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                     …almost every day Your World 
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Our goal is to answer 2 simple questions: 
 

1. Why must we learn to strategically manage?  
 

2. How do we do it? 
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Why Have a Strategic Plan? 
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Why Have a Strategic Plan? 

“If you don’t know  

       where you are going,                                            

            any road will get you there.” 

     

• Eliminate surprise 

• Provide a guide for every day decisions (critical minutia)  

• A tool to help keep pace with external change 
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Why Have a Strategic Plan? 

• Tool to create and maintain “Adjacent Possibilities” 
- Old systems designed to kill change minimize both 

possibilities and adjacency.   

• “Evolutionize” systems – help alter systems naturally rather 
than though disruptive redesign 

• Keep pace with the change around you.   

• Learn to manage strategically or perish.   

• Allows you to manage “at the edges”.   
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Risk on the Edge… 
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How? 
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Not A Storage Problem 

A “GPS” Plan 
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” 
“ 

A good plan today is better    
than a perfect plan tomorrow. 
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Things to Know Before You Start 

• How high can you and are you willing to climb? 

• There are tiers of strategic planning 

• Participants will occasionally have a differing opinion 

• It is an investment 

• It will and should evolve 

 

“Strategy without tactics is the slowest route to victory. 

                           Tactics without strategy is the noise before defeat.” 
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Strategic Planning Toolkit 

Download a free copy online: 

http://www.caplink.org/resources/p
ublications 
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Strategic Planning Toolkit  
• The tools…. 

- Provide clear explanation of their purpose. 

- Have instructions on how to use them. 

- Offer guidance on who should participate 

- Contain questions or statements to stimulate your thinking 

- Are interactive so that you may insert your findings and comments.  

- You know the questions and most of the  answers…you just don’t 
realize it…these tools will enable you to identify both.  

- Designed to speak to you every step of the way and to guide you 
easily through the maze of strategic thinking and planning.   
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Key Strategic Planning Components 

Mission and Values 

Mission 
Reaffirmation and 

Sustainability 

• Who are we? 

• What do we want to 
be? 

• Are we ready? 

Self-
Assessment 

• What conditions 
are affecting us 
now? 

• What about the 
future? 

Environmental 
Scan • What are our 

possible 
“futures”? 

• How might these 
“futures” impact 
us? 

Impact 
Evaluation 

• What must we 
achieve for 
success? 

Goal Setting 
• What are the 
steps to take? 

• Measures of 
success? 

Action Plan 
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Getting Started 
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Getting Started 

Assemble your thoughts to guide your 
thinking.  What would success look like at the 
completion of the planning process? What 
does your health center wish to achieve from 
the planning process?  

How to Use: A tool to help guide your 
thinking toward what you wish to 
accomplish.  Think and share thoughts about:   
Mission, Financial, Administrative, Physical 
capacity, Technology, and Governance. 

Begin by organizing your thinking 
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Self-Assessment 
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• What you do?
• Why you do it? 
• How you do it? 
• What you do well? 
• What you could do better? 
• Operational capacity? 
• Financial capacity? 
• Physical capacity? 
• Irony of Strategic Planning? 

 

Self-Assessment 
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Readiness Checklist 

Is the staff ready? Is the board ready? Are 
resources available? Is the timeline 
developed?  

How to Use: Use this tool as a final checklist 
before beginning the planning process. The 
list should help you ascertain how prepared 
you are to begin the planning process.   

 

Defining and empowering the process 
Yes and No List 
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Defining Roles 

This tool identifies who will be leading and 
participating in the strategic planning 
process and defines their roles. (CEO, 
Board Chair assign.)   

How to Use: Identify strategic planning 
participants and assign tasks and 
responsibilities. First, consider the 
preliminary questions. Then, based on your 
answers, fill out the “Who’s Who 
Worksheet”. 

