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Duration:  7 hours [9 a.m. – 4 p.m.]
Learning Goals:  Health professionals will identify the key focus of their business, create a strategic vision that clarifies that focus, discuss how to create an effective business identity, and set goals to implement that vision [what] so that they have a clear idea of what they want their business to be and what it will take to accomplish that [why]. 

Learning Objectives: 
During this session, the participants will:

a. Identify the key focus of their business;
b. Define what a strategic vision is;
c. Describe the characteristics of a good strategic vision;
d. Create a strategic vision for their business;
e. Discuss the components of an effective business identity;
f. Explain how to set short-term and long-range goals to implement their strategic vision;
g. Set short-term and long-range goals for their businesses;
h. Report out a short- term goal (small win) on their action plans to the larger group; 
i. Discuss the next step; and
j. State their key takeaway from the session.
Pre-Session Preparation:

	Start Time:  9:00
	SECTION 1:  WELCOME
	15 minutes

	Slides
	Pages
	Learning Activities
	Facilitation Notes
	Duration

	1-2

3-6
7

	1

2

3

4

	Pre-Test

Lecturette overview of session format, agenda, and learning objectives

Brief introductions


	Pre-Test:  Hand out the Pre-Test and have everyone complete it and give it back to you in order to compare to the Post-Test at the end of the session.

Score each Pre-Test by putting a check mark in front of the questions participants answered incorrectly and then adding up the checkmarks, placing the number of wrong answers in the upper right hand corner.
Common Ground Questions:  Welcome the group and ask: 
-“How many of you have a clear idea of the business you are in?”
- “How many of you have a strategic vision for your business?”
-“How many of you know what a business identity can do for your business?”
-“How many of you aren’t sure what a business identity is?”
-"How many of you know that you need short and long-term goals?” 

As you ask the questions, model raising your hand, so the participants know to raise their hand if their answer to a question is “yes.”

Keep asking questions until everyone has raised their hand at least once.
“Well, by the time you leave the session today, you will be able to answer all of these questions in the affirmative.”
Opening Comments: Introduce yourself. Ask people to raise their hands if they have attended a previous session in this series. Explain the format of the session (start and stop times, 10-minute breaks approximately every hour, etc.)

If this is the same group of participants who attended the previous session, all you need to do is to mention that: “The materials are laid out the same way as before.” 

If the group has new participants, provide the complete explanation that follows:

Materials: Review how the materials are laid out in their manual. Point out that the Table of Contents contains documents in bold print (agenda items), documents in italicized print (participant activities), and documents in regular print (reference materials). 

Training Approach: Explain the training approach: the major content is in their participant packet and not in the PowerPoint, which is why they will not receive a copy of the PowerPoint.
Agenda and Learning Objectives:  Read these out loud.
[Introductions, if necessary]
Learning Contract: Re-establish a “learning contract” with the participants. Tell them: “If at any time you feel that the program is not meeting your needs, please tell me. At the end of the session, instead of standing in front of the group telling you what you should have learned, I will call on each of you to identify your key learning or takeaway from the session."

	10 minutes
5 minutes



	Start Time:  9:15
	SECTION 2: DEFINING YOUR BUSINESS
	35 minutes

	Slides
	Pages
	Learning Activities
	Facilitation Notes
	Duration

	8-9
10

	5

6


	Individual brainstorming
Debriefing


	Individual Worksheet:  Tell them: “The first step in defining your business is to answer the question: ‘What business am I in?'  This may not be an easy question to answer, as you’ll soon see. 
Are you in the business of providing health services? Perhaps you’re in the business of healing people or perhaps providing quality health care for families.

Please give it some careful thought and complete the worksheet.  However you answer the question, make sure that your answer is very clear and easy to identify with. 

The real challenge will be to come up with just one answer! When you have identified that answer, write it on page 6.”

Have the participants work independently.

Report Outs:  Tell them: “As you listen to each other’s answers, make sure that they are clear, meaningful and easy to relate to. If they aren’t, we’ll make some suggestions.”

The participants take turn sharing their answers, for general feedback and suggestions.

Tell them: “Excellent. Now that you can explain your business in one sentence, you will be in a good position to write your strategic vision statement when we come back from your break.”
	5 minutes

10 minutes

20 minutes


	Start Time:  9:50
	BREAK
	10 minutes

	Start Time:  10:00
	SECTION 3: CREATING A STRATEGIC VISION
	60 minutes

	Slides
	Pages
	Learning Activities
	Facilitation Notes
	Duration

	11-12
13

14

15

16

	7

7-9

10

11-12

	Lecturette

Individual assessment worksheet/

Large group discussion
Writing

Debriefing

	Lecturette:  Refer the participants to page 7. Explain that: “A strategic vision basically tells the world: This is who your practice is, this is what your practice does, and this is where your practice is going to be in the future.

