
Please complete this questionnaire first

Strategy Measures

HEALTH SYSTEMS INTEGRATION STUDY


Sponsored by Nine Participating Health Care Systems


Baylor Health Care System


Evangelical Health Systems


Fairview Hospital and Healthcare Services


Franciscan Health System


Health Midwest


Henry Ford Health System


Sisters of Providence


Sutter Health


UniHealth America


In cooperation with the J.L. Kellogg Graduate School of Management and the Center for Health Services and Policy Research, Northwestern University and KPMG Peat Marwick


GENERAL INSTRUCTIONS:


1.
FOR SYSTEM OR REGIONAL MANAGEMENT STAFF AND BOARD MEMBERS, PLEASE ANSWER THE FOLLOWING QUESTIONS IN TERMS OF YOUR SYSTEM OVERALL.


2.
FOR OPERATING UNIT (HOSPITAL, NURSING HOME, ETC.) MANAGEMENT STAFF, BOARD MEMBERS AND PHYSICIAN LEADERS, PLEASE ANSWER THE FOLLOWING QUESTIONS IN TERMS OF YOUR OWN OPERATING UNIT.


3.
FOR EVERYONE: PLEASE GIVE YOUR MOST HONEST AND CANDID ASSESSMENT FOR EACH ITEM, NOT WHAT YOU WISH WERE TRUE OR EVENTUALLY HOPE TO ACHIEVE.  YOUR RESPONSES ARE CONFIDENTIAL.


(Please go to reverse side)


CLASSIFYING YOUR ORGANIZATION'S MARKET RESPONSE
INSTRUCTIONS
   Below are descriptions of how four organizations respond to market changes by altering their mix of products, services and markets served.  Three of the organizations are easily classified; the fourth contains elements of the other three.  None of the strategies described is inherently "good" or "bad".  While none of the organizations described may be exactly like your organization, please look for similarities.

DESCRIPTIONS

   Organization A occupies a "niche" in the health care system by offering a relatively stable set of services to defined markets.  Generally Organization A is not at the forefront of new services or market developments in health care.  It tends to ignore changes that have no direct impact on current areas of operation and concentrates instead on doing the best job possible in its existing arena.

   Organization B maintains a relatively stable base of services while at the same time developing selected, promising new services and markets.  It is seldom first to provide new services or expand into new markets.  However, by carefully monitoring the actions of institutions like Organization C (below), Organization B attempts to follow with a more cost-effective or well-conceived service.

   Organization C makes relatively frequent changes in and additions to its set of services and markets served.  It consistently attempts to be first to provide new services or develop new markets, even if not all of these efforts ultimately prove to be successful.  Organization C responds rapidly to early signals of market needs or opportunities.

   Organization D operates like all three organizations above (A, B and C) at different times, and therefore cannot be clearly classified in terms of its approach to changing its services or markets.  It does not have a consistent response to market changes.  At times, it will not make service/market changes unless forced to by external events (like Organization A); at times, it will move into new fields only after considerable evidence of potential success (like Organization B); and at times, it will be an early entrant into new fields of opportunity (like Organization C).

   Organizations A, B and C might be placed on a hypothetical 7-point continuum of "service/market change" as follows:




   ORGANIZATION
   ORGANIZATION             ORGANIZATION



"Low

A


B


C
"High



Change"
1
2
3
4
5
6
7
Change"

Example: If your organization were characterized similar to Organization B, but with some tendencies toward Organization C, you would circle "5".

1.  Please circle the number which best reflects how your organization now operates along the 7-point continuum (or circle "Organization D" if your               organization cannot be characterized by A, B or C).




   ORGANIZATION
   ORGANIZATION
   ORGANIZATION
   ORGANIZATION



"Low

A


B


C
"High  

D



Change"
1
2
3
4
5
6
7
Change"
0

2.  Please rate your organization as it operated two years ago.
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   ORGANIZATION
   ORGANIZATION
   ORGANIZATION
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C
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Change"
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3.  Please rate your organization as you predict it will operate two years from now.
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CLASSIFYING YOUR ORGANIZATION'S "METHODS OF PROVIDING SERVICES" 

INSTRUCTIONS
   Below are descriptions of how four organizations provide services.  None of the approaches is inherently "good" or "bad".  While none of the organizations described may be exactly like yours, please look for similarities.

DESCRIPTIONS

   Organization A places great emphasis on technical efficiency and known, established ways of providing services.  It emphasizes the "tried and true" and tends to shy away from major new methods of providing services.  It tries to become better and better at what it is currently doing.

