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BY ELECTRONIC MAIL
December 21, 2022

Lcdo. Omar Marrero
Executive Director
Puerto Rico Fiscal Agency and Advisory Authority

Dear Lcdo. Marrero,

We respectfully present the Strategic Road Map of the revised Business Plan for the University of Puerto Rico
Comprehensive Cancer Center (UPRCCC), which includes the expansion and strategic priorities.

The focus of our Business Plan is fully aligned to our mission to provide the best care service to cancer patients
using techniques that integrate research with prevention, early detection, treatment, and quality of life
throughout the continuum of cancer care by creating a core of scientist and clinicians working together promoting
a culture of excellence and quality. This integrated approach within the UPR Comprehensive Cancer Center
provides synergies, efficiencies and ultimately better outcomes for our cancer patients and their families.

The 2021 and 2022 Certified Fiscal Plan for Puerto Rico required that the UPR Comprehensive Cancer Center:
“provide a Business Plan detailing specific actions the Center will take to become sustainable by FY2024.
Meanwhile, the Center must also focus on EHR implementation during FY2022 and FY2023. This will allow the
Center to properly and timely bill health insurance provider, increase their collections and reduce margins of error
in the billing process. The Center must transition to be self-sufficient and rely on their own revenues starting in
FY2024”, Furthermore, the Fiscal Plan 2022 required that the UPRCCC complete the following milestones:
implement an integrated communications campaign and complete the second phase of the Electronic Health
Record (EHR). Both required milestones established for FY22 have been completed.

To efficiently support the strategic plan evaluation process, we hired an independent organization specialized in
Project Management. During May 2022 they began a comprehensive review process with several internal
stakeholders to understand the strategic plan, its status, and accomplishments. The evaluation of the UPRCCC
strategic plan had two main objectives: First, to define how each initiative supported the Center’s mission and
vision. The second objective was to evaluate each initiative relevance, implementation complexity, and priority
related to execution. After a thorough review, twenty-four initiatives were identified and classified as quick wins,
strategic or second priorities. Based on the priority a charter for each initiative was developed to guide the
execution and follow-up the implementation. After this evaluation was completed, a new Strategic Road Map for
the UPRCCC was developed (See Attachment 1), with specific timelines for each initiative and an updated
timeframe. This road map will be the tool to follow up the evolution of all initiatives incorporated in the Strategic
Plan.
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As previously mentioned, the UPRCCC achieved two important milestones established in fiscal year 2022,
completion of the integrated communications campaign and the implementation of the second phase of the EHR.
The communication campaign promoted prevention, early detection and specialized treatment health services
programs offered at the UPRCCC Hospital and Radiotherapy center. The implementation of the second phase of
the EHR contributed to the accuracy and completeness of patient documentation, data analytics and maximization
of the revenue cycle. Currently, we are in the process of implementing Phase 3 of EHR implementation, which
includes various additional key EHR integrations including blood bank, pharmacy, compatible imaging software
for radiology, dictation, and updating the EHR for Radiotherapy Center and its integration into Meditech. These
integrations will begin in FY2023 through FY2026 and will require an investment (“Capex”) of $5 million.

During this current FY 2023 the CCCUPR began the transfer of the outpatient Hematology and Oncology Clinics
from the University District Hospital (UDH). By FY 2024 we propose to complete this transfer which includes
adding 20 inpatient beds and 1,000 monthly patient visits in the UPRCCC Hospital Multidisciplinary Outpatient
Clinics. The transferring of the Hematology/Oncology Clinics from the University District Hospital also integrates
outpatient and inpatient systemic oncologic therapies (chemotherapies, immunotherapies, and other systemic
therapies). Complete transfer of the Oncology and Hematology services of the University District Hospital (UPR
Hematology & Oncology Division and residency program) located at the Puerto Rico Medical Center (“Centro
Medico”) is planned for FY 2024. The transfer of the inpatient and outpatient hematology and oncology services
will require a budget transfer from University District Hospital (UDH; ASEM) of $7.5M. These expenditures are
billed to health insurance companies. In the meantime, a onetime upfront investment of $6 million will be
requested. With this transfer the CCCUPR forecast an average occupancy of 48 beds and patient revenue of
$50,853,108 for fiscal year 2024.

One of the strategic business priorities of UPRCCC Hospital during fiscal years 2022 and 2023 has been to

achieve outpatient metrics level to qualify and apply for the 3408 Program_(https://www.hrsa.gov/opa/340b-
opais). Both objectives were accomplished by October 2022. We developed a road map to implement the

execution of the 340B program once approval is granted by the federal government. We are requesting a Capex
budget assignment of $2 million for purchasing initial inventory drugs required to cover the lag period until
reimbursements begin and Hospital can continue to replenish inventory. Implementation of the 340B program
at the UPRCCC Hospital will result in estimated discount of 45 percent of the cost of the drugs, which will result
in $2.9M in additional funds to the UPRCCC Hospital operations during the first year of implementation.

