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I. [bookmark: _Toc505365281]Purpose of Report #2 

Report #2 presents the highlights of the Board’s deliberation on its next strategic plan from 2018 forward.  It builds on Report #1 which serves as background reference from stakeholder interviewees and analysis of implications.
Retreat feedback
At the Board retreat on Friday, January 26, 2018, participants had open and robust discussions of the environment, the push and pull factors impacting on CCAPP, explored possible directions and they mean, as well as discussing priorities to be addressed, with supporting actions to make them happen.
The feedback at the end of the day was general consensus of the broad directions, but need clarity of language to see how they are expressed. Participants are looking for clarity with more concrete information.
Report #2 layout
The Report is drafted to provide a structured framework of strategic planning to align discussions on mission, strategic directions, priorities, and follow-up actions. It is organized into two sections:
Section I Executive Summary
· A straw model of the new strategic plan, reflecting the outcome of the Board’s discussions; 

· Implementation plan which outlines the action items for follow-on work;

· Proposed next steps for the Board to reach agreement on the final directions to finalize the Plan

Section II Retreat Highlights 

· Highlights of discussions at the retreat for each element of the plan. This is back up information to illustrate how the thought process and deliberations led to the summary view.


II. [bookmark: _Toc505365282]Next Steps to Finalize the Plan, February – June 

Review this “document” - early February to mid March

· Board members to review this Report #2 to reflect on what was discussed at the retreat
· On Section I Straw Model, determine your support for the Strategic Directions – what do you agree to, what are you uncomfortable with and any suggestions for refinement.

Board discussion and agreement - next Board meeting in March
· An additional hour to be added to the regular agenda on Strategic Panning
· Jeff will lead the discussion. Helen will be a resource
· Objective: to reach consensus on the Directions and adjust what is necessary.

Plan refinement
· Further fine-tuning of the Plan 
· Inform the budget cycle

Board approval 
· Approval at AGM in June

[bookmark: _Toc505365283]SECTION I: EXECUTVE SUMMARY

1 [bookmark: _Toc505365284]STRAW MODEL OF STRATIC PLAN 2018 – 2020

From the discussions at the Board retreat, this is what a straw model of the new plan may look like (a placemat look):



VISION (not discussed, expressed by Jeff)
To be a world leader in pharmacy program accreditation
	
MISSION
To grant accreditation awards to Pharmacy and Pharmacy Technician programs that meet the Standards set by CCAPP and to promote continued improvement of those educational programs
	
STRATEGIC DIRECTIONS
1) Hub of innovation
2) Strategic partnership
3) Sustain viability

ENABLING MECHANISMS

4) Business continuity plan
5) Communications strategy (tbd)
    	
PRIORITIES – 2018 - 2019
1.1 Process improvement – select 1 -2 initiatives for each year 
· Feasibility in 2018, plan and implement late 2018/2019
2.1 Enhance Relationship with NAPRA (MOU)
2.2 Build/create synergies with other partners
3.1 International program review and strategy
4.1 Business continuity plan 




2. [bookmark: _Toc505365285]Implementation Plan 

Three Task Forces/working committee will be established to develop strategy for process improvement, international programs, and business continuity.
Details are summarized below: 
	3 Direction
	5 Priorities for 2018 
	Expected outcomes
	Follow-on Actions

	Hub of innovation
	Process improvement – identify 1 -2 quality improvement initiatives each year
	Cost efficiency
Brand integrity
Enhanced community capability and capacity 
	Task Force #1 Process Improvement – Jeff and Wayne – June 2018
· To identify 1-2 initiatives of highest impact
· Research best practices, develop business case for change.
· Share/publish learnings after implementation

	Strategic partnerships
	Enhance relationship with NAPRA
	Mutual understanding of roles and expectations.
Transparent and accountable communications to regulators
	MOU with NAPRA - Wayne
· Develop comprehensive protocol with NAPRA – Wayne (and Adele)

	
	Build/create synergies with other partners 
	Mutual understanding of roles and expectations

	Strengthen relationship with CPhA 
· Executive Committee to discuss who will be responsible  