   Organization B places some emphasis on the "tried and true" approaches to enhancing technical efficiency and some emphasis on experimenting with new approaches.  However, it is seldom the first to adopt new methods of providing services, preferring to wait until others have "worked out the bugs."

   Organization C emphasizes many different methods of providing services.  It experiments freely with new approaches and avoids being wedded to a particular approach.  It emphasizes flexibility and change.  It is willing to be the first or early adopter of a new approach.

   Organization D cannot be clearly classified.  It does not have a consistent or distinctive response to providing services.  At times it seems to emphasize safe, known ways of providing services while at other times it will adopt novel approaches.

   Organizations A, B and C might be placed on a hypothetical 7-point continuum of "methods of providing services" as follows:




   ORGANIZATION
   ORGANIZATION
   ORGANIZATION
   
  


"Tried and True

A


B


C
"Experimental  




Efficiency Emphasis"
1
2
3
4
5
6
7
Flexibility Emphasis"


Example: If your organization where characterized similar to Organization C but with some tendencies toward Organization B, you would circle "6".

1.  Please circle the number which best reflects how your organization now operates along the 7-point continuum (or circle "Organization D" if your               organization cannot be characterized by A, B or C).




   ORGANIZATION
   ORGANIZATION
   ORGANIZATION
   
  
  ORGANIZATION
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B


C
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D
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2
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5
6
7
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0

2.  Please rate your organization as it operated two years ago.
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   ORGANIZATION
   
  
  ORGANIZATION
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B


C
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D
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1
2
3
4
5
6
7
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0

3.  Please rate your organization as you predict it will operate two years from now.
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   ORGANIZATION
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A


B


C
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1
2
3
4
5
6
7
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CLASSIFYING YOUR ORGANIZATION'S ADMINISTRATIVE ORIENTATION
INSTRUCTIONS
Below are descriptions of four organizational approaches to managing and providing strategic control.  None of the approaches is inherently "good" or "bad".  While none of the organizations described may be exactly like yours, please look for similarities.

DESCRIPTIONS

Organization A emphasizes centralized close control based on achieving  efficiency objectives.  Planning is "numbers-oriented" with emphasis on the "bottom-line."  Greater emphasis is given to accounting control systems than marketing generated feedback.  Environmental scanning is somewhat limited.  A relatively short-run time frame is maintained.

Organization B is moderately centralized with about equal emphasis given to both accounting/financial control and marketing/environmental feedback.  Organization B emphasizes close coordination between marketing and production.  Because Organization B deals with both a stable set of products and services as well as a more innovative set, it tends to use complex coordination mechanisms to control its activities.

Organization C relies on extensive market research, broad-based environmental scanning and planning, decentralized control and relatively complex coordination mechanisms to oversee its activities.  While accounting and financial data are important, great emphasis is given to market share data, future projections and longer term industry and societal trends.

Organization D does not appear to have a consistent approach to strategic control.  It tends to vacillate between centralized and decentralized control and the extent to which it uses accounting/financial data versus market generated data and longer-term environmental trends in overseeing its activities.

   Organizations A, B and C might be placed on a hypothetical 7-point continuum of "administrative-orientation" as follows:




   ORGANIZATION
   ORGANIZATION
   ORGANIZATION
   

 

  "Accounting/Internal

A


B


C
 "Market/External  



  Control Emphasis"

1
2
3
4
5
6
7
 Environment Emphasis"


Example: If your organization were characterized similar to Organization A but with some tendencies toward Organization B, you would circle "2".

1.  Please circle the number which best reflects how your organization now operates along the 7-point continuum (or circle "Organization D" if your               organization cannot be characterized by A, B or C).




   ORGANIZATION
   ORGANIZATION
   ORGANIZATION
   

  ORGANIZATION
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A


B


C
 "Market/External  

D
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1
2
3
4
5
6
7
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0

2.  Please rate your organization as it operated two years ago.
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  ORGANIZATION
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B


C
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D
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1
2
3
4
5
6
7
 Environment Emphasis"

0

3.  Please rate your organization as you predict it will operate two years from now.
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C
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1
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7
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INSTRUCTIONS
   Listed below are some strategies that are often of special importance to health care organizations.  Seldom 

will any organization use all of these, or even most of them.  For each of the strategies listed circle the number which best indicates the degree of emphasis your organization gives to the strategy.  Circle "DK" if you do not know enough to make a judgment.