The acquisition of the Da Vinci system, robotic-assisted minimal invasive surgical option, has placed the UPRCCC
Hospital at the vanguard of new technologies for cancer treatment and advances in academics surgical programs.
Although we are pleased with the outcomes of the investment, which curre ntly has a 75-80% utilization, the reality
is that one robot-assisted system is not sufficient for current treatment and training demands. We anticipate the
integration of Head & Neck surgical services and additional surgical urologic services who perform robotic-assisted
as the standard of care in most oncologic surgical management as recommended by national oncologic standards
(ncen.org). Thus, we estimate that the acquisition of another robot would increase the surgical oncologic services
by 500 cases per year. We have been able to negotiate contract fees of the robotic surgery for oncologic surgeries
including gyn-oncology and uro-oncology with several health insurance groups in Puerto Rico. Moreover, the
availability of the Da Vinci system and technology is key for training in robotic-assisted oncologic surgery for
surgical residents within the UPR School of Medicine. The UPRCCC Hospital, is the sole academic robotic-assisted
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surgical training program in Puerto Rico and thus provides the infrastructure for compliance with the Accreditation
Council for Graduate Medical Education requirement for the UPR residency programs (acgme.org). The estimate
Capex investment is $3.9 million.

Additional achievements that have been obtained by CCCUPR pursuant to its Business Plan in compliance with the
Fiscal Plan are included in greater detail in Attachment 2. A Capex of $3.5 million to acquire equipment for
Operation Room 5 and 6 will be required. With the implementation of the Strategic Road Map by 2028 CCCUPR
has a potential billing increase of $87.4 Million. CCCUPR is actively negotiating an increase of 36% from Medicaid
reimbursement.

Based on the above, CCCUPR would need access to a $20.4 million in “Capex” and the transfer of the budget of
$7.5 million from UDH Hematology-Oncology to CCCUPR appropriation for each fiscal year beginning from FY2024
though FY2028 and achieve self-sustainability by FY2028. This incremental funding would support the additional
and continuous CCCUPR’s initiatives and allow the UPR Comprehensive Cancer Center to obtain the federal
designation of Cancer Center by the National Cancer Institute (NCI), which will in turn provide access to additional
federal funds, impact health policies, and fuel a scientific economy for cancer prevention, diagnosis, and
treatment in Puerto Rico.

To present and discuss the details of the scope, major initiatives and timeline of the Business Plan as well as our
achievements and outcomes we request an opportunity to meet and further discuss at your convenience,

Respectfully submitted,

( \
(thrfsa’t\'ﬁ’f)’;hu AGAF, FASGE
Executive Difector CCCUPR

Hon. Pedro Pierluissi, Governor of Puerto Rico

Ledo. Juan C. Blanco, Executive Director Office of Management and Budget of Puerto Rico
Dr. Carlos Mellado, Secretary of Puerto Rico Department Health

Junta de Directores CCCUPR

Junta de Control Fiscal PR
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ATTACHMENT 1

UPRCCC’s Business Plan Achievements

HOSPITAL

R/

++» Recruit physicians and expand the range of specialists that can provide direct service
to inpatients and outpatients.

o Recruited Board-Certified physicians in Pneumology (3), Cardiology (2) and
Gastro-Oncology (2). Pneumologists are also Board-Certified as ICU specialists.

o Additional physicians were recruited in the following specialties:
= Infectious Diseases (2)
=  Pain Management (1)
= Neuro-Oncology (1)
=  General Urology (1)
= Urology-Oncology (2)
= Colorectal Surgeon (1)
= Gynecology-Oncology (1)
=  Plastic Surgery (1)
=  Preventive Gynecology (2)
=  Nuclear Medicine (1)
= Head & Neck Surgeons (2)
< Implement robotic-assisted surgery with the Da Vinci surgical system, a minimally
invasive surgery.

o Among the new challenges and vanguard treatments available at the UPRCCC is
the Da Vinci system, acquired in 2020 as the first robotic-assisted minimally
invasive surgical option. This technology brings greatly improved precision and
accessibility to surgery. Enhanced recovery of patients is provided secondary to
effective and precise dissection of the surgical field. Moreover, this technology
amplifies the spectrum of surgical candidates.
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From October 2021 through September 2022 (12 months) a total of 120 cases
were performed (76 gynecology — 3 physicians, 33 colorectal surgeries — 2
physicians, and 11 urology — 1 physician). Recruitment of surgeons is ongoing.
One Urologist, robotic-trained physician, started in October 2022, two Head &
Neck, will be included in the program by February 2023, and an additional
Gynecologist with Oncology training by August 2023.

This technology amplifies the spectrum of surgical candidates. Academic
programs have incorporated formal surgical training with robotics. Most surgical
specialties are evolving procedures and training exposure with robotics as for
example general surgery, gynecology, and urology. In the specific case of
urology, training of robotic proctectomy is required. Appropriate robotic
surgical training for urology residents is required by credentialling institutions.
The urology residency program accreditation depends in part on the robotic
program. Failure to meet the minimal robotic cases per resident can result in
jeopardy of the residency program accreditation. UPRCCCCCC Hospital is the
ideal platform currently for surgical robotic training due to its state-of-the-art
facilities, administrative platform, patient population and proficient trained
faculty, which make the institution the ideal setting. Furthermore, being part of
the UPR system, the institution provides the adequate academic atmosphere
and protected environment for teaching.

++ Strengthen collaboration agreements with the Medical Sciences Campus

O

Physician Residence Programs were incorporated within the UPRCCC Hospital’s
operations. The Hospital serves the academic programs of Gynecology, Urology,
and General Surgery of the UPR Medical Sciences Campus, particularly in the
operating room and training and practice in robotic surgery, thanks to the
acquisition of the Da Vinci Surgery System. Additionally, the ENT Residence
Program is projected to be included by March 2023.

