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Abstract  

Strategic planning in healthcare has evolved from occasional exercise into a fundamental 

practice for hospital management. This study highlights how strategic planning enhances 

performance, optimizes resources, and allows organizations to adapt to policy changes, 

technological advancements, and competitive pressures. Additionally, it explores the role of 

strategic aggressiveness in adopting innovations, refining marketing strategies, and improving 

operational efficiencies. Findings indicate that an ongoing, integrated strategic management 

approach is essential for hospitals to maintain a competitive advantage and improve patient care 

in an increasingly complex healthcare environment.  

Introduction  

Healthcare organizations have used strategic planning sporadically since the 1970s, orienting it 

toward providing services and meeting the needs of the population. Despite the uncertainties 

about its value, strategic planning is being used frequently and is considered critical to the 

success of healthcare organizations (Zuckerman, 2012). Strategic planning in hospitals is now a 

discipline embraced only recently by hospital administrators (Luke, Walston, & Plummer, 

2004).   

Strategic planning is no longer a periodic administrative exercise but a continuous, integrated 

process essential for healthcare organizations to navigate uncertainty and achieve long-term 

success. This paper examines the internal and external factors influencing strategic decision-

making and the role of strategic aggressiveness in adapting to an evolving healthcare landscape.  



Healthcare Strategy Review 
DOI 10.61449/ajhcs.2025.9 | ISSN 2995-6242 

Published in Volume 1, Issue 3, on May 27, 2025 
 

43 

 

Today's Hospital Administrators and Governing Boards must consistently review the strategic 

planning process and be creative and flexible to meet goals of improved quality and reduced 

costs in a dynamic healthcare environment (Greene, 2009; Rodak, 2012). Formal strategic 

planning requires a sizable investment of organizational time and other resources, and strategic 

planning is commonly believed to be necessary for the effective functioning of healthcare 

organizations. However, evidence on practicing strategic planning is scarce (Kaissi, et., 2008). 

Leaders generally support the idea that strategic planning is a key component of their role as 

strategic managers, which is based on the belief that organizations guided by correct strategies 

perform better and that organizational leaders make better strategic choices if they were able to 

more accurately read their internal and external environments (Luke, Walston, and Plummer 

2004). The benefits of strategic planning include creating organizational focus, mobilizing 

stakeholders, motivating the workforce, and developing better strategies (Begun and Heatwole, 

1999). Hospitals and health systems continue consolidating and purchasing physician practices, 

payment reform, and quality initiatives.  

Internal and External Influences  

     The value of strategic planning in an environment characterized by increased uncertainty and 

more significant & faster change continues to be the most pressing and immediate concern for 

nonprofit hospitals. The healthcare environment is complex and dynamic; it is argued that 

complexity, increasing demand, and financial uncertainty challenge the ability of healthcare 

managers and leaders to deliver on strategic objectives.   

Leading healthcare organizations recognize that strategic planning and the focus and 

prioritization it calls for are more important now than ever. With increasingly scarce resources, 

larger, more diverse, geographically dispersed organizations, and uncertainty in a fast-paced 

environment, strategic planning is being adapted to be more related to modern organizations. 

However, healthcare leaders are advancing strategic planning from a periodic exercise to a 

constant and integrated strategic management process (Zuckerman, 2014). While historically, 

strategic planning is meant to focus on growth through increasing share and expanding the 

market, current strategic planning includes five new imperatives: Sufficient scale and scope or 

niche play, cost competitiveness, demonstrated quality, exceptional service, and real integration. 
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Strategic planning or management is increasingly essential in today's rapidly changing healthcare 

environment. Strategic management allows leaders to control or influence these external forces 

better and steer their organizations toward a new future (2014).   

     Hospital administrators had to assume greater responsibility for planning and budgeting to 

respond to the growing complexities of medicine (Shi, Singh, 2008). The evolution of the 

hospital administrator to hospital chief executive officer (CEO) reflected a transition in hospital 

administration, according to Beckham (2000, p. 57). Hospitals and healthcare organizations 

operate in a competitive environment, and CEOs attempt to position their organizations as high-

performing and efficient (Luke et al., 2004). Successful organizations adapt to their 

environments to survive and prosper. Nonprofit hospitals are complicated entities designed to 

provide healthcare services and play key roles in health-related research and education. As well 

as show important general economic developmental roles in their communities (Longest, 2010).   

One of the key areas of focus for hospitals is their strategic planning/management abilities. 

Scholars define strategic planning as moving from a point in the present to some point in the 

future in the face of uncertainty and resistance (Beckham, 2000; Kaleba, 2006). Uncertainty and 

resistance to organizational change often emanate within a hospital as physicians, staff, patients, 

and stakeholders emerge as distinct and powerful internal organizational forces. Many nonprofit 

hospitals are significantly influenced by circumstances in their external environments, and 

making successful strategic decisions requires that they research and analyze all external factors 

(Glass, Zell, & Duron, 2005).  