1.  Thoroughly analyzing new technologies before adoption.

No Emphasis
Moderate Emphasis
Great Emphasis


1
2
3
4
5
6
7
8
9
10
DK

2.  Serving a wide geographic area compared to competitors.

No Emphasis
Moderate Emphasis
Great Emphasis


1
2
3
4
5
6
7
8
9
10         
DK

3.  Meeting monthly budget and volume targets.

No Emphasis
Moderate Emphasis
Great Emphasis


1
2
3
4
5
6
7
8
9
10
DK

4.  Trying hard to beat competitors to the market with new services.

No Emphasis
Moderate Emphasis
Great Emphasis


1
2
3
4
5
6
7
8
9
10
DK

5.  Purchasing resources needed to "jump start" new projects.

No Emphasis
Moderate Emphasis
Great Emphasis


1
2
3
4
5
6
7
8
9
10
DK

6.  Working to maintain a balance between centralized and de-centralized control.

No Emphasis
Moderate Emphasis
Great Emphasis


1
2
3
4
5
6
7
8
9
10
DK

7.  Conducting broad analysis of the environment, industry and competitors.

No Emphasis
Moderate Emphasis
Great Emphasis


1
2
3
4
5
6
7
8
9
10
DK

8.  Increasing volume in current markets rather than exploring new markets.

No Emphasis
Moderate Emphasis
Great Emphasis


1
2
3
4
5
6
7
8
9
10
DK

9.  Making incremental changes in staffing to see "what works best."

No Emphasis
Moderate Emphasis
Great Emphasis


1
2
3
4
5
6
7
8
9
10
DK

10. Offering a broad range of services relative to the competition.

No Emphasis
Moderate Emphasis
Great Emphasis


1
2
3
4
5
6
7
8
9
10
DK

For each of the strategies listed below circle the number which best indicates the degree of emphasis your organization gives to the strategy.  Circle "DK" if you do not know enough to make a judgment.

11. Frequently developing major innovations in services offered.

No Emphasis
Moderate Emphasis
Great Emphasis


1
2
3
4
5
6
7
8
9
10
DK

12. Targeting marketing efforts to specific patients.

No Emphasis
Moderate Emphasis
Great Emphasis


1
2
3
4
5
6
7
8
9
10
DK

13. Using incentives to encourage risk-taking on part of managers.

No Emphasis
Moderate Emphasis
Great Emphasis


1
2
3
4
5
6
7
8
9
10
DK

14. Emphasizing current services that we do well.

No Emphasis
Moderate Emphasis
Great Emphasis


1
2
3
4
5
6
7
8
9
10
DK

15. Using current resources more efficiently.  

No Emphasis
Moderate Emphasis
Great Emphasis


1
2
3
4
5
6
7
8
9
10
DK

16. Expanding beyond existing markets. 

No Emphasis
Moderate Emphasis
Great Emphasis


1
2
3
4
5
6
7
8
9
10
DK

17. Trying to increase efficiency of current methods for providing services.

No Emphasis
Moderate Emphasis
Great Emphasis


1
2
3
4
5
6
7
8
9
10
DK

18. Maintaining tight control of supplies.

No Emphasis
Moderate Emphasis
Great Emphasis


1
2
3
4
5
6
7
8
9
10
DK

19. Primarily using financial/accounting data to make key decisions.

No Emphasis
Moderate Emphasis
Great Emphasis


1
2
3
4
5
6
7
8
9
10
DK

20. Using technical efficiency criteria in deciding which of two services to provide.

No Emphasis
Moderate Emphasis
Great Emphasis


1
2
3
4
5
6
7
8
9
10
DK

21. Making small, incremental changes in ways of delivering services.

No Emphasis
Moderate Emphasis
Great Emphasis


1
2
3
4
5
6
7
8
9
10
DK

For each of the strategies listed below circle the number which best indicates the degree of emphasis your organization gives to the strategy.  Circle "DK" if you do not know enough to make a judgment.

