Chapter 8
Planning
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Strategic planning is the formal consideration of a health center’s future course.  It is a process for defining organizational strategy or direction and making decisions on allocating resources to pursue the strategy, including its capital and people.  To determine where it is going, the health center needs to know exactly where it stands, then determine where it wants to go and how it will get there.  The resulting document is called the "strategic plan".

According to Wikipedia, all strategic planning deals with at least one of three key questions:
· "What do we do?" 
· "For whom do we do it?" 
· "How do we excel?" 

Strategic planning is a dynamic process, one that continually guides the board and center management toward meeting specific goals which are tied to the center’s overall mission.  The strategic plan addresses key issues facing the center in the future, and is often seen as planning in the face of obstacles or competition.  Through planning, the board gives meaning to establishing and sustaining its mission, determining policies and procedures, marketing health center services, dealing with leadership changes, responding timely to legal mandates, and highlighting the need for, and ways to obtain, funding.
  

Strategic planning serves a variety of purposes in the health center, including:

1. Define the purpose of the organization and establish realistic goals and objectives consistent with the mission.
2. Communicate the goals and objectives to the health center’s constituents.
3. Develop a sense of ownership of the plan.
4. Ensure the most effective use is made of health center resources by focusing the resources on the key priorities.
5. Provide a base from which progress can be measured and establish a mechanism for informed change when needed.
6. Build a consensus about where the health center is going.
Planning is an ongoing process for which both the board and management staff must participate.  There is no one process for strategic planning; however, most planning processes include the sequential stages outlined below.
 

Stage 1:  Review Agency Mission & Vision – The first stage involves developing a shared vision of what the organization should be in the future.  The vision serves to establish a sense of purpose and direction for the planning process.  Once the vision statement has been developed, the mission statement should be reviewed and updated, as it forms the foundation for all other strategic elements.  The mission statement should describe the values or beliefs which shape health center operations.  

Stage 2:  Internal and External Environmental Analysis – The next step in the strategic planning process involves identifying the key factors and trends likely to affect the community in the future (i.e., demographics, community values, economic, technology, etc.).  It helps the board establish the “big picture” and consider the various driving forces or major influences that might effect the organization.  It involves identifying the health center’s internal strengths and weaknesses, as well as its external opportunities and threats.  In business terms, this phase assesses the center’s “competitive advantage” and defines what makes it unique.  The process can be done through different methodologies including needs assessment and asset mapping.  
Stage 3:  Identify Key Issues – Based on economic trends, local conditions and a vision of the future, the analysis should be narrowed down to identify a few critical issues and themes whose successful resolution is essential to improving patient services.

Stage 4:  Establish Goals & Objectives – The next step involves establishing a set of goals for managing the identified issues.  Goals should emphasize building upon strengths, overcoming weaknesses, taking advantage of opportunities and reducing threats.  Once the goals are identified, objectives need to be developed for achieving the goals.  Objectives should be quantitative and measurable within a given time frame.
Stage 5:  Develop Action Plans - After selecting goals and objectives, a detailed work plan which describes strategies for achieving the goals and objectives should be developed.  The action plan should include detailed strategies, as well as information on the cost involved, staffing requirements, individuals responsible for carrying out the project and timetables for accomplishing major tasks.
Stage 6:  Implementation – During this stage, the CEO and health center staff work to implement the action plan strategies and periodically report progress in achieving the strategic plan objectives to the board.  The true test of the plan’s implementation and effectiveness is whether center staff uses it in everyday decision making.  

Stage 7:  Evaluate, Modify and Update the Plan - Strategic planning is meant to be a cyclical and continuous process.  It should not result in a one-time plan.  All plans and projects should be monitored to ensure they are meeting their intended purposes.  If a project is not achieving its objectives, the organization should review the project elements in detail, identify the sources of the problem and modify the project as necessary.  There should also be provisions for periodically updating information upon which the plan is based and modifying the plan in reaction to changes in the external and internal environment.
Planning can be exciting, challenging and one of the most rewarding parts of board membership.  Planning is also a continuous process and should not be separated from normal work – it should be part of it.  One of the greatest benefits of strategic planning is that it helps the management team think strategically in the course of day-to-day business.  