As of November 2022, the Hematology-Oncology Fellowship Program of
the UPR Medical Sciences Campus initiated the transfer of their academic
practice to the UPRCCC Hospital, with the goal to complete the move
during the third quarter of Fiscal Year 2023. This includes an expansion
of inpatient services which should increase the average daily census by 18
patients. This project does not only allow growth for the Hospital, but
also provides the University District Hospital (UDH) to reassign current
space (clinics and inpatient services) to attend other priorities.
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Develop UPRCCC Hospital's Intramural Practice Plan

UPRCCC prioritized implementation steps to accomplish this goal, as required by
operations stabilization:

Electronic Health Record implementation — On October 2021, the first
phase of implementation was accomplished, allowing for efficient
patient’s registration and services provided, medical staff and health
professionals documentation, and billing and collections.

Billing and Collections, process improvement and restructuring —
Performance and outcomes were reviewed, identifying improvement
opportunities. The department was reorganized, and new positions
were incorporated in the organizational chart, particularly a Revenue
Cycle Director, and a Medical Insurance Contracting and Credentialling
Specialist. Leaders were specifically assigned for: Registration,
Preauthorization and Payment Agreements; Billing and Collections
(including denial management). Collections dramatically improved,
increasing monthly collections to $1.2M.

Physician Financial Performance Analysis, considering health insurance
contracted rates was implemented — A complete base and continued
analysis of physician financial performance was developed in order to
evaluate certain physician specialties with corresponding insurance
carriers’ reimbursements to determine which currently need to be
subsidized because reimbursement is under actual cost. This analysis
provides the basis for reimbursement rate negotiations with health
insurance providers, as well as coordination of services within the
hospital to expand profitable segments to compensate for other needed
services which are less profitable.

Hospital's Intramural Practice Plan —Some physicians, mostly those who
perform procedures with a higher reimbursement, will be able to
participate of the projected Hospital's Intramural Practice Plan; while
those who mainly do initial and follow-up visits (outpatient and
inpatient), will maintain service contracts with the UPRCCC Hospital, to
assure continuity of oncology patients services.
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+» Develop and implement an integrated communications campaign

O

O

Integration of the UPRCCC patient care services were perceived as a competition
to current community providers, as they only considered basic oncology
services. To address this issue, our medical staff participated in physician
educational activities, highlighting specialized services provided and available
Board-Certified physicians as well as other professionals.

In November 2022, we started communications with Salud Integral de la
Montafa, Inc., a non-profit federally qualified system with eight (8) health
clinics located in the center of Puerto Rico (Barranquitas, Bayamon, Comerio,
Corozal, Naranjito, Orocovis and Toa Alta), which require access to specialized
oncology services for their population. A collaborative agreement is currently
underway for the referral and transport of patients to the Hospital. We
anticipate a positive impact with referral services in cancer prevention,
diagnosis, and treatment.

Two Island-wide marketing campaigns were implemented successfully.

e The first one, June 2021, “Cuenta con el Comprensivo”, was
directed to the general population, for both awareness of the
availability of the UPRCCC Hospital, and to promote health,
prevention, and early detection.

e The second one, May 2022, “Te Comprendemos”
communication plan developed to inform services, specialists,
and research that the Comprehensive Cancer Center offers to
cancer patients and the public.

+» Develop an innovative Outpatient Dental Oncology Clinic

O

Experienced local consultant and developer, Caribbean Dental Products, Corp.,
provided dental unit design, remodeling and equipment quotations. The
contract was signed in November 2022, after receipt of CAPEX funding and final
negotiations with the provider. Construction is scheduled to start in December
2022, and to be completed in April 2023.

Same as above. Equipment is scheduled to be received and installed between
February and April 2023.
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o This program is a collaboration of the UPRCCC with the School of Odontology of

>

the UPR-MSC.

Complete implementation of Electronic Health Record (EHR) integrated with financial
system including applications and databases of related providers (third party vendors)
and training medical personnel and faculty.

*

The UPRCCC Hospital began the implementation of the Meditech Expanse
Electronic Health Record in its latest version during May 2021 and successfully
began Go Live date on October 12, 2021.

Throughout 2022, the integrations that were planned during the second phase
have been implemented, such as integration with General Ledger, integration
with third-party systems that enable to write in patient's record, for example,
the endoscopy system, which belongs to a third party.

We continue with the implementation of Blood Bank and update, in compliance
with federal laws, the Radiotherapy Center’s medical record and its integration
into Meditech.

For FY 2023 and FY 2024, expectations are to integrate inventory management
for pharmacy drugs and materials, radiological imaging system, dictation,
telemedicine, training, and optimization for personnel.

In addition, communications equipment must be updated to comply with
security requirements by the National Institute of Standards and Technology
(NIST).

Also, it seeks to implement systems that allow information management in a
safe and reliable manner, which enables cancer research as a goal of the
UPRCCC.

Integrations are expected to end between FY2024 and FY2025. However,
training of personnel and optimization of the integrations should end by FY
2026.
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During FY 2022 Oncology services of the Hospital increased by 31% (1,924 vs 1,340 in FY 2021).
The total monthly occupancy increased from 6 beds in FY 2020 to 15 beds in FY 2022.
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Billing increased 26% for a total billed of $13,772,717. Despite the achievements in the
implementation of the electronic health record in October 2021, it was not until September 2022
that the hospital stabilized billing and collection.
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RADIOTERAPY CENTER

The total of services offered in FY 2021-2022 was 9,955. We have a 6.8% increase in treatments
and 8.9% of new patients relative to the same period in 2020-21. This is due to the increased

efforts in patient outreach, contracting health plans, and implementing processes for electronic

billing, increased media advertising of the Radiotherapy Center and inhouse activities for our

patients.

