STRATEGIC PLANNING
THE TENNESSEE WAY

Perspectives for Chapter
Administrators



Presenter
Presentation Notes
Here in TN we are very excited about our strategic planning process – I’m going to share my experience as the Chapter Administrator –  I am borrowing some of the slides Dr. Minard used when she presented at Leadership this year – so some of you may have seen some of these before.  


NEED A CHAMPION

® Suggest
e Encourage

e Share other
Chapters’
experiences

e | earn all you can
e Rhonda

e Strategic
Planning (in
nonprofit or for-
profit
organizations)

e hitp://managemen
thelp.org/plan_de
c/str_plan/str_pla
n.htm



Presenter
Presentation Notes
As the Chapter Administrator, you can’t make this happen without leadership from your president – or someone who can influence your Council.   I started planting seeds about a year before we actually decided to try it . . And in the end, it probably wasn’t my effort but that of Dr. Preskitt.

http://managementhelp.org/plan_dec/str_plan/str_plan.htm
http://managementhelp.org/plan_dec/str_plan/str_plan.htm
http://managementhelp.org/plan_dec/str_plan/str_plan.htm
http://managementhelp.org/plan_dec/str_plan/str_plan.htm

INSPIRATION

e ACS Leadership
Conference 2008

e Chapter president -
Tony Haley, MD

e Chapter
administrator -
Wanda Johnson

e Chapter pres-elect
- Gayle Minard, MD



Presenter
Presentation Notes
We heard  Dr. Preskitt’s discussion of SP at Leadership in 2008,  and my P & P-E were inspired. . .  Eureka!


PRE-PRE-PLANNING

e \Worked through e Conference call —

ACS just us three
e Rhonda made m Structure

arrangements m Culture

with Dr. PreskKitt m Chapter info

e Establish Dates


Presenter
Presentation Notes
My first step was my usual first step – call Rhonda!    She made the arrangements with Dr. Preskitt to facilitate our SP session.  During this initial call, it was determined what Chapter information Dr. Preskitt wanted to review prior to what was the first step for the Council.   


PRE-PLANNING-
CONFERENCE CALL

e Facilitated by Dr. Preskitt and
Rhonda Peebles, Chapter Services
Manager

e Questions?
m \WWho should be at the meeting?
m How long should the meeting be?
m \What materials should be distributed?
m What is the desired outcome?


Presenter
Presentation Notes
Then we had a conference call with the P, P-E.  Dr. Preskitt briefly discussed how he would be facilitating the meeting and these other questions.  Who should be invited is a critical question.   My team didn’t want to expand the invitations beyond the Council – I thought there would be merit in including others, but of course it was their call.  The conference all itself took no longer than an hour.


QUESTION 1 - WHO

e TN chapter governing body is the
Executive Council
m Officers
m 6 Councilors
m Committee on Trauma Chair
m Cancer Committee Chair
B Young Surgeon’s Rep
m Surgical Resident
m Governors-at-large and Specialty Governors
m TN Surgical Quality Consortium Chair


Presenter
Presentation Notes
The key players for the meeting were obviously Dr. Preskitt, Rhonda and Wanda ( the chapter administrator) and then the members of the Executive Council of the Tennessee Chapter.  This includes the standard officers, councilors (2 for each grand Division of the state since Tennessee is a VERY long state), chairs of the major committees along with the Young Surgeons Representative and a surgical resident who is a member of the Council.


QUESTION 2 - HOW LONG

e Over a weekend?
eln one day?

eDinner the night before &
then get down to business
first thing In the AM ?


Presenter
Presentation Notes
My group opted for Door #3 – This really worked fairly well.  


QUESTION 3
MEETING MATERIALS

e Dr. Preskitt and Rhonda

e Templates for discussion

e Chapter information
mNumber of members
mSpecialty distribution
mFinancial summaries


Presenter
Presentation Notes
In retrospect, I probably would have pulled together a bit more information to send out prior to the meeting.  Some environmental scanning information would have been helpful I think.  Rhonda and I had debated about including some of the language from our bylaws regarding our purpose – we didn’t distribute that prior to the meeting, but it might have been helpful to have done that.