Business planning is usually conducted when starting a new product, service, program or major venture.  The business-planning process offers decision makers a rare opportunity to step back and look at their organization as a whole.  It is a time to connect the dots between mission and programs, to specify the resources that will be required to deliver those programs, and to establish performance measures that allow everyone to understand whether the desired results are being achieved.  As a result, it encourages strategic thinking, not only while the plan is being created, but also thereafter, as implementation leads to new challenges and the need to make new decisions and tradeoffs.

A business plan itself is a formal statement of a set of business goals, the reasons why they are believed attainable, and the plan for reaching those goals.  It is a decision-making tool and the primary document used to gauge organizational success and make decisions about future plans.  

Essentially, a business plan is a combination of a marketing plan, strategic plan, operational/management plan and a financial plan.  There is no fixed content for a business plan; rather the content and format of the business plan is determined by the goals and audience.  A business plan should contain whatever information is needed to decide whether or not to pursue a goal.
  Far more important than the plan document, is the planning process itself.
Business planning usually includes a thorough examination of the idea for a new product or service, the market for it, competitors, the cost, goals to be accomplished, promotional plans, resources needed and how the product/service will be developed and operated.  Business planning is a powerful way to align the management team, staff and the board to achieve significant impact.  It may also have a long-term effect on the way decision-making is approached.  
The business planning process typically includes four distinct components: strategic clarity, strategic priorities, resource implications and performance measures.

	Questions to establish strategic clarity:

	· What outcomes should we be held accountable for achieving?

	· What activities must we assume to achieve measurable results?

	· How do our programs and services lead to change?

	Questions to help surface strategic priorities:

	· How well do we perform compared to peers?

	· Are there services we should add to maximize impact?

	· How well do our programs align with the mission?

	· What are the direct and indirect costs for operating each program?

	Questions to help clarify growth goals:

	· How much of the need for our services are we currently meeting?

	· What motivates us to grow?

	· What are potential barriers to growth?

	Questions to help identify required human resource investments:

	· Do we have the right organizational structure in place to implement the plan?

	· Does our staff have the skills and expertise to execute our strategic priorities?

	· How much capacity does our current staff have to take on new work?

	Questions to help identify necessary infrastructure investments:

	· How much staff and patient growth can our current space accommodate?

	· What systems do we need to do our work more effectively?

	Questions to help assess the financial implications:

	· Can we manage the budget required by the human resource and infrastructure investments?

	· How will the increased budget affect our organization’s culture?

	· How will the new costs affect our cost per outcome?


Strategic clarity: Business planning provides an opportunity to focus on the mission statement and see how it plays out in the programs and activities that constitute the health center’s day-to-day work.  It is a chance to draw on qualitative and quantitative information, as well as the passion and commitment that inspires performance.  Business planning allows the health center to articulate the specific outcomes its trying to achieve and clarifies how center programs lead to concrete, measurable change for patients.  Many organizations start business planning with a number of competing options, and it can be tempting to jump right into making choices without first stepping back and clarifying what to accomplish, for whom and how.  Once these decisions are made, they create the platform on which the rest of the business plan can be built.

Strategic priorities: One of the most valuable aspects of business planning is the opportunity to look closely at current programs and assess what is working well, what could work better and what is missing.  Without a clear understanding of the current state of affairs, it is hard to think critically about what the center is best positioned to do going forward or what changes in programs and services may need to be made.  Most decisions makers end up choosing among four potential options: modifying existing programs, adding new programs, discontinuing programs, and/or increasing the number of patients served.  To decide which option, or set of options, is right for the organization, it is helpful to collect information about the health center, its programs and the external context in which it operates.  This process involves clarifying current organizational performance and determining internal and external organizational strengths and weaknesses.  

