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How to use this Toolkit       
Having a common set of tools to approach strategic planning helps everyone plan and execute 
strategy better. We designed this toolkit to help you do your best thinking, save time and to reduce 
confusion. We hope the toolkit serves as a way for you and your team to perform at your best. We will 
introduce 4 steps to strategic success, and they are: 
  
 
 

Step 4 Discover Strategic Planning Tools 

 
 
 
 
Each of the above steps will build your capacity to tackle strategy with new insights and skills.  
To test your current ability level, try taking the pre-test located in the appendix and consider both 
your strengths and challenges as you work to improve your strategic thinking and planning skills. 
 
 
  

 
 
 
  

Step 3 Collaborate as a Team 

Step 2 Align with Organizational Goals   

Step 1 Start with a Strategic Mindset  
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Step 1: 
Start with a Strategic Mindset  
 
Use these concepts to hone your own strategic mindset: 
 

Begin with a growth mindset -and expand your thinking 

Build a strategic mindset 

Make strategy simple  

 
 
 
 
 
 

 
 
 

“Any intelligent fool can make things bigger and more complex. It takes a touch of genius –  
and a lot of courage – to move in the opposite direction”  

Albert Einstein 
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Begin with a Growth Mindset  
Author Carol Dweck pioneered the concept of fixed and growth mindsets in her book, Mindset,  
The New Psychology of Success. In the book, Dweck describes two types of mindsets:  
 
 
 
 

 What kind of  
mindset do you have? 
 
 
 

 
Fixed Mindset       vs.       Growth Mindset 

  

Fixed Mindset  Growth Mindset  
I stick to what I know: either I am good 
at something or I am not 

I want to learn new things 
and am eager to take risks 

I avoid making mistakes and listening  
to constructive feedback 

Is this really my best work? Constructive 
feedback can help me learn faster 

It’s easier to give up: this is not possible. I’ll use another stratetgy:  
my mistakes will help me learn 

We can’t do the impossible I wonder how others did this?   
Let’s try to figure it out 

 
Question to Ponder 

   
How can you help yourself and  your team adopt a growth mindset? 
 
 
 
 

I need to look 
smart 

Mistakes are 
part of 

learning 
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Expand your Growth Mindset 
with These Thinking Tools 
Solving problems requires two kinds of thinking. Divergent thinking is big-picture thinking without 
limitations – generating ideas through diverse thinking. Convergent thinking is evaluating and 
reducing those ideas to select the best ideas to fit the challenge. People use both kinds of thinking 
every day. The secret to creating new ideas is to separate divergent thinking from convergent 
thinking. This means generating lots and lots of options before you evaluate the best one(s).   
 

About 
Divergent 

Thinking  
 
 

 
Generating lots of ideas and options. Whenever 
you think divergently, follow these guidelines 
for best results: 

• Brainstorm as many ideas 
as possible about your topic 

• Defer judgment 
• Strive for quantity 
• Seek the wild and unusual 
• Build on other ideas 

About 
Convergent 

Thinking  
 

 
Evaluate ideas and begin to select the best ones.  
Follow these guidelines for best results: 

• Be honest 
• Be deliberate 
• Select only the best ideas 
• Improve selected ideas if needed  
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Build a Strategic Mindset 
4 Habits to Shift to a Strategic Mindset 
Build on your growth mindset by adopting a strategic mindset. A strategic mindset is a technique that 
everyone in your organization can practice. Clear your mind of tactical distractions and use this process to 
begin. 
 

1 Begin with the End in Mind  
Thinking strategically involves “looking backwards from perfect.”  
What are you trying to achieve? Try using the outcome thinking model to see the simplest path 
forward and remove obstructions. 
 

2 Scan 
Keep your eyes open for emerging trends, and make sure your team is in on the outlook as well.  
Question your assumptions about how your organization, industry, and patient care must operate. 
 

3 Identify Trends 
Surface trends. What is changing? Question your everyday assumptions, use these new insights to 
identify opportunities you and your team can take advantage of. 
 

4 Generate Options and Decide to Act 
Are there emergent trends or needs you are discovering?  Are there new products or services that you 
can provide to meet these needs?  
 
What needs can we meet?  Assess your options and create a plan of action. 
 

 
Harvard Business Publishing; Think Strategically to Stay Ahead, April 23, 2020    

 

7



 

 

 
Make Strategy Simple 

 
Watch a video featuring Simon Sinek to help you approach 
strategic thinking more effectively: 
 

 
 
Watch: https://www.youtube.com/watch?v=bnwvd_TtWmw 
 

 
  

Notes: 
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Step 2:
Align with Organizational Goals 
Use these to  improve alignment to the Academy: 

Review your existing mission (purpose) and vision 

Align with the Academy’s vision and mission 

Know the Academy’s top strategic goals 

Use the goal status worksheet 

  “Alignment is a condition in which the key elements of an organization work in concert to serve its primary purpose.” 

George Labovitz 
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Align with the 
Academy Vision & Mission 
Review , update or create  your group’s mission (purpose) aand vision statement.  

