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The Comprehensive

Organizational Plan

How a COP Can
Protect and Serve Your
Health Care Organization

Dawn Oetjen, PbD; Timothy Rotarius, PhD

In today’s hyperturbulent and competitive health care environment, health care organizations
must improve operating efficiency, reduce duplication, and compete effectively in the health care
market to survive. The comprehensive organizational plan is a S-stage development tool for health
care organizations that is intended to protect and serve the health care organization in its survival

efforts. Through its 5 planning stages—competitive, facilities, financial, human resources. and
marketing—the comprehensive organizational plan assists the organization in optimizing the
goals of cost containment, quality preservation, and universal access. Key words: access, cost,

planning, quality

‘acr[lﬂ,ﬁ THE HEALTH care industry and
political leaders search for a stable,
economic plateau, health care organizations
have to deal with a myriad set of environ-
mental factors. Governmental changes in
health care reimbursement, coupled with ex-
pectations by health insurers and purchasers
of health care services that providers practice
cost containment and show proof of good
outcomes, have compelled providers to try to
improve operating efficiency, reduce duplica-
tion, and compete effectively in the health care
market. As it navigates through its sometimes
peaceful, sometimes chaotic environment, the

From the Department of Health Professions, College
of Health & Public Affafrs, University of Central
Florida, Orlando, Fla.

An early conceptual draft of this manuscript was
presented at the Medical Group Management
Association’s October 2002 Annual Conference in
Las Vegas, Nev

Corresponding author: Daun M. Oetjen PhD), Assistant
Professor and Director of the MS-HSA Program,
Department of Health Professions, College of Health &
Public Affairs, University of Central Florida, Orlando,
FL 32816 (e-mail: doetjen@mail ucfedu).

78

health care firm needs to be shielded from
these environmental effects. The comprehen-
sive organizational plan (COP) is a 5-stage de-
velopment tool for health care organizations
that is intended to protect and serve the
health care organization on its journey. The
COP is effective during this period of height-
ened concern about organizational survival.
The COP can provide a structure within
which to make decisions. It is a vital, over-
arching organizational factor that can assist
the firm as it strives to optimize the 3 primary
health care goals of (1) cost containment, (2)
quality preservation, and (3) universal access.
A COP is perhaps best viewed at the meso-
level tool. The mesolevel exists somewhere
between the macrolevel (ie, environmental fac-
tors) and the microlevel (ie, operational factors).
The COP operates in this mesolevel as a fac-
ilitator to the demands of the other 2 levels.

THE COMPREHENSIVE
ORGANIZATIONAL PLAN

A COP is an organizational planning tool
with the following 5 distinct plans: (1) a
competitive plan, (2) a facilities plan, (3) a
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financial plan, (4) a human resource plan, and
(5) a marketing plan. Figure 1 illustrates a COP.
Each of the components of the COP has
implications for health care executives as they
manage the 3 conflicting health care prioritics
of cost containment, quality preservation, and
universal access. While the entire health care
organization is concerned with all 3 health
care values, it is possible that the specific plans
may only focus on 1 or 2 of the priorities
However, a properly developed, comprehen
sive COP will ensure that all 3 health care
priorities are present and accounted for

The competitive plan

The competitive plan of a health care or
ganization is a formal plan for dealing with
the market movements made by competing
health care organizations. A competitive plan
facilitates the positioning of an organization in
the right place at the right time with the right
product, thus establishing an advantage for
the organization over its competitors (i
a competitive advantage). The competitive
plan creates value when it allows an organi-
zation to create new competitive advantages
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faster than competitors can mimic the exist-
ing competitive advantages '

The first step in competitive planning is to
define the organization's purpose or reason for
being; this is usually illustrated in a mission or
vision statement for the organization and in the
organization’s values and goals. The mission,
vision, values, and goals are important consid-
crations in the competitive plan because they
rely on and influence the external and internal
cnvironmental analyses and, taken together,
express an understanding of what the organi-
zation is now and what it wants to be