RESEARCH INITIATIVES

We continue with our goal to achieve Cancer Center Designation by the National Cancer Institute
(NCI) by applying through a P30 Cancer Center Support Grant. We completed several of the
milestones proposed and consonant with NCI guidelines for Designation, such as:

O

We submitted a Proposal through the COBRE mechanism in January 2022, a
research collaboration between the UPR and UPRCCC titled: Center for the
Promotion of Cancer Health Equity (CePCHE). We obtained a score of 21 from
the reviewers, meaning a high possibility of being awarded. This grant
represents an increase in our research portfolio of $7,500,000 in 5 years.

Establishment of the Cancer Center Office to work on all aspects required for
the P30 Cancer Center Support Grant application.

Recruitment of two experienced and funded investigators for the Division of
Cancer Biology starting in 2023. Based on their expertise, they will integrate into
the main research focus areas for the P30 application.

We established the Office of Training and Education Programs, as required by
the P30 mechanism, to serve as the coordinating center for all educational
activities at UPRCCC, facilitating integration, synergy, and developing innovative
approaches to education, training, and career development across all sectors of
the cancer center. The main goals of the office are:

i. To provide interdisciplinary cancer education, mentorship, and training
opportunities to support the career development of students, staff and
faculty as cancer researchers and/or health professionals with a focus
on oncologic care.

ii. Support the development of the next generation of cancer researchers
and health care professionals and provide the infrastructure needed to
expand cancer research efforts and cancer care in Puerto Rico and
globally.
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iii. Serve as a coordination center for all training and educational activities
in the UPRCCC, including cancer-related training, research, and
education in cancer biology, cancer medicine, and population sciences.

The Board of Trustees of the Puerto Rico Science and Technology Trust (PRSTT)
approved the agreement for integrating the UPRCCC in the Science District on
February 24, 2022. To conglomerate research resources related to cancer that
serve as an economic and social development engine and provide UPRCCC's
researcher's eligibility to enjoy the tax exemptions provided by participation in
the Science District, which will help us retain and recruit high-caliber
researchers.

To Strengthen the integration of cancer-related clinical, research, and
educational resources, a Master Collaboration Agreement between the
University of Puerto Rico and the UPR-Comprehensive Cancer Center was
executed in May 2022. Under this MOU, the UPR Cancer Researchers are able
to become affiliated members of the UPR- Comprehensive Cancer Center.

The external research fund portfolio increased to $13,576,434.00 as of
December 2022. Currently, the UPRCCC has close to 70% of the required
minimum eligibility of cancer-focus peer-reviewed research funding as per NCI
Division of Cancer Center P30 requirements.
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Mission 47\

Provide the best care service to cancer patients
using techniques that integrate research with
prevention, early detection, treatment, and
quality of life throughout the continuum of cancer
care.

Eradicate cancer in Puerto Rico using a
multidisciplinary research model that includes
basic, clinical, and epidemiological or population
sciences.

6@ Vision

Create a core of scientists who work together to
develop prevention, early detection, treatment,
and quality of life programs.

Obtain US National Cancer Institute designation



The evolution of the CCCUPR, and the change in leadership and vision over time has resulted in
competing priorities to reach a common goal

Competing Priorities Obtain the NCI Self-sufficient Offer specialized
designation operation services
1951 2004 2018 2022 2025
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The Strategic Plan revision pursues an integrated approach to manage multiple relationships, framed with
strategic pillars and enablers that support the goal of obtaining and maintaining the NCI designation
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Each pillar has its own objective in how they support the main vision of developing cancer focused T
scientist while obtaining the National Cancer Institute designated Cancer Center L L
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Develop and establish the critical infrastructure, capabilities, and resources that can sustain and propel the strategic objectives of all pillars



To drive forward the strategic pillars, nine key strategies and four enablers have been identified

Strategic
Pillars

Key
Strategies

Cancer Control

Promote the transdisciplinary

integration of research
methods, models and data
analysis

o

L)

Cancer Biology

Establish basic and
translational research of
excellence to obtain P30

Cancer Medicine

Expand and strengthen hospital
services to increase the volume
of patients

Development

Develop clinical and scientific
professionals focused on
cancer prevention and
treatment

Develop public policy for the

prevention and treatment of
cancer in PR

a Foster collaboration between

Cancer Biology and Cancer
Medicine to develop innovative
clinical research

Improve the experience of the
patient and their caregivers
during all stages of cancer

°Expand and strengthen the skills
and knowledge of the CCCUPR
investigators, physicians, and
staff

Strengthen alliances and
community outreach

Enablers

Establish units and processes

to maximize revenue

=

Develop facilities and
technology to optimize
operations

{0)
gagn

Develop organizational
structure to supportthe g
evolution of the CCCUPR J“Vx

Increase awareness and

recognition of the 'Y
services offered l’




Considering the daily workload, it is important to prioritize initiatives and strategically plan their execution

ILLUSTRATIVE

Z‘g Prioritization scheme 17 «| Recommended execution order

Importance

Achieve Cancer Center designation

Physical Space Strategic | Quick wins |
Organizational Capabilities
Transdisciplinary Collaboration and a< | n
Coordination
Cancer Focus
Institutional Commitment
Center Director
Revenue generating impact
Operational and logistical impact

Innovation and support in cancer prevention,
diagnosis or treatment

Importance

Second Priority

Easiness to implement a< | a

Duration of initiative

Resources available for deployment

Implementation costs >

Collaboration with external entities .