Structuring the process. 
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” 
“ 

We are limited not by our abilities 
but by our vision. 
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Vision, Mission, and Values Review 

Vision, mission, and values statements should 
articulate a health center’s beliefs and values, 
and define its purpose, establishing the direction 
that guides every aspect of its daily operations. 

How to Use: Review your vision, mission, and 
values statements and break them down into 
components, considering beliefs or concepts that 
may be missing but are important to include 
going forward. Then prioritize/rank each 
component by level of importance. Refer back to 
this list during the planning process so you can 
allocate resources to accomplish all elements of 
your mission. 

Focus on your purpose 
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History and Accomplishments 

23org

This tool allows you to view your successes and 
key milestones over time, and identify lessons 
learned. Nothing gets a planning process off to a 
good start than reminding yourself how well 
you’ve overcome obstacles in the past. 

How to Use: Summarize your organization’s 
history and accomplishments in one-year, five-
year, or 10-year increments, depending on your 
organization’s age. Information collected can be 
presented at the outset of a strategic planning 
retreat or as a written report to be reviewed 
beforehand.   

 

Being proud of your history and 
learning from it. 
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First Steps 
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Strengths, Weaknesses, Opportunities, 
and Threats (SWOT) Analysis 

This tool prompts you to define your 
organization’s primary strengths and 
weaknesses—the internal forces working for 
and against your organization. It also helps 
catalog your organization’s key opportunities 
and threats—the political, economic, social, 
technological, demographic, or legal trends. 

 How to Use: Consider the questions and 
record your responses in the corresponding 
boxes. Use this tool as an exercise at (or in 
advance of) a strategic planning retreat.  

 

A way to visualize yourself, your challenges 
and your opportunities. 
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Leadership Assessment 

Each health center must ensure that its 
board of directors and senior administrative 
staff are prepared to successfully manage 
leadership transitions and consider the ways 
in which changes will alter the delivery of 
healthcare. 

How to Use: Use this tool to rate the 
leadership skills present in your health center. 
Keep in mind this is not a performance 
evaluation. This tool will help you to assess 
leadership strengths and weaknesses and 
what plans, if any, should be made for 
management succession at various levels in 
the organization. 
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Financial Capacity Review 

This tool provides an overview of a health 
center’s financial strengths and weaknesses by 
comparing 15 important indicators vs. 
established targets and industry standards. 
(Industry targets, your targets, current results, 
national median.)  

How to Use: In the table, list your organization’s 
data and compare to Capital Link targets, your 
own targets, and peer results. To the extent you 
are able to identify weaknesses in any area, 
consider how these may limit progress on 
strategic goals and how to address them going 
forward. 

 
Comparing yourself to others - benchmarking 
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Operational Readiness and Quality Assessment 

This tool contains a two-step process for reviewing 
both the effectiveness and quality of current 
operations as well as organizational readiness for 
change. First, it provides a range of questions to help 
you clarify your operational model. Second, it prompts 
you to complete a program evaluation to determine 
what is currently working well and opportunities for 
program growth and improvements to continuity of 
care.  

 How to Use: Your responses to the questions will 
create the framework for a program of services and 
will begin to define how that program can be provided 
with clarity and effectiveness in your community. Use 
this tool to generate discussion at a strategic planning 
retreat or assign this task to a work group of staff and 
board representatives to discuss and report findings to 
the full board at a retreat. 

 Systems don’t work like you think they do. 
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Physical Space Assessment 

Every strategic plan must include thoughtful 
analysis on an organization’s physical space. 
Does your center have enough space to 
accommodate current needs and future 
growth? Is your operating model likely to 
change, thus requiring a different space design? 
Will you be adding services that require 
specially-designed  spaces? What is the 
condition of your current buildings? Do you 
lease space and wish to own?  

How to Use: Answer the questions to identify 
your potential physical space needs. 
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Technology Assessment 

This tool serves as a basis for evaluating 
whether your health center’s technological 
capability and capacity is sufficient to 
support your systems and processes, both 
now and in the future. It will also help you 
to identify your health center’s 
technological strengths and shortcomings, 
and to prioritize technology investments. 

