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“Efficiency is doing things right.
Effectiveness is doing the right things.”
- Zig Ziglar

The business of medicine has changed substantially over
the past 10 years and it continues to evolve, Decreasing
reimbursement, increasing costs, and competition pressure
physicians’ practices. !ealth care, once controlled by phy-
sicians and hospitals, is now driven by multiple market
forces, including managed care and government regula-
tions. It is now more imporlant than cver that a medical
practice operale as a cost-effective and competitive busi-
NCss.

Physicians, employers, and managed care cxeeutives are
atl disappointed with managed care’s struggle to manage
disease and control cost. More and more physicians and
practice managers realize that creative solutions and sound
business judgment are required to survive.
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Creating a pain management practice is dramatically dif-
ferent from creating an operating room-based anesthesia
or other type of medical or surgical practice beeause the
referral process is much more competitive. Building a
successful pain management practice takes time and hard
work, but it is achievable by any competent physician who
is willing o plan for success. To build a successful pain
management practice, a physician does not need a busi-
ness degree but does need to be business-oriented and for-
ward thinking. There is an old saying: “Failing to plan is
planning to fail.”

AN EFFECTIVE STRATEGIC PLAN

An effective strategic plan is a straightforward document
that defines the practice that a physician desires to develop.
No two practices will have the same strategic plan. Strat-
egy formation involves the asscssment of the practice’s
capabilities and environmental opportunities and threats
in order to creale a direction that emanates from top man-
agement. Information about the past and present, and the
ability 1o forecast the future are vital to strategy lorma-
tion. Successful practices strive to understand their cur-
rent environment and to create a unique vision with re-
sult-oriented goals which will take the practice from where
it is now to where it should go. The goal of a successful
practicc is to detine and then achieve the purpose of the
practice.
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Strategic plans can serve two very different purposes. First
and foremost, a strategic plan is used within the practice
to guide in building it into what a physician wants to have.
Second, a strategic plan can be used in conjunction with
the marketing plan and financial plan to obtain financial
backing from investors.

A strategic plan need not be a complex or lengthy docu-
ment. In most cases, the strategic plan can be two or three
typewritten pages in length. The key to creating an effec-
tive strategic plan is to thoroughly analyze the current
health-care environment and define the practice a physi-
cian desires to establish (for new practices) or evolve into
{for existing practices), write the plan down on paper, and
then implement it. This process helps communicate to
partners and staff the definition, purpose, vision, and com-
prehensive plan that will be deliberately and consistently
pursued to accomplish the established mission. A strate-
gic plan gives the physician the ability to see the forest
and not just the trees.

In creating a strategic plan, a physician should provide
the framework and a strong sense of direction to the prac-
tice that allows it to focus precious resources towards the
specific goals of the practice and provides a formal, step-
by-step, long-range approach to accomplishing those goals.

The strategic plan is not a document that is set on a shelf
and forgotten. An effective strategic plan is the blueprint
to building a practice. A physician should put a great deal
of thought into creating the plan, communicating its con-
tents, and then striving to accomplish its goals. Once cre-
ated, the strategic plan is the foundation of the practice
and should only be changed for compelling reasons such
as a competitive threat, environmental changes, or trends
in purchasing behavior. The strategic plan should be re-
viewed once a year, as the environment changes, making
periodic reappraisal and fine-tuning adjustments if neces-
sary. This helps ensure that the practice avoids compla-
cency and affirms that it is in the right business and achiev-
ing the desired results. The key to outperforming the com-
petition is imaginative strategy formulation and, when
environmental changes demand it, reformulation. The stra-
tegic plan should consist of the following:

. Mission statement

. Target markets

. Competitive analysis

. Strengths, weaknesses, opportunities, and threats
. Goals of the practice
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MISSION STATEMENT

“Buccess is a product of unremitting affention to

purpose.”
- Benjamin Disraeli

“Strategic planning is worthless — unless there is first a
strategic vision.”
- John Naishitt

The missicn statement is one sentence that defines the long-
term vision of what the practice seeks to be and the mar-
kets it seeks to serve. It should answer the question, “What
is the purpose of the practice?” The mission statement
describes what a physician wants the practice to be, not
what it could be.

While the mission statement is a single sentence, it is criti-
cal because it expresses the ultimate goal of the practice.
Furthermore, everything the practice accomplishes is done
in support of the mission statement.

By defining the mission statement in specific terms, the
practice will be able to focus precious resources more ef-
ficiently and effectively. The following questions can help
define the mission of the practice.

*  What type(s) of pain are to be treated (eg, acute,
chronic, cancer)?