Dependence on other projects More Easiness to implement Easier
complicated
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S trategic | ﬂ Objective Expand access to the knowledge acquired to promote and develop research, improve health
Pillars ) care practices and policies to lessen the burden of cancer

Cancer Control

Strategic Initiatives

Promote the transdisciplinary integration of
research methods, models and data
analysis

0 Optimize the process of timely recording, reporting and discerning high-quality
information to support cancer prevention and control efforts on the island

Q Support innovative investigations in population sciences focused on cancer health care
delivery

Key o :
DEEEDD pUIalE R Ey o i pevEnien e Q Develop the Comprehensive Cancer Control Plan 2022-2027 and establish the public

Sirategies i
g treatment of cancer in PR policy that supports the plan

Strengthen alliances and community
outreach

Organize working groups focused on cancer control (Community Advisory Board &
Cancer Control Coalition) and establish the execution of governance

Advance the knowledge, awareness and collaboration of clinical trials with different
stakeholders (doctors, patients, researchers and pharmaceutical companies)
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Strategic Initiatives
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0 Optimize the process of timely recording, reporting and discerning
) high-quality information to support cancer prevention and control
efforts on the island

cancer healthcare delivery

Develop the Comprehensive Cancer Control Plan 2022-2027 and

@) Support innovative investigations in population sciences focused on
@ establish the public policy that supports the plan

Organize working groups focused on cancer control (Community
Advisory Board & Cancer Control Coalition) and establish the
execution of governance

e

Advance the knowledge, awareness and collaboration of clinical
@) trials with different stakeholders (doctors, patients, researchers and
pharmaceutical companies)
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Cancer Biology Strategic Initiatives

Strateg/c K, T Facilitate discovery and innovation by developing critical knowledge and advances that lead
Objective
Pillars to new approaches for prevention, diagnosis, and treatment of different types of cancer

Cancer Biology

Strategic Initiatives

Q Define main research focus areas and recruit experienced investigators to collaborate

Establish basic and translational research

of excellence to obtain P30 Q Adapt the Core Labs facilities to the needs and requirements established by hired investigators
Key Strengthen the scientific, clinical and research collaboration between the Natural Sciences
Strategies Program, the School of Medicine and the rest of the University of Puerto Rico
° Q Establish the clinical research office to continue and expand local clinical research

Foster collaboration between Cancer
Biology and Cancer Medicine to develop

innovative clinical research . o ) ) )
Increase the number of clinical studies in collaboration with NCORP and the pharmaceutical

industry

10



Preliminary Prioritization of Cancer Biology Initiatives

CENTRO
COMPRENSIVO

"CANCER

straltegic. qUIGK WIS

(>

e > O

complicated

M . .
ore % Easiness to implement

Strategic Initiatives

Define main research focus areas and recruit experienced
J investigators to collaborate

@ Adapt the Core Labs facilities to the needs and requirements
J established by hired investigators

Strengthen the scientific, clinical and research collaboration
between the Natural Sciences Program, the School of Medicine
and the rest of the University of Puerto Rico

e

Establish the clinical research office to continue and expand local
clinical research

@] Increase the number of clinical studies in collaboration with

NCORP and the pharmaceutical industry
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Cancer Medicine Strategic Initiatives

universidad de puerta rico

Strateg/c T Offer the best integrated and cutting-edge service to patients and their caregivers using
Objective
Pillars a multidisciplinary approach in the prevention, diagnosis and treatment of cancer

Cancer Medicine

Strategic Initialives

Increase volume of surgeries Develop Medical Tourism

Strengthen Prevention Clinics Increase volume of Radiotherapies

Expand and strengthen hospital

. . Setup Sterilization Unit for external
services to increase the volume of

Integrate Dental Oncology Clinic in patient care

patients use
Integrate Behavioral Oncology in patient care Develop other Medical Services
K considering needs and offering (e.g.
ey, o o - _ Hema-Onco Unit, Head and Neck
Strategies Strengthen Palliative Medicine Clinic with Hospice Unit, Neuro-Onco Unit)

Complete Ambulatory Transfusion
Unit

® 6 666

Ambulatory Specialized Pharmacy

Improve the experience of the patient and
their caregivers during all stages of cancer

Develop a patient and caregiver experience of excellence

Develop program for the integration of medical and research services (between clinics,
hospital, radiotherapy and basic research)

12
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complicated

Easiness to implement

Easier

Strategic Initiatives

Increase volume of surgeries

Strengthen Prevention Clinics

Integrate Dental Oncology Clinic in patient care

Integrate Behavioral Oncology in patient care
Strengthen Palliative Medicine Clinic with Hospice

Ambulatory Specialized Pharmacy

Develop Medical Tourism

Increase volume of Radiotherapies

Setup Sterilization Unit for external use

Develop other Medical Services considering needs and offering (e.g.,
Hema-Onco Unit, Head and Neck Unit, Neuro-Onco Unit)

Complete Ambulatory Transfusion Unit

Develop a patient and caregiver experience of excellence

Develop program for the integration of medical and research services
(between clinics, hospital, radiotherapy and basic research)



@ Development Strategic Initiatives ;

[ )
Strategic I'{:I“ Objective Support the development of high caliber scientist that promote interdisciplinary
Pillars i 4 collaborations in the prevention, diagnosis and treatment of cancer
Development
Strategic Initiatives
Q Develop fellowships and internships for students at all levels focused on research
Develop clinical and scientific
professionals focused on cancer @ Create a Rotation Program for Oncology Surgery & Hematology Oncology residents
prevention and treatment
@ Develop internship program (Criollo approved by TEM) for graduate medical education
Key
Strategies
o Create CME (continued education) for Oncologist & Hematologist Oncologist and the
Expand and strengthen the skills and medical community

knowledge of the CCCUPR investigators,
physicians, and staff

Develop a Learning Center for the continued expansion of organizational and technical
skills of the CCCUPR personal

