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ccording to the Oxford University Press, strategy is
defined as “a plan of action designed to achieve a

long-term or overall aim.”" Why is strategy of impor-
tance to urologists? Many urologists end up in formal admin-
istrative leadership roles, yet most receive little or no formal
education or training on strategy and how to develop and
execute a strategic plan. In these leadership roles, urologists
and other physicians are often required to aid in the devel-
opment of strategic plans or at least action plans designed
to achieve long-term goals. For example, urologists may
become involved in the development of strategic plans for
their regional urology program, their own department or
division of urology/surgery, or may become involved in their
hospital’s, university’s and/or school of medicine’s strate-
gic planning process in some capacity. There are several
additional examples of situations urologists may face that
require an understanding of strategy and its implementation,
including the building of a new clinic or clinical institute,
the opening of a new surgical suite or a standalone surgical
centre, the building of a new research centre, the opening
of a new residency or fellowship program, or — of current
interest to academic urologists — the initiation of a new edu-
cational program, such as the Royal College of Physicians
and Surgeons of Canada’s Competence By Design (CBD)
competency-based medical education (CBME) initiative. The
objective of this article is to introduce urologists to the basic
concepts of strategy and key components and steps in the
strategic planning process so they are prepared when called
upon to lead strategic initiatives or become involved in a
strategic planning process.

Elements of a strategic plan

The early stages of the strategic planning process focus on
formulation of the strategic plan, whereas the late stages
focus on implementation in order to achieve the objectives

of the strategic plan. Various outlines of the elements of
strategic plans have been described, and one sample outline
is presented in Table 1.2

Overview of the strategic planning process

The strategic planning process starts with gathering input
from key stakeholders through meetings, interviews, surveys,
storyboarding exercises, or any combination thereof. The
goal is to ensure that all relevant issues within the organiza-
tion are captured so the strategic plan doesn’t miss the target.
Based on the input, the strategic framework — the mission,
vision, values, and strategic priorities — are defined and
communicated. Communication to key stakeholders, par-
ticularly the people who keep the engines of the organiza-
tion running day-to-day, is important throughout the process,
but especially at key points. Strategic priorities arise from the
strategic framework and lay the foundation for the imple-
mentation plan through action plans for each strategic prior-
ity’s objectives. The most responsible person and timelines
generally accompany each action plan so each milestone
can be tracked and followed through on to ensure success
of the strategic plan. After implementation, formal review
of the plans, objectives, and strategies is necessary to allow
any necessary adjustments. Solid strategic plans incorporate
ongoing fluid reviews mid-implementation to ensure quick
adjustments where appropriate. An example of a typical
strategic planning process is shown in Fig. 1.

Strategic framework: mission, vision, and values

Central to any organization’s strategic planning process is
the development and communication of its strategic frame-
work. This includes the organization’s mission statement,
vision, value proposition, and core values. The mission
speaks to the ongoing daily and weekly function and pur-
pose of the organization, whereas the vision refers to a big-
ger picture evaluation of where the organization wants to go
and what it strives to be.> There is evidence in the strategy
literature that a complete and high-quality mission state-
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Table 1. Sample strategic plan outline (adapted from
Richardson?)

Table 2. Mission and vision statements of medical
organizations relevant to urologists

- Strategic framework - vision, mission, values, and objectives
— lIdentification of major clients and markets

— Positioning statement

— KPI scorecard

— Strategies/action plans to achieve objectives

— PEST analysis

- SWOT analysis

— Requirements from other business units

— Summary of major programs/projects

— Summary of anticipated human resource requirements
— Summary of financial impact and outcomes

KPI: key performance indicator; PEST: political, environmental, social, technological; SWOT:
strengths, weaknesses, opportunities, threats.

ment has a significantly positive effect on an organization’s
financial performance.* Mission and vision statements can
vary in length. In its five-year 2014-2019 strategic plan, the
Canadian Urological Association’s (CUA’s) vision was as
follows: The CUA exists to promote the highest standard of
urologic care for Canadians and to advance the science of
urology.> Some other examples of mission and vision state-
ments of well-known medical organizations are shown in
Table 2. An organization’s value proposition is a crucial
component of its strategy because it is one of the key ele-
ments of the strategic triangle.'® In simple terms, a value
proposition refers to what the organization does — the value
it provides — and why it will be successful in providing that
value. It may be that as part of the strategic planning process,
the value proposition needs to be modified.

PEST and SWOT analyses

During the strategic planning process, identification of the
key internal (micro-environment level) forces and major
external (macro-environment level) forces affecting the
organization is done through SWOT (strengths, weakness-
es, opportunities, threats)'" and PEST (political, economic,
social, and technological factors or trends)'? analyses,
respectively. These micro-environment and macro-environ-
ment level forces can create threats and opportunities for
an organization that may have an impact on its activities,
performance, and sustainability.

Organization Mission statement Vision
American AUA promotes the highest Advancing
Urological standards of urological urology

Association® clinical care through
education, research and the
formulation of health care

policy.

Royal To improve the health The best health

College of and care of Canadians by for all. The best

Physicians leading in medical education, care for all.

and professional standards,

Surgeons of physician competence and

Canada’ continuous enhancement of

the health system.