QUESTION 4
DESIRED OUTCOME

e Chapter mission statement (what you
do and why you do It)

e Chapter vision statement (the future
state of the organization as envisioned
by the leaders)

e Priorities

e Strengths, weaknesses, opportunities
and threats (SWOT)

e \Written operating plan


Presenter
Presentation Notes
Dr. Preskitt uses the SWOT analysis when facilitating SP.   There are other methods but this worked pretty well for my group.  It might would have been helpful to have had the attendees thinking about mission and vision prior to our meeting.  It’s hard to sit a room and start this kind of in depth discussion ‘cold turkey’.  Luckily, we had a couple of attendees who, amid all of the discussion, articulated the gist of what was being said.   At the end of the day (not literally, thank goodness), we needed a WRITTEN operating plan.


LOGISTICS

MEETING SITE

conference
style — U-shaped —
Internet access — room
for small groups

RECORD
DISCUSSION

flip charts
laptops

FUN TIME



Presenter
Presentation Notes
In planning the SP session, usual considerations – depending on the kind of meeting your group wants.   We met in Nashville, nice hotel, nice dinner the night before.   Just returned from a SP Session that was held in a corporate retreat center – lovely wooded area – met outdoors – etc.  Recording the discussion really important.  Dr. Preskitt handled the flip charts and I took notes on my laptop.   Bring help.


STRATEGIC PLANNING
MEETING

e Kick-off!

e Reviewed qualities of good chapters
m Young surgeons
m Good administrative structure

m Strong enthusiasm

e Reviewed gualities of good
leadership including “vision”



Presenter
Presentation Notes
Dr. Preskitt gets the meeting started by discussing the SP process, leadership qualities and characteristics of good chapters (of which we are happy to have several).


STRATEGIC PLANNING

e Establish goals

e Set priorities

e Allocate resources
® Assign tasks

® Mleasure success


Presenter
Presentation Notes
The whole point of strategic planning is to establish goals, set priorities, allocate resources, assign talks and then to measure success (or failure).  This should all be continuously reviewed and we should not be afraid to adjust any of these.


STRATEGIC PLANNING

e Develop a mission statement

® Describe the vision of the
chapter

e Conduct a SWOT analysis
e Set goals
e \Write a plan


Presenter
Presentation Notes
More specifically we wanted to write a mission statement and a vision statement, assess our strengths and weaknesses, set goals and write a plan


MISSION STATEMENT

The Mission of the TN chapter,
ACS, Is to Improve the health of
the people of Tennessee and the

Southeastern Region of the
United States by promoting the
ethical practice of the art and
science of surgery


Presenter
Presentation Notes
So – here’s the agreed-upon Mission Statement


VISION STATEMENT

The TN Chapter is dedicated to

*the promotion of membership
*the provision of advocacy for surgeons and patients
*the education of surgeons and surgical residents, and

*the ultimate improvement and measurement of patient care and
safety.

The Chapter provides a network for the Fellows of the State and
serves as their liaison to the ACS


Presenter
Presentation Notes
Our vision statement was heavily influenced by our chapters’ involvement in developing a statewide NSQIP consortium in partnership with Blue Cross Blue Shield and the Tennessee Hospital Association


SWOT ANALYSIS - STRENGTHS

e Consistent, enthusiastic leaders
e Cohesive core group
e \Well attended annual meeting

e Tennessee NSQIP s

i
e Trauma program/system y



Presenter
Presentation Notes
We were happy to have some significant strengths in our chapter.  We have some amazing leaders, who consistently take charge and lead the chapter.  The core group of officers is very stable and we have good participation on the council.  We have a summer meeting in a family friendly area so we have a pretty good turnout for the annual meeting.  We have talks and presentations in the AM, and allow families to have quality time in the afternoons.  Our NSQIP program is a major asset and important function.  We also have a well developed trauma system in the state with an active trauma committee. 