14



Preliminary prioritization of Development initiatives

CENTRO
COMPRENSIVO

“CANGER

straltegic. qUIGK WIS

s

2]

More
complicated

> O

Easier

% Easiness to implement

Strategic Initiatives

Develop fellowships and internships for students at all levels
focused on research

reate a Rotation Program for Oncology Surgery & Hematology
ncology residents

[oNe)

Develop internship program ( Criollo approved by TEM) for
graduate medical education

@ Create CME (continued education) for Oncologist & Hematologist
\ ) O

ncologist and the medical community

Develop a Learning Center for the continued expansion of
organizational and technical skills of the CCCUPR personal

15



9 Strategic Enablers

Develop and establish the critical infrastructure, capabilities, and resources that can sustain and propel the strategic

Objective objectives of all pillars

v

Establish the units and
processes to maximize

revenue 0]

Develop facilities and
technology to optimize ..
operations

Develop organizational
structure to support the
evolution of the CCCUPR

Increase awareness and
recognition of the service™,
offered f

Strategic Enablers
Establish medical insurance relationship Adapt systems to participate in the 340
management unit Drug Pricing Program

Strengthen Office of Subsidized Programs to
increase visibility and collection of federal @ Develop and monitor utilization metrics
funds for Indirect costs

Continue module implementation and EHR Construction facilities to support @ Implement portal
stabilization hospital growth (Streamline) for grant
management

@ Rehabilitate BMS for energy optimization Optimize patient input management

(call center & web page)

@ Establish team and governance to develop P30 Adopt change management measures to
proposal maximize the use of technology
Adjust resources and staff ecosystem Foster a culture of collaboration and
according to CCCUPR’s growth integration between units

@ Integrated communication campaign to

increase the awareness of the CCCUPR’s
offerings




Preliminary prioritization of Enablers

Importance

GUICKWIIIS

More
complicated

Easiness to implement

Easier

Strategic Enablers
@ Establish medical insurance relationship management unit

Strengthen Office of Subsidized Programs to increase visibility and
¢ collection of federal funds for Indirect costs

@ Adapt systems to participate in the 340 Drug Pricing Program
@ Develop and monitor utilization metrics

@ Continue module implementation and EHR stabilization
@. Rehabilitate BMS for energy optimization

@ Construction facilities to support hospital growth

@ Optimize patient input management (call center & web page)

@ Implement portal (Streamline) for grant management

@ Establish team and governance to develop P30 proposal
@‘ Adjust resources and staff ecosystem according to CCCUPR’s growth

Adopt change management measures to maximize the use of
technology

@ Foster a culture of collaboration and integration between units

Integrated communication campaign to increase the awareness of the
CCCUPR’s offerings



The preliminary prioritization of the entire portfolio recognizes 42 initiatives, of which 16 have been
identified as strategic because they are of greater impact and another 15 as quick wins et

€ | Preliminary Results

»N Jifz](Je)le GUIGCKWIIIS,
@ @ # # #
@ @‘)@9 initiatives  strategic = quick wins  Strategic Pillars
@ @@ @ @ @ @ 5 2 1 Cancer Control
) @ @ @ J 5 1 2 _é Cancer Biology
&) @ J J
§ ) 90 @ 09
o
@_)g- @/ @/ @/ 13 6 5 Cancer Medicine
b
- ® @0
@ @ 5 1 1 Development
® O )
@/ 14 6 6 Enablers
42 16 15 Total
>
comlvpl)?igzted _ﬁ. Easiness to implement Easier .



Due to its importance and easiness of implementation, 15 initiatives have been identified as quick wins,
most are enablers that will establish the basis for the projected growth

Quick wins
@ Develop the Comprehensive Cancer Control Plan 2022-2027 and
establish the public policy that supports the plan

@ Strengthen the scientific, clinical and research collaboration between the
Natural Sciences Program, the School of Medicine and the rest of the

GUICKWIIIS

University of Puerto Rico
@ @ Increase the number of clinical studies in collaboration with NCORP
and the pharmaceutical industry

@ @@ @ Strengthen Prevention Clinics

@ Integrate Behavioral Oncology in patient care

@ Increase volume of Radiotherapies

@ Complete Ambulatory Transfusion Unit

Importance

Q Develop a patient and caregiver experience of excellence

Create a Rotation Program for Oncology Surgery & Hematology
Oncology residents

@ Establish medical insurance relationship management unit

@ Develop and monitor utilization metrics

@ Construction facilities to support hospital growth

@ Optimize patient input management (call center & web page)

> @ Implement portal (Streamline) for grant management

Easier Integrated communication campaign to increase the awareness of the

More . .
Easiness to implement CCCUPR?’s offerings

complicated



16 initiatives have been identified as strategic because of their impact in achieving the mission,
acknowledging the complexities and dependencies they have with other areas inside and outside the center

Importance

More
complicated

Easiness to implement

Easier

Strategic

Support innovative investigations in population sciences focused on
@ cancer healthcare delivery

Organize working groups focused on cancer control (Community
Advisory Board & Cancer Control Coalition) and establish the execution
of governance

Define main research focus areas and recruit experienced investigators
to collaborate

