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Outline and Objective

Once the strategic plan is developed, the work is only
half done. Without effective implementation, a strategic
plan may be no more than a fancy binder on a shelf.

Leaders face many challenges in getting organization
wide buy-in of the goals and plan and in setting up a
system of accountability to ensure that the strategic plan is
followed.

This program will review common situations and
concerns addressed by the panelists when implementing
their strategic plans. The program will conclude with a
guestion-and-answer period.
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Today’s Presenters

Tim Prince, MHA, FACHE - Senior Advisor for
Strategic Alignment, TURIS and Findorff, Madison, WI

Heather Adkins, MA - Vice President, Chief Strategy
and Mission Officer, The Christ Hospital Health
Network, Cincinnati, OH

Kenneth Bonner, MHA, FACHE - Senior Director for
Strategic Planning and Business Development,
General Dynamics Information Technology,
Westminster, MD
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Questions to be Answered during this
Presentation

Who do you involve in the strategic planning process?
How do you communicate your strategic plan?

How do you address lack of internal support?

How do you ensure accountability for implementation?
What tools and metrics can you use?

How does your organizational mission affect the
implementation?

How often do you completely revise the strategic plan?
How does the external environment affect the plan?
What roadblocks have you encountered?
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Tim Prince, MHA, FACHE

Senior Advisor for Strategic Alignment, TURIS and
Findorff, Madison , WI




Planning = Navigation

* Decide where you want to go.
* Determine where you are.

* Identify how to get there:

— Resources, enablers and support
— Define obstacles, barriers and changes expected
in the environment.

* Set the course of action and go!

* Take regular bearings to assess your progress and
adjust course as needed.
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Aligning Strategic, Financial, Operating
and Business Unit Planning

Mission [||]4{> St?’-Ytear ——
rategic Capital Plan

Vision Plan

Values @
Annu‘_al Annual
Operating Budget
@ Plan

(Specific Business Plan
[ Business Plan
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Strategic Plan Development

Identify whether you want a strategic update or new plan.

Who will you involve?
Who are the strategic thought leaders of your organization?

Bring diverse perspectives together to prompt healthy challenge
and dynamic thinking.

* Balance participants with pragmatists and
adventurists!

* Involveinsiders and outsiders.

Whatis your expected timeframe and timeline?
Plan Horizon and Planning Calendar
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5 Steps of Strategic Implementation

(1) Create/Affirm aStrategic Vision
Define current context, collective intent, and evolutionary expectations.
Assess internal and external environment. Be realistic but challenge perceived barriers.
What matters? What is success?

(2) Agree on an Outcome
Establish shared beliefs of success and points of uncertainty.
Define strategic scenarios and highlight the opportunities and risks.

=%

(3) Set Specific Initiatives and Parameters
Test hypotheses against range of possibilities and identify preferred path.
Assess the financial models linked to strategic scenarios.
Define what you should start, stop, increase and decrease

(4) Strategic Plan Documentation
Develop a clear, concise 1-page roadmap that informs and aligns focus

(5) ActionPlanning and Monitoring

Guide development of Annual Operating Plan objectives and tactics (with metrics)
that will move you forward.

Quarterly assessment of progress against annual objectives.

“Begin with the end in mind.” (stephenR.Covey)




Planning Schedule and Alignment

SAMPLE Strategic Planning Process May |June |July
(1) Create a Vision

Leadership Kickoff session/retreat

Aug

Interviews and small group discussion(s)

DRAFT Vision, Strategy and Possible Outcome

Facilitate Diverse-group scenario assessment sessions
CA . . C . = C CA =

ANelg=Y-Weo
O

Review and amend directional intent and outcomes

Establish specific initiatives to support outcomes

Segment initiatives into first and future year targets

Establish financial plans, needs and limits
(4) Develop "plan on a page", (5) Develop AOP
Define key annual tactics and metrics for monitoring

Draft document, receive comments/edits, refine

Review Final Plan

Translate Strategic Priorities to Annual Budget items

Develop Annual Operating Plan

Develop Leadership Goals
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Keys to success

Focus on Strategic Implementation, not on just a plan!
Strategic Intent should be long term and directional.

