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Become an outstanding nutrition care team in Taiwan before 2023

1 The Food and Nutrition Department of Taichung Veterans General Hospital in Taiwan. 2 Superintendent's office of

Use the Ba

towards excellence

Hsieh Hui Min! . Liu Rong Xiul. Wang Ya Ling!. Sheu Wayne?

Taichung Veterans General Hospital in Taiwan

Organization

l Superintendent |

Vice-
Superintendent

irector of Foo
and Nutrition

Intelligent management, inter-disciplinary cooperation,

short term

(2018-2019)

Introduction
Taichung Veterans General Hospital is the Medical Center in Central Taiwan.
The employs of nutrition department are 100, including 16 nutritionists.
The tasks of nutrition department are inpatient nutritional care, outpatient
consultation, dietary supply management, community nutrition education,
teaching research, quality promotion.
The kitchen of Hospital through HACCP assessment.

Vision

Strategy

and creating value together

* LIntelligent infrastructure
e 2.Lean process design

 3.Improve the outpatient nutrition
consultation rate(70%)

« 5.Diversified nutrition marketing

« 6.Core competence development

» 4 Improve the quality of inpatient care

2018 SWOT ANALYSIS

e 1.Improve teacher license ratio40%
e 2.Increase the number of research

publications10%

e 3.Establish a nutrition management system

e 4.Complete hospital evaluation
e 5.Intelligent management £

Internal

Strategy

External

Strength

1. Professional competence 1s 1.

comp lete

2.Service integrity

3. Medical team attaches

1mportance to nutrition

2

3.
4.

Weak

The shortage of nutrition
manpower

Intelligent functions must be

expanded

Teamwork needs to be strengthened

Meal supply process 1s

complicated
Opportunity SOstrategy WOstrateagy
1. Health policy emphasizes 1. S101 Expanding the scope 1. ¥101 Full human resources

preventive medicine

2. Ralsing awareness of public
heal th promotion

3. Social emphasis on nutrition

4. Long—term care— across
professional 1nputs

of nutrition services

2. 5202 Demonstrate
nutrition service results

3. 5203 Diversified nutrition

education

45304 Interdisciplinary
col laboration

i
3.

W201 Intelligent care
W303 Workflow reengineer ing

2.W101 Create value with volunteers

Threat

1. Nutritional care and health
care benefits have not

i1ncreased

2. Food safety problems are
serious / regulations are
tightening

. Internet information flooding

=

-.Replaced by other professions

STstrateqgy
1. S1T1 Strengthen

professional research

publication

Wstrateagy

it

2. 52T2. 3. 4 Shape professional | g

image

3. 52T] Innovative service

W2T2 Industry—university
cooperation

W2T3 Bench marketing

1.W1T1 Core competence devel opment

4 W3T4 Creating a happy workplace

f:
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d Scorecard to lead t
nutrition department of a Medical Cen

- 1. Teaching and training center
- 2. Geriatric nutrition care model

1 2018-2019 STRATEGY MAP

3 Sustainable development

Financial autcnomy
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[ Make Finance bbreakeven
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a Expand professional

services :
Expand the scope of services
Diversified nuirition education

‘ﬁ

Establish a professional brand

L Show professional results
>

Interdisciplinary collaboration

Workflow reengineering

1

Building an intelligent
infrastructure
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D evelop core expertise )
B endh marketing

ilding a happy

mployees work
environment

2018 Nutrition Department Strategy Development — Key Point Indicators

Vision : Become a outstanding nutrition care team in Taiwan before 2023
Strategy : Intelligent management, inter-disciplinary cooperation, and creating value together
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= E gca;g KPI 2018-2019 Objective Manager
2z Financial o 4.,ce the amount of loss < 200,000 NT dollars Hsieh
autonomy
EXPE"_"d The number of Self-pay outpatient visits = 80 p}’m Chenl
- professiona
v | services The number of Diversified nutrition education =3 tfseasc:n Liao
g Establish a - - - :
= professiona Clinical quality index monitoring completion — -
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COutpatient service process improvement — 7
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E Imuf;?;e Number of innovative teaching projects 2 numbers/Year Wang2
() -
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}_ .
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Integrated .
= —
5 ® information |MProvement Project 3 numbers/Year Chen3
D S system . L. .
S E Strategic Professional training completion rate =90% Wang3
3 o talent . . . = 5
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:3[:- E_ cultivation Number of information improvements / Ja ng
10
Number of employee care cases =3 numbers/Year Lung

Process

Process 1-Lean solution on Qutpatient service
Manager : Ms.Yang

1.Ilmport nutrition consultation
information system

2. lmprove the completion rate of

nutrition clinic consultation -

3.Simplified outpatient nutrition process

4. Improve the quality of outpatie

1.0btain relevantlicenses and make nutrition

Manager : Ms.\Wang

( i A F100% ‘
Performance

Learning and Development 3-Professional training completion rate
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2.Elevate long-term care license rate to 50%

system practice study training

44' “Severe Nutrition Course” training

S e

1.Checkthe nutritionist's current relevant license

3.Planningrelevant dietitians to complete HACCP
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P}nhlems to be solved and future action

The training of HACCP was Delayed

-Flexible adjustment of manpower

Achieving

Performance

1.Expand nutrition professional services

‘J;__‘E_E 100%

2.Preventive Medicine.

Objective

Outpatient service process improvement

project completion rate = 90%

1.Information system transforma
2.5tandardization process

3. Manpower adjustment

4. Integrated group education
5.Electronic record

6.Develop educational tools

time.
nt care 3. Integrated clinic education 6 times.
4. Update the education sheet.
5. Food model development.

1. The nutrition guality promotion project was published
(Intelligence, database management, division
~“MNutrition consultation process is very Easy) ,receive
the special award.

2. Add a first-line support clinic to shorten patient waiting

3.Improve the value of dietitians.

4.Link regional hospitals, clinics, and communities

to achieve full-body nutrition care.

Performance

Customerl- Elevate service value manager: Ms.Cheng

Achieving
rate 82%

Objective

The number of Self-pay outpatient
= 80/M

Problems to be solved and future action

1. System construction.

tion 21 : Manpower shortage

ACTION :
Add 2 nutritionists.
Q2 It 15 difficult to file the medical records.
ACTION -

Electronic record.

2. Teaching material production.
3. Various disciplines cooperation.

4. Multi-marketing.
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direction. Through strategic maps, the people would be in the same

skill inventory o R B

1. Complete preliminary information system
implementation at 107.5
2. Complete 80% of the education leaflet design.

Problems to be solved and future action

Action:

Human and space issues

2. Increase media exposure : ex. FB.

1.Develop special self-finance consulting projects-
Such as: weight control clinic.

3. Open network appointment registration.

4. Combine with the cloud platform to create an
outpatient consultation line.
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For the first time, the Nutrition Department used the Balanced Scorecard
as a departmental strategy management tool. Continuous education and
training allowed staff to understand the department's vision and future

direction, work together, and focus on the strategy to achieve the vision.