What is a mission or purpose statement? 
A mission is a statement that specifies an organization’s purpose or “reason for being.”  It is the 
primary objective toward which the organization’s plans and programs should be aimed. 

What is a vision statement? 
The vision of an organization is a concise word picture of the organization at some future time, which 
sets the overall direction of the organization.  It is what the organization strives to be.   
It can be a challenge to think about your  team as being part of a larger organization. Aligning your 
team’s vision to the Academy’s  strategy will ensure that you stay on-target.   

AAP Purpose or Mission Statement Your Team’s Mission (purpose) Statement 

The mission of the American Academy of 
Pediatrics (AAP) is to attain optimal physical, 
mental, and social health and well-being for all 
infants, children, adolescents, and young 
adults. To accomplish this mission, the AAP 
shall support the professional needs of its 
members. 

AAP Vision Statement Your Team’s Vision Statement 

Children have optimal health and well-being 
and are valued by society. Academy members 
practice the highest quality health care and 
experience professional satisfaction and 
personal well-being 
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Know the Academy’s  
Top Strategic Goals 
 
Five-Year Goals and Objectives 
How can your group align to these strategic goals?  
 
GOAL #1:  
Strengthen the Academy’s impact on child health 
through policy, advocacy, and education. 

GOAL #2:  
Enrich member value and engagement. 

GOAL #3:  
Broaden and diversify pathways for general 
pediatricians, pediatric medical subspecialists, 
pediatric surgical subspecialists, and trainees to 
exercise leadership within the Academy and the 
broader public sphere beyond pediatrics. 

GOAL #4:  
Enhance the Academy’s communication with  
members and stakeholders. 

GOAL #5:  
Support strong bi-directional relationships, interaction, and leadership development 
between AAP and chapters. 

GOAL #6:  
Continuously improve AAP member activities in education, advocacy and policy by strengthening the 
structure and function of committees, councils and sections. 
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Your Current  
Goal Status Worksheet  
Inventory your own current goals below: 

Current goal Carry forward to new plan? Put on hold Terminate 
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Step 3:
Collaborate as a Team 
Use these concepts to build teamwork: 

Team Assessment: Know your team’s development stage 

Build community and connection in your team with the 1-10 check in 

 Use the GRPI Model to help your team gain clarity on projects 

Instantly poll your team with the Fist to Five Model " 

“Alone we can do so little, together we can do so much." 

Helen Keller 
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Team Assessment 
Know your Team’s Developmental Stage 
Which stage if development is your team in? To develop your team’s potential, decide which stage 
your team is in, and using the information below, think about how to move your team towards the 
next stage. Assess your team by marking  your team’s current developmental level:

Stage Characteristics Tips for Success 

Forming 

The Team members are 
becoming familiar with  
one another.  

Team members are polite  
and formal. 

Ensure that: 
Team members learn about the 
team’s goals, roles, and procedures.  
Team members become more 
familiar with each other.  

Storming 

The Team members face 
confusion and conflicts.   

The Team members may 
become defensive to protect   
their position 

Ensure to refocus the team on their 
purpose, and clarify and reinforce 
the team’s goals, roles, and 
operating procedures (GRPI Model). 
Team members can assure 
emotional safety by facing conflicts 
openly and honestly. 

Norming 
The Team embraces their 
common purpose, and the 
goals, roles, and operating 
procedures that provide  
clarity, but avoids conflicts.   

Encourage and support progress 
toward goals. 
Team members help guide the team 
from “group think” by using honest 
feedback. 

Performing 

The Team focuses on  
achieving results, resolves  
open conflicts, and has 
learned to maintain emotional 
safety as they progress. 

Assure that the team maintains a 
results-focus.  
Team members help each other 
move out of their comfort zones by 
using a growth mindset. 
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Build Community and Connection 
with the 1-10 Team Check-in Model  
 
A team check-in allows you to understand individual or team member needs and their current status.  
 
The 1-10 Check-In allows each member report how they are doing a 1-10 scale personally and/or 
professionally. The resulting support opportunity is to ask, “How can we get you toward a 10 today 
with a 10 being high?” 
 

1 Ask everyone to think about how they are doing personally and 
professionally from low (1) to 10 (high). 

2 Allow each person to report their numbers and as appropriate, 
the reasons for their given numbers. 

3 If a number is low for a personal reason, 
is simple supportive statement is appropriate. 

4 If a number is low professionally, ask what the team 
can do to help the individual get to a higher number. 
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Use the GRPI Model to Help your 
Team Gain Clarity on Projects  
The GRPI model can be used as a way to diagnose your team’s level of clarity on goals, roles, 
procedures and emotionally safe interpersonal relationships – all elements of high performing 
teams. Use the model to determine your team’s current functioning. Does your team have: 

Goals 
A clear direction? 
Shared values? 
A sense of purpose? 

Roles 
Defined responsibilities? 
Clear rules for working together? 
An understanding of what each other does? 

Processes 
Is there clear communication? 
Is decision-making authority clear? 
Is there a dispute management process? 

Interpersonal 
Relationships 

What is the level of trust?  
Is there mutual support? 
Is there geniune friendliness? 
Is a sense of emotional safety present? 