Board, Physicians, Executives and Staff should be involved (patient/family?)
Annual Operating Plan should be specific and measurable.

Set by Executives and Directors

Business plans specifically identify time limited and measurable key
tasks. Include exit plans and triggers.
Individual responsibilities to be defined and linked to key strategic priorities.
Led by Directors, Approved by Executives
Annual budget must tie to Annual Operating Plan and be consistent
with the 5-year capital plan.
Establish communication plan at the onset and follow-through.
Link regular meeting agendas to strategic priority items and categories.
Provide Quarterly performance feedback and updates.
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Possible Outcomes and Deliverables

Future model of success - Who wants what?
Leaders/Staff Patients/Families

Physicians/Partners Employers/Community




Possible Outcomes and Deliverables
Key Competencies for Future Success?

Assets: Financial strength, strong donor support, land

Community: Awareness, participation, volunteers

Performance: Excellence; Quality;

Meet your mission, achieve success

Growth: Agility, partnerships, efficiency




StrategicIimperatives

MISSION
- Demonstrate superior
Quality/ o ©
We are dedicatedto Safetg clinical quality, safety and
improving the health of effectiveness.
the communities we
serve with quality and
compassion.
People Create a culture with our
and physicians, employees
. Culture and volunteers that
reflects our core values.
STRATEGIC VISION
We will exceed our Market Increase accessand market
customers’ Leadership dershipin local
expectations for communities and regional
positive experiences growth areas.
within all aspects of
the services we
provide.
d
Partner Create and maximize
CORE Values Alignment  Synergistic relationships
with physician partners.
Quality
Excellence
Honesty/Integrity
Respect/Teamwork
Caring/Compassion -
Commitment to Safety v o s
Continuous appropriate facilities,
et Infrastructure organizationalstructures,
E . systems, and technology
Stewardship Lo
Pecess to supportand capitalize
on current success.
. . Optimize financial
Financial performanceto ensurethe
Strength

@ Turis

COME AND GET IT

Health System’s ability to
fulfill its mission, vision
and goals.

3-year Strategic Plan

Goals

+ Minimize clinical process variation.

- Use ev ldence-haed gwdellnes toimprove clinical effectiveness.
- logies and pr to improve patient safety.
- Improve patient satisfaction.

+ Coordinate quality initiatives between the hospitals and the

EXpNPLE

+ Execute Workforce Strategic Plan to enhance employee retention.
+ Achieve nursing Magnet Status.

+ Redefine management organizational structure.

+ Fosterapositive work environment.

+ Create seamless access points to System services for patients and
physiciana.

+ Implement unified branding campaign.

+ Develop and implement busineas plans for all service lines.

+ Expand delivery sites throughout the service area.

+ Provide community accesa to health improvement programs.

+ Be recognized as a technology leaderin the Region.

+ Implementtechno logies to facilitate sharing patient information
tices and the Syst

+ Expand and strengthen the Physician Network 3 presence

+ Enhance the stability of i dent physi h
relationships within the Medlcalstaﬂ

+ Strength lationships with physici

+ Continue physician recruitment program.

+ Implement programa to foster physician leadership.

+ Review Medical Staff structures to assure optimalintegrationand
effectiveness.

+ Optimize total bed ity ofthe Syst

+ Implementintegrated care tp
utilization of appropriate services

+ Ensure service line organizational structure facilitates
achievementofgoals.

+ Ensure facility plans are responsive to capacity needs, market
strategies, and service line development plans.

to optimi

h

+ Maintain contil
processes.

+ Enhance access to internal decision support analysis and
resources.

+ Optimize fi

Ifocus on ing ycle systems and

ial performance of allprograms and services.

