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STRATEGIC PLANNING (How To)


Some ideas and helpful hints:

Strategic planning is basically a written document that outlines where we are going and how do we get there.

Before you can do this successfully, there are a couple of ingredients that are needed.  Deciding “where we are going” usually requires a mission and vision statement that is in writing and well understood by all the principal players.  Secondly it is important that you have good financial statements that detail the main items that make up revenue and expense.  Once you have these, you have a good foundation from which fairly accurate forecasts can be made.

How long should the Strategic Plan be for?

Usually three years are adequate, but if you need to plan for major capital building effort, four or five years might be needed.

Where to start?

Start with the most important item, which could limit “where we are going”.  For charitable institutions like free health clinics, raising the funds to pay for the anticipated expenses is usually the most important item.  If so, forecast the present trends of each expense item as shown on your financial reports.  Pay special attention to the major items like salaries & wages purchased prescription drugs, etc, etc.  Consider these forecasts as preliminary that may have to be revisited for revision.

In making the financial projections, decisions on when and if to add paid staff, are prescription drug products being donated or purchased, are telephone and travel expenses going to level out and many others need to be discussed and a consensus established.  Late summer or early fall should be a good time for this.

Additionally, the workload needs to be forecast.  How many patient visits, how many doctor and nurse volunteers are needed, what are optimum hours for the clinic to be open, and many more that might be unique to your clinic.  Discussion, brain storming, and consensus building among knowledgeable people is important here.

If the Strategic Plan is finished in the fall for the next three years, the first year projections can be used for the budget building process.  An important point to remember----each time you repeat this process, you’ll keep getting better at it.

Once the broad outline of “where we are going” is complete, the second phase “how do we get there”.  This needs to be studied in detail, and described in written plan of action.  As an example, once you have determined the expense level for each of the next three years, the fund raising section of the Strategic Plan should describe in detail which foundations should be approached, how will the annual letter to individual contributors be done etc., etc.  These details provide the “how to” framework as well as become an outline for future efforts.

If it appears that the required funds cannot be raised, then the expense projections should be revisited for downward revision.  In this way, the Strategic Planning process becomes an anticipator of obstacles that need attention and effort.  A good way to avoid unpleasant surprises!

The same process and review needs to be undertaken for each of the important clinic variables.  Each health clinic probably has their unique variables, but all of them probably have adequate doctor & nurse volunteers, adequate space availability, prescription drug supplies, and office staff volunteers, as important variables that need to be looked at. 

Sometimes, there might be a need to determine how governmental regulations are changing in reference to free health clinics.  If so, it is a difficult area to determine the impact accurately, so a best guess should suffice.  Also, sometimes the boundaries between your clinic and other health care providers might shift and therefore might affect your plans.

Is it worth the effort? 

 If well done, the answer has to be yes.  Spotting major obstacles early is an important plus because it gives you time to solve the problem or adapt to it.  Also, it becomes an important document to use with outside fund providers.  Lastly, it can provide focus and a sense of direction to your current and future boards. 

Remember, the more you do it, the easier & better it becomes!!