In the external environmental analysis, past
and current trends are reviewed to identify
opportunities and threats to the organization.
For example, a study of the competition might
reveal that the organization would be better
off changing its products or services so that it
meets a niche that its competition does not
serve. Areas to focus on in the external en-
vironment analysis include technologic mar-
kets at both broad and narrow scales, changes
in government policy related to health care,
and changes in social patterns, population
profiles, and lifestyle changes.
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Figure 1. The comprehensive organizational plan.
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The internal environmental analysis includes
an assessment of the strengths and weaknesses
of the organization through an examination of
the efficiency and effectiveness of its key re-
sources. These key resources include human
resources (ie, the management and motiva-
tion of people within the organization), finan-
cial resources (ie, the management of money
and cash flow), and physical resources (ie, the
acquisition and maintenance of physical as-
sets). These resources should be examined
and analyzed from an internal perspective,
which means using such tools as employee
focus groups and auditing of financial state-
ments. Carrying out this analysis will likely be
illuminating to the organization—both in point-
ing out what needs to be done and in putting
problems into perspective.

The competitive plan focuses on the health
care priorities of cost and quality. To succeed
in the competitive marketplace of health care,
organizations must be efficient at what they
do. Inefficiencies can be identified in the
internal and external environmental analyses
and be improved or reduced. Additionally,
most health care organizations are now com-
peting with an increased emphasis on quality.
The competitive plan, then, will assist the or-
ganization in recognizing and enhancing the
quality aspects of the organization through
identification of organizational strengths and
opportunities.

The facilities plan

The facilities plan is often confused with
the marketing plan (which will be discussed
later). Both plans focus on examining the
marketplace to assist leaders in decision-mak-
ing so there is continuity in the direction of
the organization. However, this is where the
similarities cease. The facilities plan involves
identifying where to locate an organization,
recognizing what programs and services
should be offered, and reflecting on what
types of technology should be purchased.

There is a saying in real estate that the 3
most important factors are location, location,
and location. The same applies in health care.
The facilities plan aides an organization in
maximizing patient accessibility to the orga-

nization and minimizing accessibility costs or
reducing the uncertainty of patient travel
behaviors. To explore the optimal site for the
location of a health care facility, the estima-
tion of such factors as travel patterns, travel
costs, and hospital attractiveness is impor-
tant. This indicates that a viable facilities plan
enhances an organization's ability to meet
the access health care value.

Health care technology is another compo-
nent of the facilities plan. With the swiftness
of technologic innovation, it is important that
an organization keep pace not only from a
functional standpoint but also from a techno-
logic standpoint. Information systems are the
backbone of a successful health care organi-
zation. Information systems are created be-
cause the organization needs the ability to
collect, store, transform, and interpret data
into useful information. When purchasing
information system software, you must first
decide what the desired output is so that the
appropriate pieces of information are actually
gathered and vused. An effective information
management plan can ensure that quality
indicators are reached and can help pinpoint
problem areas before they get to big.

Many factors come together in determining
the direction of information technology in
health care. In some cases, it is a plethora of
new laws that mandate how we are to protect
and distribute patient information. In other
cases, it is business issues such as efficient
staffing, corporate integration, and market in-
telligence. Arguably, the most important issue
affecting the direction of information tech-
nology in health care is the ethical responsi-
bility to deliver guality patient care.

Some of these technology trends will be
more pertinent to your needs than others.
All information technology trends are progres-
sive; they are intended for organizations with
leading-edge tendencies. None are far-fetched
or bleeding edge. They are hot because they
represent innovative ways to address the prob-
lems you encounter daily as you manage your
health care organization's information flow.

In summary, the facilities plan focuses
mostly on the health care priorities of quality
and access.
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The financial plan

The change from retrospective payment
systems to prospective payvments resulted in
an intensified look at the financial well-being
of all health care organizations. Several fa-
cilities went under, including both  large
institutions like county hospitals and small
private  organizations  like
home health firms. Each of these flounde-

mom-and-pop

ring companies had one thing in common:
they lacked an overarching, long-range finan-
cial plan and an operational, short-term fi-
nancial plan.

