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Nursing Strategic Plan Appraisal
[bookmark: _Hlk128237595]This paper will explore best practices in developing an effective nursing strategic plan, describe a SOAR (Strengths, Aspirations, Opportunities and Results) critical analysis of the Parkland Health Nursing Strategic Plan 2021-2026 highlighting opportunities that align with the strengths of the organization, and provide recommendations for the next planning cycle in the context of a post-pandemic era.
Best Practices in Developing an Effective Nursing Strategic Plan
An effective nursing strategic plan is an integral part of professional governance shared decision making, actions and executive strategic leadership for nursing within complex health care organizations. Rao and colleagues (2022) argue it provides a “roadmap for value creation by outlining key priorities that when executed successfully, enhance quality and efficiency” (p.577). Healthcare value is defined as an interactive process between or product of resources (funds and labor supplies) plus quality (appropriateness of interventions) and service (satisfaction and effective relationships) (Albert et al., 2022, p. 387). Nurse leaders, such as Chief Nursing Officers (CNOs) in inspiring the development of an effective nursing strategic plans can “intentionally cultivate a work environment that supports effective [nursing] professional governance” that emphasizes accountability, professional obligation, collateral relationships and decision making (Porter-O’Grady & Clavelle, 2021, p. 207). The CNO is the executive leader of the strategic plan and brings the right people together (nurses and interdisciplinary colleagues) with a vision for how the plan comes together with nurse driven value alignment with organizational goals while maximizing structural empowerment. A nursing strategic plan should be visionary, future focused, representing the voices of all nurses while documenting a path identifying priorities and measurable outcomes (if Magnet designation) that is in alignment with the organizational strategic goals (Ridling et al, 2021).
Best practices for the leadership and development of a nursing strategic plan start with the CNO and the bringing together of an appropriate Nurse Executive Practice Council. The focus will depend on existing organizational structures but always the strategic planning process allows the CNO to leverage nursing’s voice to consistently contribute in a meaningful way to the overall success of an organization (Wadsworth et al 2016). The CNO and Executive Council will be mindful of evidence such CMS standards, nurse-sensitive measures, The Future of Nursing Report 2020-2030 (NASEM, 2021) recommendations, Magnet Standards and Joint Commission requirements as they move forward to planning. Best practice includes professional governance structures for driving nursing value through practice, clinical, unit-level, Quality/Research, Healthy Work Environment and system level councils. Less progressive organizations may operationalize shared governance for input of nursing voice through participation only (Porter-O’Grady & Clavelle, 2021). Representation across nursing structures in, across and beyond the organization is imperative (Riding et al., 2021; Rao et al., 2022). A well formulated nursing strategic plan can then benefit nursing teams by showing how each member contributes to patient care excellence and organizational strategic priorities by evidence-based culture of practice not projects (Lal, 2020; Wei & Horton-Deutsch, 2022).
Strategic planning can take time (months to years) and must be considered a vital investment rather than time away from clinical imperatives (Rao et al., 2022; Ridling et al., 2021; Wei & Horton-Deutsch, 2022). Best practices for a gap analysis between current existing strengths, nursing vision and values, Professional Practice Model (PPM) and a vision for the future is with a SOAR analysis. Some initial work may include surveys and key stakeholder individual or group interviews to develop insights around what nurses view as valued to them, care delivery and their patients and families and barriers to that (Rao et al., 2022). Further key stakeholder driven work to refine strategic priorities and well-defined actions and behaviors occurs preferably at a day long retreat with substantial integration of clinical, advanced practice and leadership nursing voices, and interdisciplinary partnerships. 
SOAR analysis is founded on a strength based and action guided approach of Appreciative Inquiry to explore infinite possibilities. It builds engagement, empowerment and allows nurses to see positive aspects of their professional practice and evidence-based competence and illuminates what gives meaning and purpose to their work (Wadsworth et al., 2016). The four-cycle approach, Discovery, Dream, Destiny and Destiny, flow from positive attributes of care/work, envisioning possibilities without boundaries, to the design of an ideal future state and ultimately strategies to achieve changes they wish to see. Targeted (Specific, Measurable, Achievable, Relevant and Time-bound) goals, actions and measures are then further developed through professional governance structures/councils as part of the work and goal alignment. 
Feedback and communication throughout the system wide strategic planning process including through a Journey of Excellence map further builds engagement and empowerment and highlights the important work of nursing to others outside of strategic planning (Ridling et al., 2021; Wadsworth et al., 2016). Actual change is managed through evidence-based models such as Kotter (Wadsworth et al., 2016), Six Sigma, or Institute for Healthcare Improvement PDSA cycles, tailored education plans and communication and monitoring of strategic plan, goals and measures (Dials et al., 2017; Rao et al., 2022; Wei & Horton Deutsch, 2022).
Nurses at all levels of the organization and systems nursing department(s) are pivotal in understanding and driving optimal evidence-based care in ways that are meaningful to patients and their families, and impact communities (Wei & Horton-Deutsch, 2022).  At the same time, nurses have an acute understanding of operational processes that influence care delivery, the resources and cost containment strategies needed to support effective health outcomes for patients while reducing Hospital Acquired Conditions, practice environment outcomes for nursing satisfaction, autonomy, control over practice, and retention (Swiger et al., 2017), and organizational goal achievement.  Nurses create and lead value in organizations through evidence-based processes, evidence-based practice, process improvement and innovation thus improving nursing sensitive indicators such as falls prevention, infection rate reductions (e.g. CAUTI), pressure injury prevention, Hospital-acquired potentially preventable VTEs, Hospital Consumer Assessment of Healthcare Providers and Systems pain management and nurse communication ratings (Bushaw & Potraz, 2023; Cleveland et al., 2019; Ridling, et al., 2021; Wei & Horton-Deutsch 2022). 
Nurses also create innovative care models to use systems, technology, teaching, and interdisciplinary communication, and maximize the environment to ensure quality, safe, effective care. They are at the frontline of care providing safety and clinical surveillance and are often able to describe efficiencies to streamline workflows across systems, how to maximize nursing sub-systems of care through innovations in role and scope (RN, APRN, LVN/LPN) or offloading tasks to new augmentation of nursing roles, and how to partner for transdisciplinary care to enhance health outcomes for patients (Cleveland et al., 2019).
Magnet designation requires a PPM (ANCC 2020). A PPM is a conceptual framework for how nurses practice within the nursing realm and how nursing in a healthcare organization can achieve positive patient and staff outcomes and drive value for health outcomes. It serves as a framework for guiding and aligning clinical practice, education, administration, and research. There are key outcomes for a positive professional work environment (e.g., practice environment scale (Swiger et al., 2017)), nursing goals, nursing sensitive indicators and outcome measures (Aiken et al., 2008; NASEM, 2021). BSN prepared nurses for example have been shown to improve patient outcomes so the composition within a nursing system is an evidence-based strategy to improve health outcomes (NAESM, 2021). Evidence-based strategies such as: intentional rounding, bedside handover, white boards in patient rooms, sleep protection, hospital wide / unit-based mentoring (Kunaviktikul et al., 2018); and career ladders, professional growth, nursing satisfaction, and meaningful recognition form part of an environment for autonomy and control for practice excellence for safe, effective, timely, patient-centered, equitable, and efficient care (Hochman, 2017; Lal, 2020; Rao et al., 2022; Wei & Horton-Deutsch, 2022). 