How to Use: Answer the questions and 
consider the recommendations. 

 

Define your technology, don’t let your 
technology define you. 
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Self-Assessment Summary 
This tool summarizes the most important insights into 
your health center’s capabilities, gleaned from 
information gathered during the self-assessment process. 
Compiling the key “take-aways” of this process in one 
place, allows you to quickly scan the most important 
findings so you may take them into consideration when 
developing your organizational goals and action steps. You 
should refer to these summary notes to help you identify 
and define important influences that will inform your 
Impact Inventory, discussed later in this toolkit. 

How to Use: List all of the key findings from the self-
assessment process. Once complete, present this tool to 
the planning committee to gain consensus that the 
content accurately reflects the results of the self-
assessment process. Refer back to this summary during 
the Impact Evaluation phase 

The key to opening the next component of the Strategic 
Planning process 
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Issue Inventory 

This tool helps you identify and categorize 
the key issues that are likely to create 
conditions that could have significant 
consequences for your health center. The 
issues are divided by origin – federal, state, 
local, and unique to your health center. 

How to Use: Solicit input from a variety of 
sources and enter the key issues according to 
origin in the worksheet below. Use this list to 
inform the Issue Research Guide. 
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This tool provides a means for identifying the 
issues that require further research and 
assigning each issue to participating staff to 
investigate and record the findings. This 
process helps you to envision the future 
landscape in which you will operate and 
provides the basis for identifying impacts 
during the Impact Evaluation component. 

How to Use: Make copies of the table and 
complete one page for each key issue (as 
identified in the Issue Inventory). 

 

Issue Research 
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An environmental scan is a thoughtful 
assessment of the issues that may confront your 
center in the near term. This tool allows health 
centers to collect information regarding issues 
and programs important to future operations 
from suggested websites. This information will be 
used to develop the Possibilities Inventory at the 
conclusion of the Environmental Scan section. 
Since these influences are in a constant state of 
change, periodic review is recommended. 

How to Use: Search the Internet for information 
on healthcare policy issues (both state and local), 
economic trends, workforce information, 
demographic issues for healthcare, and local 
issues that may affect the patients of your center. 
Record your findings using the worksheet. 

 

Web Research 
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This tool assists you in recording ideas, priorities, and 
recommendations from internal and external 
stakeholders, including patients, staff, government, 
other “safety net” providers, and those involved in the 
health system in general. What do they see as being the 
most problematic issues in the future? What impact do 
they expect from changes that lie ahead? How do others 
see your health center’s role in the community? The 
findings from this investigation will further inform the 
issues you’ve identified from your staff and board and 
the implications these issues may hold for the health 
center.   

How to Use: Using results from the Issue Research and 
the Web Search tools, solicit observations, thoughts, 
ideas, and recommendations from your stakeholders. 
Record your findings and how each stakeholder could 
assist in the strategic planning process and beyond.  

Stakeholder Input 
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Whether your health center is expanding to 
a new site or evaluating changes in its 
existing service area, a market assessment 
provides essential information to guide 
your organization’s strategic direction. It is 
important to define your service area, 
determine health needs, and study the 
payer mix in order to estimate market 
share, competition, unmet needs, and 
growth opportunities. 

  

How to Use: Use the resources on this page 
to collect and analyze demographic and 
health information by geographic location. 

 

Market Assessment 
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Market Assessment – Dr. John Snow 
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Market Assessment - Expansion 

An organization wants to consider 
increasing its low income population 
market share by 5%.   
 