     A hospital's mission, vision, and values statement are vital to its internal factors and whether 

its structure or processes allow it to achieve its purpose and business aims. The governance and 

management structure is evaluated by considering the mission, vision, and values compared to 

similar organizations' reviews of effectiveness and efficiency (Zuckerman, 2012). Physicians are 

an influential internal force within a hospital because they must participate in designing and 

developing a hospital's strategic plan (Kelly, 2008). Another powerful internal influence comes 

from staff (nurses, administrative staff, and technicians) because satisfied employees effectively 

participate in an organization's operations and can be an organization's most valuable asset (Bassi 

& McMurrer, 2007). Utilized ineffectively, employees are the source of poor organizational 
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performance and can contribute to organizational failure. A third internal influencer is patients 

because they affect the behaviors and work environment of physicians and staff. The fourth 

internal factor is the board of trustees. While board composition can affect strategic planning 

(Devers 2001), board behavior and power can dramatically and directly influence the overall 

performance of a hospital/healthcare organization and the administrative staff's work 

environment (Alexander, Fennell, & Halpern 1993).    

Hospitals must balance internal strategic planning with external pressures, including regulatory 

requirements, market competition, and technological advancements. For example, the Affordable 

Care Act and Medicare pay-for-performance models have driven many healthcare organizations 

to adopt value-based care frameworks. Organizations that proactively integrate these changes 

into their strategic planning are more likely to improve patient outcomes and financial 

sustainability.  

 Recognizing and addressing these powerful internal influence forces is fundamental to 

hospital/healthcare organizations' strategic planning. External forces can create uncertainty and 

resistance in strategic planning as environmental challenges influence organizational 

performance. In remarks to hospital CEOs, Thomas C. Dolan, Ph.D., FACHE, CAE, president 

and CEO of the American College of Healthcare Executives, stated, "Ten to twenty years ago, a 

trend in one part of the country might take years to get to your area. It can happen in months in 

today's global economy, and you must be prepared (Zuckerman, 2012, p. 1). Some of the external 

forces impacting hospitals are innovative technology, changes in government regulations (i.e., 

Affordable Care Act, Medicare & Medicaid pay-for-performance system, Joint Commission 

Standards, etc.), Infectious disease outbreaks, competitors, and increased pressure from 

insurance companies for hospitals to improve quality of care and shift to value-based care (Kash, 

2016).  

Strategic Aggressiveness and Competitive Positioning   

The underlying premise of this research is based on Ansoff and McDonnell's (1990) Strategic 

Success Paradigm. When an organization matches its strategic aggressiveness and the 

responsiveness of its capability with its environmental turbulence, it has the most significant 
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potential for future success (1990). Strategic aggressiveness is described in terms of the degree 

of discontinuity from the past of the organization's new services, competitive environments, and 

marketing strategies and timeliness of the introduction of the organization's new 

products/services relative to new products/services which have appeared on the market (Ansoff, 

McDonnell, 1990).   

Strategic aggressiveness in healthcare refers to an organization's willingness to innovate, expand 

services, and embrace disruptive technologies to maintain a competitive edge. For instance, 

hospitals investing in telehealth, AI-driven diagnostics, and data-driven decision-making have 

gained a market advantage by enhancing efficiency and patient access. Healthcare leaders must 

assess risk tolerance and balance innovation with cost-effectiveness to ensure long-term 

success.   

Hospital strategic aggressiveness is essential to the hospital's overall strategy to reduce cost and 

improve quality (McLaughlin, Militello, 2015). The more involved senior management is in 

strategy implementation, new healthcare service development, and marketing, the better their 

response to their environment. Hospital strategic aggressiveness focuses on implementing new 

services, healthcare marketing, management strategy, new healthcare technology, and their 

competitive environment. As turbulence increases, it becomes increasingly important for 

healthcare organizations to formulate and execute effective strategies to provide a competitive 

advantage over other healthcare organizations (Langabeer, 1998).   

