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American Samoa Stakeholder Engagement Plan State Innovation Model Design March 31, 2015
Purpose of the Stakeholder Engagement Plan
There are various individuals or groups who have an interest or involvement or
who are affected by the activities and outcomes of the American Samoa State
Innovation Model Design initiative, otherwise known as the State Health Systems
Innovation Plan: Fuafuaga Soifua Mālālôina Amerika Samoa 2020. To ensure that the
SIM initiative is implemented with a clear understanding of the interests and influence
of the stakeholders, this Stakeholder Engagement Plan will provide a strategy to address
the multitude of interests and diverse needs across the stakeholder landscape. The aim is
to reduce the risk that a stakeholder will negatively impact the project. This requires
management of those with a negative view of the changes who need to be bought in and
those with a positive view whose influence needs to be maximized.
Project background
Stakeholder engagement actually began in December 2013 when the Governor’s
health policy advisors recommended the creation and members of the HTTF. Governor
Lolo Matalasi Moliga convened the American Samoa (“AS”) Health Care
Transformation Task Force (“HTTF") in February 2014. The HTTF is comprised of
cabinet level directors from government departments that impact health care, subject
matter experts from the private sector, and traditional leaders. The HTTF is charged
with developing a territorial plan to transform our health care system by integrating and
aligning the territory’s multiple local health care programs and services to improve our
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singular government-run health care delivery system. The three main goals of the SIM
are to increase access to quality of care, improve population health outcomes and
control financial costs. This is in alignment with federal initiatives as manifested
through the Affordable Care Act and national trends.
The American Samoa Model Design initiative: Fuafuaga Soifua Mālölöina mo
Amerika Samoa 2020 (Planning for Good Health American Samoa 202)0 is the
territory’s State Health System Innovation Plan “Innovation Plan” envisioned by the
Governor’s Health Care Systems Transformation Task Force. The HTTF has since been
designated the SIM Steering Committee as it was the key entity that prompted the
application of the SIM project. The main payer in the territory, the American Samoa
Medicaid State Agency, is the Governor’s lead agency on the HTTF and thus fully
engaged in the SIM planning process.
Cultural and Traditional Landscape Impacting Engagement
American Samoa (“AS”) has a unique planning environment that shapes the
design, development, and implementation of the health care system changes that are
appropriate only for the territory. American Samoa became a part of the United States
on April 17, 1900. At the time, Samoan society was overseen by the traditional high
chief system or “matai" system. Decisions within families, villages and districts are
done through consensus with the highest-ranking high chief as the ultimate decision
maker. It wasn’t until 1948 that the territory established a legislative council to try and
emulate a modern democratic government modeled after the United States. The
importance of the native traditional culture and way of life was embodied in the unique
bicameral legislature that was created, where Senators are selected in the traditional
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method through consensus democracy and members must be of the highest-ranking high
chief status “Fa’asuaga o le Atunu’u” or “Ali’i.”
The tripartite form of democratic government has evolved and is now the
modern day American Samoa Government, which is the territorial (state) government;
however, traditional culture and its influence remain prevalent throughout the territorial
government. This is evidenced in the selection of the Senate but also within the
executive branch where there is established an Office of Samoan Affairs. The Office of
Samoan Affairs (“OSA”) is lead generally by one of the highest ranking traditional
leaders and provides the link to all the villages and their “pulenu'u.”--akin to a village
mayor in status but more like a constable in function. The government gives much
deference to the Office of Samoan Affairs to resolve village issues with lands, titles and
matters within the village dealing with Samoan cultural practices. It is this office that
maintains the traditional form of governance. When OSA fails to resolve such issues,
only then do matters tend to go to the Judiciary. The combination of these two forms of
modern government and traditional governance requires a two-pronged approach to
stakeholder engagement.
Given the modern government and the traditional culture that is very much alive
today, stakeholder engagement must be business smart yet culturally sensitive.
Communicating with government officials and subject matter experts is very different