	Sustain viability

	International program review & strategy
	Informed choice of the strategy to provide mutual benefits to CCAPP and accredited body.
	Task Force#2 International Review & Strategy – Jeff, by June AGM
· Program review and develop a business strategy to address international programs with options and analysis
· if continue current path, discuss with NAPRA on alignment of legislative language with select provinces 
· Board to make strategic choice of the path forward 

	
	Business continuity plan
	Minimize risks and with internal resources
	Task Force #3 Business Continuity Plan – Wayne and Cathy – by budget cycle
Develop a work plan to identify the work, gaps, resourcing, suggestions for succession planning




3. [bookmark: _Toc505365286]Parking lot issues

The were a few parking lots that were not addressed in the Retreat:
i. Bridging program to Pharm D
ii. Second degree/Master program accreditation 

These are not issues that CCAPP should/can address at this time.



[bookmark: _Toc505365287]SECTION II: HIGHLIGHTS FROM RETREAT

1. [bookmark: _Toc505365288]Current Plan 2015 Achievements

CCAPP enjoyed great success in the past three years. All stakeholders overwhelmingly acknowledged the valuable role CCAPP has played. The highlight was the celebration of its 25th anniversary in fall of 2017. 
Current plan of 2015 set out three Strategic Directions and Actions to operationalize the Plan. To date, all actions under the two Task Forces have been completed with one to be completed in June 2018.
2.1 Seek innovation in accreditation practice for both pharmacy and pharmacy technician programs
· Revised with outcome-based standards
· New standards for university pharmacy program
· Developed standards for international accreditation
· Pharm Tech standards are underway, expect to be approved in June 2018 (added in)
2.2 Expand strategic partnerships
· Revised representation of stakeholders on the Board
· Joint officers meeting with key stakeholders: NAPRA, CPhA, CSHP, AFPC and CPTEA
2.3 Engage a governance renewal
· By-laws updated
· Revised board composition 

Current Plan monitoring and reporting
The Board agreed that the reporting to-date had not been explicit in aligning progress against the plan’s directions. It can improve its monitoring and reporting in the future by being more deliberate in aligning report backs against the strategic plan, and by being more transparent in communicating the results/achievements to the stakeholder community.

2. [bookmark: _Toc505365289]Elements of the New Strategic Plan, 2018 - 2021

1) [bookmark: _Toc505365290]Planning horizon 
CCAPP will use a three-year period for the development of this next cycle of strategic plan, from 2018 – 2021.

2) [bookmark: _Toc505365291]External Environment 

There are many factors in the external environment that impact on CCAPP. The following are key ones specific to the three-year period of 2018 – 2021.

1) Scale and pace of change impacts on everyone
Changes are happening in all sectors and in all organizations. This means we must innovate continuously and to maintain strong relationships with our key partners. 
2) Funding pressures to health and education sectors
Funding pressures affect educators, regulators, and key partners.  The pharmacy program in the university sector leans on resources of other relevant departments. However, the Phar. Tech programs are less able to do in the college sector.
As we develop or refresh standards, we must be more mindful of what is needed to implement and to maintain the standards.  
3) Inter-dependent partnerships in pharmacy program oversight 
The mission critical partnership relationship is with NAPRA now. Discussions between the two EDs are underway about mutual roles and responsibilities towards a formal MOU.
From CCAPP’s perspective, its relationship with the regulators is through NAPRA and not with each individual provincial regulator.
However, both recognizes that there is a need to improve communications with the regulator community in future. 
4) Growing gap between demand and supply of pharmacists and pharmacy technicians 
There are approximately 43,000 pharmacists and 9,000 pharmacy technicians licensed in Canada to practice in communities across Canada. This number is growing.  Currently, there is a big influx of internationally trained pharmacists who came into Canada. 
The supply and demand for services is not an easy mix and match as opportunities differ from province to province, from community to community.
There is continuing need to raise the profile of Pharmacy Technician externally, so they are treated as equitably as Pharmacists. 