As the name suggests, a financial plan takes
a comprehensive look at the bottom-line: Is
the company making ¢nough money to sus
tain the vision of the organization? However,
the financial plan should be seen as much
more than just a bottom-line exercise. While
profits, budgets, and cash flow are often
stressed, even in notfor-profit health care
systems, the financial plan must also focus on
patient and stakcholder data. Although the
structure of reimbursement CONtracts are cer-
tainly important to any financial plan, so is
understanding the best way to finance market
growth and to purchase new technology

To begin with, the financial plan needs to
be rooted in an accounting software system
that is able to maximize both reimburse
ments from insurance companies and collec
tions from patients. This implies an expert
system that understands claims adjudica-
tion, insurance subrogation, truth-in-lending
laws, and collection agency processes. In ad-
dition, the accounting system must be able
to provide timely and useful budgeting in-
formation. Statc-of-the-art systems even offer
real-time budgets that can be accessed and
adjusted at any moment to reflect new envi-
ronmental challenges and opportunities.

Another arca of importance to the financial
plan is the referral system, including both
incoming and outgoing referrals. All manner
of data about referred patients needs o be
captured and analyzed from a financial per-
spective, For example, one might develop a
report that indicates the types of referring
diagnoses of incoming patients and compare

that information with reimbursement and
collections from these same patients. Or, one
might look at referred outpatients and their
reimbursements and collections to determine
whether it was financially smart to cven see
those patients in the first place.

In addition. the financial plan should also
examine other processes, including patient
admissions, patient treatment, and  patient
discharge. It key picces of data vital to the
financial viability of the organization are not
being captured at the appropriate patient
contact points, new systems should be im-
plemented so that the organization receives
that right data to maximum pavments for
cach patient.

As would be expected, the financial plan
focuses mostly on the health care priority of
costs. Of all the health care plavers, including
providers, insurance companies, and govern-
ment overseers, only providers have the ability
1o contain costs. While insurance companies
send reimbursements to providers, these in-
surance organizations do not directly dictate
how much the providers spend to produce
health care treatments. Only providers can re-
duce the costs of treatment.

The human resources plan

A quality human resources plan starts with
ensuring that your organization has an ade-
quatte pool of talent. Without this critical first
step, implementation of all the other steps
in the COP becomes moot. To attract and re-
tain quality employees, it is necessary (o enact
maotivational policies and processes that em-
power employees and recognize achievement.

An organization can start by establishing
clear job descriptions of each position and
reviewing and updating these on a bivearly
basis. Without clear direction as to what is
expected from cach employee, it will be next
to impossible for employees to produce the
work and results expected.

Coupled with the need for clear work
directives and job descriptions, it is essential
that an organization’s management be proac-
tive in recognizing and rewarding achieve-
ment. When an employee does a task properly
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or makes a significant contribution, it is cru-
cial that he/she is rewarded soon after and
told what aspect of his/her performance
caused this recognition.

Another important part of the human re-
sources plan is ongoing structured employee
review. The authors recommend that manag-
ers review subordinate’s performance at least
twice a year. This provides the manager and
employee the opportunity to readjust and clar-
ify work goals, review past performance, and
discuss areas for improvement and opportuni-
ty. This review process should be a 2-way
street and conducted in a nonthreatening man-
ner to enable open lines of communication.

Culture is defined as a system of informal
customs and rules that transmit the behavior
expected of most employees in most situa-
tions. The quality of the relationship be-
tween the culture of an organization and its
strategy has a direct impact on the potential
performance of the organization.” The suc-
cess of an organization is inextricably linked to
its culture.

New employees that are hired must be
competent and fit the organization’s desired
culture. Time must also be spent to indoctri-
nate the new employees on how the culture
functions to ensure a proper fit. Initial em-
ployee orientation offers the opportunity for
emphasizing the importance of the organiza-
tion's culture and thus significantly enhancing
the ability of the organization to achieve its
objectives.

The idea of teambuilding makes most man-
agers and leaders cringe; however, it is im-
portant that employees are given the chance
to bond. There are many ways in which this
can be established. For instance, monthly
outings, theme days, and potluck lunches are
some simple examples of how a group of
employees can be transformed into a tight-
knit team. These activities allow employees to
interact with one another on a personal level
and remove the divisive chain of command,
which often heads communication.

The quality of the employees, the manage-
ment environment, and the culture of a par-
ticular organization directly impact the quality
of services and the cost consciousness. Once

again, it is critical to set goals that clearly di-
rect how employees act and work; otherwise,
each employee has the natural tendency to go
in a separate direction. It is important to
create a culture that stresses the importance
of quality—doing the right things correctly
the first time—and be cost-conscious when
allocating the organization’s scarce resources.