     In today's rapidly changing healthcare environment, hospitals and healthcare organizations are 

developing ways to reduce costs while maintaining or improving patient outcomes and 

expanding services. Nonprofit hospitals face serious financial challenges in the current 

healthcare environment. They are altering their service offerings by eliminating services that lose 

money and adding new services where profitability is expected to be greater (Kirby, Spetz, 

Maiuro, Scheffler, 2006). Hospitals have added inpatient rehabilitation centers, dialysis, and 

cardiology surgical services. In addition, genetic analysis and advanced diagnostic tests are other 

new services hospitals offer their patients (O'Brien, Kaluzny, Sheps, 2014). As part of the 

transformation to value-based care, many hospitals focus on innovative technology and 

population health strategies, which are healthcare reform's core goals (Rodak, 2012).   
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     Hospital leadership sets objectives to increase the value and quality their organization delivers 

to patients through improved healthcare quality at lower cost (Porter, 2010; Porter, Pabo, & Lee, 

2013). The most incredible opportunity for reducing cost without compromising quality, safety, 

or outcomes is gained from assisting clinicians in logically reengineering their clinical and 

administrative systems (Hoffman & Emanuel, 2013). One tool to fill the gap in new services is 

time-driven activity-based costing, or TDABC (Kaplan & Anderson, 2007). Using TDABC 

enables providers to accurately measure the cost of clients' treatments for a specific medical 

condition across a complete longitudinal care cycle, which requires two proven management 

tools: process mapping from industrial engineering and activity-based costing from accounting.    

Clinical teams direct the process mapping component and identify the high-level events in a care 

cycle to illustrate all the steps involved in clinical and administrative processes in a patient's 

complete care cycle. This provides the data for clinicians and administrators to collaborate on 

cost reduction and process improvement projects (Kaplan et al., 2014). Although patients have 

been viewed as consumers of healthcare services since the 1970s (Hutton, Leung, Mak, & 

Watjatrakul, 2011), the field of hospital marketing is still in its infancy. Healthcare management 

is looking for distinct approaches to overcome the barriers to growing consumer and market 

pressure. As market-driven planning positively affects profitability, growth, and patient retention 

of healthcare providers, hospitals are increasingly adopting a patient-focused marketing   

orientation (Huang, Weng, Lai, & Hu, 2012). Despite unplanned, infrequent, high-involvement, 

high-risk situations when making medical decisions and lack of knowledge to judge treatment 

quality, patients are more active in health-related choices than ever (Hogan, Oswald, Henthorne, 

& Schaninger, 1999).   

The speed of inter-connectivity of online media has led to an entirely new, fragmented portfolio 

of information channels available for healthcare information (Hennig-Thurau et al., 2010).   

 Healthcare consumers can immediately access information on the latest medical diagnosis and 

treatment options and interactively exchange medical experiences in online communities 

(Kneeling, Khan, & Newholm, 2013). This improved access to health information empowers 

patients as health consumers (Rust & Ezpinoza, 2006). As health information and public 
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awareness increase, patients are more knowledgeable about health providers and services than 

ever (Revere & Robinson, 2010).   

Today, hospital marketers search for strategies that pull patients to them instead of pushing their 

message out to passive recipients. Selling healthcare services is complex, and differentiation 

within comparatively strong markets is complicated. On the one hand, the continuous consumer-

centeredness of healthcare systems directs to a race for patients and the increasing importance of 

marketing in healthcare organizations (Kay, 2007; Kotler, Shalowitz, & Stevens, 2008). This is 

fueled by the economic growth of the healthcare sector, which has led to accelerated 

advancements in marketing research (Crie & Chebat, 2012). Patients are becoming more 

educated on the quality data needed to appropriately assess and evaluate the differences in 

quality efforts between many organizations (Coates, 2010).   

     The increasingly competitive environment has a strong bearing on the strategic marketing 

practices of hospitals (Revere, Robinson, 2010). In developing distinctive competitive 

competencies, many healthcare providers place quality of care at the core of their marketing 

strategies (Rubin, Pronovost, Diette, 2001).   

As the digital health revolution unfolds, electronic data flows from nearly every direction of a 

patient's health journey, from electronic health records to billing systems, prescriptions, social 

media, wearable devices, and smartphone apps. Hospital Marketers can use this data to get 

actionable insights about their patients and improve quality of care and patient outcomes. Also, 

marketers and health care professionals can use patient information to predict specific actions, 

such as patients with higher chances of hospital readmission, which patients are least likely to 

follow through on their prescribed medication regimen, and which patients are most likely to 

manage their chronic disease, and more (Drell and Davis, 2014). Further data suggest that 78% 

of Americans currently use the Internet, and over 58% utilize it to obtain health information 

(Atkinson, Saperstein, & Pleis, 2009; Zichur & Smith, 2012). As the use of social media rises, 

hospitals are adopting effective social media strategies that lead to improved patient recruitment, 

retention, and income (Richter, Muhlestein, Wilks, C. E. A., 2014). Research indicates that social 

media can benefit organizations in two primary ways: (1) audience engagement and 

communication for market insights and information dissemination.   
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     Another area of strategic aggressiveness for hospitals is management strategies that can 

influence the success and profitability of healthcare organizations. In response to these 

challenges, healthcare executives must implement management strategies that will enable them 

to optimize investments in human capital to sustain a competitive advantage. Two archetypal 

management strategies are autocratic and participative management strategies that endeavor to 

increase employee productivity by rewarding performance, fostering employee commitment, and 

decentralizing decision-making to give employees more voice in work decisions.   

