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Summary

| 81n general, most organizations lack effective strategic plapning

§ Hospitals face unique and growing challenges

8To compete effectively, hospitae
which in turn will require organizational/cultural changes
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Components Of Planning Process

Typical Components

A Mission Statement

A Vision and Values

A Situation Assessment (SWQOT)
A Market share

A A Set of Goals

A Strategies (Key Issues)

A Tactics (Action Plan)

Define Mission, Values and Vision

Often empty
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Is it relevant?

Relevance is about providing direction
that inspires, motivates, and sustains
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Soooé What nowe.

The typical Strateqic planning process
§ Logical

§ Easy to develop

§ Important

é BUT IT IS NOT ENOUGHe
I Does it truly result in a strategy?
I Was the analysis fact-based?
I Does the strategy address key long-term issues?
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What is Strategy?

NStrateqgqy 1 s creating fit ame
8 NThe success of a strategy de

wellT notjustafewiand 1 ntegrating anmot
s nlf there I s no fit among act

strategy and little sustainability. Management reverts to
the simpler task of overseeing independent functions, and
operational effectiveness determines and organization's
rel ative performanceo

Sour ce: AWhat i s St r akaevard Busindds Reviewe | Por
Nov.T Dec., 1996
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Redi scovering your Cor e
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Source: AWhat i s St r Hdanem BusihesMiReviéwy olv.-Décg 1986e page 76.

Which of your product or service lines are most distinctive?
Which of your product or service lines are the most profitable?

Which of your customers are the most satisfied?

Which customers, channels, or purchase occasions are the

most profitable?

Which of the activities in your value chain are the most
different and effective?

Who does this?

To what degree of accuracy?
How often?
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Strategy Formation: 10A Sc ho ol s 0

Conception (Design)
Formal Process (Planning)
Analytical Process (Positioning)

Visionary Process (Entrepreneurial)
Mental Process (Cognitive)
Emergent Process (Learning)
Negotiation (Power)

Cultural (Collective)

Reactive Process (Environmental)

o Do Do Io o Bo Do (Do Do D>

Fits organizations / industries
that can thrive with top-down /
hierarchical management

Process of Transformation (Transformation)

Source: Mintzberg, Ahlstrand, Lampel, Strategic Safari: A Guided Tour

through the Wilds of Strategic Management, 1998.
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Most Strategic Planning: Glorified Budgeting

A AMost of the strategy concepts in use today are static. They
explain the stability and sustainability of competitive
advantagese t el ling us why a p
defensibld why it hol ds the hig

arti
h gr ¢

A A Most corporate strategic plans have little to do with strategy.
They are simply thregear or fiveyear rolling resource budgets
and some sort of market share projecti@Qalling this strategic
planning creates false expectations that the exercise will
somehow produce a coherent st

SourcelLovalloandMendonca N Str ategyds Strateg
with RichardRumelt ®he McKinsey QuarterlyNovember 2007.
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Common Problems with Strategic Planning: Survey

800 respondents at firms with $500+ mil. revenues

Of the 75% of respondents who indicate their company has a formalized strategic

planning process:

Leads to strategic decisions that allow the 64
company to meet its goals and challenges

Is fact-based 57
Focuses on most important strategic issues 53
facing company, not tactical issues

Ensures that those who carry out strategy 52
are involved in making it

Emphasizes substantive discussion of 43
issues, not process

Fosters creativity in strategy development 29
Is efficient 20
The company currently tracks the 56

execution of its strategic initiatives

Sour ce:
Sur v elge McKinsey Quarterly, 2006

Renee Dye,

Al mproving

Strategic
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Summary

8 In general, most organizations lack effective strategic planning

| § Hospitals face unique and growing challenges |

8To compete effectively, hospitae
which in turn will require organizational/cultural changes
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Druckeron Hospitalseée. 25 Years Ag

NRnTodayos hospital Il s the coc
health care and advanced medical technology. It is

alsothe most complex human institution around

with a profusion of services and health care

professionals which nobody dreamed of even fifty
years ago. o (1tali cs addec

Source: Peter Drucker, Toward the Next Economics, 1981.
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Management Style

Slow and bureaucratic decision-making Is sustainable Iif:

1. Competitors are limited to other hospitals

2.0t her hospitals6 actions ar e
Certificate of Need process

3. The minimum-sized competitor in the market place (i.e.,
strategic business unit) is a fully-integrated hospital

8 In most states, none of the three factors is true today
8§ Competition takes place at the discrete service level
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New Environment: Hospital as Conglomerate of SBUs

A collection of activities is an SBU If:

1. The aggregate revenue 1|1 s a
total revenue

2. Other hospitals compete specifically for those services (or
patient segment) with targeted marketing and/or
operations

3. Free-standing centers target specific procedures/patients

4. Such centers are recognized by payors (and often are
accredited by SBU-specific agencies)

Example: Sleep lab
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Potential SBUs at a Hospital

Endocrine/Diabetes

ENT/Oto

Gastroenterology

General Medicine
General Surgery

Infectious Disease

Catastrophic Care Planning
Burn Unit

Diabetes Center

Balance Center
Smell and Taste Center

Digestive Disorders Clinic

Digestive and Liver Disorders Center
Free-standing Endoscopy Center
Heartburn Treatment Center