from communicating with traditional leaders. The first is appropriate with the use of the
English language or the common Samoan speech, the second requires an outreach
person skilled in cultural protocol and experienced in traditional oratory skills. This is
made more critical when government and community leaders also hold traditional titles,
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which is often the case. An initiative or outreach effort can fail simply with the wrong
approach to traditional leaders both in behavioral protocol and speech. In essence, any
stakeholder engagement requires first, knowledge of best business practices and second,
being able to frame messages and delivery of messages with cultural sensitivity.
In addition, another critical stakeholder group is the religious community, which
plays an influential part in the community. Outreach and engagement strategy to the
religious community would be the same strategy used for traditional leaders and
community. Lastly, another stakeholder that is not present in the territory as in the
states, are the payers of the health care system. There are technically no health insurance
providers on island except for the Medicaid program. The VA and the Tricare do
provide coverage for veterans in the territory, but they are not a key payer into the
health care system—as the LBJ hospital is not Joint Commission certified. The VA is a
member of the HTTF and is so included in the SIM initiative. Some of the insurance
providers that provide coverage for a handful of individuals in the territory are based
off-island.
Stakeholder Engagement Approach
The two-pronged stakeholder engagement strategy is defined based on the two
forms of government and on their appropriate cultural communication protocols. The
first prong addresses engagement of territorial government agencies. The second prong
is the engagement of traditional leaders, villages and traditional organizations. This
stakeholder engagement plan lists various stakeholders from government and traditional
leaders and presents a general strategy for managing each stakeholder category. The
stakeholders were initially identified by the Governor’s health policy advisors and
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eventually by members of the HTTF, which has been officially designated the SIM
Steering Committee. Stakeholder List: Appendix 3. Members of the SIM Steering
Committee are all stakeholders in this process.
A proposed template for the Stakeholder Analysis on the possible goals,
motivations, impact and influence of the various stakeholder groups and the results of
the analysis are provided in Appendix 1. Following the completion of the stakeholder
map a focussed communication plan is also proposed that reflects each stakeholder’s
interests and their potential impact on the project. The communication plan is shown in
Appendix 2. Both of these tools will be shared with the stakeholders over the first two
meetings of any stakeholder meetings to ensure their input and feedback.
The Stakeholder Engagement Plan seeks to (1) establish memoranda of
agreement between the Governor’s Healthcare Transformation Task Force (HTTF) and
territorial health care providers including the Veterans’ Administration, LBJ Hospital
Board of Directors, Departments of Health, Human and Social Services and private
practitioners to institute formal collaborations to develop the SIM Model Design; (2)
establish transparency using open lines of communication including scheduled progress
reports, a website, publicizing the SIM Project Teams’ work progress, etc.; (3) convene
regular consultation meetings incorporating hands-on planning tasks like logic
modeling, mind mapping, and appreciative inquiry; facilitating voting on key issues,
holding open meetings for policy and operational issues; (4) establishing and mandating
the use of feedback mechanisms e.g. evaluations, comment cards, etc. the data from
which is analyzed, communicated to all stakeholders, and integrated by consensus into
the deliverables.
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Community stakeholder organizations will participate in the planning process as
members of workgroups within the HTTF. Design Teams List: Appendix 4. The health
care transformation process is further assured among all agencies based on the
Governor’s personal commitment to improve health care outcomes for our people, to
increase access to primary care services and manage the financial costs of medical care.
The key to stakeholder involvement and commitment is the mandate issued by the
Governor for all agencies and community-based stakeholders to support, participate and
invest their time and expertise in improving our health care system.
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Appendix 1 Stakeholder Analysis
The SIM project staff and Steering Committee shall engage in a Stakeholder Analysis to map their influence on and interest in the project. Stakeholder subgroups can be defined during this process to target specific subgroups within a stakeholder category. More detailed analysis can be included. This process is aimed at helping the SIM project weigh varying interests to develop an integrated and comprehensive plan that addresses the needs of the whole community.