Canadian Empowering and caring for A vibrant

Medical patients profession

Association® and a healthy
population

Canadian To protect the professional The CMPA

Medical integrity of physicians and is valued as

Protective promote safe medical care in an essential

Association® Canada component of
the Canadian

healthcare system

The goals of a SWOT analysis are to assess the micro-
environment forces acting upon an organization, including
its strengths, weaknesses, market opportunities, and poten-
tial threats. A SWOT analysis helps the organization identify
significant factors that may impact its success. An example of
what a SWOT analysis could look like for a typical urology
department or division is shown in Fig. 2.

The goals of a PEST analysis are to identify and address
any current or future important external forces, factors,
trends, opportunities, and threats that are outside the con-
trol of the organization, but may significantly impact an
organization. A sample PEST analysis for a typical urology
department or division is shown in Fig. 3. SWOT and PEST
analyses can be readily performed for almost any type of
urological group practice in a small town community set-
ting, large city non-academic setting, or academic environ-
ment. The ultimate goal of these two analyses is to iden-
tify the critical “make-or-break” issues and opportunities

Fig. 1. Overview of the strategic planning process.
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SEENALE

Team characteristics that give it an
advantage over competitors

* Timely access to care
+ Quality of patient care
« Scholarly projects

* New robotics program

[@)PPORTUNITIES

External chances to make greater
advances in the field of urology

» Fundraising partnerships

* New education programs

+ Expansion of services
outside the main hospital

\'V)EAKNESSES

Team characteristics that place it at a
disadvantage relative to others

+ Gaps in technology

* Poor fundraising

* Decreased morale from
long work hours

External environmental elements that
could cause trouble for the team

+ Competitors’ technology
* New income tax proposals
* Regionalization of care -

orities (i.e., 3-6 strategic prior-
ities for most organizations), and
each strategic priority usually has
a small number of goals (i.e., 1-6
goals for each strategic priority)
to be achieved through actions
plans. For example, the CUA
communicated the following four
strategic priorities in its five-year
2014-2019 strategic plan:™
- Increase member engage-
ment
- Be the voice of urology in
public and health policy
- Become the pre-eminent
urological resource for
patients and health pro-
fessionals
Ensure the financial stabil-
ity of the CUA
In this example, each of the

Fig. 2. Sample SWOT (strengths, weaknesses, opportunities, threats) analysis for a urology division or department.

for the organization, solutions to which will inform any
changes required to the mission, vision, value proposition,
and core values of the organization. These solutions are
then expressed as strategic priorities in any strategic plan.

Assimilation of the strategic plan

After the environmental scan is complete, the organization
starts pulling the strategic plan together. This process includes
risk analysis and development of concrete strategic priorities
or objectives. An example of a set of strategic priorities for
a typical urology department or division is shown in Fig. 4.
There are usually a small manageable number of strategic pri-

CUA'’s four strategic priorities
would have accompanying
action plans designed with appropriate timelines to meet
each of the strategic priority’s objectives, and one or two
individuals (in this example, likely members of the CUA
executive) would be nominated as the most responsible
person(s) to be accountable for the successful completion
of each action plan.

The balanced scorecard

Kaplan and Norton published the initial concept of the
balanced scorecard in their landmark article published in
the Harvard Business Review'* and later popularized the
concept in a followup article entitled, “Using the balanced

scorecard as a strategic management system.”"> The

+ Increased metrics UROLOGY

+AFP vs. FFS models
i I

W e
Social e,) 0_ Technological

purpose of the balanced scorecard is to focus the
organization on key performance metrics that will

Political 0" G_ Economic | facilitate succgssful implementation of its strategic
' el i \_’_J L 4 plan. The four interrelated elements of the balanced
Mmmgr B < mw scorecard are: 1) the internal business processes; 2)
« Quality of care * Cost-cutling the customer; 3) the financials; and 4) learning and

growth. These four elements are shown in a sample
format of a balanced scorecard, as published by
Kaplan and Norton, in Fig. 5.'° The balanced score-
card provides a process by which an organization

Eﬁm awareness +Technologically- could avoid focusing solely on the short-term finan-
* Patient internel usa advanced discipline . . P . .

|+ Use of soviel media Ryl cial metrics. Wlnmng organizations were u.su.a.lly
| = Aging population « Simulation successful in tightly linking their strategic priorities

and action plans with the four elements of the bal-

Fig. 3. Sample PEST (political, environmental, social, technological) analysis for a urology

division or department.

anced scorecard, which in turn allows the organi-
zations to monitor whether or not the strategic plan
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formal education or training, there are several
decent books on strategy that may of interest
to urologists, and some are listed in Table 3.
Through the application of a simple approach
to strategy and developing a strategic plan,
urologists may turn a challenging situation
into a rewarding one as their organization
evolves.

Strategic Priorities
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per unit time for
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Internal Customer
Processes

Cystoscopy is safe
and effective

+ Wait times

+ Turnaround in
cystoscopy suite

* Turnaround in OR

Cystoscopy
procedure starts
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« Alignment of clinical
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