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Introduction
 The team at Plan4 Healthcare thanks the Committee for the 

opportunity to present today. 
 The Committee’s work with regard to Facilities Staffing is an 

important matter; any improvements that are realized by 
Engineering Programs in VA Hospitals will ultimately increase 
Access and the Quality of Care provided to our Nation’s 
Veterans.

 Today I will present what we believe are planning Best 
Practices and Tools that would benefit all VA Medical Centers 
across all programs and services.
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About Plan4 Healthcare
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History: Founded in 2015
Mission: To enable Smarter Planning for Better 

Outcomes
Solutions: Planning Best Practices, Planning Technology, 

and Implementation Support
Industry: A focus on Healthcare and VHA
Team: 20 Consultants, Trainers, and VA SMEs
Clients: Within the Veterans Health Administration 

(VHA), 22 VAMCs in varying stages of 
implementation
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The Planning Challenge for VAMCs
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Priorities Budget

Operations
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Additional Challenges & Variables

Each VA Medical Center approaches the Planning Challenge differently:
 Lack of standardized processes for facility-level planning 
 No consistent tools to support operational planning
 Planning philosophies vary from site-to-site
 Leadership is constantly “putting out fires”
 Significant leadership turnover
 Constantly evolving system-level priorities
 Varying levels of business acumen and data quality at each site
 Tendency toward silo’ed operations
 Unique site-specific considerations affect planning (geography, facility 

structure, patient demographics, demand, services provided, etc.)
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Plan4 Healthcare Solutions



SCORE
SCORE is a planning approach designed to optimize and align a Hospital 
system’s strategy, operations, and resources.  With SCORE, a Medical 
Center can prioritize and operate effectively and sustainably within 
budgetary constraints.  SCORE defines specific methods in the areas of:
 Strategy – Setting local priorities by applying qualitative and quantitative 

analysis to identify the top opportunities for the Facility.
 Collaboration – Involving Leadership, Managers, and Stakeholders across the 

entire organization in all phases of planning.
 Operations – Establishing an operational Business Planning Process through 

which Services build comprehensive plans and present them to Leadership.
 Results – Approving Service-level Objectives, allocating Service-level Budgets, 

and measuring execution and resource usage.
 Excellence – A Management Culture through which Leadership and Service 

Managers are engaged in planning and accountable for performance.
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SCORE Goals
 Promote data-driven decision making
 Foster consistent and sustainable planning tools and practices 
 Identify opportunities to prioritize resources and/or achieve cost 

reduction, revenue increase, and growth
 Facilitate collaboration and communication among Leadership and 

Services
 Create alignment of Service-Level Tactical Objectives with Facility-

Level goals and priorities
 Encourage commitment to follow through on Strategic and 

Tactical initiatives 
 Establish the operational and financial foundation needed to 

sustain and improve care for many years to come

9© 2019 Proprietary & Confidential



10© 2019 Proprietary & Confidential

 4Cast is a 
web-based 
solution built 
by Plan4 to 
support the 
annual 
Business 
Planning cycle 
defined in 
SCORE



4Cast Features & Benefits

Features
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 Web-based (GovCloud) and accessible from anywhere
 Provides a consistent experience for Services
 Allows all planning elements to be aggregated and 

reported
 Supports a comprehensive budget “roll-up” process 
 Creates Service Agreements
 Once Agreements are completed, 4Cast provides the ability 

to Monitor usage of resources throughout the year
 Provides Network-level view of facility planning progress 

and the financial impact of Business Planning decisions



Business Planning Concepts and 
Process Overview



Business Planning
 Business Plans are developed at the 

Service-level.  Business Plans should 
support the Facility’s goals, 
performance measures, and 
objectives for the coming fiscal year

 Business Plans identify tactical 
objectives and data-driven resource 
needs for the coming year, enabling 
Leadership to assess projected 
resource needs against affordable 
resource levels
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Recommended Annual Business Planning Cycle
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Set Fiscal Year Priorities
 ELT defines Fiscal Year priorities.
 ELT communicates Fiscal Year 

priorities to Service Chiefs.

1

Prepare for Business Planning 
 SCORE Champion prepares 

business planning schedule and 
coordinates 4Cast Setup.

Hold Business Planning Kick-off
 ELT conducts formal kick-off meeting 

to communicate objectives, priorities, 
and timeline.

Develop Business Plans
 Service Chiefs build business plans in 

4Cast.
 Service Chiefs review draft business 

plans with supervisory ELT member.

Submit Business Plans
 Service Chiefs submit business 

plans for Management 
Briefings in 4Cast.

Conduct Management Briefings
 Service Chiefs present plans to ELT.

Complete Resource Allocations & Rollup
 Fiscal prepares recommended budget and 

supportable FTEE.
 ELT finalizes budget assumptions and assigns 

service level budgets in 4Cast.

Communicate Planning Results
 ELT provides overview of facility 

financial landscape. 
 ELT communicates service level 

budgets to Service Chiefs.