It is stated in general terms, but it must be realistic, believable, attractive and future oriented. For example:

To be the first place families go when they have health care needs, because they know that they will get affordable quality care in a friendly and efficient environment.
Let’s look at The Characteristics of a Good Strategic Vision Statement.

First of all, it’s brief so it is easy to communicate and to remember. 35 words, or two or three sentences, are plenty. Our example, by the way, is 29 words.

Second, a strategic vision has to be clear. Avoid jargon or terminology that the common person would not understand.

Third, a good strategic vision statement sets an abstract yet challenging goal- something to strive for.

For example, we could have simply said in our example: 'We are a full-service clinic.' Would that be true?" [wait for an answer, which would be “yes.”] 

"But we went further: 'be the first place families go when they have health care needs.'
Four, a good strategic vision describes what the organization wants to achieve. What does our example want to achieve?" [Wait for an answer: to provide quality, affordable services; to be a full service family health care clinic; to be friendly and efficient at the same time.]

"Five, a good vision statement describes where the organization is going and sometimes how it plans to get there. For example, 'through community outreach' or 'through life-long learning.'
Six, a good strategic vision statement identifies goals related to the organization’s fundamental values or uniqueness, among other things.

Seven, a good strategic vision statement identifies how the organization will measure its success. In our example, we want our services to be affordable and quality, and we want our environment to be friendly and efficient. 

Let’s look at the Sample Vision Statements for Health Care Organizations on the next page.

As you read each vision statement, see which of the characteristics we just reviewed are present, or may not be present.”

[Note:  Both MedCentral and Quorum Health Group, Inc. exhibit all of the characteristics of a good strategic vision statement.

The problem with the Medco vision statement is that it is too long and repetitious. It also uses the term PBM, which is not clear. ]

Ask the participants “How could Medco edit this to make it a better vision statement?” [Use the last two sentences.]

[Tenet Healthcare exhibits all of the characteristics of a good strategic vision statement.]

Pairs: Tell the participants to work in pairs to create a strategic vision statement for each of their businesses. They can either work together or work separately and then discuss. They then compare their resulting vision statements to a checklist of the characteristics of a good strategic vision statement and make any adjustments necessary.
If they already have a strategic vision statement, ask them to compare it to the characteristics of a good vision statement and make any necessary revisions.

Tell them: “You may want to experiment with this formula:

Five years from now, [your business] will [what it will accomplish] by

[how it will accomplish it].”

Report Outs:  Each participant states the strategic vision for his or her business, for general discussion.
	10 minutes
10 minutes

20 minutes
20 minutes



	Start Time:  11:00
	TEA BREAK
	10 minutes

	Start Time:  11:10
	SECTION 4:  THINKING ABOUT A BUSINESS IDENTITY 
	50 minutes

	Slides
	Pages
	Learning Activities
	Facilitation Notes
	Duration

	17
18

19

20

21

22

23

24

25

26

27

28

29

30

31

32

33

34


	13

14,6

	Questionnaire

Signaled answers

Directed large group discussion

Writing

Debriefing


	Questionnaire:  Tell the participants: “We’re now going to look at what a business identity is. I’ll read each statement and then ask you whether you agree or disagree with it. If you agree, put your thumb up and if you disagree, put your thumb down. Be aware that the thumb should be the only digit you show me! Also know that I will ask for volunteers to explain the rationale for their answers.”
1. " In today’s competitive market, your business needs to stand apart from the others to be noticed, to make an impression, and to ultimately be preferred.  

If you agree, put your thumb up. Would someone who just raised their thumb explain your answer?

If you disagree, put your thumb down. Would someone who just put their thumb down explain your answer?

The answer is YES."
Explain: “This tells us that your business needs to be differentiated from other businesses. Your business has to have a clear differentiation or reason for being. Otherwise, why should clients choose you?”

2.  "If your business is going to be successful, your intended clients need to feel that you understand and can meet their needs. 

If you agree, put your thumb up. Would someone who just raised their thumb explain your answer?

If you disagree, put your thumb down. Would someone who just put their thumb down explain your answer?

The answer is YES."
Explain: “This tells us that your business needs to be relevant. You need to connect with what people care about.”

3.  "The credibility of your business requires that everything your business says and does is consistent. 

If you agree, put your thumb up. Would someone who just raised their thumb explain your answer?