3) [bookmark: _Toc505365292]Strategic Analysis 

As CCAPP considers its future, it faces several push and pull factors in response to the changing landscape. The push factors are summarized as strengths and opportunities and the pull ones are summarized as weakness and threats.
Strengths

1) Foundation of success
CCAPP has done an outstanding job, is responsive, inclusive, and collaborative, which culminated in the celebration of the 25th anniversary in the fall of 2017.  CCAPP played a valuable role as a catalyst to bring impacted parties together, to provide wise counsel, to facilitate sensitively and ably discussions on complex and even controversial topics, and to eventually bring to conclusion outcomes that they can buy into.

2) Influential role in collaboration – working with partners
CCAPP actively engages the stakeholders, have representation on respective Boards, task forces and committees, and plays a significant role in bringing parties together on key issues and developing solutions for the whole community.
CCAPP enjoys excellent relationship with a wide range of stakeholders: NAPRA, PEBC, CSHP, AFPC, CPETA, CPhA and some US affiliates. A few of these relationships will be strengthened on a go forward basis.

3) Confidence in accreditation – as leader
CCAPP is recognized for its expertise and leadership in accreditation:
· Inter-professional collaboration 
· the first accreditation body to lead the way for inter-professional standards development within health care sector
· Pharm Tech accreditation is a world leader
· Flexibility in implementation
· Outcome-based standards are not rigid and allow academics in universities to adapt for implementation (vs. US approach is very prescriptive)
· Colleges – allow for innovation 

4) Support to Pharm Tech educators’ community
CCAPP’s conference sponsorship ($5k per year) and support is a key link to connect the sizable community. The annual conference of CPTEA is deemed critical by that community where they can connect with each other on a face to face basis, learn best practices, share tools, and establish relationships. 
5) Access to CCAPP resources
The Executive Director and Pharmacy Technician Co-ordinator are both accessible, knowledgeable, and helpful to universities and colleges communities. They provide sound advice, are resourceful, help connect referrals to other parties, are a great source of information and overall, are indispensable.  
Opportunities 
1) Build strategic partnerships
The pharmacy community is relatively small, but there are many players with distinct roles and inter-dependent roles with each other.  
The key national bodies have established good working relationships with CCAPP and are keen to strengthen them. There is mutual value in co-ordinating efforts and mapping out ways to strengthen the relationship. NAPRA for example has begun discussion ED to ED level on a MOU between the 2 organizations. 
PEBC already enjoys long-standing trusting relationship and wishes to continue. 
CPhA is in the midst of its work to develop a national workforce strategy for the pharmacists. CCAPP is already engaged in the process to provide a voice. 
2) Leverage national accreditation for health care 
The acceptance of pharmacists and pharmacy technicians as an integral team of health care providers are beginning and opportunities to advocate and demonstrate the value exist. CCAPP can work with other national bodies to Identify, plan, communicate the case for change.
The health care system has developed national accreditation standards and supporting materials for hospitals and health care providers through Accreditation Canada. There are other bodies with resources and expertise to leverage.
Weaknesses
1) Lack of understanding of the value of the international programs 
At the international front, CCAPP has played a key role in accrediting several international pharmacy programs in the middle east countries. These are based on request and is an important source of revenue stream for CCAPP.  The demand is active, but the countries have choices of who they want accreditation assistance from.
NAPRA has expressed concern of a select number of provincial regulators that the language in the international agreement leaves the perception that CCAPP accredited program graduates enable them to have direct entry to Canada as internationally trained professionals. 
At present, CCAPP has 5 programs underway in the middle east.  It is not considering any new requests, pending discussions to resolve concerns of barriers in some provinces expressed in their legislation.
2) Financial dependency on international revenue
International programs contribute $70,000 per year to CCAPP’s operating budget. That is equivalent to about 20%. Any change to the level of activities will have significant financial implications to CCAPP operating budget. Any loss of revenue will require replacement of revenue or cost reduction considerations.
3) Divided culture of Pharmacist and Pharmacy Technicians
There is concern expressed with how the approach and work with the two groups are divided and not integrated. For example, the language in the standards are not consistently used. There is little reference in Pharmacist new standards to Pharm Tech (e.g. Standard 6 which addresses collaboration with inter-professional health groups, Phar Tech was not included). With the work for new standards for Pharm Tech well underway, there is opportunity to ensure both are better aligned.
4) Communications to provincial regulators
Both CCAPP and NAPRA acknowledged that there is a need for more transparency and better communications to the provincial regulators.  
They will address the need, a strategy and supporting protocols as part of the current MOU process. 

