 
around their communities. 

Leadership Council The chairs for each COI Domain workgroup plus additional 
leaders in evaluation, academia, and public health. Learn 
more here 

Más Fresco! Program A community initiative providing fresh produce to improve 
access to healthy foods and address food insecurity 

Nourish California A non-profit organization that focuses on policy change for 
food, health, and well-being of Californians. They are a 
partner organization working with the COI to expand access 
to healthy food options through policy advocacy and 
community engagement. 

Office of Minority Health A federal office that provided grant funding to support 
training and development for the Community Council. 

Resident Action and 
Advocacy for Health (REAH) 

Training program that prepares community leaders to engage 
in health advocacy and policy change efforts. 

San Diego County Childhood 
Obesity Initiative (COI) 

A public-private partnership aiming to reduce and prevent 
childhood obesity through a collective impact model. 
Established with over 400 partners to address child health 
county-wide. 

San Diego Association of 
Governments (SANDAG) 

Regional agency collaborating with the COI to integrate 
community feedback into transportation planning and safety 
initiatives, including the Vision Zero Action Plan. 

Streetwyze  A web-based platform where people can share place-based 
stories. The platform was used to collect 8,000 stories from 
1,500 San Diegans to inform and shape policy agendas, 
specifically conducted in historically underserved 
communities. 

SUN Bucks (Summer EBT) Starting 2024, you can buy more food for your child with 
California’s Summer-EBT program, SUN Bucks. SUN Bucks 
provides $40 per month for food for June, July and August 
($120 total) and works just like CalFresh.  

The California Endowment A statewide foundation that provides funding for health 
promotion supporting Californians.  

Vision Zero Action Plan A plan developed by SANDAG aimed at eliminating traffic-
related injuries and fatalities, incorporating feedback from 
community walk audits. 

YMCA of San Diego County A nonprofit with a mission to nurture a healthy spirit, mind, 
and body so all can thrive while honoring our faith-based 
heritage. The COI partners with the Community Wellbeing & 
Belonging Division on numerous programs. 

 

https://sdcoi.org/leadership-council/
https://sdcoi.org/leadership-council/
https://nourishca.org/
https://minorityhealth.hhs.gov/
https://sdcoi.org/
https://sdcoi.org/
https://www.sandag.org/
https://www.sandag.org/
https://www.sandag.org/projects-and-programs/regional-initiatives/vision-zero
https://www.streetwyze.com/
https://www.fns.usda.gov/summer/sunbucks
https://www.calendow.org/
https://www.sandag.org/projects-and-programs/regional-initiatives/vision-zero
https://www.ymcasd.org/programs/community-support

