28


Module 4: Define Your Health Practice Business


27
Module 4: Define Your Health Practice Business



Business for Health 

Business Skills for Private Medical Practices

_____________________________________________________________________________________________________________________

Participant’s Manual
Module 4: Define Your Health Practice Business
[image: image1.png]FROM THE AMERICAN PEOPLE




[image: image17.jpg]Strengthening Health Outcomes
through the Private Sector





Table of Contents 


Welcome


3
Agenda and Learning Objectives  

4
Introductions


Defining Your Business

5
What Business Are You In?

6
My Business...

Creating a Strategic Vision
7
Strategic Vision Statements
10
Sample Vision Statements for Health Care Organizations
11
Creating or Refining a Strategic Vision Statement

12
Checklist of Effective Strategic Vision Statement Characteristics


Thinking About a Business Identity
13
What is a Business Identity?

14
Picture Your Business

Setting Strategic Goals
15
Strategic Goals

16
S.M.A.R.T. Goals

17
Long- and Short-Term Goals

18
Setting Long-Term Goals

19
Setting Short-Term Goals

20
Practice Setting Short-Term Goals
21
Setting Goals to Implement Your Strategic Vision
23
Identifying a Goal-Setting Quick Win


Summary and Evaluation
24
The Next Step
25
My Key Take Away

27
Evaluation Sheet
Defining Your Health Practice as a Business
Define Your Health Practice Business
Agenda:

· Welcome 
· Defining Your Business

· Creating a Strategic Vision
· Thinking About a Business Identity

· Setting Strategic Goals

· Summary and Evaluation

· Close
Learning Objectives:  During this workshop, you will:

1. Identify the key focus of your business

2. Define what a strategic vision statement is;
3. Describe the characteristics of a good strategic vision statement;
4. Create a strategic vision statement for your business;

5. Discuss the components of an effective business identity;
6. Explain how to set long-term and short-term goals to implement your strategic vision;

7. Set long-term and short-term goals for your business;
8. Report one of your short-term goals to the larger group; 

9. Discuss the post-class assignment; and

10. State your key takeaway from this session.
Introductions 

	[image: image2.wmf]
	Instructions: 

When the ball is tossed to you, please stand up and quickly introduce yourself by:

1.   your name;

2.   your position;

3.   your business; and

4.   how long you have been in business.

Then throw the ball to someone who is facing you and expecting it to come his or her way. 

Once you have introduced yourself and thrown the ball, you can sit down.



	
	


What Business Are You In?

How would you answer the question: “What business are you in?" 

Would you say: “I’m in the business of providing health services?” or

“I’m in the business of healing people?” or “I’m in the business of providing quality health care for families?” or “I’m in the business of providing quality family planning and maternal child health care”?
	[image: image3.wmf]
	Instructions:   Please answer the question. Make sure that your answer is clear and easy to identify with. You may want to try out a few answers before you find the one that best describes your business.




I am in the business of ________________________________________________
I am in the business of ________________________________________________

I am in the business of ________________________________________________

I am in the business of ________________________________________________

I am in the business of ________________________________________________
I am in the business of ________________________________________________
My Business...

	[image: image4.wmf]
	Instructions:   Select the best answer from the preceding page, write it down and be prepared to tell it to the rest of the group.




I am in the business of

Strategic Vision Statements

A strategic vision statement basically states, "This is who we are, this is what we do, and this is where we are going to be in the future."
It is broad and not specific. It is realistic, believable, attractive and future oriented, with a goal five or more years in the future. 

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.
The Characteristics of a Good Strategic Vision Statement:

1.  Brief
A good vision statement is succinct, which makes it easy for managers and leaders to communicate and employees to remember. The average vision statement is about 35 words, or two to three sentences. (Our example is 29 words). 

This length seems to be about right for effectively communicating the vision statement to employees. It is long enough to clearly describe the vision but not so long as to be difficult to remember. 
2.  Clear
A vision should unite the organization and provide a stable, transcendent goal. The vision should avoid using jargon and buzz words and should use understandable terminology. Writing concise sentences is another way of clarifying a vision statement.

3.  Abstract and Challenging

An effective vision statement sets an abstract yet challenging goal. The goal should not be stated too concretely (e.g., “to build a new building”) but rather at a higher level of abstraction (e.g., “to create beautiful living spaces”). This allows it to be relevant to all employees, thus permitting it to guide their daily actions and decisions. Abstractness also provides for flexibility. 
4.  States the Organization’s Purpose

A vision should state a general idea of why the organization exists but should avoid including overly general statements such as to “develop new markets” or “to be the best.” These types of vision statements will not provide effective guidance to employees who are responsible for developing ideas for new products/services or addressing new competitors.

An effective vision statement should describe what the organization intends to achieve. The statement of purpose can include the organization’s current or desired products or services, its markets (industry, sub-industries, geographic locations, or customers) in which it intends to offer those products and services, and the impact that its products and services are intended to have.

