
           REPOSITION  Review progress, assess what’s changed, and update the path accordingly.

DEFINE THE  
CHALLENGE
• Identify stakeholders

whose support is
essential.

• Confirm	stakeholders
view the challenge as
compelling	and	critical
for success.

WHAT IS?
• Include perspectives that
enhance	assessment
quality and credibility.

WHAT’S THE HOPE?
• Engage stakeholders
who	must	share	the
vision, either in vision
creation or validation.

WHAT’S IN THE WAY?
• Include perspectives

that enhance
assessment	quality	and
credibility.

• Learn concerns of
stakeholders likely to
block action
(i.e., identify core
concerns before creating
the path forward).

WHAT’S THE PATH?
• Validate strategies with

key stakeholders before
developing tactics.

• Delegate creation and
execution of tactics to
promote	ownership	and
accelerate progress.

• Select	measures	that
will	maintain	stakeholder
interest	and	demonstrate
the	plan’s	effectiveness.

Influence Considerations

STEP 1:
DEFINE THE 
CHALLENGE

ENTER END TIME

• Have you given enough
time	and	attention	to
“what’s not working”?

• Have you avoided
defining	the	challenge
so	specifically	that	it
proposes a part or all
of the solution (e.g.,
it shouldn’t include
“we need to” or “we
should”)?

• Will	meeting	the
challenge	as	defined
feel like success to all
involved?

STEP 2:
WHAT IS? 

ENTER END TIME

• Is the description of
current state directly
related to the challenge
question?

• Is the content fact-based
and objective?

• Is the content balanced
between internal
strengths and
weaknesses, and
external opportunities
and threats?

• Does the SWOT
describe current state,
not what to do about it
(e.g., not how to act on
opportunities)?

STEP 3:
WHAT’S  
THE HOPE?

ENTER END TIME

• Is	the	time	frame
for addressing the
challenge realistic?

• Do	the	vision	elements
describe a destination,
rather than how to
get there?

• Is the vision a
“reasonable aspiration”
(a stretch but
achievable given the
starting point)?

• Are there 3-6 vision
elements?

STEP 4:
WHAT’S IN 
THE WAY?

ENTER END TIME

• Are the obstacles
prioritized—those	most
likely to arise and then
those	most	problematic
if they did arise?

• Is there adequate
attention on “internal”
obstacles, those
related to the group
responsible	for	making
the plan work?

STEP 5:
WHAT’S  
THE PATH?

ENTER END TIME

• Were strategies created
before tactics?

• Are the strategies
statements	of	intention
and directional (vs.
goals or an end state)?

• Is	the	time	frame	for
strategies	longer-term
(e.g.,	12–18	months
vs. a few weeks)?

• Does each tactic
describe an action (you
can	see	it	completed),
and also have a
specific	due	date	and
one “owner” who
ensures the tactic is
executed properly?

Questions to Confirm You’ve Completed Each Step Effectively

Staying on Track

• Is	there	clear	accountability	with	mechanisms	to	follow-up,	assess	progress	and	improve	the	plan	ongoing?
• Is	there	a	clearly	designated	“Keeper	of	the	Flame”	who	acknowledged	his/her	role	during	meeting?

TOOLS:
Engaging Support Assessment
Brainstorming
Pull back the camera
Fair witness
Sort for impact: Simplest thing 
that works

TOOLS: 
Brainstorming
Fair witness
Pull back the camera
Sort for impact: Relevance 
to challenge

TOOLS: 
Fair witness: Realistic aspiration
Pull back the camera:  
Look for patterns in the details
Sort for impact

TOOLS: 
Fair witness
Pull back the camera
Sort for impact

TOOLS: 
Action Planning
Fair witness: Reality check
Pull back the camera
Sort for impact: FIT
Engaging Support + Likes, 
Concerns and Suggestions

BEING STRATEGIC
STEP 1:
DEFINE THE 
CHALLENGE
• Ask “What isn’t

working?”
• Ask “How can
we/I…?”

• Ask “Would this
feel like success?”

STEP 3:
WHAT’S  
THE HOPE?
• Pick	a	time	frame

for success.
• Describe what success

looks and feels like.
• Select the key
elements.

STEP 2:
WHAT IS? 

• Be a fair witness.
• List key positives

and negatives of 
the current situation 
relative to the 
challenge.

STEP 4:
WHAT’S IN 
THE WAY?
• Pull	back	the	camera:

Face facts.
• Be a fair witness.
• Sort	for	impact:
Identify	the	most	likely
and	most	significant
obstacles.

STEP 5:
WHAT’S  
THE PATH?
• Build	the	plan:
Strategies	first,	then
tactics with what, by
when, and who.

• Sort	for	impact:
What’s	most	feasible,
impactful	and	timely?
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           REPOSITION  Review progress, assess what’s changed, and update the path accordingly.

BEING STRATEGIC Consistently	making	those	core	directional	choices
that	best	move	you	toward	your	hoped-for	future.

STEP 1:
DEFINE THE 
CHALLENGE
• Ask “What isn’t

working?”
• Ask “How can
we/I…?”

• Ask “Would this
feel  like success?”

STEP 3:
WHAT’S  
THE HOPE?
• Pick	a	time	frame

for success.
• Describe what success

looks and feels like.
• Select the key
elements.

STEP 2:
WHAT IS?
• Be a fair witness.
• List key positives

and negatives of
the current situation 
relative to the 
challenge.

STEP 4:
WHAT’S IN 
THE WAY?
• Pull	back	the	camera:

Face facts.
• Be a fair witness.
• Sort	for	impact:
Identify	the	most	likely
and	most	significant
obstacles.

STEP 5:
WHAT’S  
THE PATH?
• Build	the	plan:
Strategies	first,	then
tactics with what, by
when, and who.

• Sort	for	impact:
What’s	most	feasible,
impactful	and	timely?

PULL BACK THE CAMERABE  A FAIR WITNESSSORT FOR IMPACT

BRAINSTORMACTION PLANREALITY CHECKENGAGING SUPPORT

NO JUDGING 
IDEAS
NO INTERRUPTING
NO WORKING 
WITH IDEAS 
(e.g., discussing how 
to	implement	or	gain 
support for an idea)

WHAT 
will happen?

WHO 
is accountable? 

WHEN 
will	it	be	complete?

CHECK: 
Current	commitments	of	
time	and	resources

Time	and	complexity	of	
execution

Execution through eyes of 
doer:	Motivation	(will	do)	
and capability (can do) 

System	implications,	
resistance and other  
“push-backs”

Needs	for	communication 
and coordination

ASSESS SUPPORT REQUIRED

ASK FOR LIKES, THEN CONCERNS AND 
SUGGESTIONS
Ask: What do you like about the plan?

Ask: What concerns do you have, and what would 
you suggest to address those concerns?

LESSMORE

Verbal support
Change

others’ behavior

Lead the way;
take big risks

AwarenessAct in support

TOOLS FOR BEING STRATEGIC
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