22. Combining operating autonomy with the need for centralized control.

No Emphasis
Moderate Emphasis
Great Emphasis


1
2
3
4
5
6
7
8
9
10
DK

23. Giving considerable autonomy to managers. 

No Emphasis
Moderate Emphasis
Great Emphasis


1
2
3
4
5
6
7
8
9
10
DK

24. Rewarding those who develop new programs and services.  

No Emphasis
Moderate Emphasis
Great Emphasis


1
2
3
4
5
6
7
8
9
10
DK

25. Targeting marketing efforts to specific physicians.

No Emphasis
Moderate Emphasis
Great Emphasis


1
2
3
4
5
6
7
8
9
10
DK

26. Utilizing existing personnel to the fullest.

No Emphasis
Moderate Emphasis
Great Emphasis


1
2
3
4
5
6
7
8
9
10
DK

27. Providing services to targeted sub-segments of the population. 

No Emphasis
Moderate Emphasis
Great Emphasis


1
2
3
4
5
6
7
8
9
10
DK

28. Integrating market research data with financial projections in reviewing a service. 


No Emphasis
Moderate Emphasis
Great Emphasis


1
2
3
4
5
6
7
8
9
10
DK


29. Encouraging early use of new technologies.

No Emphasis
Moderate Emphasis
Great Emphasis


1
2
3
4
5
6
7
8
9
10
DK

30. Tolerating budget variances if additional expenditure is likely to generate long-run returns.

No Emphasis
Moderate Emphasis
Great Emphasis


1
2
3
4
5
6
7
8
9
10
DK

31. Making equal use of financial and marketing data in decision-making.

No Emphasis
Moderate Emphasis
Great Emphasis


1
2
3
4
5
6
7
8
9
10
DK

32. Responding quickly to changes in market conditions. 

No Emphasis
Moderate Emphasis
Great Emphasis


1
2
3
4
5
6
7
8
9
10
DK

For each of the strategies listed below circle the number which best indicates the degree of emphasis your organization gives to the strategy.  Circle "DK" if you do not know enough to make a judgment.

33. Focusing primarily on current markets rather than exploring new markets.

No Emphasis
Moderate Emphasis
Great Emphasis


1
2
3
4
5
6
7
8
9
10
DK

34. Continually exploring new ways of providing services.

No Emphasis
Moderate Emphasis
Great Emphasis


1
2
3
4
5
6
7
8
9
10
DK

35. Using multi-skilled workers cross-trained in different functions.

No Emphasis
Moderate Emphasis
Great Emphasis


1
2
3
4
5
6
7
8
9
10
DK

36. Using market segmentation to serve a specific group of patients.

No Emphasis
Moderate Emphasis
Great Emphasis


1
2
3
4
5
6
7
8
9
10
DK

37. Thoroughly analyzing the situation before deciding to re-organize a department. 

No Emphasis
Moderate Emphasis
Great Emphasis


1
2
3
4
5
6
7
8
9
10
DK

38. Exerting tight control over hiring new staff.

No Emphasis
Moderate Emphasis
Great Emphasis


1
2
3
4
5
6
7
8
9
10
DK

39. Using joint ventures with physicians to develop/expand services. 



No Emphasis
Moderate Emphasis
Great Emphasis


1
2
3
4
5
6
7
8
9
10
DK

40. Learning from others' mistakes before initiating a new service. 


No Emphasis
Moderate Emphasis
Great Emphasis


1
2
3
4
5
6
7
8
9
10
DK

41. Primarily using market research and environmental data in making decisions. 

No Emphasis
Moderate Emphasis
Great Emphasis


1
2
3
4
5
6
7
8
9
10
DK

42. Providing tried and true services rather than taking large risks on new services.

No Emphasis
Moderate Emphasis
Great Emphasis


1
2
3
4
5
6
7
8
9
10
DK

43. Learning from others' mistakes before making changes in the organization and staffing of services.

No Emphasis
Moderate Emphasis
Great Emphasis


1
2
3
4
5
6
7
8
9
10
DK

For each of the strategies listed below circle the number which best indicates the degree of emphasis your organization gives to the strategy.  Circle "DK" if you do not know enough to make a judgment.

44. Using existing arrangements to provide more efficient services.

No Emphasis
Moderate Emphasis
Great Emphasis


1
2
3
4
5
6
7
8
9
10
DK

45. Giving greater priority to refining and upgrading current services than developing new services.

No Emphasis
Moderate Emphasis
Great Emphasis


1
2
3
4
5
6
7
8
9
10
DK

46. Using cost variances between departments or units as a management tool.

No Emphasis
Moderate Emphasis
Great Emphasis


1
2
3
4
5
6
7
8
9
10
DK

INSTRUCTIONS

Organizations have many different ways of competing.  Listed below are some of these ways.  Please circle the number below which best indicates the degree of emphasis your organization gives to these ways of competing.  Circle "DK" if you feel you do not know enough to make a judgment.