5.  Future Focused

Good vision statements are long-term, describing the organization’s desired end-state well into the future. Effective vision statements often describe on-going actions in which the organization will engage. 
6.  Sets a Desirable Goal

A good vision statement inspires followers by setting a desirable goal. It may emphasize:

· Fundamental values

For example:  We will nurture long-term partnerships with employees, customers, and suppliers built on consideration, trust, open communications, integrity, and professionalism.

· A collective identity

For example:  We will strive to be the professional team of choice, offering quality engineering and technical services focused on customer satisfaction. We will provide a quality product, on time and within budget, which will exceed our

customers’ expectations.

· The organization’s uniqueness (its employees, customers, resources, etc.)

For example: We will be known for the striking beauty of veneer cabinets that we will sell to the nation’s most famous hotels.
· Employees’ worth and efficacy

For example:  We are determined to become a university whose people take pride in their accomplishments and their future potential.
7.  Matches the organization’s success measures.

· Achievement

For example:  We will make production as efficient as possible while keeping our commitment to quality.

· Affiliation
For example: We will strive to always be courteous in dealing with our neighbors, visitors and customers.
Sample Vision Statements for Health Care Organizations

	[image: image5.wmf]
	Instructions:   Please assess each vision statement against the characteristics of a good strategic vision statement: (1) brief, (2) clear, (3) abstract yet challenging, (4) states the organization’s purpose, 

(5) future-focused, (6) sets a desirable goal, and (7) matches the organization’s success measures.


MedCentral:  MedCentral will be a recognized leader in health care quality.

Quorum Health Group, Inc.: Quorum Health Group, Inc., will be valued for its expertise in hospital management and its ability to positively impact the delivery of quality healthcare.
Medco: We're a company that never stops trying to do it better. At Medco, good has never been good enough. We've always been at the forefront of the industry - in knowledge, innovation, technology, and in pioneering new products and services. Medco is moving beyond the traditional PBM role of administering pharmacy benefits. Through innovation and personalization, we're advancing the practice of pharmacy. You can count on us to continue being a catalyst for positive change because we never stop trying to do it better. Medco is at the head of the industry and at the heart of health.
Tenet Healthcare: Tenet will distinguish itself as a leader in redefining health care delivery and will be recognized for the passion of its people and partners in providing quality, innovative care to the patients it serves in each community.
Creating or Refining a Strategic Vision Statement
	
	Instructions:    Please create a strategic vision statement for your business. You can either pair up and work with someone else from the very beginning to create strategic vision statements for each of your businesses, or work separately and then discuss your strategic vision statements. 

Make sure that your resulting vision statements compare favorably to the checklist of characteristics of good strategic vision statements. If they do not, revise them until they do.

If you already have a strategic vision statement, please make sure it has the characteristics of a good vision statement. If it does not, please revise it.
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].




My Strategic Vision Statement:

Checklist of Effective Strategic Vision Statement Characteristics
	[image: image6.wmf]
	Instructions:   Please review your proposed strategic vision statement against these characteristics and make any necessary revisions to your statement. 




1.
My strategic vision statement is brief: two to three sentences.

____
2.
The sentences are clear and concise, without jargon or buzz words.
____
3.
My strategic vision statement sets an abstract but challenging goal.
____
4.
My strategic vision statement states our purpose.



____
5.
My strategic vision statement is future focused.



____
6.
My strategic vision statement sets a desirable goal.


____
7.
My strategic vision statement emphasizes one of the following:




a.
Our fundamental values






____ 

b.
Our collective identity






____ 

c.
Our organizational uniqueness





____ 

d.
Our employee’s worth and efficacy




____ 
8.
My strategic vision statement matches one of our success measures:



a.
Our achievements







____ 

b.
Our affiliations







____ 
What is a Business Identity?

	[image: image7.wmf]
	Instructions:   As each statement is read, put your thumb up if you agree and your thumb down if you disagree. Be prepared to explain the reason for your answer.



Agree
Disagree
1.
In today’s competitive market, your business needs


to stand apart from others to be noticed, to make an


an impression, and to ultimately be preferred.
___
___
2.
If your business is going to be successful, your intended

clients need to feel that you understand and can meet 


their needs.
___
___

3.
The credibility of your business requires that everything


your business says and does is consistent.
___
___

4.
If your business clearly executes both its promised


and delivered experiences, it will be held in high esteem.
___
___
5.
A business identity tells the world how your business


views itself and how it wants the rest of the world to


see it.
___
___

6.
A business identity has three parts: design, 


communication, and behavior.
___
___
7.
A logo is an excellent way to provide a visual 


representation of the value you offer to your clients.
___
___

8.
Once your business has a business identity, it should 


appear on everything that leaves your business.
___
___
Picture Your Business
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	Instructions:   Refer to your answer to the question: “What business am I in” on page 6 and write that answer:

My business _____________________________________________

________________________________________________________

Business logos usually have certain colors, shapes, pictures and/or words. Note down or sketch any ideas you have about what your logo should look like or represent. 

If you already have a logo, please consider whether or not the colors, shapes, pictures and/or words adequately reflect your business identity.




Strategic Goals

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 are 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 it is 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 

S.M.A.R.T. Goals

A S.M.A.R.T. goal is defined as one that is 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: 
Goals should be achievable; they should stretch the business slightly so you feel challenged, but defined well enough so that you can achieve 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: 
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.