Leadership
Education

Advancement
Networking

Ohjectives

+ Implementadvanced decision-support system, including data to moniter clinical
effectiveness

+ Puraue Electronic Medical Record

+ Impl priate physicianitech
making

+ Implementadvanced pharmacy system

+ Complete electronic clinical documentationwith barcoding in critical care

+ Improve clinical outcomes throughimplementation of evidence-based practices

logy model to support ICU clinical decision-

P

+ Continue further impl tation ofthe Work Force development plan
+ Implement performance improvement plan in four areas of concentration; submit
applleailon!dafaforb'lagnetstatus

+ Achii a r I to #rant

=)

. Implement System mde reg lstrallon and acheduling processes

+ | ionplan

. Coordlnaiesemce line development and physician relationships with Physician Network
+ Design and implement Marketing plans that supportservice line business plana

+ Service line business development

+ Develop along-term regional plan for p

delivery sites

p

+ Puraue Electronic Medical Record

+ Evaluate technologies and methodologies available for linking physician office and System
data(e.g. regionalhealth information organizations)

+ Expand “value-added” practice management services offered to physicians

+ Adoptprinciples to guide decigion-making andimplementation regarding pursuing new
joint venture opportunities

+ Implement appropriate tools to assiat i inan
open bed

+ Work with EMS to develop a more efficient approach to ambulance traffic

+ Expand and define role of Hospitalists

+ Explore the development of a Geriatric Hospitalist

dinator to place Sy

+ Implement current revenue cycle management tools (e.g., Charge Master, Denials
database)

+ Optimize Physician Network's ability to increase enrollment and effectively manage
Medicare patients

+ Optimize Physician Network and hospitals’ collaboration to appropriately manage the
discharge process for all Medicare inpatients
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Mission and Vision

Mission: atimeless foundation of purpose.
- It frames why we exist.

Vision: a statement of what we want to achieve

- Allows us to exemplify our Mission.

\alues: statements that define who we are and how
- We engage in our work.
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Long-Range @years) Strategic Plan Ps

Sets the direction and milestones for the organization.

Defines Strategic Imperatives that bridge between Mission/Vision
and the “market.”

Goals provide specific intent to support imperatives and provide the
foundation of the annual operating plan.

Defines the financial and capital needs.

5-Year Capital Plan

Sources and uses of Capital Investment

Identifies the long-term capital capacity and needs required to
achieve strategic goals.
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Annual Operating Plan or

Identifies key objectives and tactics which, when accomplished, show progress
toward the strategicintent.

Details events and responsibilities across the organization that support multiple
business plans.

Formsthe basis for the annual budget of the organization while also identifying
the expected result.

Annual Budget

Financialimplementation and management tool

Test resource availability needed to implement annual operating plan and its
component business plans

Predict activity and gauge actual performance
Identify performance necessary to achieve 5-year capital plan
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AOP, Business and Management Plans %o,

AOP: 1-year Objective-focused interpretation of Strategic Plan
Specifictactics identified per objective, which are taken from the Strategic
Plan
Performance metrics need to be identified/quantified

Key accountableleadership person(s)and timelinesshould be identified

Business Plans:
Multi-yearprogramor departmental plansthat:
* inform the annual operating plan

* provide predictive support to annual budget

* identify specifically-focused tactics and metrics at departmental
and individual level to keep activity on track

Management Plans
Set of independentgoalsand objectivesfor individual leaders
Link Business Plans and Operating Plan initiatives

Integrated set of tasks that bind activitiesacross leaders, departmentsand
programs




!

Heather Adkins, MA

Vice President, Chief Strategy and Mission Officer,
The Christ Hospital Health Network, Cincinnati, OH




Organizational Planning Overview

+

Defining the organization’s direction
& allocating resources (capital &
people) to achieve the strategy

Detailed analysis of an initiative using
data, statistics, trends and market
intelligence to create the initiative
performance goals (pro forma)

Business Planning

+

Defined plan (including construction
& equipment) to meet the space &
business needs of the initiative.

Facility Planning

Executing / initiating the business
activities of the initiative. Periodic
measurement of performance.