SWOT ANALYSIS - WEAKNESSES

e Need more widespread participation
e Lack of specialty representation

e Tend to be too academic and not enough
for the private practitioner

e Not enough young surgeon participation
e Perceived lack of relevance
e Outdated website

e Ineffective lobbying efforts
e Chapter finances

e No Regent participation



Presenter
Presentation Notes
Of course, it is always easier to be critical than constructive, so we came up with a lot of things about the chapter that we did not like.  Interestingly, some features seen as strengths by some can be perceived as weaknesses by others.   For Example, strong consistent leadership can be a strenght, but if it is perceived as a ‘click’, that is a weakness.  The whole process of self-examination is a really good experience.


SWOT ANALYSIS -
OPPORTUNITIES

e Reach out to practicing surgeons
m Practice management
m Responding to changing in ER call contracts

e Educate members about their worth
to hospitals and society

e Public education about what being a
Fellow means

e Can use internet and new technology
to connect with younger surgeons



Presenter
Presentation Notes
There are a lot of opportunities to connect and be relevant to the surgeons in Tennessee.  We need to be a better advocate for those in practice whether with help in practice management or helping them  educated hospitals and the public about FACS.  New technology is changing practice everyday, we need to embrace it and use it to our advantage.


SWOT ANALYSIS -
OPPORTUNITIES

Embrace affiliates - OR nurses

Expand Cap Wiz for state
advocacy

We can be leaders in quality,
especially with NSQIP

Increase revenue from vendors at
meetings

Promote surgery as a career to
med students

Promote college membership

Expand the council with specialty
representation



Presenter
Presentation Notes
Other opportunities as above


SWOT ANALYSIS - THREATS

e Malpractice costs and damage of
litigation

e Splintering of general surgery

e \Workforce shortage

e Safety net hospitals

® I[ncreasing ranks of uninsured

% ELMO

patients
e Outside Interference in practice @
e Hospitals hiring surgeons sy

COOKIE
Igfh? MONSTER

w OSCAR


Presenter
Presentation Notes
One of the biggest threats to all surgeons is malpractice - costs and the emotional, financial damages of litigation.  Malpractice reform has not occurred in our state.  General surgery is becoming more and more specialized.  People tend to identify with their special interest group as opposed to advocating for all surgeons.  The workforce shortage will get worse in the near future which has scary implications for the safety of our patients.  The safety net hospitals are hurting financially, partly due to the ever increasing numbers of uninsured patients and decreasing reimbursement.  Outside influences such as lawyers, insurance companies, etc, tend to interfere with doctor-patient relationships and affect the amount of time we must deal with non-patient care issues.  And finally, the hiring of doctors and particularly surgeons by hospitals could lead to decreased involvement of surgeons in their patients lives and a shift mentality, which could affect patient safety.  So we found a lot of threats that are looming on the horizon, if not here already.


GOALS - INCREASE
MEMBERSHIP

e Target young surgeons

e Address relevancy in areas
of education

e Publicize our leadership
role in quality

e Control the message



Presenter
Presentation Notes
Based on our SWOT analysis, we develop goals, some more specific than others.  To increase membership we really felt we should reach out to young surgeons and those newly in practice and convince them not only of the relevancy of Fellowship, but active participation in the chapter


GOALS - PUBLICIZE OUR ROLE
IN QUALITY

e Promote NSQIP In Tennessee
hospitals (enroll 30)

e Report quality data at annual
meeting within 3-5 years

e Publicize the chapter’'s work
with NSQIP


Presenter
Presentation Notes
Our Quality Consortium with the Hospital Association and BCBS is a big push for us, and we want to continue to expand it and publicize it locally and nationally


GOALS - INCREASE ADVOCACY

® Increase subspecialty participation

e Participate with the Tennessee Medical
Association on legislative issues

e Create a legislative newsletter
e \Work on tort reform
e Address workforce issues

e Educate legislators and public about
access and reimbursement issues

e Maintain Tennessee helmet law
e Repeal UPPL



Presenter
Presentation Notes
We have a pretty ambitious agenda of legislative issues that we would like to support ( see slide).