@ Increase volume of surgeries
@ Integrate Dental Oncology Clinic in patient care
@ Strengthen Palliative Medicine Clinic with Hospice

@ Ambulatory Specialized Pharmacy

Develop other Medical Services considering needs and offering (e.g.,
Hema- Onco Unit, Head and Neck Unit, Neuro-Onco Unit)

Develop program for the integration of medical and research services
(between clinics, hospital, radiotherapy and basic research)

Develop fellowships and internships for students at all levels focused on
research

@ Adapt systems to participate in the 340 Drug Pricing Program
@ Continue module implementation and EHR stabilization
@ Rehabilitate BMS for energy optimization
@ Establish team and governance to develop P30 proposal
Adjust resources and staff ecosystem according to CCCUPR’s growth

@ Foster a culture of collaboration and integration between units



To complete the strategic roadmap, it is necessary for initiative leaders to validate the implications,
understand the size of the effort and complete the preparation required in the project charters :

universidad de puerta rico

Initiatives Portfolio

Sponsor Review CCCUPR roadmap

[ \

\ Objectives and Implications Implementation team with knowledge and

available time has been identified
- - bl @ Objetivos e implicaci de las Iniciatiy égi deC Ide Cancer CNCE
_—-——— | e

Optimizar praceso de registrar, reportar
discemir oportunamente informacian de 3l

+ Integrar tecnologia pars optimizar y automatzar procescs: \ p g
Mejoar procesos para repartar y analizar data con el fn de | 3
calidad para el spoyo de los esfuerzos de disminuir ¢l flempo de reportar de 24 meses @ 12 meses {doptar @ uso adecuado de c0mges de diagnastca y
prevencian y control de cancer en la isla

\
tratemientos y egiizar e proceso de reporter de

Implicaciones

hospitales, clinicas y oficinas privadas \

| “ with goals and milestones agreed
o \ Q) o con i o depamarics 0 GECUPR b Tasenr & iomacon y ooutes 1

\
+ Identficar las necesidades y los desafios de cada drea y
del CCCUPR para maximizar la Informacién y recurses que
\ el COCUPR proves el Reglat d Céncer s oportunidades de cormo apalanca los datos y recursas
[ YR —— \
% e \
e T T ——— \
Desanolar Plan de Contil de Céncer 2022, Reduci a incidencia, morbiidad y mortaidad por céncer a
Llssreriristd S \

+ Establecer Coalicién y lideres de grupos
@ %> yesavece s pttca ikin e taves del desarrollo de poliica publica fundarmentada en - Personal para redacedn y produceion de

| B e L e e | Sequencing of initiatives considering their
Cancer Biology — \

\ Crganizar i de trabajo enfocados en ‘Tener un enfeque interdiscipinario del cancer para
control de

R ——— priority, duration and readiness
cer ( Community Adhisory Boers  desarmolar soluciones integradas enIa prevencian, rupos
\ & Coaliion s Cono Go Conan)y deteccidn y ratamiento de a enfermedad coma \

+ TR regamento y gobemanza
establecer s gobemanza de sjecucén organizacion y pais + Personal de coordinacion

Auertar el tanmm-amn conciencia y "
B e e e g Aumentar el nimero de cinical rais desamoladas por

« Personal de apoyo
investgadores, coiaborando con famacéuficas y fa Acuerdos con farmacéuicas
Stakeholders (mécios. pacientes. :
“[ vestigacores y frmatbutcas) cantdad de pacientes que partcpan Presupuesto para campana de concientzacion
o |
S @ i

P . P re—

i./ Propuesta de ruta estratégica
- FERSSENER SOl o
A e

[ YT P

::::::———- P iq O/GCf Cha/‘fef S - (D) [Crear swareness y conexiones ) Provaer vislbildad Regietro Cnear

Cancer Medicine

@ oosne enfogue invest Reclutar Basicas y Sonales para P30 )
= )| Estatiecer relsciones Investigacionas Clinkcas )]
1.1 Optimizarproceso de regls(rar, reportary discernir oportunamente informacion de alta calidad e .
Analis S Coniratar wohumen -
[ Y = paraelapoyode los y control de cdnceren laisla @) riica conicos cirsjancs & sumentar CED) J
" D) [Fonsiecer Ciiicas de Prevencién ) Mercadso Clinicas Prevencién >
£ (@) Metadela niciativa %4 Equipo de Trabajoy Roles
—— - Comunicar alos investigadores y persanal médica del CCCUPR sobre kos Dr. Guilermo Tortolero - Sponsar [ﬂ e Tl ¥ pen floet ol
- - recursos que prove el Registo de Cancer para maxmizar las nvestgaciones, - D Diega Zavals - = —
1 v e s s e los tratamuantss y Ia cura del céncer * Mstha Sanches. Ofcina Communiy Outreach @) Worcadeo & “Oumench™ _Aumentar voiumen de Raditerapins ) Vercateo Radioteragia
ek et g e  Mantener el esténdar del egisti y desanche poliica publica con el mismo
P

@ Andlisis senvicies  Negociacin tarfss _ Contatar provesdores servicios nuevos ) Mercades: senicos )
o Desaripciénde la Iniciativa [il] metricasdeExito Q) Disgrsstco_Mejorar C Paciene)
] . - Aumeniar % de personas que vistan el regitio
e (@) g s e i i Mantener las cenfficaciones de “Gold y la clasficacién como "Registry of
EE=T Disincton” y ‘Registy for Suvellance” otorgada por e COC