Threats
1) Educators’ ability to implement change 
As they face steeper funding pressures, universities and colleges rely on CCAPP to assist them in implementation with: sharing best practices, tools, more efficient process, and access to expertise.

Other threats exist but are not within the scope of CCAPP’s mandate to address: availability of relevant experiential opportunities; lack of harmonization of accreditation with other health professions; no standards for bridging program to Pharm D.

4) [bookmark: _Toc505365293]Strategic Issues 

From the SWOT analysis above and discussion at the retreat, three issues emerged to be top of mind of most members:
1) Keep up to date on changes to determine what and how to innovate;

2) How to ensure effective relationships with critical partners so that all are aligned to shared outcomes; 
 
3) Deeper understanding of the value and international program to inform future choice.

5) [bookmark: _Toc505365294]Possible Directions  

In response to the summary of strategic issues, there is no indication that CCAPP need to consider any dramatic change in direction for the future. In fact, it points to the need to build on the strong foundation that it has established.
Below are the possible directions, with some changes to the existing directions of 2.1 and 2.2 for different emphasis:
1. Hub for accreditation innovation   

To be a hub means that CCAPP must continuously innovate accreditation practice for both pharmacy and pharmacy technician programs. 
The need to continuously innovate is established by the continuous changes in the external environment factors and the internal changes within the pharmacy community. 
The challenge is to identify and pick a select number of process improvement initiatives that will yield the biggest impact, with the least amount of change interruption.
With standards as guiding documents, there are a few priority areas to focus on with respect to what needs innovating. 
1) Streamline the process of accreditation

· Current process is paper, and person based, very labour intensive
· Opportunity to streamline the process, e.g. using templates, standardized report formats.  
· Learn from others, e.g. U.S., Royal College

2) Enhance support for implementation

· Current sharing of best practice is informal
· Share/highlight/spotlight success of educators
· Universities share constantly through Council of Deans, FAC

3) Align/collaborate between Pharm and Pharm Tech 

· Learn practices from each other and to be better aligned.
· AFPC currently work in isolation and can benefit from engaging with CPTEA
· Pharm Tech is #1 internationally. We can assist other countries

4) Scorecard for progress against standards

· Consider a type of national scorecard to report on progress against standards so that the public is informed. 



5) Keep up to date with heath issues, new technologies and drug therapies


· Current flow of information to CCAPP on emerging issues and practices come through NAPRA.
· There is opportunity to formalize the flow of information through different sources, to learn and to share.

2. Strategic partnerships

CCAPP has many relationships with many partners and stakeholders. Some are mission critical while others may be good to have.
During the retreat, a mapping of the key stakeholders shows the following groupings that have inter-dependent relationships with each other:
1) Regulatory pillars
· CCAPP
· NAPRA
· PEBC 

2) Educators
· AFPC
· CPTEA


While these groups are distinct, these 5 parties also need to work together as education, professional development and accreditation are linked. 
The partners within the current circle of stakeholder relationship marked in green indicate that these enjoy excellent relationships and should be continued.
The one marked in yellow, CPhA, is developing better relationship through Board membership at the table.
The three boxes outside the circle represent three organizations currently do not have active relationships with CCAPP. Ona go forward basis, these need to be developed and be brought into the inner circle for collaboration.



UOT
Univ.