Marketing Strategies and Patient Engagement  

With the rise of digital health platforms, healthcare organizations must adapt their marketing 

strategies to attract and retain patients. Social media campaigns, search engine optimization 

(SEO), and patient-centered content have become critical tools for building trust and 

engagement. For example, hospitals using targeted digital outreach campaigns for preventive 

care programs have increased patient participation and improved health outcomes. Healthcare 

organizations require marketing strategies that capitalize on analyzing consumer internet 

behavior, information, and service needs, aligning with organizational mission, vision, and 

values.  

Managers in the healthcare industry face various challenges, which makes it increasingly 

complex for healthcare organizations to gain and sustain a competitive advantage (Angermeier, 

Dunford, Boss, 2009). The other component of strategic aggressiveness is the implementation of 

new healthcare technology. The development and implementation of Electronic Health Records 

(EHR) is a healthcare product that hospitals have adapted into their database systems to reduce 

costs and improve efficiency (Diana, Harle, Huerta, Ford, & Menachemi, 2014). Electronic 

health records can improve hospitals' performance by identifying and preventing harmful drug 

interactions or allergic reactions. Also, EHR can assist physicians in better managing patients 

with complex chronic conditions and increase efficiency by eliminating medical transcription 

and reducing duplication of diagnostic tests (Ginn, Shen, Moseley, 2011). Electronic health 

records will continue to expand to all areas of hospitals and healthcare organizations. Another 

innovative product healthcare organizations use is virtual healthcare systems (telemedicine). 

Virtual healthcare is changing how healthcare is delivered by allowing a patient to see a 
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healthcare specialist by e-visit or telehealth online at any time. This reduces the cost of care by 

cutting travel, eliminating wait times, and increasing the provider's productivity (Grube, 2015). 

Many hospitals and healthcare systems are implementing innovation centers within their 

hospitals to address the next generation of technology and tackle some of the hospital's most 

significant challenges (Barnet, 2015). Another area of strategic aggressiveness is healthcare 

marketing. Healthcare organizations require marketing strategies that capitalize on consumer 

internet behavior and information needs. Hospital executives must understand the importance of 

developing a marketing strategy that matches the organization's mission, vision, and goals. 

Healthcare organizations have a variety of marketing strategies that they can use to fit their 

organization.   

Some marketing strategies include a market-oriented strategy focusing on the market and 

competition to increase the organization's market share. Another marketing strategy is the 

marketing mix strategy, which focuses on the hospital's services, price, place, and promotion 

(Thomas, Calhoun, 2007). Also, marketing via the Internet must be viewed as an essential 

component of a healthcare organization's marketing strategy (Revere, Robinson, 2010). Using 

quality care as a marketing strategy requires healthcare organizations to determine how 

stakeholders perceive and assess quality. One of the key tasks for healthcare marketers is 

increasing or improving the consumer perception of the organization's quality, and using the 

Internet is a perfect tool for accomplishing this task (2010). Another marketing strategy hospitals 

use is social media, which has been shown to increase revenue, employee recruitment, and 

customer satisfaction when used effectively (Richter, Muhlestein, Wilks, 2014). Hospitals have 

succeeded in implementing social media with minimal resource expenditures that have generated 

millions of dollars in additional revenue.   

The potential targeted audience reached with Facebook & Instagram posts, Snapchat, Twitter 

tweets, and YouTube videos is immense. Research indicates that social media can benefit 

organizations in two ways: (1) increased audience engagement and communication for market 

insights and information dissemination (Richter, et., 2014). Healthcare organizations recognize 

competition as a powerful tool for optimizing healthcare costs and quality. Competition will 

require unpalatable changes to the healthcare system to decrease costs without further restricting 

access or decreasing quality (Kellis, Rumberger, 2010). The increasingly competitive 
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environment has a strong bearing on the strategic aggressiveness of hospitals (Revere, Robinson 

Jr., 2010). Studies show consumers seek knowledge about disease, health, providers, services, 

and quality.   

In developing distinctive competitive competencies, many healthcare providers place quality 

care at the core of their marketing strategies. How consumers determine a healthcare 

organization's quality is crucial in consumer decision-making. Due to increasing competition, 

hospitals engage in merger and acquisition behavior to increase their market share and become 

more competitive (Creswell & Abelson, 2013).   

Conclusion  

As the healthcare landscape evolves, strategic planning must be dynamic and data-driven. 

Organizations that prioritize adaptability, invest in technology, and foster a culture of strategic 

foresight will be best positioned to navigate uncertainty and drive sustainable success. 

Healthcare leaders should integrate strategic planning into their core operations, ensuring 

alignment between innovation, financial performance, and patient-centered care.  
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