@ o+ reciunar Establecer unidad de relaciones  con planes médicos

@ Soiciiar ograwe  Aprabarén  Senshoos Programe 3408 Drug Pricng )
@ [Eeseremicns tompmre

@) Alcance

 Identficar estadisticas de cancer de atto impacta que apoyen investigacion
- Desanolar relaciones y colaboraciones. con investgadores, la comunidad

/! Riesgosy Retos
- Retener y reciutar persanal adiestrado

@ Francs y Permises an fackdades ) Mercades senico & >
- Integrar datos de los centios 330
médica y organizaciones paa que tengan fci acoeso aks dalos @Pﬂnv-rm-n-h de cambio pers uss de EHR ) >
M = il Fachas de ejecucion e hitos = Dependencias
SIRET @i " 082022 -Cominza prnera valdacin dedaa  Processs y protocoios de distntos hospitales  clnicas médicas
B T T 04 2022 -Establecer tlaco

* *Gngoing”- Manieniments

Enablers
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- E= pamtein (GENTRO
@4 Propuesta de Ruta Estratégica 2022-2027  Attachement 2(b) = Ejecucion g%”ﬁ'ﬁ“‘csﬁ’ﬁ

universided de puerta rica

Fase I: 2022-2023 Fase II: 2023-2025 Fase lll;: 2025 - 2027

—

I NN NN NN NN NN NN NN NN NN NN NN NN NN NN NN NN EEEEEEEEEEEEEg

Q= e

Investigaciones ciencias poblacionales )
@ Desarrollar Plan de Control de Cancer ) Desarrollar politica publica )
Organizar grupos de trabajo Community Advisory Board & Coalicion de Control de Cancer )

@ Aumentar conocimiento clinical trials )

@ Definir enfoque investigaciones = Reclutar Investigadores  Investigaciones Basicas y Traslacionales para P30 )

NN NN NN NN NN NN NN NN EEEEEEEEEEEEEE

@) Planificar cambios Adoptar necesidades Laboratorios ) L .:~

) T e

) T S

@ Expandir estudios clinicos NCORP ) Industria Farmacéutica )

@) st sericion _Gonronnen swmanaabmen__y

@ Fortalecer Clinicas de Prevencion ) Mercadeo Clinicas Prevencion )

@ Contratacion y compra equipos Integrar Clinica Dental ) Mercadeo Clinica Dental )

@. Contratacion y compra equipos Integrar Clinica Behavioral Oncology ) Mercadeo Clinica Behavioral Oncology )

@ Permiso & CNC unidad Hospicio Negociacion tarifas  Fortalecer Clinicas Prevencion con Hospicio ) Mercadeo Hospicio )
@/‘ Cert Necesidad y Conveniencia Construccion facilidades y permisos Farmacia Especializada Ambulatoria )

@/‘ “Outreach” médicos extranjeros ~ Negociacion tarifas Ofrecimiento Turismo Médico )

N

@ Mercadeo & “Outreach” Aumentar volumen de Radioterapias) Mercadeo Radioterapia

@ Adaptar facilidades Establecer unidad Esterilizacion )

@ Analisis servicios  Negociacion tarifas  Contratar proveedores servicios nuevos ) Mercadear servicios ):}

@ Negociacion tarifas & contrataciones Transfusion Ambulatoria ) Mercadear servicios :}

@) oo e O Posone o ) Wepr X |
@/‘ Diagnostico & coordinacion  Programa integracion de servicios :::

@ Establecer estructura  Desarrollar internados investigacion )

@) Credencializar Programa rotaciones residentes )
Q. Establecer estructura Credencializar Programa internado criollo )
@ Establecer curriculos y ofrecimiento Programa Educacion Continua ) Outreach médicos comunidad )
@/‘ Establecer curriculos y ofrecimiento Desarrollar Learning Center )
@1 Org + reclutar Establecer unidad de relaciones ) con planes médicos )

@ Identificar pipeline & necesidades Robustecer oficina Programas Subvencionados)

@ Solicitar programa  Aprobacién  Adoptar sistemas y equipos Beneficios Programa 340B Drug Pricing )

@ ID oportunidades Establecer estructura y procesos Monitoreo métricas y utilizacion :::
@ Continuar implementacion modulos EHR & ID nuevas necesidades) Estabilizacion y Adopcion de mejores practicas :,’v
@) Prnitcacin/SubastiConvato  _ Rehabitar B pars optimzseionenerga )
@ Estacionamiento temporero) Planos y Permisos Construccion facilidades Radioterapia *renovar contrato 2024 ) Estacionamiento Multipisos )
) [optimizorCall Contor ) OMIzarWEbPOIE) ||| _...........ovvvereerresnsrsesnersesnsssesnsesssesesssenessssnessssnssssnnessesnent’

@ Contrato portal Streamline ~ Implementar uso de herramienta subvenciones :,’-

EEEEEEEEEEEEEEEEEEEEEEEEEEg

Definir areas de enfoque Establecer equipo y gobernanza para desarrollar propuesta P30 A "}
Definir necesidades y proyecciones  Ajustar recursos y ecosistema de personal segun crecimiento :,’-
@ Definir oportunidades Adoptar practicas de manejo de cambio para uso tecnologia ;

@ Definir oportunidades Fomentar cultura de colaboracion e integracion entre unidades ;‘

EEEEEEE NN S S EE S EEEEEEEEEEEEEE NN NS SN EEEEEEEEEEEEEEEEEEEEEEEEEED
*

Campaiia comunicacién integrada y aumento de presencia 4
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