GOALS
RE-VAMP ANNUAL MEETING

Expand program committee

Keep positive aspects (fun, family)

Involve program directors and residents

Be more proactive in getting resident papers
e Sponsor medical students

e Change meetings site every 3 years

e Invite ACS rep to do a town hall type
meeting

e Consider webinars, teleconferencing


Presenter
Presentation Notes
We also had a lot of ideas about our annual meeting.  We wanted to keep the family format, but go to a major city or a resort every third year, and stay in the state parks the other two.  We want more involvement from program directors and from residents.  WE also feel that we need to start recruiting medical students, not only into surgery, but to be members of ACS.  We also need to look into having teleconferencing.  With such a long state it is difficult for a lot of people to get away.  A one day meeting that is teleconferenced would be a way of attracting busy surgeons, getting them CME, but they would not have to leave their city.  This would also be a fun format for residents, such as a statewide trauma forum, or cancer paper day, etc.


GOALS - IMPROVE
COMMUNICATION

e Improve website with more current and
relevant information

e Include info on NSQIP and strategic plan
e Assign officer level web master

e Look into Facebook/chatrooms or other

soclal networks to maintain communlcatlon _
i :'},,:1_
iﬁ*ﬁ"]



Presenter
Presentation Notes
We agreed that we were behind the times with communication.  All of it was being done by Wanda sending out emails.  So we assigned a webmaster to help Wanda with the website.  It needed to be updated, but meeting information, advocacy issues, summary of NSQIP activities, links to legislative issues etc.  We also talked about using Facebook or some other chat room site for better communication.


STRATEGIC PLANNING

e Goals were made
e Tasks were assignhed
e Timetable developed

e Summary sent out for approval


Presenter
Presentation Notes
So in summary, at that meeting we designed or mission and vision statements, we decided on goals, and we assigned tasks.  Later we developed a timetable and sent the whole document out for approval (which it was).


STRATEGIC PLANNING
MEASURES OF SUCCESS

e Improved financial status

e [ncreased participation In

annual meeting

e [ncreased participation In

advocacy Issues


Presenter
Presentation Notes
Not only did we need to accomplish our goals, we need to see if they indeed help us be successful. If we do a number of things to attract new surgeons to the meeting, but registration does not increase, then we need to adjust out plan.  If by raising vendor fees, we lose vendors, then that was a bad idea.  On the other hand if it works, we may consider increasing fees even more.


STRATEGIC PLANNING

WHERE THE RUBBER
MEETS THE ROAD



Presenter
Presentation Notes
So how have we done so far?


MAKING IT HAPPEN

+Summary of <Continuous
meeting follow-up

+Written Plan <Know your
docs

<+ Tasks -
tracking <+Moving target


Presenter
Presentation Notes
Writing the summary of the meeting and the written plan will probably be your responsibility – unless your docs are a lot different than mine.  Rhonda was a big help.  We use an Excel file to track the tasks, who is assigned to each task, and their progress.  You can imagine that this requires continuous nagging on your part.  It’s really helpful if you know how your key leaders operate, by that I mean – when is it best to call . . . Will they respond to email?   Who is key in their office if you really need them?   Accept that this process is a moving target.


STRATEGIC PLANNING

WHERE THE RUBBER
MEETS THE ROAD



Presenter
Presentation Notes
So how have we done so far?  Well, if you thought this was going to be flawless, YOU WERE WRONG!!!  We have accomplished some of out goals, but I don’t think we have made our timetable yet!!