How many more patients,  
visits, and providers  
would that mean? 
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Market Assessment - UDSMAPPER 
15 minutes drive time from 555 W Temple St, Los Angeles, California, 90012 
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Market Assessment - UDSMAPPER 
15 minutes drive time from 555 W Temple St, Los Angeles, California, 90012 

WITH TRAFFIC CONSIDERATION 
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Market Assessment - UDSMAPPER 
Added layer with health center and hospital locations 



 2017 Capital Link 43 www.caplink.org 

Market Assessment – UDSMAPPER Data 
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Market Assessment – UDSMAPPER Data 
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Market Assessment - UDSMAPPER 
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Market Assessment - UDSMAPPER 
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Market Assessment - UDSMAPPER 
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Back of the envelope 
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Expansion Considerations 
• Market Share – Current and Projected 
• Number of Patients from specific population divided by that total population 
• Service Area FQHC Patients = 133,390 
• Service Area General Population = 714,575; Low Income Population = 425,426 
• 19% market share General Population; 31% market share Low Income Population 

 
• Estimating Encounters/Visits 
• Historic/Realistic visits per patient times expected patients 
• FQHC Visits = 586,916 
• 586,916 / 133,390 = 4.4 visits per patient 

 
• Projecting Workforce Needs 
• Historic/Realistic Provider Productivity divided by expected visits/patients 
• FQHC Provider FTE = 628  
• FQHC Visits = 586,916 
• 586,916 / 628 = 934 visits per FTE 
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Expansion Considerations 

• An organization wants to increase its low income population 
market share by 5%; how many more patients, visits, providers? 
 

• 31% x 1.05 = 32.55 = 33% 
• 33% x 425,426 = 140,391 patients                                             

(increase of 7,000 low income patients) 
 

• 7,000 * 4.4 visits per patient = 30,800 additional visits 
 

• 30,800 / 934 visits per Provider FTE = 33 additional Provider FTEs  
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Expansion Considerations 

• Estimated Square Footage/Funding Needed to Treat 
New Patients – HYPOTHETICAL 
 

• Using estimated square feet per provider as basis…1,100 
 

• 33 FTE x 1,100 sq ft per = 36,300 total sq ft 
 

• Using estimated cost per square foot as basis…$480 

 
• 36,300 sq ft * $480/sq ft = $17.4M estimated cost 

 

 



 2017 Capital Link 52 www.caplink.org 

Expansion Considerations 

Hard Costs:  70% 
Equipment:   15% 
Soft Costs:  15% 
 
Total Project Cost  100% 
 

+ Land/Building Acquisition 

Typical Breakdown of Project Costs for Health Centers: 
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Service Expansion - Immunization Rates and Costs 
• Tetanus, Diphtheria, and Pertussis 

• Not being vaccinated results in approximately 5,320 cases per 100,000 children 

• $17,000 in hospitalization costs per case 

• Dtap Vaccine = $80/child 

• 74,000 children under 5 years of age in service area 

• Current Immunization Rate =  70% 30% = $20 million in costs 

• Spend $1.6 million to increase the Immunization Rate to 80%             

• New Immunization Rate = 77%  23% = $15 million in costs 

Reduction of Hospitalization Costs of $5 Million   
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Market Assessment – Resources 

• HealthLandscape 

• US Census Quickfacts & FactFinder…demographics, housing, health, businesses 

• County Health Rankings…health indicators, peer comparisons 

• HRSA’s Area Health Resource Files…health indicators, hospital utilization, 
workforce, and demographics  

• HRSA’s Data Warehouse…numerous, diversified 

• CDC/National Center for Health Statistics – esp. Ambulatory Health Care Data 

• US Small Business Administration’s Market Analysis 

• Policy Map…demographics, economics, housing, health, etc 

• Custom GIS & Predictive Analytics 
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Possibilities Inventory 
This tool helps you create a detailed summary of the 
issues and implications that may affect your health 
center, derived from previous tools in the 
Environmental Scan process. The potential impacts 
may be related to financial, economic, workforce, 
bureaucratic, mission, patients, or community 
possibilities and could be both positive and negative. 
You should refer to these summary notes to help you 
identify and define important influences that should be 
addressed in the Impact Inventory, discussed later in 
this toolkit.      

How to Use: For each issue identified in previous tools, 
record the potential negative or positive impacts on the 
worksheet below, noting that many issues will have 
entries in both categories. Estimate when each issue 
may become actionable so you can plan your response. 

