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At the conclusion of this session, participants should be able to:

1. Describe a Strategic Planning Framework and Common Tools for Planning.
2. Identify and action plan provider engagement opportunities using A3 problem solving.
3. Develop aligned quality improvement initiatives to reduce length of stay using A3 problem 

solving.
4. Increase access to care by standardizing minimum work expectations using a 

policy/procedural method.

Educational Objectives
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APP Best Practice Center Executive Team

Left to Right:
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Megan Fulton, DMSc, PA-C
System Executive Director

Jennifer Marshall, MSJ, PA-C
Credentialing & Regulatory Director

Alexis  Yates
APP BPC Administrative Coordinator



“If you’re crafting a strategic plan for your organization and know 

which strategy you prefer, enlist others with differing views and 

opinions to help look for information that either proves or 

disproves the idea.” Harvard Business School

Overview 

S t ra teg ic  P lanning & 
A3 Tool



Strategic Planning Overview

Purpose
Mission & Vision

Analysis

Strategy and Goal 
Setting

ImplementationImplementation

EvaluateEvaluate



WHYWHY

Plan Gain Consensus Reach New 
Heights



Framework: Strategic Planning 
Analysis

1. External
2. Industry
3. Internal Environment

Strategy Formation & Goal Setting

1. Opportunities Policy Formation

2. Strategic Decisions Objectives, Metrics, and Scorecard

Implementation
1. Organizational Structure Budget/Resources
2. Initiatives, Programs Incentives
3. Mergers/Acquisitions New constructs

Evaluate
1. Key Performance Indicators (KPIs)
2. Cadence – quarterly, bi-annually, yearly
2. Consider different stakeholders for presentation delivery



Analysis: Strategic Planning Tools

Analysis

1. External Environment 
Political, Economic, Social, Technological (PEST) PEST analysis 
Strengths, Weaknesses, Opportunity, Threats (SWOT)  SWOT analysis 

2. Industry Environment 
Conferences
Peer Reviewed Articles
LinkedIn

3. Internal Assessment
Internal Surveys (Press Ganey, Qualitative Stakeholder Needs)
APP Structure
APP Council
Physician and Administrator Group Meetings



A3 Tool: Putting It All Together



A3 Tool for Strategic Planning1

Studies Problem and Creates Countermeasures

Builds Consensus with Stakeholders

Gets approval by Team Leader

Implements Plan

Measures Effects



A3 Tool



“Employees who believe that management is concerned about them as a 

whole person – not just an employee – are more productive, more 

satisfied, more fulfilled. Satisfied employees mean satisfied customers, 

which leads to profitability.” 

- Anne M. Mulcahy

Engagement 

A3 Plann ing



Internal Analysis: Engagement 



Press Ganey Measures

Pride & Reputation
(Safety)

Resources & Teamwork
(Safety)

Diversity Resilience-Activation

Prevention & Reporting
(Safety)

Resilience-
Decompression

APP Compensation, Direct Reporting Rounding, Corporate 
Communication, Award & Recognition



Internal Analysis: Engagement



External & Industry Analysis: Engagement 

APP Compensation Rates 

APP RVU Targets

APP Onboarding

Quality/Cost of Care

APP Professional Development Opportunities



Strategy Formation & Goal Setting

Quality/Safety (Domain)
Goal: APPs to participate and understand MUSC quality and safety goals
Objective(s): APP Leads to create APP accountable quarterly action plans with their physician leader

Action plan each objective with an A3 as a project management tool.

Diversity, Award and Recognition, Resilience (Well-Being), Professional Development
Goal: APP workforce to develop APP led programs and integrate existing resources in these domains
Objective(s): APP Council redesigned into four committees 

APP Communication/APP Structure
Goal: Providing timely and direct communication to APPs on items that affect their practice
Objective(s): APP Best Practice Center to provide Quarterly Communication Updates

APP Leads to continue monthly APP meetings within department/practice area

APP Compensation & Productivity

Goals: Align MUSC compensation plan with current market trends
Objective (s): Create APP workforce minimum expectations based on scope of work



A3 Tool- APP Council Professional Development



A3 Tool- APP Council Wellness



“If you’re crafting a strategic plan for your organization and know 

which strategy you prefer, enlist others with differing views and 

opinions to help look for information that either proves or 

disproves the idea.” Harvard Business School

Quality

A3 Plann ing



Internal Analysis: Quality



Internal Analysis: Quality



Strategy Formation: Goals, Objective, Action Plan 

Domain: Quality & Safety

Goal: Develop an Integrated APP Quality/Safety Approach 

Objectives: 

1. APP Leads to create APP accountable action plan with 90 days goals partnering with their physician leader and 

quality safety manager.

A3 Tool takes it from here……..for action plan

Parent A3 (APP Leader Plan)

vs. Child A3 (APP Lead Specific Project)



Implementation: APP Leadership + Quality Leadership



Parent A3/Child A3



“Productivity is never an accident. It is always the result of a 

commitment to excellence, intelligent planning, and focused 

effort.” –Paul J. Meyer

Work Expectations

A3 Plann ing



Internal Analysis: Compensation and Workforce Expectations



External and Industry Analysis: Compensation Trends



Strategy Formation: Goals



Strategy Formation: Objectives



Implementation (Policy): Outpatient Work Expectations 
Example



Implementation (Policy): MUSC Inpatient Work Expectations



Take Home PointsTake Home Points

1. APP top executive leaders and aspiring leaders will need to lean into developing a 1-3 year 
strategic planning framework to plan for the long-game.

2. Use your health system’s internal survey system to help road-map a strategic plan.  Validate the 
common themes through an external and industry analysis.

3. Use the A3 tool for your project planning to hold your team and other teams accountable to the 
work.  This tool is a living and breathing document to start and end your meetings reviewing.
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Megan E. Fulton, DMSC, PA-C

bales@musc.edu