Review & Approve Final 
Business Plans

 Service Chiefs review service level 
budget allocation and sign final plan 
in 4Cast.

 Service Chiefs realign business plan 
to final budget.

Fiscal Year Begins
 Service Chief start executing 

against business plans.
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Service-Level Business Planning Process
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Strategic Plan Planning Initiatives 
& Action Plans

Organization-Wide

Analysis: SWOC, 
Workload, Community 

Care
Plan: Tactical Objectives, 

Action Items
Resources: Contract & 

FCP, FTEE, Overtime, etc.

Service Level

Service-
Level 

Business 
Plans
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Business Planning Elements
Each Service/Department within a Facility addresses the following:

 Definition of Service’s Mission and Scope
 Qualitative Assessment of Current Performance
 Review of Current Workload / Future Workload Projection
 Definition of Proposed Tactical Objectives
 Projected Staffing Needs
 Any Proposed Make/Buy Analysis
 All Other Projected Resource Needs

 Contracts
 Fund Control Points
 Overtime
 Space Considerations
 Equipment
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Benefits of Business Planning
 Allows Facility Leadership to consider the needs of Services in an 

integrated and strategic manner
 Fosters direct feedback from the Leadership to Services via 

Business Plan briefings
 Provides opportunities to prioritize resources toward the 

organization’s highest areas of need
 Creates a transparent framework through which service-level 

requests are balanced against affordable resource levels
 Establishes Service-Level Agreements for all Managers
 Enhances communication between Fiscal and Services to operate 

within approved budgets
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Roll-up, Service Budgets, & Monitoring

1. Leadership and Fiscal review the Facility’s Budget Allocation to determine 
affordable funding levels for FTEE, Fund Control Points, Overtime, and other 
resource areas.  

2. Leadership reviews all plans and allocates specific Resource Budgets (FTEE, 
Overtime, and Fund Control Points) to Services within budgetary constraints.

3. Services review Budget Allocations and sign “Service Agreements” in 4Cast.
4. Once the Fiscal Year begins there is a need to Monitor actual resource usage 

throughout the year and compare it to what was projected in the Business Plans.
5. 4Cast provides Monitoring Tools that allow Services to review “planned vs 

actual” data for FTEE, Overtime, and FCPs and to review projections for where 
they will finish at the end of the year.

6. Services that are over or under-using allocated resources can take appropriate 
corrective action.

7. This monitoring approach enables facilities to maximize resources while 
operating within financial and budget parameters.

18© 2019 Proprietary & Confidential



Business Planning Example



Service-Level Business Plan
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SWOC
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Workload
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Make/Buy Analysis
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Service-Level Tactical Objectives
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Contracts & Fund Control Points
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Personal Services (FTEE)
 Services Develop Proposed 

Staffing Plans as part of their 
Business Plans

 4Cast Uses a Budgeted 
Cumulative FTEE Request 
Approach
 Cumulative FTEE: Cumulative 

hours paid for an entire fiscal year 
divided by 2080 hours

 Developed by projecting Gains 
and Losses by Pay Period

 Benchmark FTEE Data from 
Comparison Facilities
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Gain and Loss Considerations
 Historical turnover
 Known losses (e.g. 

retirements)
 Vices (Backfills)
 New Approved Positions
 New Proposed Positions
 Current onboard
 Turnover rate
 Hiring times
 Org Chart
 Scope of Services
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 Staffing Model
 Workload
 Benchmark / FACWORK 

Ratio
 Square footage and age 

of plant
 Types of FTEE that are 

most needed
 Facility-level priorities
 Service-level priorities
 Make/buy decisions 
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FTEE Example

28© 2019 Proprietary & Confidential



Equipment
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Facility – Supportable Calculation
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Facility Roll-up - FTEE
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Service Agreement
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Monitoring – FTEE & Overtime
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Monitoring – Fund Control Points
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Summary
 All VA Medical Centers and VHA as a whole would benefit from 

a consistent approach to Business Planning
 An integrated Business Planning model drives alignment and 

improved decision making at the Facility and VISN levels
 ROI of 10 – 100X have been achieved due to savings realized 

from efficiencies and planning discipline
 SCORE and 4Cast have been validated and are positioned to 

expand throughout VHA
 Plan4 HC would enthusiastically adopt into SCORE/4Cast 

recommendations for helping Facilities Management Services 
improve Business Planning Practices
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Questions?



Contact Information
Established in 2015, Plan4 Healthcare 
enables hospital executives and 
managers to plan resources more 
accurately, manage finances more 
efficiently, and direct operations more 
effectively, leading to better long term 
results and care.

Plan4 Healthcare LLC
www.plan4hc.com
703-665-4790
44927 George Washington Blvd
Suite 265 
Ashburn, VA 20147
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Seth Sinclair
President & COO
ssinclair@plan4hc.com
www.linkedin.com/in/sethsinclair

http://www.plan4hc.com/
mailto:ssinclair@plan4hc.com
http://www.linkedin.com/in/sethsinclair
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