Stakeholder | Goals, motivations, and interests o Stakeholder Actions
Category 器 # -: 오. 들 || 로
Governance Successful delivery of the Innovation Plan. Maintain buy- || High High Signs off on key policy decisions and gives
in from all stakeholders within executive agencies and final approval on SIM actions and plans. within the villages and traditional organizations. Opens access to difficult stakeholders.
Legislature Appropriations of territorial share to pay for the health High || High | Show consideration via regular updates from
care system. Oversee and allocate local revenues through SIM and provide feedback on policy appropriations process. proposals from administration. Decide on
budget impact.
State Agencies | Maintaining budgets, ensuring their programs and High Low | Provide input in development of Innovation
services are not negatively impacted, ensuring that the to Plan to ensure their interests are considered in same receive support. High long term plans. Providers Increase budget and reimbursements, improve facilities, High Low | Provide input on all plans part of the SIM.
and improve service delivery. Increase participation of physicians and nurse
leaders in the SIM process.
SIM Model Design: American Samoa March 30, 2015
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Health Care Advocacy for their clients and beneficiaries. Low | High Show consideration at major consultations,
Member participate in work groups and provide
Organizations feedback on reports, policy issues and actions.
Payer Controlling costs, increasing access to quality care High | High Input at all phases of the SIM project,
through the Medicaid program. Medicaid provides management of SIM grant.
Consumer and Receiving quality care, increased health care coverage for || Low | High Participate and provide input at stakeholder Beneficiaries on-island and off-island, keep health care fees low. community meetings.
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Appendix 2 Stakeholder Communications and Engagement Strategy
This communication plan identifies the information needs of the project stakeholders and gives a high-level plan for timely and regular contact. More detailed plans will be developed for each project deliverable.
Stakeholder Category
Information needs
Stakeholder Outputs
Methods of Engagement
Frequency
Governance
--High-level information regarding the SIM Plan. -- --Reports on the SIM project.
--Input on the current health care landscape --Provide policy guidance as
necessary --Feedback on SIM plans
--Private meetings: one-to-one and group meetings --Policy briefing papers --Powerpoint presentations
Monthly or as required.
Legislature
--High-level information
--Input on the current health
--Private meetings: one-to-one
Quarterly or as
regarding the SIM Plan care landscape and group meetings required. --Reports on the SIM --Feedback on SIM plans --Policy briefing papers project. --Powerpoint presentations
State Agencies --High-level information --MOA creation --SIM Steering Committee Monthly,
regarding the SIM Plan --Development of goals and meetings biweekly or as --Reports on the SIM targets --Presentations required.
project.
--Policy recommendations --Feedback or SIM reports --RFIs and Surveys
--Work Group/Design Team participation --Surveys and RFI
Providers
--High-level information regarding the SIM Plan --Reports on the SIM Plan
--Policy recommendations --Feedback on SIM plans --Clinical expertise advice --Development of targets
--SIM Steering Committee meetings
--Presentations --Work Group/Design Team participation --Surveys and RFI
Monthly or as required.
SIM Model Design: American Samoa
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Health Care Member --High-level information | --Policy recommendations --SIM Steering Committee Monthly or as Organizations regarding the SIM Plan --Feedback on SIM plans meetings required.
--Reports on the SIM Plan. --Subject Matter expertise --Presentations
guidance --Work Group/Design Team
participation --Surveys and RFI Payer --High-level information | --Subject matter expertise --SIM Steering Committee Monthly or as
regarding the SIM Plan --Development of goals and meetings required. --Reports on the SIM Plan. targets --Presentations
--Policy recommendations --Work Group/Design Team --Medicaid Reform participation recommendations --Surveys and RFI
Consumers and --High-level information || --Development of goals and --Public and community meetings | Monthly or as Beneficiaries regarding the SIM Plan targets --Powerpoint presentations required
--Reports on the SIM Plan. | --Input on the SIM plans --Mass media/social media/direct
mail --Surveys
SIM Model Design: American Samoa March 30, 2015
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American Samoa Stakeholder Engagement Plan
State Innovation Model Desi
March 31,2015