The key to unlock the next component 
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Impact Inventory 

This tool will help you determine the potential 
impact that each possibility, previously 
identified in the Possibilities Inventory in the 
Environmental Scan section, will have on your 
health center operationally, financially, and 
clinically.   

How to Use: For each possibility identified in the 
Possibilities Inventory, record its potential 
impact on programs, structures, and operating 
systems. Use one page for each possibility. 
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Impact Assessment 

This tool helps determine the priority to place 
on each identified possibility and potential 
impact from the Impact Inventory, based on 
its probability and importance to the 
organization. Though this is not an exact 
estimation, this process will help develop and 
prioritize the goals and elements of the Action 
Plan.    

How to Use: List the Possibilities and each of 
its associated potential impacts, both positive 
and negative. Next indicate the importance 
and probability of each impact, to determine 
its level of priority for planning and/or action 
steps.   
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Impact Catalog 

This tool allows you to create a catalog of the 
most important identified possibilities, their 
various impacts on programs and systems, and 
your initial thoughts on potential action steps 
that should be taken. The Impact Catalog serves 
as the basis for the Goal Setting and Action 
Planning phases of your strategic plan. 

How to Use: List your highest priority possibilities 
(including at least priorities 1-3 as listed in the 
Impact Assessment). Add specific proposed 
action steps required under the various scenarios 
to produce desired outcomes.   

The key.  
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Establishing Strategic Goals 
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Strategic goals are statements of the organization’s 
planned achievements based on its analysis and 
understanding of the market needs and 
opportunities (Environmental Scan), its own 
strengths and capabilities (Self-Assessment), and 
the possible futures it envisions for itself (Impact 
Analysis). They should reflect and support the 
organization’s vision and mission and be long-term 
(3-5 years) in nature. An example of a strategic goal 
and its success measurement is included in the 
chart below. 

How to Use: Brainstorm key organizational 
challenges and opportunities (internal and 
external) and determine a maximum of 5 strategic 
goals on which to focus. Discuss and document 
how the team will measure success for each item. 

Establishing Strategic Goals 
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Establishing Objectives Related to Strategic Goals 
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Objectives are generally smaller goals that contribute 
to the achievement of the larger, strategic ones. They 
are more specific and time-defined and are sometimes 
referred to as “enabling goals,” since completing them 
is necessary for overall success. Many organizations 
update their objectives regularly as part of the annual 
planning and budget process, which helps tie the 
strategic plan to operational and financial 
performance in a tangible way.  

How to Use: As part of a brainstorming session to 
identify objectives that would support the 
achievement of your goals, use the table to record the 
specific objectives you will pursue, as they relate to 
your organizational goals. Note that you will likely 
have multiple objectives related to each goal. Review 
the SMART criteria: Specific, Measurable, Attainable, 
Realistic, and Timely. 

Another key. 

Establishing Objectives Related to Strategic Goals 
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Determining Priorities 
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Back to the Future 

This tool helps you review the successful negotiation 
of past obstacles to develop an action plan for solving 
anticipated future problems. Planners analyze a 
problem that existed for the center sometime in the 
past and document how it was resolved, including 
what strategy was used, who was involved, what 
resources were needed, and what programmatic, 
system, or policy changes were required. It’s also 
productive to analyze strategies that failed. Planners 
can use the insights gained by the review process to 
focus on the possible problems identified in the 
Impact Evaluation. This process provides planners with 
important insights to define what resources, processes 
and efforts must be addressed in each component of 
the action plan.   

How to Use: Use this form to prompt dialog and 
record the outcomes of the discussion on past 
obstacles and how they were resolved.   
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Immediate Action Plan 

This tool creates the heart of the strategic plan. It 
helps planners develop specific action steps to 
achieve each of the health center’s goals and 
related objectives and identifies a staff member 
responsible for its successful implementation. 
Completion of this tool will also identify the 
resources needed (human, financial, community, 
public policy, bureaucratic) to accomplish the 
defined goals. What can you do now to minimize 
negative outcomes and to maximize positive 
outcomes? 