Assess Your Team on the Following Scale 
Low (1) Developing(2) High(3) 

1 The team is clear on its shared goals 

2 Team members are clear on their 
individual roles and responsibilities 

3 There are clear operating procedures to 
ensure workflow 

4 There is a climate of trust, appreciation and 
mutual suppport among team members 

Total your score 
assess your responses and discuss 

how your team can improve 16



 

 

Instantly Poll Your Team 
with the Fist to Five Model 
 
This decision-making tools allows you to instantly read the group’s opinions and responses.  
 
The Fist to Five is a technique for quickly getting feedback or gauging consensus during a meeting. 
The leader makes a statement, or a decision is made, then asks everyone to show their level of 
agreement with the statement by holding up a number of fingers, from 5 for wild enthusiasm down 
to a clenched fist for vehement opposition. 
 
 

 

 

 
 
 
 
 

Lack of Consensus Consensus 
 
No way! 
I’ll black this. 

 
I see MAJOR 
issues we need 
to resolve. 

 
I see MINOR 
issues we need 
to resolve now. 

 
I see MINOR 
issues we can 
resolve later. 

 
I am fine with 
this as it is. 

 
I love this!  
I will champion it! 
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Step 4:
Start using Strategic Planning Tools 

Envision the future with the Outcome Thinking Model 

Assess your organization or project with the SWOT Analysis 

Brainstorming and idea roll up: Create high level strategic goals  

Prioritizing strategic goals: Use the Prioritization Matrix  

Use SMART Goals to build goals 

Test your ideas with the POINT Model worksheet 

Get to the root cause of a problem with the 5-Why Model

Create a Project Timeline 

Complete Project Status Reports 

“It’s not enough to stare up the steps, we must step up the stairs.” 

Varclav Harva 
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Envisioning the Future  
Outcome Thinking Model 

Thinking Backwards from Perfect 

Benefits Outcome thinking is a tool that most already use intuitively. Outcome thinking, 
or thinking with the end in mind, enables us to avoid the pitfalls of a problem-
focus to consider the impact we truly want to make. This allows us to maintain a 
possibilities mindset that can drive better outcomes despite problems along 
the way. 

Instructions Begin by creating a positive statement that identifies the desired outcome you 
are seeking, plus the benefits to the organization, stakeholders, or users. Then, 
create the specific success measures for this outcome. Then working backwards 
from the desired outcome, identify the necessary steps needed to achieve the 
outcome. Finally, assign roles and timelines to the steps. 

Review the plan to identify the obstacles or challenges you are likely to face at 
each step. 
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Outcome Thinking Model 

1 Imagine the best possible outcome or  
impact you are trying to make and create a 
desired outcome statement:   
What specifically do you want to achieve,  
and by what date? 

Example: "By January 1, 2022, we will complete 
our priority project (explain project and specifics). 

2 Working backwards from the outcome, 
identify the action steps and milestones 
you need to accomplish to reach your 
final goal.  

3 Continue to work backwards to create 
additional action steps until you reach the 
outcome. 

4 Remember to assign roles and 
timelines to each step. 

5 When you read a backward plan, it doesn't 
look much different from a traditional 
forward plan. However, creating a backward 
plan is very different. You need to force 
yourself to think from a completely new 
perspective, to help you see things that you 
might miss if you use a traditional, forward-
looking chronological process. 
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Outcome Thinking Worksheet 

Desired 
Outcome 

 
 

STEP 4 Date: 
Goal, roles, procedures   

STEP 3 Date: 
Goal, roles, procedures  

STEP 2 Date: 
Goal, roles, procedures 

 
 
 
 
 

STEP 1 Date: 
Goal, roles, procedures 
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Assess your Organization or Project with  
the SWOT Analysis 

 
 
 
  

Benefits 
 

Use the SWOT Analysis to assess your organization's current position before 
you decide on any new strategy. 

Find out what's working well, and what's not. Ask yourself where you want to 
go, how you might get there – and what might get in your way. These are big 
issues, and you'll need a powerful but simple technique to help you: SWOT 
Analysis. 

 
  

Instructions 
 

Use the SWOT Analysis to assess your organization, group, services, or any 
initiative. Follow the prompts embedded in the graphic below. Debrief the 
SWOT Analysis exercise by connecting inter-related issues, focusing on priority 
issues and noting actionable items.   
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SWOT Analysis 

HELPFUL HARMFUL 

Strengths Weaknesses 

What do you do particularly well? 
 
What do you so that his unique in the 
“marketplace”? 
 
What do your patients, user groups, or others 
ask for you to do repeatedly? 
 
What tools/resources do you have to 
accomplish your tasks? 

What are you uncomfortable doing? 
 
What needed staff, resources, or skills do you 
lack?  
 
What do you do but consistently perform poorly 
at?  

Opportunities Threats 

Are there new situations coming down the road 
that you can take advantage of like new 
programs being offered? New funding? New 
tools available for you to use? 
 
Are there gaps in the “marketplace or emerging 
needs ” that you can fill? 
 
Are there partnerships that might be fruitful? 