Purpose of the Stakeholder Engagement Plan
There are vasious individualsor groups who have an iterestor involvement or
‘who are affected by the activties and outcomes of the American Samoa State
Innovation Model Design nitiaive, otherwise known asthe Stte Health Systems
Innovation Plan: Fuafiaga Soifua Malsina Amerika Samoa 2020. To ensure that the
SIM initaive s implemented witha lear understanding of the iterests and influence.
of the stakeholders, this Stakeholder Engagement Plan will provide a srategy to addsess
the multitude of interets and diverse needs across th stakeholder landscape. The aim is
0 reduce th risk thata stakeholder will egatively impact th project. This requires
‘management of those with a negativ view of the changes who need to be bought in and

those witha posiive view whose influence neds to be maximized

Project background
Stakeholder engagement actualy began in December 2013 when the Governor's
health poicy advisors ecommended the creation and members ofthe HTTF. Governor
Lolo Matalasi Moliga convened the American Samoa (“AS”) Health Care
Transformation Task Force (*HTTE") in February 2014. The HTTF is comprised of
cabine evel directors from government departments that impact health care, subject
matter experts from the private sector, and traditional leaders. The HTTF is charged
with developing a tertoral plan to transform our health care system by integrating and

algning the teritory’s maltiple focal health care programs and servicesfo improve our
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singular government-run healthcare delivery system. The three main goals ofthe SIM
areto increase access to quality of care, improve population health outcomes and
control financialcosts. This i inaligament with ederal niiatives as manifested
through the Affordable Care Act and national trends.

‘The American Samoa Model Design initiative: Fusfiaga Soifia Malsloina mo
Amerika Samoa 2020 (Planning for Good Health American Samoa 202)0 i the
teritory’s State Health System Innovation Plan “Innovarion Plan'” envisioned by the
Goveror's Health Care Systems Transformation Task Force. The HTTF hassince been
designated the SIM Steering Commitiee as it was the key entity that prompted the
‘application ofthe SIM project. The main payer inthe teritory, the American Samoa
Medicaid State Agency, i the Governor'skead agency on the HTTF and thus fully

engaged inthe SIM planning process.

Cultural and Traditional Landscape Impacting Engagemeat
‘American Samoa (“AS") has  uique planning environment tht shapesthe
desin, development,and implemeniaton of the healthcae system changes that are
appropriae only for the territory. American Samoa became a partofthe United Sates
o Apeil 17, 1900. At the time, Samoan soiety was ovescen by the raditonal high-
ciefsysem or “matai”sysem. Decisions within famile,vllagesand istricts are
done through consensus with th highetrankinghigh chief as th ulimat decsion
maker. It wasn't unil 1948 tha the tertory etablished a lgislaive council o ry and
emulae 8 modemn democrat government modeled afterthe United Stes. The
importanceofthe native traditional clture and way of lfe was embodied in the unique
bicamera egislture hat was created, where Seators re sleced nth traditonal
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method through consensus democracy and members mst be of the highest-ranking high
chief status “Faasuaga o e Atunu's" or “All'L "

“The tripatite form of democratic government has evolved and is now the
‘modem day American Samoa Govermment, which i th teritorial (state) goverment;
however, raditional culure and its ifluence remain prevalent throughot the teritorial
‘government. Thisis evidenced in the slection of the Senate but also within the
excutive branch where there i established an Offce of Samoan Affars. The Ofice of

Samoan Affics (“OSA”) is lead generally by one of te hghest ranking raditional

leaders and provides the link t0 all th villages and their “pulenu'u"-akin toa village
mayor in status but more like a constable i function. The government gives much

deference to the Office of Samoan Affairs o reslve villag issues

ands,iles and
matters within th vilage dealing with Samoan cultural practices. It i this offce that
‘maintains the taditional form of governance. When OSA fails o resolve such issues,
only then do maters tend to g0 tothe Judiciay. The combination of these two forms of
‘modemn govemment and taditional govermance requires a two-pronged approsch to
stakeholder engagement.