Strengths, Opportunities, Aspirations, and Results (SOAR) Analysis
The Parkland Health Nursing Strategic Plan 2021-2026 in Figure 1 was chosen for this SOAR analysis. Drawing on the prior evidence discussion, the following are opportunities that align with the strengths of the organization as visible in the available strategic plan document. Parkland Health vision states it will advance health equity through excellence as a public health system, focusing on diversity and inclusion with an emphasis on compassionate care. Nursing has a diverse workforce and takes pride in fostering a positive practice environment. Parkland is one of the highest-volume health systems providing complex care to the indigent and needy. There are opportunities for developing and testing new and patient-centered models of care to address inequities in healthcare at the individual and community level (NASEM, 2021). There are also opportunities to increase knowledge of community need alongside nursing knowledge development in the context of health equity. Parkland is a diverse community thus there are opportunities to recruit and educate a nursing workforce that reflects the local community (NASEM, 2021). As a designated Pathway to Excellence site Parkland can build nurse empowerment, shared governance decision making and enhance nurse-led evidence-based practice on the journey to Magnet Recognition (ANCC, 2020). This will also enhance use of nursing sensitive indicators, clinical outcomes and recruitment and retention of new diverse nursing talent. They can also build on the professional development of nursing, nurse well-being, healthy work environment and minimize burnout (ANCC, 2020).
Summary and Recommendations to Create a Future Nursing Strategic Plan
Overall the Parkland nursing strategic plan is comprehensive and is future focused drawing on evidence in many places. The plan is strength based yet has high levels of aspirations providing many opportunities for growth without a clear roadmap. One key feature that is not clearly visible from the organizational vision is alignment with Health Equity, and social determinants of health (NASEM, 2021). Health Equity is a core value given the Parkland population, the emphasis on indigent and vulnerable people and their role as a safety net system. The strategic plan for nursing was developed in 2020, during the pandemic timeframe and yet this post pandemic understanding of health equity seems silent within the existing plan. Future planning could facilitate nursing to take a lead through developing professional governance structures while creating a robust future roadmap for nursing to drive value in health care (Porter-O’Grady & Clavelle, 2021). Weston (2022) calls this “the wise use of nursing expertise and [how] creating a positive professional practice environment can support the transition from the current crisis to a more resilient health care system supported by the full utilization of the knowledge and skills of registered nurses” (p. 152). Parkland could engage all levels of nurses and interdisciplinary colleagues in the next cycle starting with a revised nursing vision and re-visioning of professional governance structures to support the next strategic plan practice environment, nurse well-being and health outcome goals. 
A Magnet designation aspiration would benefit from Hindsight, Near-sight and Foresight reflections (Wei & Horton-Duetsch, 2022) to document a Journey of Excellence towards that goal (ANCC 2020). Magnet also requires a PPM as well as target metrics for outcome measures and these were not evident in the 2021 plan. A professional governance structure could identify specific goals and have clear results targeted (Porter-O’Grady & Clavelle, 2021). Nursing could include internal (e.g. patient data) and external evidence as they target metrics and involve diverse community members and nursing council structures (Wei & Horton-Deutsch, 2022).