Long- and Short-Term Goals

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 short-term goal example 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.
Setting Long-Term Goals

	[image: image9.wmf]
	Instructions:   Provide suggestions for long-term goals for our example 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.
Example of a long-term goal to implement the vision of ‘quality care’:  

Ensure that our medical staff follows best practices.

What other long-term goals could we set?

1.

2.

3.

4.

5.

Setting Short-Term Goals
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	Instructions:   Provide suggestions for short-term goals to achieve one of the long-term goals we just set for our example strategic vision:




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.
The long-term goal:  Ensure that our medical staff follows best practice.

One possible short-term goal to achieve this long-term goal:  Plan continuing education for our medical staff.

What other short-term goals could we set?

1.

2.

3.

4.

5.

Practice Setting Short-Term Goals
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	Instructions:   Take one of the long-term goals we identified in the earlier exercise and identify short-term goals that will help to achieve that long-term goal.


The long-term goal:  _______________________________________________

________________________________________________________________

Short-term goals to achieve this long-term goal:

1.

2.

3.

4.

Setting Goals to Implement Your Strategic Vision
Growing a business requires setting long- and short-term goals. The short-term goals are often the steps necessary to achieve the longer-term goals. 
For example: 

A long-term business goal: double business revenue by the end of the fiscal year.
A short-term goal that helps to achieve the long- term goal: increase your advertising budget each month for the next three months. 
	[image: image12.wmf]
	Instructions:    Based on the previous discussion, please work independently to identify three long-term goals and the short-term goals necessary to achieve those long-term goals. Make sure that you identify the date of completion for each goal that you list.




In order to implement my strategic vision, I will need to achieve the following three goals within the next one to five years. I have also identified the short-term goals necessary to achieve these three long-term goals:

Goal








Date of Completion

Long-Term Goal #1:  

Short-Term Goals to Accomplish Long-Term Goal #1:

1.

2.

3.

4.

5.

Goal








Date of Completion

Long-Term Goal #2:

Short-Term Goals to Accomplish Long-Term Goal #2:

1.

2.

3.

4.

5.

Goal








Date of Completion

Long-Term Goal #3:

Short-Term Goals to Accomplish Long-Term Goal #3:

1.

2.

3.

4.

5.

Identifying a Goal-Setting Quick Win
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	Instructions: Please: (1) select one short-term goal that you can quickly and easily accomplish and (2) identify what you will need to do in order to accomplish it.


My Quick Win:_____________________________________________________
_________________________________________________________________
The Implementation Plan:
	How it will be implemented
	Who will be involved
	What resources will be needed
	When will each step be taken
	When will the win be achieved?

	
	
	
	
	

	
	
	
	
	

	
	
	
	
	

	
	
	
	
	

	
	
	
	
	

	
	
	
	
	


The Next Step
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	Instructions:   Use the questions on this worksheet to get feedback from your employees, patients and the community about how they perceive your business.


1.    
What would you say that my (our) business (health practice, clinic, etc) is all about?

2.
What comes to mind when you think about my (our) business (health practice, clinic, etc?)?
3.
What do you think helps to make my (our) business (health practice, clinic, etc) different from other businesses that provide similar services? (Note: you may want to mention specific businesses by name.)

My Key Takeaway
	[image: image15.wmf]
	Instructions:   Please stand up when you have completed this sentence: 
My key takeaway from this session is:


This page is intentionally blank.

Evaluation Sheet
	[image: image16.wmf]
	Instructions:  Please answer the questions below as completely and constructively as possible. Thank you! 





Strongly
   Neither
Strongly




  Agree
Agree nor 
Disagree

This training:



  Disagree
covered the content as advertised
5        
4        
3         
 2       
1

was logical and effective  
5        
4        
3         
 2       
1

provided information I can apply in my work
5        
4        
3         
 2       
1 included useful handouts for future reference
5        
4        
3         
 2       
1

The facilitator:

was knowledgeable
5        
4        
3         
 2       
1

was effective
5        
4        
3         
 2       
1

stayed on topic and on time
5        
4        
3         
 2       
1

As a result of this workshop, I am better able to:

identify the key focus of my business;
5        
4        
3         
 2       
1
define what a strategic vision statement is;  
5        
4        
3         
 2       
1

describe the characteristics of a good strategic vision

statement;
5        
4        
3         
 2       
1

create a strategic vision statement for my business;
5        
4        
3         
 2       
1
discuss the components of an effective business

identity;
5        
4        
3         
 2       
1

explain how to set long-term and short-term goals to

implement my strategic vision; and
5
4        
3         
 2       
1
set long-term and short-term goals for my business.
5        
4        
3         
 2       
1


Excellent
Average

Poor
Overall, I would rate this training:
5        
4        
3         
 2       
1

I would recommend this training to a colleague:
___
Yes          ___  No

Personal Significance of Workshop:

Of the ideas or techniques covered, I think that these will be of most use to me:


Recommendations for Improving the Training:

Additional Comments:

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.
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