If you disagree, put your thumb down. Would someone who just put their thumb down explain your answer?

The answer is YES."
Explain: “This is tells us that your business needs to be coherent, meaning that everything needs to be logically consistent. All of your business messages, all communications, all experiences, and all service delivery need to be consistent with each other and add up to something meaningful.”

4.  "If your business clearly executes both its promised and delivered experiences, it will be held in high esteem.  

If you agree, put your thumb up. Would someone who just raised their thumb explain your answer?

If you disagree, put your thumb down. Would someone who just put their thumb down explain your answer?

The answer is YES."
Explain: “A business that is differentiated, relevant and coherent is one that will be valued by both its internal and external audiences.  Esteem is another way of saying a positive reputation.”

5.  "A business identity tells the world how your business views itself and how it wants the rest of the world to see it. 

If you agree, put your thumb up. Would someone who just raised their thumb explain your answer?

If you disagree, put your thumb down. Would someone who just put their thumb down explain your answer?

The answer is YES."
Explain: “People associate businesses with their business identities. We’ve just spent time creating strategic vision statements for your businesses. Your strategic vision will fuel your business identity.”

6.  "A business identity has three parts: design, communication and behavior.

If you agree, put your thumb up. Would someone who just raised their thumb explain your answer?

If you disagree, put your thumb down. Would someone who just put their thumb down explain your answer?

The answer is YES."
Explain: “Business design includes logos, uniforms, and business colors. Business communication includes advertising, public relations, and information. Business behavior includes internal values and norms. In a business with a strong business identity, employees walk the talk.”

7.   "A logo is an excellent way to provide a visual representation of the value you offer to your clients.

If you agree, put your thumb up. Would someone who just raised their thumb explain your answer?

If you disagree, put your thumb down. Would someone who just put their thumb down explain your answer?

The answer is YES."
Explain:  “A logo is a professional graphic that provides a powerful and memorable image of what the business stands for. It is one of the most visible aspects of a business’s identity. A good logo provides for easy identification. What logos do you see that are easily recognizable? [The Coca Cola red signature; the Red Cross red cross...]

Once you provide a useful service and have an easily identifiable logo, your business’s image and reputation become an important part of your business identification. Quality services build trust between clients and businesses.

For service-oriented businesses such as yours, your logo should trigger a warm feeling of confidence. A person usually will not shop around for a medical procedure if they have had several good experiences with a particular provider. The business identification reinforces itself.”

8.  "Once your business has a business identity, it should appear on everything that leaves your business.

If you agree, put your thumb up. Would someone who just raised their thumb explain your answer?  

If you disagree, put your thumb down. Would someone who just put their thumb down explain your answer?

The answer is YES."
Ask: “What form will that business identity take?"  [Usually, it is a business name, logo and tagline or slogan (for example, Nike’s “just do it.”)

Explain: “Your business identity communicates to the world that you mean business. It should appear on everything that leaves your business:

Business cards, letterhead and envelopes, note cards, post cards, brochures, website, labels on products, prescriptions, etc.”

Ask: “Besides the business name, logo and slogan, what else should go on letterhead, for example?”  [mailing address, email address, website URL, business phone and fax numbers, possibly a list of products and services.]

Writing: Tell the participants: “Business logos usually have certain colors, shapes, pictures and/or words. Think about how you answered the question: “What business am I in?” on page 6. Write your answer again on page 14 and note down or sketch any ideas you have about what your logo should look like or represent.

If you already have a logo, check to make sure that it adequately identifies your business.”

Debriefing:  Have volunteers discuss their logos.
	30 minutes

10 minutes

10 minutes



	Start Time: 12:00
	BREAK
	10 minutes

	Start Time:  12:10
	SECTION 5:  SETTING STRATEGIC GOALS 
	50 minutes

	Slides
	Pages
	Learning Activities
	Facilitation Notes
	Duration

	35-36
37

38
38

39

40

41

42

43

44

45
46
0r

47

	15
16
17

17

18-19

18-19

20


	Overview

Demonstration

Directed large group discussion

Directed large group discussion

Small group activity


	Overview: Tell the participants: “Since your strategic vision statement identifies an ideal future state, the question becomes: “What needs to be done to achieve that ideal state?” The answer to this question is the strategic goals that you set, both long-term and short-term.

Your strategic goals should describe what the business as a whole needs to achieve to be successful. These goals should be important and apply to the entire organization, and the links between the goals and business success should be clear and obvious. The goals should be measurable -- specific enough so that it's possible to determine whether you are progressing satisfactorily towards the achievement of the goals, so you can examine whether they have been achieved.