Is there any competition and what do they offer 
that you can’t do as well? 
 
Are there “environmental” changes or situations 
that could cause problems for you and your 
programs or services? 
 
What other roadblocks are being thrown in 
your path? 
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SWOT Analysis Worksheet 

HELPFUL HARMFUL 

Strengths Weaknesses 

 
 
 
 
 
 
 
 
 
 
 
 

  

Opportunities Threats 
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Brainstorming:  
Generating Great Ideas Tool 

Divergent thinking tool 
Benefits • Allows good ideas to be offered 

• Equalizes the meeting participants - allowing all group members to give input 
• Promotes creative collaboration by groups 

Instructions 1. If meeting virtually, ask each person to have access to paper and pen. If 
collocated, ensure everyone gets a stack of sticky notes  

2. Write down a statement of the challenge so it is visible to all. 

3. Remind the group of the Divergent Thinking Guidelines. 

4. Set a minimum quota of ideas to generate and keep going until you meet it. 

5. Ideas should be stated in “headline” form (a maximum of 5-6 words). 

6. Periodically (every 5 ideas or so) check-in with the group to make sure the 
ideas are going in the right direction. 

7. Proceed until you have met your quota, or you have enough ideas to answer 
the challenge. 

“There are no old roads to new directions.” 

The Boston Consulting Group
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Share and Assess Your Ideas: 
Idea Roll-up   
 
 Idea Roll-up: From Divergent to Convergent   
 
Benefits Work to assess the ideas you generated in the brainstorming session to 

build consensus and converge on the best ideas.  

Instructions 
 

1. If meeting virtually or co-located, ask each person to review their 
idea list and select their top 10 favorite ideas before sharing their list 
with the group.  
 

2. If meeting virtually, create a breakout room for two to explore and 
merge their top 10 lists into one top 10 list. If co-located, pair people 
up to share their top 10 lists; reduce the shared list to one top 10 
ideas.  
 

3. If meeting virtually, create successive breakout rooms to merge 
teams, share lists and reduce their list to their shared top 10 
favorites. Continue to merge teams together in breakout rooms 
until one top 10 list is merged and achieved. If co-located, continue 
to merge pairs into teams to share top 10 lists and merge into one 
list of favorites.  
   

4. Place the list on the screen or rewrite it on a whiteboard or flipchart 
paper to allow everyone to see the top 10 favorites list. Then ask 
everyone to place a checkmark beside their top 5 options they like 
best. (Ask people to choose first, then write down, before they go up 
to place their checkmark beside their favorite ideas/options to avoid 
“group thinking”). 
 

5. Look for ideas with the most checkmarks and determine the top 
priorities by the number of checkmarks the idea received. 
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Create a High-Level Strategic 
Ideas or Goals List - Worksheet 
 
Take your top-rated ideas or goals and place them on the following: 
 

1  

2  

3  

4  

5  
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Prioritizing Projects:  
Create a Prioritization Matrix to Make Decisions 

Benefits 
 

A prioritization matrix serves to identify the most important problems.  
This structured, objective approach helps achieve collaborative consensus while 
satisfying the varied needs of the user and organization. 

A prioritization matrix is a 2D-visual that shows the relative importance of a set 
of items based on two weighted criteria; impact and feasibility. 

  

Instructions 
 

1. Establish the items, criteria, and scale you will use 
There are three initial steps to creating a prioritization chart. First, establish the 
items you are prioritizing. These can be: 

• Projects  
• Programs  
• Ideas  
• Features that you plan to implement  
• User groups (those impacted) 
• Research activities 

Next, you’ll define the criteria according to which you’ll perform the 
prioritization. For example, for prioritizing different ideas, the criteria could be 
impact on the user(s) or feasibility.  

Once you have the items and criteria, develop the scale. The scale can be as 
simple as high or low (if your criteria are feasibility or impact on the user, for 
example).   

2. Individually vote  
Ask team members to consider where they would place each item onto the 
matrix.  
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3. Use votes as a basis for placing items 
Using the team’s votes as a guideline, collaboratively place each item onto your 
chart. There should be little discussion in this step. The goal is only to get the 
items up onto the plot based on the votes gathered from the prior step. 

4. Discuss and negotiate placement 
Once everything is placed onto the chart, it’s time to discuss the results and 
compare where items fell. Some questions to ask include: 

• What are you seeing? What results were expected? Unexpected? 
• Do we agree with the placement? 
• Let’s hear from those who have differing opinions and ideas.

Throughout discussion, the team should feel free to collaboratively move items. 
At the end, there should be agreement on the final placement of all the items. 

5. Share out and drive action 
Following the plotting and discussion, the map should be documented and 
shared with stakeholders. The exercise should result in a clear action plan and 
timeline. 

“The essence of strategy is choosing what not to do.” 

