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A useful strategy when used appropriately...

*“Fire bullets, then cannonballs”

« If a major plan, strategy, initiative in the organization would have
significant cost (time, training, money, risk, etc) consider if you can
conduct a smaller scale trial before a full launch

« Evaluate level of success and determine whether to implement
fully, adjust, or cancel entirely.

+ Oftentimes people are scared to run tests like this because they
worry they will fail. That’s the POINT.

* Sometimes people want to jump in on splashy changes that will “solve
everything”.

+ Avoid rushing into major changes without proper reality testing
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1 Define the Problem
+This may sound almost too obvious, but it’s important

*What is the REAL issue
* You want to address the cause not the symptoms

+ Collect the information you need to define the problem

* You can’t properly determine underlying causes without enough
data/background information

*Consider the problem from multiple viewpoints
*What key priorities and values are involved?
*What outcome do you want? What does success ‘look like’?




image2.png
2 Weigh the Options

*Make sure possible plans actually address the problem in the
way you want.

*Avoid narrow framing; consider “and” instead of “either/or”
decisions

*Make sure you have someone pitch the opposing view if one
plan is gaining support

* Avoid group think

* Reality test your assumptions — be careful not to work in pure

theoreticals
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3 Create Plan

*Re-evaluate key components of the plan in the context of all
available info/data

+Seek additional input and encourage productive
disagreement

*Do ‘pre-mortem’; look around the corner for problems
+ “If something goes wrong with this plan, what will it be?”

+Decide in advance how you will evaluate success
*Be aware of ‘implementation dip’

*Ensure the process is appropriate and will be accepted by
stakeholders
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4 Gain Support
+ Even a great plan can fail simply from lack of support

+ Consider the expectations, hopes, and concerns of all your
stakeholders

* Tell a story with intellectual and emotional connection; show the
path forward

* The more argument you anticipate, the more data-rich your
presentation needs to be

* Don’t leave room for confusion; whether they agree or not, they
need to understand

« If you are proposing a substantial change, you need to create a
sense of need/urgency

* Work on the ‘rollout’ as seriously as you worked on the plan




image5.png
5 Implement the Solution

*Make sure the key people involved in the plan understand it
well enough to explain it (hearing it once isn’t enough)

*People need to know why they are doing things, not just
what they are doing

+Build capacity in your people; consider what training is
needed for success

*Make sure people clearly understands their roles
*Delegate, don’t abdicate (keep track of what’s happening)
*Anticipate problems
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6 Monitor and Evaluate

* For plans that are supposed to last, check progress and
success continuously

< If it isn’t working, end it officially

« If new plans fade away because they don’t work, you lose
credibility for next time. Address it and fix the problem.

«If it is working, make sure the range of stakeholders are
aware. Sometimes you only see what you are involved in

+Share credit generously, don’t assign blame
*Re-evaluate and look for improvements
* “Inspect what you expect”