Given the moder government and th trditional cultre that is very much slive
today, stakeolder engagement must be business smart yetculturally sensiive.

Communicating with government ofiials and subject mattr experts i very different

from communicating with traditionalleaders. The fist s appropriate withthe use of the
English language or the common Samoan speech, he second requies an autreach
person skilled in cultural protocol and experienced i taditional oratory skils. This is

made more crical when government and community ladersalso hold radtional tite,
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which is often the case. An initiativ or outreach effort can fail simply with the wrong
approach 1o traditonal eaders both in behavioral protocol and speech. In essence, any.
stakeholder engagement requies irst, knowledge ofbest business practices and second,

able to frame messages and deivery of messages with cultural seasitiviy.

In addition, another crtical stakeholder group i th relgious community, which
plays an influential part in the community. Oureach and engagement strategy to the
religious community would b the same strategy used for raditional leaders and
‘community. Lastly, another stakeholder tha is notpresent inthe eritory as in the
Sttes,are the payers of the healthcare system, There ae technically no healh insurance
providers on island excep forthe Medicaid program. The VA and the Tricare do.
provide coverage for veterans in th teritory, but they are ot  key payer nto the
health caresystem—as the LB hospital i not Joint Commission certifed. The VA is a
member of the HTTF and is 5o included inthe SIM initiaive. Some ofth insurance
providersthat provide coverage for a handfl of individuals in the territory are based
offisland.

Stakeholder Engagement Approach

“The two-pronged stakeholder engagement stategy i defined based on the two.
forms of government and on thir appropriate cultural communication protocols. The
first prong addresses engagement of tertorial government agencies. The second prong
s the engagement of raditional leaders, viages and taditional organizations. This
stakeholder engagement planlists various stakeholders from government and traditional
Ieaders and presents a general strategy for managing cach stakeholder category. The
stakeholders were initally identified by the Goveror’s healthpolicy advisors and
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eventually by members of the HTTF, which has been oficialy designated the SIM
Stecring Committee. Stakeholder List: Appendix 3. Members of the SIM Steering.
‘Committee ae llstakeholders in this process.

A proposed template for the Stakeholder Analysis on the possible goals,
‘marivations, impact and influence of the various stakeholder groups and the results of
the analyss ar provided in Appendis I. Following the completion of the stakeholder
‘map a focussed communication plan i also proposed that refects each stakeholder's
interests and thir potental impact on the project, The commnication plan is shown in
Appendix 2. Both o thes tools wil be shared with the stakeholders over th first two
meetings of any stakeholder meetings to ensure their input and feedback.

“The Stakeholder Engagement Plan seeks o (1) establsh memoranda of
agreement between the Governor's Healtheare Transformation Task Force (HTTF) and.
terrtoral halth care providers including the Veterans® Adminisration, LBJ Hospital
‘Board of Directors, Departments of Health, Human and Social Services and private
practitioners o insitue formal collaborations o develop the SIM Model Design; 2)
estabish ransparency using open linesof communication including scheduled progess.
reports, 8 website, publiczing the SIM Project Teams' work progress, e (3) convene
regular consultation mestings incorporating hands-on planning taskslike logic:

modeling, mind mapping, and appreciative inquiy; facilitating voting on key issues,

holding open mectings for policy and operational issues; (4)establishing and mandating
the us of feedback mechanisms ¢.5. evaluations, comment cards,ec. the data from
which is analyzed, communicated o allstakeholders, and integrated by consensus nto

the deliverables.
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