Michael Porter
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Prioritization Matrix How-To 

 

Im
pa

ct
 an

d 
Va

lu
e  

H
ig

h HIGH IMPACT 
LOW FEASIBILITY: Maybe  
 
Seek buy-in and explore options 

• Use the Outcome Thinking 
Model 

• Use the Brainstorming Model 
• Use the Fist to Five Model 
• Medium to high priority 

 

HIGH IMPACT 
HIGH FEASIBILITY: Yes 
 
Probability of high returns / quick wins  

• Use Who Benefits Model 
• Use the Fist to Five Model 
• High priority 

 

Lo
w

 

LOW IMPACT 
LOW FEASIBILITY: No 
 
Evaluate and revisit need  

• Use the Fist to Five Model 
• Use the Who Benefits Model 
• Consider redesigning 
• Consider eliminating 
• Low priority  

 

LOW IMPACT 
HIGH FEASIBILITY: Maybe 
 
Consider how to make more feasible 

• If the need exists, consider how 
to increase feasibility 

• Use the Who Benefits Model  
• Use the Outcome Thinking 

Model 
• Use the Fist to Five Model 
• Medium priority 

 

  Low High 

  Feasibility and Effort 
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Prioritization Matrix Worksheet  

 

Im
pa

ct
 an

d 
Va

lu
e 

H
ig

h HIGH IMPACT 
LOW FEASIBILITY 
 
 
 
 
 
 
 
 
 
 

HIGH IMPACT 
HIGH FEASIBILITY 
 

Lo
w

 

LOW IMPACT 
LOW FEASIBILITY 
 
 
 
 
 
 
 
 
 
 
 

LOW IMPACT 
HIGH FEASIBILITY 

  Low High 

  Feasibility and Effort 
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Use SMART Goals to Build Goals 

 

Benefits 
 

 Smart goals allow you to build clearly defined goals with ease. 

Instructions 
 

Use the following to guide for the creation of your SMART goals: 
 
Specific 

• A clearly defined goal will provide a target and means of measurement. 
 

•  A specific goal has a much greater chance of being accomplished than a 
general goal. 
 

•  Avoid the general, "I want to be better at my job." Instead, say, "I want to 
make this much money or achieve this title." Indicate precisely what is to be 
done. Avoid vague alternatives. 
 

• To set a specific goal you must answer the six "W" questions:  
 Who: Who is involved?  

What: What do I want to accomplish? Where: Identify a location.  
When: Establish a time frame. Which: Identify requirements and constraints. 

 Why: Specific reasons, purpose or benefits of accomplishing the goal. 

 
 
Measurable 

• Establish concrete criteria for measuring results and progress (milestones) 
toward the attainment of each goal you set. When you measure your 
progress, you stay on track, reach your target dates, and experience the 
exhilaration of achievement that spurs you on to continued effort required to 
reach your goal.  
 

• To determine if your goal is measurable, ask questions such as......How much? 
How many? How will I know when it is accomplished?  What are milestones? 
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Achievable 

• Goals are different from a vision or dream. A vision or dream is about 
possibilities. Goals are about results. 

• When setting goals, it is critical that we choose a direction that is doable. 

Some goals may require a large stretch in our abilities, and others may not. 
Goals again are about results – not necessarily how you have grown, 
stretched, failed, or become a better human being – these are benefits that 
our goal achievement can provide.

• The real question is whether the goal is possible for you at this point in time. 

Relevant 

• Goals/targets must be linked to department and organization targets and 
ultimately to the strategic plan of the organization. 

• The goals must accomplish what is important to the job at hand. 

• Goals must not duplicate other efforts. 

Time-bound 

• Goals need to have a real target date for completion.

• Target dates help for a few different reasons. 
1) It helps to create a sense of urgency around the goal. 2) It helps with setting 
priorities as we balance all the goals & activities we are working on. 3) It is 
from a target date that effective milestones can be set. 4) It allows for a 
greater sense of accomplishment and closure with goal success. 
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Smart Goal Worksheet 
 

Specific Goal 
No generalities, use action 
verbs.  

 
 
 
 
 
 

Measurable 
Outcome 
Indications: Quality, quality, 
timelessness, cost. 

 
 
 
 
 
 
 
 

Achievable 
Stretch yourself so you feel 
challenged but make it also 
achievable within your realm of 
authority and capabilities. 

 
 
 
 
 
 
 
 

Relevant / Realistic 
Can you realistically achieve the 
objectives with the resources 
available? 

 
 
 
 
 
 
 

Time Bound  
When does the objective need 
to be completed? 
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Test Your Top Ideas with 
the POINT Model Worksheet 
 

Pluses: list what is good, positive, and praiseworthy about the idea (always do this first) 

1  
2  
3  
 
Opportunities: list the future possibilities, what this idea might lead to if it 
becomes a reality 
1 It might… 

2 It might… 

3 It might… 
 

 
Issues: list the shortcomings, limitations, or weaknesses of the idea;  
begin with the solution focused “How to…” 
1 How to: 

2 How to: 

3 How to: 
 
New thinking: generate ideas to overcome the issues, starting with the most important  

1 Overcome by… 

2 Overcome by… 

3 Overcome by… 
 

Benefits 
 

POINT is a four-step approach to evaluate an option, idea, or solution.  
"POINT" is an acronym for pluses, opportunities, issues, and new thinking. 