1111
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(Over) Simplified Strategic Planning Architecture

Strategic Questions

Planning Assumptions Vision
- Internal Strengths - External Forces and Trends - Long Term
& Weaknesses * National - 6-10+years, or longer
- External Threats * Regional / Local
& Challenges - Internal

- Strategic Issues to be Addressed
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Strategy Implementation Monitoring &

- Key Strategic - Resource Requirements Measurement
Initiatives - Staging
- Structural Models - Accountability Anindependent Chapter of
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Multi-Stakeholder Process

R ) An Independent Chapter of
y Leadership e
| Educati i
; COME AND GETIT  Advencoment W iy |
|

¥ | for leaders who care®
Networking




Business Planning:
Initiative Development

Project vision
Trend analysis (NatlonaI/ReglonaI)
Market analysis
SWOT analysis
Stakeholder input

Resource needs

. Capital(Facility/Equipment)
* People

Operational plan

Financial analysis (pro forma)

Performance metrics

Business
Planning
Team

./?‘-
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Executing the Strategic Plan

Periodic Review of Tactics
Prioritize

Assign Owner

Assign Project Manager
Schedule

Conduct Proposal Reviews

Conduct Business Plan Reviews
Conduct Charter Reviews

e  Create Proposal

e  Conduct In-Progress Reviews
e  Conduct Milestone Reviews
Take Corrective Action

Define Scope

Create Business Plan

Create Project Management Plan
Create Project Charter

Conduct Final Review
e  Transition to Operations
Conduct Interval Reviews

Create Product or Service
Manage Resources
Manage Schedule
Manage Scope

Go Live
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Conduct Lessons Learned
Close Out Procurements
Establish Interval Reviews
Transition to Operations




When and how often do you assess the results and revisit the
strategic plan for updates?

PHASE IIl or “Apply the Treatment”

Prepare detailed key strategic initiative implementation action
steps

Integrate strategic plan with operating, financial and capital plans
for the coming year(s)

Coordinate strategic plan with the Board review & approval and
Management processes

Develop metrics and balanced scorecard for strategic plan
implementation

As necessary — revise leadership structures / processes / business
models to support plan implementation

Conduct periodic review
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STRATEGIC

OPERATIONAL

Strategyisthe art of the “long view”

A STRATEGY

¢ Vision (long term, 6-10+ years)
¢ Planning Assumptions
¢ Strategies / KSIs
¢ Prioritized
¢ Structure / Business Model

¢ Financial Requirements

OPERATING ¢ Operating
FORECAST O Gl

¢ “Rolling” Multi-Year
Operational Priorities

& Scorecard / Metrics

¢ Capital Budget

ANNUAL BUDGET

Right to left

¢ Current Management Objectives
& Performance Targets

® Scorecard / Metrics

¢ Capital Expenditures

TIME 1to 2 years 3 to 5 years 6 to 10 years

A\




How does the external environmentaffectthe plan and your
approaches torevision?

Review the assumptions regarding the future of...
* Physiciansand Medical Practice
 Clinical and Technological Innovation ‘
* Information Technology ‘
* Demographics ‘
* Demand
* Competition ‘
* Transparency

* Payment
* Economy
* Government Policy / Regulation / Healthcare Reform

* Workforce
 Facilities / Locations of Care
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Kenneth P. Bonner, MHA, FACHE

Sr Director, Strategic Planning and Business Development,
General Dynamics Information Technology
Westminster, MD
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What is Strategic Planning?

* Process to establish priorities on what you will
accomplish in the future

* Forces you to make choices on what you will do
and what you will not do

 Pulls the entire organization together around a
single game plan for execution

« Broad outline on where resources will get allocated




Why do Strategic Planning?

* If you fall to plan, then you plan to fail — be
proactive about the future

« Strategic planning improves performance

« Counter excessive inward and short-term thinking

« Solve major iIssues at a macro level

« Communicate to everyone what is most important




Benetits of Strategic Planning

Defines mission,
vision & values

Establishes realistic
goals, objectives &
strategies

Ensures effective use
of resources

Provides base to
measure progress

Develops consensus
on future direction

Builds strong teams

Solves major
problems




A Good Strategic Plan should...