CPhA

CPhA
Canadian Association of Pharm Tech. CAPT
Continuing Education Prog for Pharmacists
CCCEP
Joint Commission on Accreditation



1) NAPRA – priority for CCAPP
· Standards are aligned to competencies
· Excellent relationship ED to ED.  MOU work is underway.
· CCAPP is invited on panels
· Critical to enhance relationship with NAPRA

ACTION: 
· More frequent and better communications, sort out what is needed with provincial regulators  
· MOU – include roles, understand implications of change, include protocol with PRAs

2) AFPC
· Good relationship with CCAPP
· To change relationship with NAPRA 
· To work on integrating into one set of standards
· Important to be on the same page with NAPRA and CCAPP, to map curriculum to education outcomes

3) PEBC
· Excellent relationship with CCAPP
· Contributes $5k per year 
· Eyes and ears of standards – intelligence from exam results to inform where educational and experiential gaps are

4) CPhA
· Relationship is improving, with good representation on the Board
· Huge community of 42,000 pharmacists to consider
· Continue to build mutual relationship 

5) CSHP
· Accredit the residency program
· Sporadic opportunity for shared learning and best practice

6) CPTEA
· Aligned to NAPRA competencies
· Excellent relationship with CCAPP
· Continue to support financially and support

7) University of Toronto
· Happy to have a partner
· CCAPP receives low rent and some free administrative support which offsets the operating cost
· Perception of Pharm Tech community that CCAPP is too closely affiliated with university can be addressed through communications.

8) Universities
· Positive relationships
· Recommendations from accreditation reports are very helpful

9) Colleges
· Positive relationships, resource and support vary from college to college
· Need continuing support for implementation

For future consideration of building relationship: 

10) CCCEP
· No relationship yet, to be determined

11) CAPT
· No relationship yet with the Canadian Association of Pharmacy Technicians.
· To be determined

12) joint Commission on Credentialism (USA)

· To be determined

3. Sustain Viability 

With the many changes that push and pull CCAPP and finite resources, the need to sustain CCAPP’s viability is critical to its continuing success. CCAPP needs to have enough stability to maintain a strong foundation, while advancing innovation and change for the future. 
CCAPP’s success is anchored on trust and integrity of the accreditation program that gives partners and stakeholders confidence in its role and the outcomes it achieves. This contributes to the strong brand and reputation of CCAPP.
Two areas are of importance to sustain CCAPP’s success:
1) Viability of the International program  

· The current decision-making framework on international activities is reactive and based on request by countries. It was not based on need for revenue generation, more as a response to the government’s desire for social accountability to countries in need.

· The value to CCAPP had been learnings from other countries that are incorporated into accreditation process, e.g. having a quality assurance department, outcome-based metrics

· At present, there are 5 university programs under consideration – 3 in Saudi Arabia, 2 in Qatar and 1 in Lebanon.  

· There are 3 - 4 requests not actively worked on. the middle east is facing funding pressures due to falling revenues. Revenue of $70k/year to CCAPPP may be at risk two years from now if it does not take on new programs.

· The issue is lack of support from NAPRA: a few provinces have language in their legislation that are not clearly aligned with CCAPP’s international agreement.

· The Board will need to determine what is the appropriate role for CCAPP: 

a) a direct delivery role (i.e. do accreditation)? 
· If so, what will be required? 
· Resolving the clarity of language in legislation with NAPRA for relevant provinces?

b) or morph into an enabling role (i.e. help set up an accreditation body so they can do their own accreditation)?

· We have a good product to export. This is an opportunity worth exploring

c) withdraw from program – not an option

· This is a business decision, not just a financial decision. It requires the development of options, cost/benefit analysis, value to CCAPP, risk assessment before a choice can be made. Risks include reputation in the domestic community and adverse impact on partnerships.

· There is also opportunity to consider exporting Pharm Tech accreditation to other countries, e.g. Mexico, Asia, or Middle East.

2) Business continuity - Internal resources 
CCAPP has relied on Wayne and Cathy to provide advice, resource, and referral to the whole community.  

Administratively, University of Toronto has been a very generous partner in providing low cost rent ($1100 per month). However, there is no administrative support for Board meetings and minute taking.

A business continuity program is needed to determine what may be needed to sustain CCAPP’s ongoing delivery and to enable the strategic plan to be operationalized.

3) Accreditation team resources 

To date, there has not been an issue with availability of accreditation team from the faculties. Wayne has the knowledge and relationship with most faculties.  

There is opportunity to access a broader community of educators in the universities by requesting through the deans.