Instructions 
 

 Make a list of the pluses, then of the opportunities (potentials), then of the issues 
(concerns, expressed as problem statements), and finally new thinking on how to 
overcome the issues. 
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Get to the Root Cause of a Problem with 
The 5-Why Model 

Benefits The 5-Why model is one the simplest, easiest to use tools to help identify the root 
cause of a problem. It can help determine the relationship between different root 
causes of a problem. 

Instructions Any time something unexpected happens, consider conducting a root cause 
analysis using the 5-Why’s Model. 

Step 1: Invite anyone affected by the issue. 

As soon as the problem or situation is identified (and all immediate concerns 
are dealt with), invite anyone at all on the team who was affected or noticed 
the issue to be involved in a 5-Whys meeting. 

Step 2: Select a 5 Whys master for the meeting 

Appoint a 5-Whys master (who can be anyone) to lead the discussion, ask the 
5-whys, and assign responsibility for the solutions the group comes up with.
The rest of those involved will answer those questions and discuss. 

Step 3: Ask “why” five times 

Dig at least five levels deep into the issue with five levels of “whys.” This seems 
like the simplest part but can in fact get a bit tricky! Getting the right question 
to start with the first why is key. 

Step 4: Assign responsibility for solutions 

At the end of the exercise, go through each why question-and-answer pairing 
and come up with five related “corrective actions” that are agreed upon. The 
master assigns responsibility for the solutions to various participants in the 
discussion. 

Step 5: Email the whole team the results 

After each 5-Whys process, someone involved in the meeting will write down 
what was discussed in the clearest, plainest language as possible.  Then email 
the whole team with the results. 36



5-Why’s Worksheet

Define 
the Problem 

Why is it happening? 

Why is that? 

Why is that? 

Why is that? 

Why is that? 

Why is that? 
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Assess and Review Decisions with the 
Who Benefits Model 

Is it good for 
our future? 

Is it good for our 
organization? 

Is it 
sustainable? 

Is it good for our 
patients(s)? 

Is it aligned to 
our purpose? 

Is it good for 
me? 

Is it good for our group and all other groups involved? 
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Create a 
High Level Strategic Goal List Worksheet 
 

 
  

Benefits 
 

The list complies all your smart goals in one place for easy review with all team 
members    

  

Instructions 
 

Begin by meeting with your charter team to develop the “blueprint” of how 
you will work together on your goals and complete the provided template.     
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Strategic Goal List 
 

 
# AAP Goal 

Name 
Goal 
Description  FY  Priority          

Theme 
Strategic 
Tactical Sponsors Smart Goal 

Completed 

Project  Status 
Report 
Completed 

Overall 
Progress 

Completion 
Date 
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Create a 
Project Timeline Worksheet 
 

 

Benefits 
 

Create a project timeline to ensure that projects move forward when everyone 
knows and understands the timeline.  

  

Instructions 
 

Using the editable Project Timeline Worksheet, create timelines to share with 
your group.   
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Project Timeline Worksheet  
             

DE
C             

NO
V             

OC
T             

SE
PT

 

            

AU
G             

JU
L             

JU
N             

MA
Y             

AP
R              

MA
R             

FE
B              

JA
N             
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Project Status Report Worksheet   

 
 
   
    

Benefits 
 

Checking in on progress increases accountability and speeds progress.  
Use this worksheet to ensure both.  

  

Instructions 
 

Using the editable Project Progress Check-in Worksheet to create and share 
with your group.   
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Report Date Project Name Prepared By 
Date Project Name 

Status Summary 
To get started right away, just tap any placeholder text (such as this) and start typing to replace it 
with your own. 

Project Overview 

Task  % Done Due date Owner  Notes 
     

     

     

     

     

     

     

     

     

     

 

 
 

 
 

 
Project Status Report 

Project Summary 

Conclusions/Recommendations 
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Appendix 
 
 

Test your Strategic Skills 

Best Practices Checklist for Planning a Strategic Planning Session 

A Short List of Academy Acronyms  

 
 
 
 
 
 
 
 
 
 
 
 
 
 
 

  

“A good plan now is better than a great plan too late.” 
 

Verne Harnish 
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Test your Strategic Skills  
Use this assessment before and after training to ensure that you 
improve your strategic planning skills.  
 
Take pre-test and rate your current strategy thinking and planning skills: 
 

1 Do you use a growth mindset?  
To what extent do you currently use a growth mindset 
when you strategize? 
A growth mindset helps you persevere through challenge with the belief that 
effort and attitude are important to success? 
 
 

 
1.Never  
 
2. Sometmes 
 
3. Often  

2 Are you a strategic thinker?  
To what extent do you currently possess a strategic mindset?  
 
Being a strategig thinker helps you see  the “big picture”  
by considering the needs and the emerging trends of those you serve. 

1. Never  
 
2. Sometmes 
 
3. Often  

3 Do your projects align to organizational goals?  
To what extent do you currently think about aligning to organization goals?  
 
Considering  your organization’s vision, mission, values, and strategic goals helps  
your section, committee, or council stay aligned to the AAP. 
 