In a post pandemic work environment with mainly Generation Y and Z nurses, new models of nursing practice as well as new partnerships for value driven care may be needed (Weston, 2022). Workforce composition, nursing shortage, staffing models (e.g. APRN led teams), hybrid work environments, the use of technology such as for remote monitoring and understanding the shared trauma consequences for nurse well-being are a few of the consequences of the pandemic nursing leadership must also consider as they strive towards health equity, positive professional leadership, safe effective care and enhanced health outcomes.
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Figure 1 
SOAR Analysis Chart For The Parkland Health Nursing Strategic Plan 2021-2026
	Strengths
What can we build on? (Doing Right)
	Aspirations
What do we care deeply about? (Where should we go in future?)

	
· Lead through positive practice environments
· Pathway to Excellence Designation
· Compassionate Care
· Complex care, high volume public system
· Indigent and diverse community
· Shared Governance structures for nursing input
· Pre-established Nursing Vision
	
· Build regional partnerships with universities
· Magnet Designation (ACCN)
· Continued Pathways to Excellence designation (ACCN)
· High Reliability Organization Designation
· Exemplary nursing outcomes
· Research leadership
· Established culture of nursing excellence
· Joint partnership model with universities

	Opportunities
What are our stakeholders asking for? (Skills / Recognition)
	Results
How do we know we are succeeding? (Meaningful Measures)

	
· Increase nursing research
· Improve nursing staff engagement
· Implement EHR acuity system
· Implement ACCN Healthy Work Environment
· Develop workplace violence reduction strategies.
· Reduce barriers for APRN practice
· Strengthen Quality department
· Develop training plan for leadership
· Implement formalized nursing succession plan
· Magnet journey timeline and strategies
· Implement relationship-based care model

	
· Expanded research and EBP Council with staff nurses
· EBP projects shared
· Nurse Sensitive Indicators top decile in NDNQI
· BSN rate
· Clinical ladder participation
· Media representation



