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1.  Mission:  To facilitate biomedical and health service research and clinical staff education at the Southern Arizona VA Health Care System (SAVAHCS) for the benefit of veteran patients.  

2. Vision:  That veteran health care will be enriched by the results and accomplishment achieved through research and education activities facilitated by BREFSA.  

3. Core Values:  
a. Strong research and educational programs are essential to the provision of quality clinical care to SAVAHCS veteran patients.

b. Active research and education programs are essential to an informed, technically competent clinical staff at SAVAHCS.

c. Highly successful research and education programs are key ingredients to high BREFSA/SAVAHCS staff morale and productivity.
d. Effective and respectful communications with stakeholders is essential to BREFSA’s success.
e. Practice VA “I CARE” principles of forward lookup, results driven, Veteran centered research and education activities in all that we do.

4.  Strategic Plan Purpose:  To provide direction for growth through common goals and objectives. 
5. Environmental Analysis or Assessment  (via S.W.O.T):
a. BREFSA Strengths:

1. Stable or growing veteran population and workload.

2. Superior electronic medical record with valuable data mining and data manipulation potential.

3. Excellent physical plant, to include computers and medical diagnostic or testing equipment.
4. Strong working relationship and cooperation between BREFSA and SAVAHCS.

5. Financially solvent.

6. Strong CRADA contracting skills and related working relationship with VA’s Regional Counsel.

7. Stable, informed and engaged Board of Directors.

b. BREFSA Weaknesses:

1. Eroding financial base because of lower investment return rates, inflationary costs, and lack of significant project revenue growth.

2. Extended vacancy of a permanent Executive Director with limited work hours and functions.  The limited Executive Director role limits operational oversight,

risk management and the development of new revenue opportunities.

3. Lack of organizational depth in the area of CRADA contracting and accounting because of single incumbent increases the potential for operational problems if that position becomes vacant for any length of time.   

4. Too few high production researchers put BREFSA at risk in terms of diversified and sustained revenue production.

c. BREFSA Opportunities:

1. The vacant Executive Director position affords BREFSA with an opportunity to recruit an incumbent with skills to enhance office operation oversight, enhanced risk management, backup working knowledge of the CRADA process to ensure continuity during the Contracting Officer’s absences, and increased development of new revenue projects.

2. Recruitment and development of new investigators and new project revenue sources is both a threat and an opportunity for BREFSA.
3. Development and implementation of a BREFSA Financial Management Policy and Financial Management Committee should increase opportunities for Board of Director oversight of BREFSA financial matters and enhance BREFSA risk management
d. BREFSA Threats:

1. Risk management issues must be addressed by the new Executive Director and Board of Directors on a continuing and sustained basis.

2. Financial management of BREFSA investments needs to be enhanced or revenues will erode over time.

3. The loss of key BREFSA staff could prove catastrophic to BREFSA operations because of the lack of depth and cross-training of the small staff.

4. Loss of a single key investigator or group of investigators who are responsible for generating a disproportionate share of BREFSA revenues would be catastrophic.

6. Goals - statements of what we’re trying to accomplish organizationally and programmatically.
7. Objectives – precise, time-phased results that support achievement of a particular goal.
8.  BREFSA Management Goal:  Develop management programs, policies and mechanisms which increase BREFSA efficiency and effectiveness over time.
Objectives:

1. Expand the role and function of the Executive Director position based on Board of Director guidance. 

2. Consistent with an expanded Executive Director position, initiate a BREFSA donation solicitation program to develop sustainable additional revenues and increased community and veteran organization support of BREFSA/VA research and education activities. 
3. CRADA cross training is needed for the new Executive Director to ensure backup in the event of an extended absence of the Contracting Officer.

4. Annually review the Executive Director position description and salary to ensure linkage to BREFSA priorities and performance requirements.

5. Develop and implement a BREFSA Policy on Policies which prescribes policy formatting and numbering.  

6. Convert BREFSA policies to formatting and numbering policies by the end of FY2011.

7. Consolidate BREFSA policies where possible to reduce multiple references and facilitate information availability for Directors, Principal Investigators (PI’s) and key staff.
8. Establish a BREFSA Human Resources Management handbook which a desk reference for PI’s and key staff use.

9. Develop a BREFSA website which contains BREFSA policies and information which will facilitate effective BREFSA research and educational activities and enhanced BREFSA staff awareness and understanding.

10. Provide Investigator support in the areas of biostatistics, IRB and study coordination based on identified need and available funding.  Such support and guidance would be especially valuable for young researchers who lack experience in project start up.
11. Establish an effective CRADA review and intervention process with the VA’s Regional Counsel while ensuring Board of Directors awareness of pending CRADA status.

12. Establish an effective BREFSA Action Tracking process to translate Strategic Plan Goals and Objectives into discrete actions.   This document can be used by BREFSA’s staff and Board of Directors to monitor progress of Strategic Plan implementation and other operational assignments.

9.  BREFSA Governance Goal:  Improve overall governance by applying sound business principles to ensure accountability and enhance management of resources.

Objectives:

1. Link strategic planning, budgeting and performance planning at the Board of Directors level on an ever increasing basis.

2. Establish a comprehensive BREFSA Financial Management policy which integrates policies and procedures as well as risk management and financial controls into an effective desk reference for PI’s and key staff.

3. Establish a Financial Management Committee to oversee compliance with BREFSA financial management policies, including insurance coverage, auditor selection, asset management and risk management.

4. Develop an effective Status of Funds/Budget Status report for regular review and discussion by the BREFSA Board of Directors.

5. Establish a BREFSA Strategic Planning Committee to oversee the development and presentation of a BREFSA Strategic Plan for Board review and decision on an annual basis.  
6. Identify ways and means to increase new investigators and research projects on a year to year basis.

7. Establish an annual BREFSA Strategic Planning “retreat” to review and update the BREFSA Strategic plan for the next cycle.

8. Establish an annual BREFSA End of Fiscal Year retreat to conduct a comprehensive financial review of the FYTD, review investment and insurance considerations, review the annual audit report, and the BREFSA status of funds.

10.  BREFSA Education Goal:  Develop and implement a BREFSA education policy to increase SAVAHCS staff and community-wide clinical education opportunities and revenues.
Objectives:

1. Develop a joint BREFSA/SAVAHCS policy on supporting community educational programs.

2. Increase the liaison between the BREFSA Education Committee and the SAVAHCS Education Committee to facilitate increased staff and community-wide education activities.

3. Develop and conduct two community-wide clinical education programs during Fiscal Year 2011.

4. Generate an educational revenue surplus, after expenses, during FY2012.

11.  BREFSA Research Goal 1:  Enhance the number of research projects as well as the number of active researchers in FY2011 over FY2010.

Objectives:

1. Increase the number of active research projects by 10% in FY2012 over FY2011.
2. Increase the number of scientists with active research projects at SAVAHCS by three additional researchers in FY2012 over FY2011.

3. Consider hiring support personnel for young researchers who lack project start up experience based on need and availability of funds.
4. Establish a BREFSA position dedicated to support of the University of Arizona IRB process in lieu of a separate IRB.
12.  BREFSA Research Goal 2:  Increase BREFSA research revenues by 5% in FY2011 over FY2010.

Objectives:

1. Increase clinical staff awareness of the BREFSA “new investigator” programs, including seed money and support from established PI’s.

2. Expand the Executive Director’s hours of duty to allow expanded development of community contacts to develop donations to BREFSA for research activities.

3. Identify and solicit additional revenue producing research opportunities from NIH and DOD to the degree that such opportunities are truly revenue producing.

1