Resource implications: Once strategic priorities have been agreed upon, the next step is to align staff, infrastructure and finances in a way which will support sustainable implementation.  Before committing to adding new services or growing the number of patients, it is essential to understanding the resources (human resources, infrastructure investments and financial resources) which will be required for those activities--not just at the outset, but over time. 
Performance measures: Establishing the quantitative and qualitative outcomes makes it possible to measure progress toward the intended impact.  Outcomes are generally defined in three categories: program, operations and finance.  In each case, the outcome is tied directly to strategic priorities and the decision made about the resources required to implement the plan. 
To understand the various uses for a business plan, it is helpful to think about the audience.  Just as the CEO spends the average day communicating with a broad spectrum of stakeholders--board members, funders and staff--a strong business plan should deliver a clear and compelling message to many different groups, both external and internal.

A well-written business plan that makes a strong case for the health center and its vision of the future, while also laying out the resources needed to achieve these goals, is a powerful tool for marketing and fundraising.  The written plan may also be used as an outreach tool when looking to create new partnerships and addressing unmet community needs or gaps in service.  

While the business plan is usually written with an external audience in mind, it also can and should serve as an important internal roadmap.  Treated as a "living" document--one that is updated when goals are met or timelines are extended--the business plan becomes an essential resource for aligning current staff, new hires, and the board.

The written plan also helps the board become more fully engaged since they are accountable for the health center’s impact and financial stability.  The business plan also helps board members understand where and when they can best contribute their particular skills.  The business plan is also useful for board member recruitment as it provides an introduction to the organization and the key initiatives members will be asked to help implement in the years to come.

Overall, the contents of a business plan typically aim to:

1. Describe the venture (new product, service, program), often including its primary features, advantages and benefits.
2. Describe what the organization wants to do with the new venture (initiate, expand, etc.) 

3. Justify the plan is credible (i.e., results of research indicate the need for the program). 

4. Describe marketing plans for the new venture (i.e., customer targets, benefits to consumers, cost, expected return, advertising and promotional plans, etc.).

5. Staffing plans, including needed ongoing expertise.

6. Management plans, including how the program will be organized, coordinated and led.

\
7. Financial plans, including construction costs, operating costs, expected revenue, budgets for each of the first several years into the future, when the venture might breakeven, etc. 

8. Describe the overall organization, its other products and/or services and current staff.

Capital planning generally emerges out of strategic planning goals and objectives.  The capital planning process is a critical investment of time and resources, but typically yields immeasurable benefits.  In general, the goals of a health center’s capital planning process are:

· Ensure sufficient capital assets to support the health center’s mission in the future.
· Assess external factors impacting health center assets and determine what opportunities and challenges exist. 

· Evaluate the health center’s progress in meeting the capital asset goals it has set for itself.
· Develop capital priorities and a strategy for implementation.

If every health center had a board consisting of wealthy, top community leaders, fundraising would be easy.  More often than not; however, board members are dedicated to the cause of the health center, but have not had extensive experience in fundraising activities.  Board members are not expected to become fundraisers or solicitors; instead, their key role in the context of fundraising is to expand the health center’s influence throughout the community.
  Further, as fiduciaries of the health center, the board must make decisions that allow the health center to grow in a way that makes sense in the local environment, while, at the same time, ensure the protection of the health center’s mission, values and resources.  In other words, the board needs to ensure the capital planning projects are in the best interest of the health center by asking the following questions:

1. Is this project the best way to accomplish the center’s mission?
2. Is this project fiscally prudent?
3. Is the CEO leading the project effectively?
4. How can the board be more helpful to the CEO?