STRATEGIC PLANNING
Corollary #1

If you miss a deadline,
CHANGE THE DEADLINE!!!


Presenter
Presentation Notes
We are not discouraged just busy procrastinators!  We just changed the deadlines.  Now we hope to have most accomplished by our annual meeting which is in May over Memorial Day Weekend


GOAL - IMPROVE YOUNG
SURGEON INVOLVEMENT

program Bl o PARTIAL
Egtcli)rglgéﬁm Directors VEP
Imn\(;(rJéve resident liaisons DARTIAL
rReepqsuferSotng 8 gg :)Se(?igcllties PARTIAL
Ilé):é/glop Facebook type NOPE



Presenter
Presentation Notes
We had several projects with regard to young surgeons.  Some of these have been accomplished, we are still working on others.  There’s still time, though!!


GOAL - ADDRESS NEEDS OF
PRACTICING SURGEONS

ANNUAL PROGRAM -
things you don’t Sort - of
learn In residency



Presenter
Presentation Notes
One of the thoughts we had was to develop a series at the annual meeting for surgeons just starting in practice - things that you don’t learn in residency (with an endless pool of topics!!)   We really ran out of time at his meeting, so will have to work on this for next year.


GOAL - PUBLICIZE TNACS
LEADING ROLE IN QUALITY

Put NSQIP info on LATE BUT IN
chapter website PROCESS
Draft notice regarding LATE BUT IN
Collaborative for

newspapers PROCESS

Publish our experience

in the Bulletin DONE

Report NSQIP at

: Il
annual meeting YES!!



Presenter
Presentation Notes
NSQIP is again a big focus of our chapter.  When this info has been compiled (which may not happen until the annual meeting), it will be posted in every format we can muster.   One thing we see as a very big deal is that the CEO and Medical Director of BCBSTN will be attending the TN Surgical Quality Collaborative meeting we are hosting at the Annual Meeting.


GOAL - ADVOCACY

Work with TMA on tort
form

Not a good topic in
legislature right
now, on hold

Attend TMA meetings

and voice our opinion, =
support

Communicate

regarding legislative YES

ISSUes on website



Presenter
Presentation Notes
We have participated in several TMA meetings this year.  Although we wanted to push tort reform, this legislative session is not conducive to that.  The website has been updated with links to different bills relevant to our membership.  We would love to set up a program to send standardized emails to state congressmen (similar to that done by ACS for national congressmen).  


GOAL - RE-VAMP ANNUAL
MEETING

Survey members re:
preferences PR E
Increase fees from vendors YES

Change order of meeting with
business earlier in meeting YES
and papers later

Consider joint meeting with

trauma Liaisons, AORN, etc. | MAYBE NEXT YEAR

Add cancer paper competition YES



Presenter
Presentation Notes
We have participated in several TMA meetings this year.  Although we wanted to push tort reform, this legislative session is not conducive to that.  The website has been updated with links to different bills relevant to our membership.  We would love to set up a program to send standardized emails to state congressmen (similar to that done by ACS for national congressmen).  


GOAL - IMPROVE

COMMUNICATION
Spotlight member IN PROCESS
Spotlight legislative issues YES
Links to congressmen QUALIFIED YES

Minutes/summaries of

meeting and strategic IN PROCESS
planning



Presenter
Presentation Notes
We have updated our website with a lot of relevant information for the members.  Legislative issues were one of the first additions, with direct links to the bill and at least links to the state committee responsible. This will continue to be a work in progress.


SUMMARY

e “The miracle isn’t that | finished. The
miracle is that | had the courage to
start.”® John “ The Penguin” Bingham

e Establish goals

e Set priorities

e Allocate resources
e Assign tasks

e Measure success


Presenter
Presentation Notes
To quote a really funny guy from “Runner’s World”. “The miracle isn’t that I finished. The miracle is that I had the courage to start.”
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