How to Use: For each strategic goal and its related 
objective(s) identified in the planning process, 
complete the table. Identify the specific action steps 
that can be taken immediately and assign a staff or 
board member who will be responsible for taking 
the identified action, noting any resources that will 
be needed and the time frame in which it should be 
accomplished. 
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Contingent Action Plan 
This tool focuses on identifying action steps that 
cannot be initiated immediately. These are 
actions that you deem advisable only if certain 
triggers occur. This contingent plan of action 
identifies possible occurrences that would impact 
the health center but have not yet happened. 
Like the Immediate Action Plan, it identifies the 
goal, objective, action step, designated leader, 
and strategy. It also includes a trigger point, 
which is the occurrence that would cause the 
health center to initiate its action steps.   

How to Use: Review the Impact Catalog for 
possibilities that are not yet actionable (and are 
therefore not addressed in your Immediate 
Action Plan). Using the chart, develop action 
steps that you will undertake for these high 
priority possibilities, if certain triggers occur. See 
example on the chart.  
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Community Action Resource 

This tool identifies what community resources 
may be activated to assist with implementing 
both the Immediate Action Plan and the 
Contingent Action Plan. Completing this tool 
allows you to see the scope of community 
resources available and how they can be helpful 
to you.   

How to Use: Using your stakeholder input 
gleaned during the Environmental Scan phase 
and the high-priority possibilities identified in the 
Impact Catalog, consider how stakeholders can 
help you address positive and negative impacts. 
Populate this table with your ideas. See example 
included in the attached table. 
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But Where is the Strategic Plan? 
Almost Finished! 
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Sustaining Action Summary (Your GPS) 

This final tool is a format for summarizing the overall 
action plan. This is an “at-a-glance” listing of goals, 
objectives, and action steps in abbreviated form that 
specifies the leader, resources needed/secured, other 
stakeholders/collaborators, and the timing or trigger 
for action. The completed summary represents the 
“GPS” for your activities going forth, and in essence 
becomes your Strategic Plan. Rather than a daunting, 
cumbersome narrative that is placed on the shelf and 
seldom, if ever, accessed, your plan consists of a 
concise document (with lots of background materials) 
that you can refer to daily, weekly, and monthly to 
see that you are progressing to achieve your goals.   

How to Use: List your goals, objectives, and action 
steps along with the other information delineated in 
the table. Maintain and update this list frequently.  

This is your plan! 
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Reaffirm Your Vision, Mission, and Values 

70k org

Your vision, mission, and values should clearly 
reflect your health center’s aspirations, core 
purpose, and beliefs. Upon completion of the 
strategic planning process it is essential that you 
test your planning results against  these important 
statements to assure they clearly portray the ideas 
and concepts you have honed and developed 
through the planning process 

How to Use: This step calls for you to retrieve and 
review the Vision, Mission, and Values. Simply 
review the tool that you completed in the Self-
Assessment process. Refine and update these 
statements as necessary. 
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Word of Caution for Implementation 

The human body is designed much better for  
going UP rather than DOWN. 

Word of Caution 
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Word of Caution for Implementation 
Climbing Your Mountain 

 

• What operational goal(s) will not happen without planning? Why? 

• What planning resource(s) is most scarce? How to compensate? 

• Most pressing issue(s) facing your organization? Consequences? 

• What has kept you from strategic planning/managing? 

• Conduct one “back of the envelope” calculation.  Assumptions? 

 

               “Strategic Planning is PRACTICE. 

                               Strategic Management is the GAME.” 
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Innovation is driven by the ability to    

Fail quickly,                                        

Learn, and                                            

Evolve. 
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Contact 

 

Questions? 

Jonathan Chapman 
Director, CHC Advisory Services 
970-833-8513 
jchapman@caplink.org  

 
For More Information 