Cystic Fibrosis Center

Observation Unit

Simple Surgery Hospital

AIDS/HIV Clinic

Plastic Surgery

Pulmonary

Urology

Womenos

Service Line Strategic Business Unit Service Line Strategic Business Unit
Cancer Cancer Treatment Center Nephrology Kidney Transplant Center
Bone Marrow Transplant
_ _ o Neuroscience Stroke Center
Cardiac Cardiac Crisis Center Spine Disorder / Back Pain Center
Heart Failure Clinic Neurological Institute
Lipid Clinic
ED Observation Unit Ophthalmology Eye Institute
Cath Lab Recovery Unit
Cardiovascular Recovery Unit Orthopaedics Musculoskeletal Center
Transplant Center Hand Center
Congestive Heart Failure Clinic Imaging Center
Vascular Clinic Total Joint Replacement Center
. Rehabilitation Center
Emergency Pediatric Emergency Center

Sports Medicine Center

Skin Laser Center
Cranio-facial Center

Lung Center
Sleep Lab

Prostate Cancer Center

Breast Cancer Diagnosis Center

Mid-Li fe Womenés Cent
Perinatal Service/Diagnostic Center
Childbirth Education Program

Lactation Center

Screening Center

14

QD Gwinnett

Medical Center

Lawrenceyi Ilr * Duluth



http://www.gwinnettmedicalcenter.org/index.asp

Scope of the Problem for Hospitals

Across industry:

1. Strategic planning I s typical
busi nesseso

Hospitals:

1. Have less CON protection
2. Are comprised of 25-50 SBUs

3. Face competition from many SBU-specific competitors,
often owned by their medical staff

4. Lack 25-50 SBU leaders (not clinical leaders)
5. Lack SBU infrastructure (e.g., SBU P&L)
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Summary

8 In general, most organizations lack effective strategic planning

§ Hospitals face unique and growing challenges

8To compete effectively, hogpit e
which in turn will require organizational/cultural changes
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Organizational Reguirements for the New Millennium

AAThe traditional "cehtunemodeficnoti c al |
effective at organizing the thinkiagtensive work ofeli-directed
people who need to make subjective judgments based on their own
speci al knowl edgeeé

A AWe needéa maoidraadhicat decasibn malsrenyy for
activities that need authority, suchascating resources, appointing
people to jobs, or holding people accountaé®ldut at the same time
enables selflirected professionals to collaborate with their peers
continuously. o

Source: JoannBarsh Al nnovation Management: A
Ha me | and L dhe&tKinseBQuartenm20@ number 1.

(J
2 - () Grinncy



http://www.gwinnettmedicalcenter.org/index.asp

Strategic Direction-Setting

Clear Direction

Mission / Vision
Strategy

Measurable goals /
Balanced
scorecard

Value proposition

Core skills

. .

Rigorous and integrated:
A Hospital level
A SBU level

D

Rigorous Resource
Allocation

Appropriate

Organizational Design

Pro-Active
Relationship Plans

AService line planning
ACapital budgeting
AOperating expense budgeting
AMaster facility planning
ALong-term financial planning
AHuman resource planning
AIT Planning

AStructure
ASystems

Astaff
AManagement Style

AShared values

APhysicians i Referring
APhysicians i Employed
APhysicians i Specialists
APatients

AHospital Partners

APayors

AEmployers

Y Gwinnett
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Turning Vision into RealityGettingBuy-in

Atntcemtibbon t o Struc
OpenCommuni cati on
Earl.y Progress/ WI n
Cel-ebrate Success
Contidinuous Assessm
Renewal Processes

Po o To Po o I
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Developing A New Plan

Planning Process: General Statements
§ A process consistent with your culture

8§ Develop anintegrated plan for the hospital to establish
priorities (i.e., which SBUS)

8 Based on an honest assessment of current situation and
SWOT, by SBU

8 A plan that develops priorities but broad enough in which the
community or at least a significant portion can participate

8§ Has measurable outcomes with clear assignment of
responsibility

§ Has some easy wins
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Multifaceted Leadership

lldea | eader ship
lonspiarcatii onal | eade

Prrocess | eadership

o o To Ix

Pol 1-t1.c al | eader s hi

e "Rischard: Boyatzi sy Scott C
Innovation in Professional Education
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Cultural Changes

A Compartmental A Cooperative

A The Individual A The Team

A The Unit Move t0> A The Organization

A Needto-Know A Open Communication
A Carrot / Stick A Shared Commitment
A Reward Commitment A Reward Performance
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Changes in Management Style

A Conservative A Innovative
A Risk-Averse For A Risk-Taking
A Short-Term business \ A Long-Term
. mgmt, .
A Quantity move 1o A Quality
A Impact on Us A Service to@thers
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The Leader as Strategic Planner

Strategic planning is not.a:replacement
for your leadership, but an instrument of
your leadership!

é 'Mi-chaedl Moo rce qand Mi chae
Academic Leadership: Turning Vision into
Reality

Each SBU needs leadership
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