1. Never  
 
2. Sometmes 
 
3. Often  

 

4 Does your team collaborate effectively?  
To what extent is your section, committee or council team collaborating as 
effectively as possible? 

1. Never  
 
2. Sometmes 
 
3. Often  

5 Do you use strategic tools?  
To what extent does your section, committee or council team currently use 
strategic thinking tools to make progress toward your goals? 

1. Never  
 
2. Sometmes 
 
3. Often  

Answer key:   Add your total numbers:    Questions to Ponder: 
12-15 Strategic skills are at the mastery level. What do you do well right now,  
8-11 Working toward skill mastery.  And what do you need to improve? 
5-7 Indicates a need to improve stratgic skills. 

s 
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Best Practices Checklist for Planning a  
Strategic Planning Session 
 
Tim Buividas, Corporate Learning Institute  
tbuividas@corplearning.com 
 
The following tips for planning a strategic planning session have been gathered and learned over the 
past 25 years while working with clients – such as you. We hope that they stimulate your thinking, 
reinforce what you may already know and possibly provide a bit of new knowledge for you. 
 

Know what you want to accomplish  
Be candid and honest about how you want to approach your strategic planning sessions. 
Some organizations treat strategic planning like it is an editing session of last year’s 
document, others treat it as a necessary evil to please board members and still others see it as 
their personal responsibly, as leaders of people, to set direction to keep their organization 
alive, healthy and providing great services and results for years to come.  
 
It is important to clearly identify your planning session goals and objectives. What are the 
specific take-ways from your session? What must be done and accomplished at the session?  
 
Sessions can be designed as lofty brainstorming in nature focusing on vision development of 
possible future directions, others can be very tactical in nature – often it can be both. One 
word of caution – do not bite off more than you can chew. Keep your objectives down to a few 
and then accomplish them. 
 
Choose the appropriate players 
Empowerment, team building, and participative management are wonderful concepts, but 
they are of little use at a strategic planning session. Let these be the byproducts of what 
happens at a session or hold a separate session. The purpose of strategic planning is to plan. 
why and encourage them to step-up for possible consideration in future sessions. 
 
Get clear on your process & language 
Aristotle said, “Without definition there is no meaning” If you Google strategic planning, 
mission, or vision you will find many different approaches and definitions of these terms. 
Find an approach that makes sense for your organization. Keep it simple. Define the terms in 
your strategic plan. Here are basic components of a complete strategic plan. We recommend 
that for your initial planning process that you begin at the Mission (purpose)and continue 
through to the Strategic Objectives. 
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Mission 
A mission or purpose is a statement that specifies an organization’s  
purpose or “reason for being.”  It is the primary objective toward which the organization’s 
plans and programs should be aimed. 

Vision 
The vision of an organization is a concise word picture of the organization at some future time, 
which sets the overall direction of the organization.  It is what the organization strives to be.   

Values in Action 
Values are the collective principles and ideals, which guide the thoughts and actions of an 
individual, or a group of individuals.  Values define the character of an organization.  

Culture 
A system of shared values about what is important and beliefs about how things work that 
produce the norms and expectations of performance.  

Key Accountability Areas 
These are the critical links between the Mission / Vision / Values and day to day work life. 
These keys are the “what” each team member must focus on achieving daily. They may include: 

• Revenue / Profitability / Funding 
• Continuous Improvement of People 
• Continuous Improvement of Systems 
• Stakeholder Satisfaction 

These are your daily scorecard items, the key performance indicators of measuring your results. 

Strategic Objectives 
These are specific targets that organization strives to attain. They can be quantitative or 
qualitative. Multiple targets are often established 

Strategic Approach 
These are broad concepts on the approach to be taken to accomplish the strategic objectives.  
An example is the use of Cross Functional Teams. 

Operating Plans 
The operating plan is intended to provide detailed implementation guidance and budget to 
reach the Strategic Objectives. 

Functional, Team and Individual Goals 
These goals become the “what” and then the “how” of fulfilling the plan. These goals align all 
employees up though the Mission, Vision and Values.  
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An objectively derived review of the previous strategic plan results will need to  
be completed for each area of concern (department or function) along with an overall 
organizational review. In this review the key successes and failures along with work in 
progress must be discussed from a root cause perspective. The data is put together to 
create a Strategic Review Document. This document is then distributed, prior to the 
session, to attendees. 

Prepare your participants 
After choosing your players you must next get everyone on board with the strategic 
process before a session is held. The better participants are prepared the more effective 
the session will be. Have people do they homework. Insist that they read and understand 
and are prepared to discuss the strategic review document.  

Do extensive research 
Prior to your session all participants should research, gather and review all possible 
internal and external factors and data that can possibly be found that may impact your 
future success. Examples are internal survey feedback; industry trends and benchmarks 
(both in and out of your industry).  

Design your session appropriately 
Where many strategic planning sessions fail is in the specific design of the session.  
The design must be well thought out and specific just about to the minute. Ground rules 
and effective meeting practices (like timekeeper, facilitator and scribe roles) should be 
established and communicated upfront. Design the time together to include group 
discussion, solo time, mini-presentations, activities to stimulate thought, appropriate 
time for breaks and use of strategic tools (like a SWOT analysis).  

