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In some instances, nursing homes limit the number of Medicaid

residents able to remain in residence and will ask residents to leave the facility
because of the loss in revenue that the home would incur. Accepting Medicaid
means that the home will tolerate reimbursement to only cover a portion of the
resident’s actual cost of care. Some homes may require that the family
members make up the difference.

The Lutheran Altenheim Society does not require that a resident
terminate their stay if they deplete their own financial resources nor do they
require that family members pay. This is a financial positioning statement for
interested residents and families in the marketing of the Society, but it
becomes a nightmare for the fiscal services department at year’s end with
deficits sometimes hitting $750,000. It also becomes the challenge for the
development office to raise more funding support (Schmidt).

Since about 1980 the Society has had a long-range or strategic plan in
place. (A copy is included in its entirety in Appendix A.) With the first
written copy dated 1988, the following strategic goals were included:

ks Providing for the needs of the Aged as defined by needs

surveys.

2, Growing our Mission [sic] to meet the needs of the Aged.

3. Ensuring that the needs of the families of the Aged are met.
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4. Being exemplary financial stewards, thereby ensuring our ability

to meet the Mission (Appendix A).

Five main points were stated as action plans in order to obtain the goals
specified in the 1980 plan. Those points included: hiring a Director of
Development and a Director of Outreach Ministries; adding 80 beds to the
nursing home; developing eight satellite centers; and the renovation of the
1929 Altenheim building which serves residential care residents. By 1988
both directors had been hired and the 80-bed addition was completed.
However, the other statements needed review.

New or modified additions occurred in 1988 with the sights for the new
goals to take the company into the decade of the 1990’s. These "new" goals
included:

j 8 The development of a long-range plan for 1990 and beyond.

2 The development of satellite centers:

a. The enlargement of Luther Center-Northeast

b. The expansion of the Good Neighbor program

c. Increasing the Casework staff

d. Utilizing government funding for housing

e. Determining the potential for expansion of the LAS

services into St. Charles County or other areas.
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3. The renovation of the 1929 Altenheim building

a. Enlarging the Activities program
b. Providing additional, professional Nursing staff

4. Expanding the educational programs (Appendix A).

By 1989, review and modification resulted in a new look for the plan.
The first page took on the shape of an outline for five major points including
the Mission statement; critical targets; situations and/or conditions; objectives;
strategies and action plans. (This plan format follows in Appendix B.) Some
points that have grown or changed included the joining of two of the goal
statements. No longer were the aged and their families separate entities.
Objective A became "providing for the needs of the Aged and their families as
defined by needs surveys" (Appendix B).

The 1990 plan was, in effect, a revision of the 1989 plan with fewer
specified times (dates). The Mission, critical targets, and objectives remained
the same (Appendix C). The situation/conditions section changed by splitting
the Satellites and the Outreach Ministries. This was a new concept. Initially
it was conceived that the satellites were dependent on outreach. This no
longer became an assumption. Even though this plan followed the road that
the president/CEO wanted to take, the board felt it was too detailed and

definitive. They wanted something broader in scope and vision (Schmidt).
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The most drastic revision occurred with the plan adopted in September
1991. It is by far the most general of the plans to date. (A copy follows in
Appendix D.) Both the board and the President/CEOQ are excited by this new
plan. It allows them flexibility and yet limits them to answer to the mission
and philosophy of the corporation. Specific action plans are not completely
defined, yet the reader can feel the direction in which decisions will be made
in the future.