Strategic goals can be either results-oriented, or process-oriented, although it's probably better to have results-oriented goals. 

Here are examples of results-oriented goals:

· increase market share by 10%

· increase share price by 5%

· increase return on capital investments by 10%

Here are some examples of more process-oriented goals:

· reduce employee turnover by 10%

· bring three new products to market

· add two new specialized services

Notice that in both cases the goals are measurable, but the first set focuses more on results or the bottom line, while the second set focuses more on important things that need to be achieved so as to indirectly affect the bottom line.
You want to make sure that your strategic goals are specific enough to be measurable. Here are examples of goals that are too vague to be useful:

· Become the most highly regarded hospital in our area

· Improve our customer service 

· Hire and retain more talented staff 

We want to make sure that our goals are S.M.A.R.T.:

Specific, Measurable, Achievable, Results-focused, and Time-bound.

Specific: Goals should be simplistically written and clearly define what you are going to do. Specific is the What, Why, and How of the S.M.A.R.T. model.

Measurable: Goals should be measurable so that you have tangible 

evidence that you have accomplished the goal. 

Achievable: 
Achievable: Goals should be achievable; they should stretch the business slightly so you feel challenged, but defined well enough so that you can accomplish them. You must possess the appropriate knowledge, skills, abilities and resources needed to achieve the goal.

Results-focused: Goals should measure outcomes, not activities.

Time-bound: 
Time-bound: Goals should be linked to a timeframe that creates a practical sense of urgency, or results in tension between the current reality and the vision of the goal. Without such tension, the goal is unlikely to produce a relevant outcome.

Growing a business requires setting long- and short-term goals. Often the short-term goals are the steps necessary to achieve the longer-term goals. 

For example, let us assume that your long-term revenue goal is to double revenue by the end of the current fiscal year.
An example of a short-term goal to help achieve that long-term goal would be to increase your advertising budget each month for the next three months. 

Another example of a short-term goal would be to spend the next month learning your primary competition and brainstorming on what you offer that they do not. Take this research and design a new advertising campaign that highlights the unique points about your business.

You can think of the long-term goals as your vacation destination and the related short-term goals as the road map for getting there.
Your long-term goals should have a timeline of about three to five years. 
Long term goals usually fall into one of these four categories: service, social, profit, or growth:

· Service - Goals related to improving customer service satisfaction or customer retention.

· Social - Goals that focus on giving back to the community, through philanthropy or volunteer organizations, for example.

· Profit - Goals set to increase profits by a certain percentage.

· Growth - Goals related to the expansion of the business, through new employees, for instance.

Demonstration/Directed Large Group Discussion:  Say: “We know what business we’re in, we’ve created a strategic vision statement, talked about how a business identity can help to show the world what we stand for. Now, we need to get down to practicalities: exactly what are you going to do, in the long term and in the short term, to make your strategic vision a reality?

Let’s go back to our first example of a strategic vision statement: 

To be the first place families go when they have health care needs, because they know that they will get affordable quality care in a friendly and efficient environment.
We’ll first consider possible long- term goals to implement this vision. Once we have our long-term goals, it will be easier to identify the necessary short- term goals to achieve our long-term goals.

Who can suggest a long-term goal?" [Write what is proposed on a flip chart so all can see it. That means use darker colored markers, not red or pink or orange, which are difficult to see.]

[Wait for an answer.] If none is volunteered, coach the participants by asking: “Well, let’s break out the key elements of our vision statement. What long-term goal could we create regarding affordable quality care?”

[Possible answers:  Keep the price of our services low enough to allow our patients to afford them, yet high enough to ensure a reasonable profit.  Or Ensure that our medical staff follows best practices and that our equipment and facilities provide the highest quality of care]. 
[Note: Now there are two options for activities. Choose one, then assign the worksheet page that is appropriate for that activity.]
Directed Large Group Discussion: If the group had difficulty identifying the long-term goals, then conduct this next activity as a directed large group discussion similar to the one that you just did to identify the long-term goals:

Tell them: “Good. Let’s take one of the long-term goals we’ve just identified and come up with three or four short-term goals to accomplish it.”

Note:  Do your best to prompt them to come up with answers.

Note:  The possible answers that follow are for the facilitator’s information and use if there is a need to provide examples to prompt the group. They are not to be considered the only correct answers.
[Possible short-term goals for Keep the price of our services low enough to allow our patients to afford them, yet high enough to ensure a reasonable profit:  (a) Decide the income level of patients that we want to attract; (b) Research prices charged by our competitors; (c) Create an operational budget so we know what our expenses are likely to be; (d) Decide the amount of profit we want to make; (e) Project the income we will need to stay in business and make a profit; etc.