*  Will the practice be multidisciplinary, interdiscipli-
nary, or single specialty? If it is single specialty, will
there be referrals to other specialists?

* Who will be the providers — eg, pain management
anesthesiologists, physical medicine and rehabilita-
tion physicians, neurologists, or others?

«  Will the practice require physicians to be board certi-
fied or board eligible?

+  Will the practice employ ancillary providers such as
physical therapists, occupational therapists, psycholo-
gists, etc.; or will these services be available only via
referral?

*  Whatimage does the practice want in the market? The
market is the set of all actual and potential target buy-
ers (medical community, insurance companies, pa-
tients, ermployers, etc.)?.

The mission statement is a unigue aim that sets one prac-
tice apart from other practices by defining the nature and
character of what the practice wants to ultimately accom-
plish,
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TARGET MARKETS

“Success follows doing what you want
to do,

There is no other way to be success-
ful.”

- Malcolm Forbes

The mission statement defines the ultimate goal of the prac-
tice. The target market defines which markets the practice
wants to serve to achieve the goals. A target market is a
set of customers whose needs and wants the practice plans
lo satisfy, A practice should have multiple sets of target
markels.

The mission stalernent answers the question “What is the
purpose of the practice?” The larget marketl definition
answers the question, “Who are the customers?” or,
“Whom does the practice want as customers?”

There are many ways to group potential customers into
target markets, A targei market may be defined by demo-
graphic characteristics such as the gender or age (pediat-
ric, adults, or geriatric) of patients. A targel market can
also be defined by identifying the list of diseases and con-
ditions the practice wants to manage, such as back pain,
cancer, or hcadaches. A target market can also be a group
of doctors in a particular specialty from whom the prac-
tice would like to receive referrals, such as orthopedics,
neurosurgery, on oncology, or a group of nurses who are
employed by Workers Compensation companies as case-
workers, A target market also can be a managed care com-
pany whosc policyholders the practice would like 1o have
as patients.

Once the practice defines target markets, then it needs to
understand how large each market is and what the trends
are within each market. This information indicates whether
or not it is economically feasible to create a practice for
this target market today and in the future.

Knowing the target market size and growth will allow the
practice to better forecast the necd for services and project
prowth rates that are realistic.

COMPETITIVE ANALYSIS

To fully understand the market, the practice needs 10 un-
derstand the dynamics ol the competition and then create
the strategies that will diffcrentiate the practice from com-
petition. To understand the competition, it will be helpful
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to ask the following questions:

*  Who are they? What are their qualifications? In what
specialty are they trained? Are they board certified?
Are they board certified in pain management?

*  What services are they providing? Where are they
providing services? Will they be expanding serviees
and/or locations?

»  How are their services priced?

»  How do they get their business? What doctors refer
to them? How loyal arc their referring doctors?

+  Who are their target markets? What is their market
share and current growth rate?

+ Do they have contracts with major and/or significant
managed care companies in the market? Do they have
an exclusive contract with managed care companies?

+ Do they have an exclusive contract to provide ser-
vices at a given location (ie, a hospital or surgery cen-
ter)? What is the geographical arca that they serve?
Ts it growing or shrinking?

*  How arc they perecived in the market? Are they con-
sidered a leader or a follower? How effective is their
marketing and advertising?

+  How well does their business office operate?

= How well does their clinical office operate?

»  What are their strengths? What are their weaknesses?

= Are they vulnerable?

»  How successful are they in exccuting their strategy?

»  How have they responded to changes in cconomic
conditions and market trends?

»  What will they most likely do in the future? How
will they react to the practice’s introduction or en-
hancement of available pain management services?

An understanding of competitors’ business strategy is fun-
damental 10 developing a winning strategy. By under-
standing the competition the practice can answer the ques-
tion, “How can we better serve the market?”

Many physicians neglect to ask these questions, perhaps
because they feel that their service is superior or that there
will be plenty of patients for all competitors. However, it
is difficult to outmaneuver the competition without first
understanding what it is deing in the markciplace, Tgnor-
ing or undercstimating the competition can be a fatal mis-
take for the existence of the practice.

SWOT

“We are all continually faced with a
series of great opportunities brilliantly dis-
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guised as insoluble problems.”
- John W.
Gardner

Many business books refer to the process of analyzing the
practice as doing a “SWOT" analysis. “SWOT” is an ac-
ronym for a business’ strengths, weakness, opportunities,
and threats. When identifying strengths and weaknesses,
the practice shouid think of every aspect of the internal
operations from the clinical procedures to the business
office operations. A concise and honest appraisal of the
practice’s strengths and weaknesses will greatly assist in
seeking and developing opportunities that will allow the
practice to capitalize on strengths and improve weaknesses.