It was discussed that other departments should develop a strategic plan
to handle specific department goals in conjunction with the corporate plan.
The first department to be asked to develop in such a role was the
Development Office. The president/CEO is not positive when and how other
departments will be asked to proceed. (Schmidt)

The Development Office of the Lutheran Altenheim Society is tied
closely with the goals related to fund raising and fiscal responsibility. With a
two-member staff, the development office raised approximately $190,000 in
general contributions during 1991 and received $160,000 in legacies or
bequests from 25 donors who were solicited previously and who then named
the Society in their wills. General contributions were raised through six direct
mail campaigns and, for the first time, a telemarketing effort was implemented

during the year.
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With the financial picture dimming as more residents need Medicaid

assistance upon entering the nursing home, the demand for more funding
requires that the development office heighten the public’s awareness for
funding needs. The economic issues will undoubtedly take on many faces in
the way of appeals, personal solicitations, and other means of communications
with the need for annual planning taking on a much deeper importance for the
office than ever before.

This thesis is an attempt to describe the planning process, its effect on
corporations, the necessity and benefits of strategic planning for all types of
businesses -- small, medium, large, profit-centered, or not-for-profit. Once
the planning process is described, it will be applied to the actual development
of an original plan. The plan will be presented in the results chapter with a

discussion following in chapter 5.
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Chapter 11

LITERATURE REVIEW

The project of planning can take many forms. Ideally, the project
should not be treated lightly and should have a firm foundation in the top
management, board of directors, and ultimately with the president/CEO.
Dreams of success by these individuals will become realities if adequate time
and effort is placed on strategic planning.

There are many authors that have dealt with the subject of strategic
planning. This review centered around those who addressed not-for-profit
planning, and those writers who concentrated on the process of planning rather
than those who delivered strong convictions of the type of planning that should
or should not be used. This thesis will address the process of formulation and
will culminate in the actual plan to be implemented. It will not try to argue
what type of analysis is better than any other, but rather that there are many
types of analyses that can be used by management in the formulation of a

strategic plan.
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The typical strategic plan should cover the direction and actions staff

and board members will need to take in order to achieve the organization’s
desired result. There are several types of methodologies that may be used to
arrive at a specific plan, but most plans can be broken down to include seven

steps:

® Organization Mission (Philosophy, Value Statements)
® Strategic Analysis

® Strategies (Goals)

® Long-term Objectives (Plans)

® Integrated Programs (Actions)

® Financial Projections (Budgets)

® Executive Summary. (Below, Morrisey & Acomb 19-21).

In order to begin the process of developing a plan, the organization’s
mission or philosophy statement should either be reviewed if one is already in
place, or developed for the first time. Management and board members

should ask themselves several key questions when looking at the organization’s
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mission. In the research that was completed, these questions appeared in more

than one individual work. Variations also appeared, but these were addressed

most often:
%

What business are we in?

What is our vision for the future?

What is our underlying purpose, direction and value?

What do we do best?

What is unique about what we do?

How well are we performing? Do we have top quality
performance?

Why do we exist?

Who is our target audience (client base)?

What is our principal product/service, present and future?
Are we productive in what we do?

What'’s different about us now than three to five years ago?
What will be different about us three to five years from now?
What issues are important to our organization’s future?

(Below, Morrisey & Acomb 22)
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These questions are often difficult for managers to answer.

Assumptions and hunches should not be relied upon. Decision-making needs
to be based on solid evidence derived from financial, production, service and
other relevant information. These are the questions to ask as a mission
statement is being developed. But the development of a mission should not be
the end. The mission should also be designed to grow with the organization
and for it to do so may require that it be rewritten after review and discussion
(Below, Morrisey & Acomb 40).

A mission can be as broad or as narrow as needed, and whether it is
the right or wrong statement can only be seen after the choice has been made
and tested (Steiner 157).  Useful mission statements become a "rallying
point for supporters, a guide for fundraising . . . and a challenge for the
personnel" (Fox 16).

Part of having a mission statement is to give direction to all of the
staff. As the directional statement, a mission should not be kept in the offices
of top management or the board of director’s office like a cherished treasure.
The rank and file employees are entitled to have a sense of what the mission
means to them. What, if anything, should they be doing differently? Does
their job directly relate to the mission? Once the mission becomes readily

available, employees become personally responsible for it (Walker 13B).
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