Possible short-term goals for Ensure that our medical staff follows best practices and that our equipment and facilities provide the highest quality of care:  (a) Subscribe to medical journals; (b) Plan continuing education for the medical staff; (c) Budget for continuing education; (d) Create a monitoring and testing schedule for all equipment; (e) Conduct quality checks equipment on a weekly basis; (f) Establish weekly or daily meetings between medical staff; (g) Institute an effective communication process between staff on different shifts; (h) Research and purchase up-to-date equipment; (i) conduct repairs and maintenance of facilities etc.]
OR

Small Group Activity: If the group was able to identify the long-term goals relatively easily, then this next activity should be a small group activity:

Tell them: “You’ll see an example of a short-term goal on page 18. Now go to page 19. Working with your small group, please take one of the long-term goals we just identified and come up with three or four short-term goals to accomplish it.”

Debriefing:  Find out which table groups worked on the same long-term goal. Conduct a round robin, asking each of those table groups to identify

1 or 2 short term goals.

Then repeat the process with groups who worked on the other long-term goal.
	10 minutes
15 minutes

25 minutes
10 minutes
15 minutes



	Start Time:  1:00
	LUNCH BREAK 
	60 minutes

	Start Time:  2:00
	SECTION 5:  SETTING STRATEGIC GOALS continued
	50 minutes

	Slides
	Pages
	Learning Activities
	Facilitation Notes
	Duration

	48


	20-21


	Individual goal setting 


	Individual Goal-Setting:  Have the participants work independently (or in pairs) to set three long-term goals and five short-term goals for each of the long-term goals. Remind them to work from their strategic vision statement.  
[Note: Unless the paired participants are from the same business, each of the participants should have his or her own long- and short-term goals at the end of this exercise.]

	50 minutes



	Start Time: 2:50
	BREAK
	10 minutes


	Start Time:  3:00
	SECTION 5:  SETTING STRATEGIC GOALS continued
	30 minutes

	Slides
	Pages
	Learning Activities
	Facilitation Notes
	Duration

	49

	23

	Individual goal setting 

Debriefing


	Quick Win:  Have the participants select one short-term goal that will ensure they have a quick win when they implement it.  Have them identify what they will need to do to implement it. 
Debriefing:  Have each participant report his or her “quick win.”
Tell them:  “Now that you have your quick win, you have an easy step to take when you get back to your practice.” 
	15 minutes

15 minutes



	Start Time:  3:30
	SECTION 6:  SUMMARY AND EVALUATION 
	30 minutes

	Slides
	Pages
	Learning Activities
	Facilitation Notes
	Duration

	50-51

52

53

54

	27-28

24

25

	Individual worksheet

Next Step

Post-Test

Individual assessment and Report outs

Overview of next sessions and schedule


	Evaluation:  Have each participant complete the evaluation form for the session, tear it out and hand it to you or put it on a table.

[Note: You never want to end a training session with an evaluation, because all of the energy of the group dies down.]

Next Step:  Tell them: “Now that you have taken some time and effort to define your business, it would be good to get feedback from your employees, patients and the community to find out how they see the business. To make this as easy as possible, there is a worksheet on the page with a few questions you can ask them.”
Post-Test: Hand out the Post-Test and have the participants complete it. Go through the answers, drawing them from the group, so they can mark what is wrong (using the honor system). (Just have them put a check mark in front of the questions they got wrong and then add them up, placing the number wrong in the upper right hand corner.) Hand them their Pre-Tests for comparison purposes. Give a small prize to the people who learned the most (decreased the number wrong by the greatest amount). Then collect all Pre and Post Tests.
Key Takeaway:  Have each participant identify the most important idea or technique that they gained from the session and write it down.
Tell them:  “In lieu of a summary by me, all of you are going to stand and take turns (when you have a ball in your hand) identifying your key take- away from the session. Once you have spoken, throw the ball to someone else to speak and then sit down. It will then be easy to tell who has yet to speak by those who are left standing. Don’t be concerned if someone says what you planned to say. If that was your key takeaway, say it anyway.”

Series Overview:  Make sure that everyone knows what the next session is (subject and agenda) and the necessary logistical information so that they can attend: day, time, place, how to enroll, etc.)

Thank them for coming, remind them about the Next Step, and close the session.
	10 minutes
10 minutes

10 minutes



	End Time:  4:00
	ADJOURN 
	


DISCLAIMER

The author’s views expressed in this publication do not necessarily reflect the views of the United States Agency for International Development or the United States government.