6) [bookmark: _Toc505365295]Priorities/Actions Aligned to Possible Directions 

As follow-up actions to support the Possible Directions, these are actions agreed to by the Board:

Strategic Direction 1: Hub for Innovation
Priority 1.1 Process improvement

Task Force #1 – Jeff and Wayne

Identify and develop a small number of process improvement initiatives that will the most impact or the best return on investment (ROI)

Determine 1-2 to undertake each year over the period of the next three years.
Embed the priority initiatives in the Strategic Direction. Learning from others and sharing best practices are parts of the improvement and change implementation process.

Bring in Pharm Tech and universities to the Task Force. Consider the time, effort, and capability in change implementation.

Strategic Direction 2: Strategic Partnership 
Priority 2.1 Enhance relationship with NAPRA – Wayne lead (with Adele)

In addition to ED to ED, there is relationship building between the 2 Executive Committees.
There should be reporting back from Wayne to each Board meeting on the progress of relationship building with NAPRA. 

Priority 2.2: Build/create synergies with other organizations

For 2018, strengthen relationship with CPhA.  Executive Committee to discuss who will be responsible. 

Strategic Direction 3: Sustainability 
	Priority 3.1 International Strategy

Task Force #2 – Jeff will determine composition of members, for report to the Board by June 2018

The Task Force will explore options, determine value to CCAPP, cost/benefit analysis, risk assessment and make recommendation to the Board.

It may be helpful to have business acumen and to include NAPRA on the Task Force team.

Due to the financial implications, it will be helpful to have the work up as input to discussions of the budget before June.


Enabling Direction 4: Business Continuity 

Priority 4.1 Business Continuity Plan - Internal resourcing

Task Force #3 - Wayne and Cathy, by June budget cycle

For business continuity purpose, Wayne and Cathy are tasked to prepare a “work plan” to:
· identify the big buckets of work
· what the gaps are, e.g. Board secretariat support – minute taking, agenda, distribution of materials.
· what resources may be needed
· suggestions for succession plan.  

Their input and advice are important for deliberation during the budget cycle discussion.

Ongoing basis:

Accreditation Team resourcing (ongoing)

Wayne to request for accreditation resources through the deans to access more group of faculties. 


7) [bookmark: _Toc505365296]Enabling Mechanisms to Operationalize the Plan  

Enabling Mechanisms 5: Communications strategy - TBD
There are demonstrated needs for more open, frequent, and transparent communications throughout the planning process.
It is pre- mature at this stage to develop a fulsome communications strategy. Once the Strategic Plan is finalized and work of the Task Forces are completed, CCAPP should develop a proactive communications strategy to its partners and stakeholder.

8) [bookmark: _Toc505365297]Board Monitoring and Reporting

ACTION: Jeff - At the end of each meeting, the Board will discuss and agree to several key messages that all members can use to communicate back to their constituents. This would complement formal communications
ACTION: Annual Report – Wayne to align annual report to progress against the Strategic Plan so that the information is more relevant and transparent.

3. [bookmark: _Toc505365298]Mission Refinement

The current mission statement is still relevant with the two emphases to grant accreditation and to promote continuously improvement. Refinement of the language will simplify the statement as follows:
“To grant accreditation awards to Pharmacy and Pharmacy Technician programs that meet the Standards set by CCAPP and to promote continued improvement of those educational programs.” 

 


[bookmark: _Toc505365299]Appendix A List of Board Retreat participants:

	Name
	Organizations

	Jeff Whissell
	CCAPP Board, President

	Dr. Chantal Pharand
	CCAPP Board, President-Elect

	Dr. Donna Woloschuk
	CCAPP Board, Past President

	Prof Marta Bozdek
	CCAPP Board

	Dr. Nick Busing 
	CCAPP Board

	Dr. David Edwards
	CCAPP Board

	Iris Krawchenko
	CCAPP Board

	Sam Lanctin
	CCAPP Board

	Wayne Hindmarsh
	CCAPP Executive Director

	Cathy Schuster
	CCAPP Pharm Tech Co-ordinator

	
	

	Helen Hayward
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