» Address critical performance issues

* Create the right balance between what the
organization is capable of doing vs. what the
organization would like to do

» Cover a sufficienttime period to close the
performance gap

* Visionary — convey a desired future end state

* Flexible — allow and accommodate change

» Guide decision making at lower levels —

operational, tactical, individual




Major Components of the

Strategic Plan / Down to Action
I strategic Plan

Action Plans

Mission Why we exist

Evaluate Progress

Vision \What we want to be

Goals What we must achieve to be successful;

Specific outcomes expressed in
measurable terms (NOT activities)

Objectives

Initiatives Planned Actions to

Achieve Objectives

Measures Indicators and

Monitors of success

Targets Desired level of

performance and
timelines




Developing the Plan

Strategic Analysis
Environmental Scan

+ gathering of information that
concerns the organization’s
environments

* analysis and interpretation of this
information

 application of this analyzed
information in decision making




Developing the Plan

Strategic Analysis
* SWOT Analysis
* Strengths

* What are some internal positive things about
your organization?

* What does the community see as your
strengths?

* Weaknesses
* What are some weaknesses in organization?

* What does the community see as your
weaknesses?




Developing the Plan

Strategic Analysis
* SWOT Analysis
* Opportunities

* What are some opportunities in your
community or region?

* What are some emerging trends?
* Threats

* What are some provincial or national issues
facing the organization?

* What are some technology issues that face the
organization?




Strategic Planning Process

Developing the Plan (continued)
* Goals

* ldentify long-term outcomes to provide focus for
the planning process

* Strategies
* Qutline how you will achieve your goals
* Objectives

* Identify specific, measurable results produced
while implementing strategies.




Strategic Planning Process

Developing the Plan (continued)
* Implementation

* Tasks— assigned to various board and staff
responsible for specific items

* Timelines - established for implementation of the
plan for implementation

* Fundingthe plan
* Whatis required to fund the goals in the plan




Strategic Planning Process

Developing the Plan (continued)
Communicating the plan

* How will you communicate the plan to
stakeholders?
Monitoring and evaluation

* Critical to plan’s success and credibility
* Must be built into the plan

* Critical for continuous improvement
Continuous improvement

» focuses on improving customer satisfaction
through continuous and incremental
improvements to processes




Strategic Planning Progression

Avascent Market

Analysis A
A

Account
Planning Filter
- —

Capabilities _
Analysis Gap Analysis

Strategic Consolidated
Resources Objectives & Input Strategic Plan

SHEICTES] 1st Draft
Prioritized Development
Pipeline

Qualified
Pipeline

Budget & Financial Strat

Finance Base Affordability Plan
Analysis

May/June July

*Must have PR & BOTS#to Qualify for Strategic Plan




Some Final Thoughts

Integrate all components from the top to the bottom: Vision >
Mission > Goals > Objectives > Measures > Targets > Initiatives >
Action Plans > Budgets.

Get Early Wins (Quick Kills) to create some momentum
Seek external expertise (where possible and permissible)

Articulate your requirements to senior leadership if they are
really serious about strategic execution




Questions and answers .......
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Additional Resources

Zuckerman, A. 2005. “Transitioningto Implementation.” In Healthcare Strategic
Planning, Second Edition. Chicago: Health Administration Press. (link will be added
here)

Begun, J., and A. Kaissi. 2005. “An Exploratory Study of Healthcare Strategic Planning
in Two Metropolitan Areas.” Journal of Healthcare Management (Jul/Aug): 264-75.

Bloomquist, P, and J. Yeager. 2008. “Using Balanced Scorecards to Align
Organizational Strategies.” Healthcare Executive (Jan/Feb): 24-28.

Goldman, E., and M. Dubow. 2007. “Developingand Leading Successful Growth
Strategies.” Healthcare Executive (May/Jun): 8—13.

Kaplan, R.,and D. Norton. 2008a. The Execution Premium: Linking Strategy to
Operations for Competitive Advantage. Boston: Harvard Business School Press.

Kaplan, R.,and D. Norton. 2008b. “Linking Operations to Strategy and Budgeting.”
Balanced Scorecard Report (Mar/Apr):3-7.

Various. 2006. “Advancing Strategic Planningin Healthcare.” Frontiers of Health
Services Management 23 (2), 48 pp.
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