Choose the best location 
We suggest that all strategic planning be held in a quiet space, on-or offsite. Choose a 
location provide a distraction free environment that promotes creative thinking and the 
ability to focus. We suggest that room setup include both round tables and some sort of 
“living room” arrangement.  

Facilitate group dynamics 
The good news is that with proper planning & design the actual meeting can run very 
smoothly. The most important focus for the actual session is facilitating group dynamics. 
If the dynamics are not managed well it can cause a shift away from your design. This can 
impact your desired results. If group dynamics are managed well your process will have 
great success.  If facilitation is not your forte – bring in a professional. Mismanaged group 
dynamics can cause more harm than good. 

Create a Strategic Review Document 
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Have you ever been in a meeting where the group is beating an issue to death or there is 
debate around an issue that we have already agreed upon – but none seems to know it? This 
happens often in passionate groups who are caught up in doing appears to be what is right. In 
these situations, you need a strong facilitator / leader who can call out for or decide. Be an 
effective leader and encourage the group to come to a decision. If they cannot make the 
decision, again be an effective leader, make the decision if you can and move on. If no one can 
make a decision then put it to the side and move on to other areas of focus. Use the Fist to 
Five decision-making model to help move the team toward making better decisions.   

Set realistic next steps 
In today’s results focused, highly urgent society that we live in the expectation can be that 
when your session is over that you will have gained 100% commitment, have completed 
detailed action plans, and have all your ducks in a row for next step planning. Most groups 
rush at the end of their sessions and make a poor attempt to document a list of action steps 
that are not clearly defined and that do not have 100% commitment. It is more important to 
use your time wisely and summarize what was discussed and decided upon. Document all 
decisions, ideas and suggestions for future actions and next steps. The best next step is to 
schedule another meeting. This allows participants to step away from the planning process 
and re-group. Have the data correlated and draft your new strategic plan and distribute prior 
to the follow-up meeting. 

Hold a follow-up meeting
Hold a follow-up meeting to review the first draft of your strategic plan.  
Have all participants submit their edits prior to the meeting. The goal of this meeting is to 
complete your first final version of your strategic plan. 

Create Charter Teams 
Now instead of letting that strategic plan sit in a desk drawer for the next 3 months only to be 
pulled out for your first quarterly review we suggest that you immediately form charter 
teams comprised of people who what to make a difference and who have the power, ability, 
and influence in your organization to focus on specific   

This group will be chartered to drive change throughout the organization based on the 
strategic plan objectives. This group will need to develop operating plans, functional, team 
and individual goals and formal action plans to carry out the strategic plan throughout the 
year. Use the Team Charter Template as a guide.  

Get to Decisions 
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Complete your final 
Strategic Plan Document 

  
Now that you have worked through your goals and priorities it is time to write your final report. The 
final report should minimally include the following: 
 
 
 
  

1. Executive Overview 

2. Your Mission Statement 

3. Your Vision Statement 

4. High Level Strategic Goal List 

5. SMART Goal List (One for each Goal) 

6. Initial Project Status Report (One for each goal) 

7. Overall Timeline 

8. Conclusion 
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Simplify your Language 

AAP Key Acronyms
Here is a handy list of acronyms commonly used in AAP project work: 

ACD Activities done with Chapters and Districts 

ADP Advocacy for Pediatricians and Child Health Specialists 

ADV Advocacy for children 

CAP Collaboration with other AAP entities 

COA Collaboration with other Societies and entities 

CSA Communication of Section Activities (e.g. Listserv, Newsletter, etc.) 

DAI Promotion of diversity and inclusion 

EDU Education (e.g. NCE programs, PREP, etc.) 

EMO Engage members outside EC 

INP Inclusion of parents  

IRM Increase membership 

LDR Leadership training 

MCD Mechanism for working with Chapters and DIstricts 

MOC Support of members in receiving maintenance of Certification credit 

PUB Publications 

PVM Promote value to members 

SAL Sharing ALF Leadership lessons 

YPH YPH Involvement of trainess and young physicians 

A Short List of Academy Acronyms 
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The Adizes Lifecycle Assessment 
 https://lifecycle.adizes.com/ 

Project management templates: 
 https://www.stakeholdermap.com/project-templates/team-charter-template.html 

For Further Reading 
Great by Choice: 
Jim Collins uses current research to develop a framework for thinking about the opportunities that 
your business must grow or founder. 
 www.jimcollins.com/books.html 

Seven Strategy Questions:  
This great new HBR book offers a look into the essential questions that your organization must 
answer to maintain viability and growth 
 http://hbswk.hbs.edu/item/6493.html 

Business Model Genertion: 
This book gives great ideas for generating innovative business models in a creative 
and engaging format 
 http://www.businessmodelgeneration.com/book/ 

Dweck, Carol S. 2008. Mindset. 
New York, NY: Ballantine Books. 

Growth Mindset Self-Assessment  
https://www.londonacademyofit.co.uk/blog/interactive-quiz-fixed-vs-growth-mindset 
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