To begin, a physician should focus internally on what
makes the practice the best in serving the target markets.
Then the areas where the most improvement is needed
should be identified. Next, evaluation of the industry and
other external market factors that may present opportuni-
ties or threats to the practice must be conducted. Once the
strength of the practice is identified, find out if the com-
petition either does not have this strength or performs it
poorly, to find an opportunity. When an item that could
negatively impact the practice is found, a threat is identi-
fied.

The SWOT analysis helps foster understanding of where
the practice is now in the business world. A physician
will use this information to help develop a successful mar-
keting plan, one that will help to attain the goals set for the
practice.

GOALS OF THE PRACTICE

“Procrastination is a close relative of
incompetence

and a hand matden of inefficiency.”
- Alec MacKenzie

Defining the goals answers the question, “What do I want
to accomplish in my practice?” A goal should be realistic
and stated in specific, concrete terms against which actual
results can be easily measured. Specific goals transform
strategy into results-oriented measurable commitments.

Goals consists of three elements:
*  Subject - What is the subject area of the goal?

*  Time frame — When should the goal be accomplished?
*  Measurement - How much should be accomplished?
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In order to define a goal, a physician should begin by fo-
cusing on the mission statement, which will help to define
the subject of the goals that the physician wants to accom-
plish. Then review the SWOT analysis for the factors that
may affect the ability to succeed. Are there internal
strengths or weaknesses that could become a goal? Are
there opportunities or threats that could become a goal?

[t is important that the goals defined have a time frame.
The time frame gives a sense of urgency to accomplish a
goal. Without a time frame, goals can easily be left
unaccomplished. For example, the goal, “Someday the
practice will have 1000 new patients per year,” is com-
mon; but all too often “someday™ never arrives.

Goals must also have realistic measurements; both inter-
nal and external factors will affect how much the practice
can realistically achieve. Internal factors have to do with
the practice’s ability to accomplish goals. External fac-
tors have to do with what competitors, managed care com-
panies, and/or the government are doing which may affect
the ability or speed to accomplish the goals.

The physician should review the goals with staff mem-
bers to obtain their input and assessment. When staff
members are involved in shared decision making and goal
setting, they are more likely to commit to accomplish the
goals. Staff members who are given authority and respon-
sibility Lo accomplish goals have higher job satisfaction
because they feel valued and trusted, Further, staff mem-
bers also gain a sense of control, ownership, pride, and
involvement in the success of the practice. Some examples
of goals are:

* To obtain an average of 10 new patients per week
during the first year in practice,

»  Toreceive new patient referrals from at least 100 dif-
ferent physicians by the end of the first yecar.

*  To have at least 20 physicians by the end of the year
who refer at least one patient per month.

*  To increase the number of new patients per year at a
rate of 20% annually.

* To hire a second pain management physician by the
end of the second year of practice.

*  To maintain an overhead expense ratio which does
not exceed 40% of the gross charges of the practice.

= To establish a reputation for on-time service. New
patients will not wait more than 3 business days to
obtain a first time appointment. Patients will not wait
more than 15 minutes in the reception area before
being seen by a physician,
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+  To establish a reputation for outstanding patient care
measured by patient satisfaction.

»  To publish two articles on pain management annu-
ally.

Once the goals are defined, the following questions should
be asked:

«  Are the goals realistic and obtainable?

»  Are there any factors that would aid or hinder the pur-
suit of these goals?

»  Can the physician realistically expect to achieve the
goals, considering the talent, resources, and limita-
tions of the practice?

Once the practice defines realistic goals, the entire prac-
tice should focus on pursuing and obtaining these goals.
Performance appraisals, promotions, and bonuses should
be based upon accomplishing the goals. Those unwilling
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or unable to commit themselves to the goals after counsel-
ing and coaching should be asked to leave the practice.
Practices that focus on rewarding positive results, not on
punishing mistakes, and that reward staff and physicians
verbally and economically will foster a culture that nur-
[Ires success.

CONCLUSION

1t is incumbent upon management to evaluate strategy.
This 1s truc for both new and cxisting practices. Once
strategy has been formulated and implemented, and re-
sults are occurring, then the evaluation process must be-
gin again because the environment is constantly chang-
ing. In this sense, strategy cvaluation is a continuous pro-
cess. This process involves defining the mission and tar-
get markets; understanding the competition; and then as-
sessing strengths, weaknesses, opportunities, and threats
so that the practice can define and then achieve the goals.
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