1.
 New product/service development

No Emphasis
Moderate Emphasis
Great Emphasis


1
2
3
4
5
6
7
8
9
10
DK

2.  Customer service

No Emphasis
Moderate Emphasis
Great Emphasis


1
2
3
4
5
6
7
8
9
10
DK

3.  Operating efficiency

No Emphasis
Moderate Emphasis
Great Emphasis


1
2
3
4
5
6
7
8
9
10
DK

4.  Product/service quality control

No Emphasis
Moderate Emphasis
Great Emphasis


1
2
3
4
5
6
7
8
9
10
DK

5.  Experienced/trained personnel

No Emphasis
Moderate Emphasis
Great Emphasis


1
2
3
4
5
6
7
8
9
10
DK

6.  Productivity improvement

No Emphasis
Moderate Emphasis
Great Emphasis


1
2
3
4
5
6
7
8
9
10
DK

7.  Competitive pricing

No Emphasis
Moderate Emphasis
Great Emphasis


1
2
3
4
5
6
7
8
9
10
DK

8.  Broad range of services

No Emphasis
Moderate Emphasis
Great Emphasis


1
2
3
4
5
6
7
8
9
10
DK

9.  Developing/refining existing services

No Emphasis
Moderate Emphasis
Great Emphasis


1
2
3
4
5
6
7
8
9
10
DK

10. Brand identification

No Emphasis
Moderate Emphasis
Great Emphasis


1
2
3
4
5
6
7
8
9
10
DK

11. Innovation in marketing techniques and methods

No Emphasis
Moderate Emphasis
Great Emphasis


1
2
3
4
5
6
7
8
9
10
DK

12. Controlling of service delivery channels

No Emphasis
Moderate Emphasis
Great Emphasis


1
2
3
4
5
6
7
8
9
10
DK

13. Volume purchasing of supplies

No Emphasis
Moderate Emphasis
Great Emphasis


1
2
3
4
5
6
7
8
9
10
DK

Please circle the number below which best indicates the degree of emphasis your organization gives to these ways of competing.  Circle "DK" if you feel you do not know enough to make a judgment.

14. Minimizing use of outside financing

No Emphasis
Moderate Emphasis
Great Emphasis


1
2
3
4
5
6
7
8
9
10
DK

15. Serving special geographic markets

No Emphasis
Moderate Emphasis
Great Emphasis


1
2
3
4
5
6
7
8
9
10
DK

16. Capability to provide specialized services

No Emphasis
Moderate Emphasis
Great Emphasis


1
2
3
4
5
6
7
8
9
10
DK

17. Providing services in high price market segments

No Emphasis
Moderate Emphasis
Great Emphasis


1
2
3
4
5
6
7
8
9
10
DK

18. Advertising

No Emphasis
Moderate Emphasis
Great Emphasis


1
2
3
4
5
6
7
8
9
10
DK

19. Using positive reputation within the industry

No Emphasis
Moderate Emphasis
Great Emphasis


1
2
3
4
5
6
7
8
9
10
DK

20. Forecasting market growth

No Emphasis
Moderate Emphasis
Great Emphasis


1
2
3
4
5
6
7
8
9
10
DK

21. Innovation in service delivery processes

No Emphasis
Moderate Emphasis
Great Emphasis


1
2
3
4
5
6
7
8
9
10
DK

Please provide the following information:

1.
Your system's name:                                                                            
2.
Your operating unit's name:                                                                    
3A.
Number of years you have been with this system?        
3B.
Number of years you have been with your current organization (If relevant, 


include time spent with organization prior to its becoming part of 


the system)?        
3C.
Number of years you have been in your current position?        
4.
Circle all degrees obtained:


1.  B.A.



5. M.D.  


2.  M.H.A or M.S.H.A.

6. B.S.N.


3.  M.B.A.



7. M.P.H.


4.  M.P.A



8. L.L.B.







9. Other               
5.
Please circle the number below which you consider to be your primary area of functional expertise.


1.  Accounting/Finance

5.  Clinical Medicine


2.  Marketing



6.  Clinical Nursing


3.  Planning



7.  Other (please indicate)                               

4.  General Management

THANK YOU FOR YOUR ASSISTANCE.  PLEASE RETURN WITH THE OTHER TWO COMPLETED QUESTIONNAIRES IN THE BUSINESS REPLY ENVELOPE PROVIDED.         