Much of any capital planning process will be managed by the health center’s senior staff, but the board should find the middle ground between becoming too involved and being completely detached.  In order to find this middle ground, the Board should communicate regularly with the CEO regarding the status of the process, support the CEO in managing the day-to-day requirements of the project, and challenge the CEO if it becomes clear there is a problem with project management.  The board should participate actively in the “significant” decisions related to the capital project (i.e., building size, scope, budget, contractor selection, approval of final design, etc.) and allow the CEO to manage the daily aspects.
Time is a precious commodity for health center board members.  Numerous demands prevent many boards from devoting sufficient time to steering the health center through the capital planning process.  For this reason, many boards appoint a capital project committee to serve as liaison between the full board and senior staff.  While the full board is still involved in significant decision-making, the committee works more closely with staff and keeps the full board briefed on relevant issues. 
The board of directors should:

Establish the framework for both the strategic planning and capital planning processes;
Ensure sufficient time and energy are dedicated by relevant stakeholders (including members of the board themselves) to making the processes work; and
Define and guide the health center through each of the significant implementation decisions in the planning effort.  In some cases this might mean that the full board is actively involved in all aspects of the planning processes, while in others a board committee is assigned to do most of the legwork with the management team’s support and the full board takes part in limited parts of the process.

In any fundraising endeavor, remember:
 
1. People do not give unless they are asked.  Even in the most liked and respected organizations, money does not flow in without solicitation.  You have to ask.  Equally important, people do not give large donations unless they are asked to consider large donations.

2. People give money to people.  Never underestimate the personal equation in asking and giving.  The personal touch, the person-to-person relationship, underlies most philanthropy. 

3. Contributors give for many different reasons: for public recognition, to assuage guilt, out of gratitude or to gain a tax advantage.  The most powerful motive underlying contributions is to make a change for the good.  

4. People give money to success, not to distress.  Everyone wants to help someone who is achieving, doing something positive, making that “change for the good.”  
Board Member Fundraising Checklist

	Yes
	No
	

	
	
	Do I understand the plans and program for fund raising?

	
	
	Do I fully understand and endorse the case why someone should contribute?

	
	
	Do I myself contribute to the fullest measure (time, skills and/or resources) within my means?

	
	
	Do I continually offer my additions to the mailing list?

	
	
	Do I assist staff in identifying and evaluating prospects including individuals, corporations, and foundations?

	
	
	Do I make introductions for others to make a solicitation visit?

	
	
	Do I accompany others in solicitation visits?

	
	
	Do I write follow-up and thank you letters?

	
	
	Do I write personal notes on annual appeal letters?

	
	
	Do I do what I say I will do?
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Keys to Successful Capital Planning





Assess the physical condition of property (equipment or facility), whether owned or leased.


Identify the current and future capital needs of the health center.


Define the scope of the capital project.


Establish the cost of the project and create a project budget.


Develop a plan for financing the capital project.


Create a plan for completing the project within the project budget.
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Capital Planning in Action





Patient numbers in health centers across the Dakotas continue to increase as the economy, health insurance coverage and Medicaid changes have impacted the ability of residents to pay for health care.  The demand in South Dakota has resulted in capital planning and development across the state.  Prairie Community Health in Eagle Butte is enjoying the fruits of their labor with a new building.  “We’ve had more patients than we could fit in our facility for years.  The new space has definitely freed up very cramped quarters for the staff and patients.  We have the capacity to see more patients in a much more comfortable and modern environment.” (2006)


Pam Locken, CEO


Prairie Community Health





Why Evaluate?





Evaluation helps ensure the health center continues to meet community needs.








Business/Operational Planning








Never think you need to apologize for asking someone to give to a worthy object . . .


                                 				  — John D. Rockefeller

















Trying a single solution to a complex business problem is like trying to build a house with only a hammer.  You can pound nails and you might be able to set a few screws, but cutting lumber to length with a hammer will be far from efficient or effective.  Building a house is complex; you need a master plan and a good tool set to be successful.  Building a business is no different.





 Robert Bradford & Peter Duncan


 Simplified Strategic Planning (2000)
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