As you can see, the organization’s culture
and the employees that make up this culture
are integral in achieving superior cost and
quality.

The marketing plan

Marketing is vital to the survival of every
health care organization. Marketing is an infor-
mational, educational, and ongoing process
specifically targeted to key stakeholders of the
organization. Proactive management of the
marketing process ensures that this resource-
consuming function also becomes a value-
adding activity.

The primary purpose of a marketing plan
is to help the organization differentiate its
products and services from its competitor's
offerings. The marketing plan is designed to
enlighten organizational stakeholders, both
internal and external, about various facets of
an organization's mission. A marketing plan is
an operational manifestation of the organiza-
tion’s goals. Specifically, it is an organizational
process that bridges or links the micro or
operational functions (eg, delivery of treat-
ment and patient accounting) with the macro
or strategic activities (eg, decision to purchase
new technology and choice of geographic
location) of the organization.

Most of us think of advertising when we
hear the word marketing. However, advertis-
ing is just one component of an effective mar-
keting plan. Prior to deciding on a specific
advertising plan, the organization must un-
derstand its patient population. This is typi-
cally accomplished using a community needs
assessment tool, which strives to ascertain the
healthcare needs of the patient population.

A community needs assessment is a data
collection effort. It can take many forms, in-
cluding surveys, health fairs, and education
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seminars. The data come from health care
providers, patients, social agencies, and cen-
sus and government agencies. A community
needs assessment is often a group effort that is
coordinated through the local health de-
partment, with representatives from all the
major health care providers in the local market,
even competitors. This coalition of disparate

entities brings together the right amount of

resources, expertise, and power and has the
greatest potential for performing a successful
community needs assessment, as measured
by the proper identification of the health care
needs of the community.

Of the 3 major health care priorities of cost,
quality, and access, the marketing plan mostly
affects the access value.® As health care needs
are identified and services are, in turn, created
that offer the required treatments. the objec-
tive of the marketing plan shifts to an infor-
mational purpose rather than a data gathering
process. This informational purpose is de-
signed to let both patients and referrers know
where specific services are available,

CONCLUSION

A properly created and implemented COP
possesses the wherewithal to protect your
organization during the good times and the
rough times. The S distinct parts of your COP
can also serve vour organization as it strives to
meet the 3 health care priorities of cost con-
tainment, quality preservation, and univer-
sal access. Figure 2 shows how these 5 COP
components meet the 3 ubiquitous health-
care values. Although each unigue plan pays

particular attention to only 1 or 2 of the 3

Competitive Plan

Financial Plan

Human Resources Plan

Competitive Plan

Facilities Plan

Human Resources Plan

priorities, together, the organization’s COP
ensures that the entity provides more than
adequate coverage for all 3 values.

The opportunity costs associated with not
implementing a COP in vour organization are
astronomic. Without a clearly defined action
plan, it is easy for any organization to steer off
course and lose sight of its mission and vision.
The financial investments associated with
implementing the COP are minimal. For most
readers, vour organization is already in exis-
tence; thus, much of the infrastructure is in
place. In this case, all that is needed is for
yvour mission, vision, and values to be clearly
defined and promulgated by using the COP.

The largest costs associated with a COP are
the financial costs that will be incurred in the
development and implementation phases,
particularly the costs associated with training
staff. For example, once the optimal informa-
tion management system for the organization
is purchased, it will be necessary to train both
current and future employees to realize the
benefits and efficiencies of the new system.
Without an organization-wide commitment to
training, the best software and hardware will
only wither away from lack of proper use.

Emotional investments are also a cost that
cach health care organization incurs. Individ-
uals invest a significant amount of their emo-
tions into their careers. As long as you are
going to get up in the morning, select suit-
able attire, make yourself presentable, and
then spend 8-10 hours at work, you have to
ask yourself why not make an attempt at
nuking your organization world class. The
COP will help vou and vour organizition
achieve world-class status. The COP requires

Cost Quality ' [ Access 1
(fuffilled through these (fulfilled through these | (tuffilled through these
plans) plans} plans

Facilities Plan

Marketing Plan

Figure 2. How a COP's planning components fulfill health care's prioritics
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the additional emotional investment of buy-in
of all employee groups, especially from the
leadership of your organization, to be effective.
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