
Stop Building the Plane as We 
Fly It: Being Intentional with 
Strategic Planning
Innovation Hub Learning Community

May 2024



Innovation Hub Learning Community (IHLC)

IHLC Webinar Series
• Focuses on skills and strategies you can 

apply to your work to improve your 
organizational processes, expand the 
scope and impact of your practice, and 
plan for program sustainability

• Open to all, not just Innovation Hub 
practices



Objective 1

Understand the importance and benefit of strategic planning, including 

defining success and goals. 

Learning 
Objectives

Objective 2

Objective 3

Practice applying Aim Statements and KPI Trees to support your 

organization in developing and tracking progress towards strategic goals.

Understand how Key Performance Indicators (KPIs) and Theory of Change 

can strengthen strategic foundations and define key aspects of your work. 



AGENDA
Key Performance Indicators & Aim Statements 
Refresher
20 MINUTES

Connecting Key Performance Indicators & Strategic 
Planning
15 MINUTES

Theory of Change
15 MINUTES

Q&A
10 MINUTES
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AIM STATEMENT KEY PERFORMANCE 
INDICATORS

THEORY OF CHANGE



Case Study
You are the Director of Programs at a doula serviced organization tasked with 
adding a new goal into the five-year strategic plan. The new goal was initially 
developed to address a concern on low attendance rates of postpartum visits 
reported by five partnered hospitals. The goal will focus on identifying how your 
organization and providers at five hospitals can leverage partnership to increase 
the number of postpartum visits attended by clients/new parents.

Your objectives will address how the organization plans to increase the number of 
postpartum visits clients attend in 2024-2025.



LEARN
Aim Statements 
Refresher



AIM 
STATEMENTS

An aim statement is a clear, explicit summary of
what you hope to achieve over a specific amount
of time including the magnitude of change you
will achieve.

Aim Statement Template:
We aim to (ACCOMPLISH WHAT) because (WHY
IT IS IMPORTANT) with/for (THE COLLABORATOR/
POPULATION YOUR PROGRAM SEEKS TO
IMPACT) by (TIME-FRAME FOR THE PROJECT).

Based on content developed by the National MCH Workforce Development Center



Case Study 
Example Aim 
Statement

We aim to increase the percentage of clients 
receiving postpartum doula services  

because providers at five partnered hospital 
sites are reporting low numbers of 

attendance at postpartum well-visits. 
To do this, we will collaborate with new 

parents, postpartum doulas, and providers 
at five partner hospitals and identify any 

barriers to care by the end of 2025.



LEARN
Key Performance 
Indicators Refresher



KEY 
PERFORMANCE 

INDICATORS

Key performance indicators (KPIs) are 
qualifiable measures of performance over time 
for a specific objective.

A KPI should be:
• Aligned
• Actionable
• Realistic
• Measurable

https://www.klipfolio.com/resources/articles/what-is-a-key-performance-indicator



KPIs vs. Metrics

Key Performance 
Indicator Metric 

• Specific measurable 
goals

• Give holistic view of 
where you stand 
related to goals

• Timebound
• SMART goal

• Way to track 
progress towards 
those goals/KPIs

• Tied to specific 
activities

• Typically related to 
ongoing day-to-day 
processes



Types of KPIs

Process Oriented Results Oriented

Inputs Outputs and related to CSF



Critical Success Factors (CSF)
• Elements necessary for a strategy to be successful 

• Reflect the Voice of the Customer

• Improve delivery performance of your organization
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KPI Tree
• Visualization method that 

allows an organization’s 
objectives to be broken 
into granular outcomes 
and relevant KPIs

• Allow you to visualize 
complex relationships and 
interdependencies within 
an organization

• Highlights intersections

Overall Aim 

Strategic 
Objective

Critical Success 
Factor

Key Performance 
Indicator

Critical Success 
Factor

Key Performance 
Indicator

Strategic 
Objective

Critical Success 
Factor

Key Performance 
Indicator

Data to be 
Collected



Summary: Tips 
for Creating 
KPIs

• Tie your KPI performance measures to your strategic goals.
You can use the aim statement to help you develop a 
strategic goal or tie it into one using a strategic goal your 
organization already has created. 

• Keep them concise, realistic, and clear-cut. Everyone in 
your organization should be able to understand the KPI 
measures, especially if they are apart of the collection 
process. Data literacy is key here.

• Avoid KPI Overload. KPI overload can be avoided in the 
initial planning stages during your strategic planning. 
Sometimes this could be a good place to see where staff 
roles or current measures may intersect/interact in your 
organization. Are many teams collecting similar pieces of 
information? 

https://www.qlik.com/us/kpi

https://www.qlik.com/us/kpi


LEARN
Connecting Key 
Performance 
Indicators to Strategic 
Planning



WHAT DO THESE 
STRATEGIC PLANS 

HAVE IN COMMON?

Strategic Plan Examples



Critical 
Success 
Factors

Let's use an example from 
AMCHP’s Strategic Plan.

Implement 
Communications 

Goals by 2027

Communications 
Goal #1

Increase followers by 20% 
on all social media 

platforms to increase 
AMCHP’s brand 

awareness 

# of current followers on 
LinkedIn, Instagram, and 

Twitter pages

Strategic 
Objective

Critical Success 
Factor

Key Performance 
Indicator

Aim



PRACTICE
Case Study Application
We aim to increase the percentage of clients receiving 
postpartum doula services because providers at five 
partnered hospital sites are reporting low numbers of 
attendance at postpartum well-visits. To do this, we will 
collaborate with new parents, postpartum doulas, and 
providers at five partner hospitals and identify any barriers 
to care by the end of 2025.



Case Study Example

Strategic Objectives
All clients attend and receive their postpartum visit 
in the 2024-25 year.

CSF: All clients have a postpartum doula.
◦ KPI: % of clients scheduled for a well-visit 3 

weeks after birth.

CSF: Timely rescheduling of no-shows
◦ KPI: % of no-show appointments 

rescheduled within 72 hours by the provider
◦ KPI: % of no-show clients contacted within 

72 hours by the postpartum doula

All providers must receive training on your 
organization’s partnership with the hospital and the 
role of postpartum doulas during well-visits.

CSF: At least 60% of postpartum doulas have been 
trained to educate providers.

◦ KPI: % of postpartum doulas trained to teach 
providers

◦ KPI: % of postpartum doulas opt out of training
CSF: All providers partnered with the organization have 
been trained at least 2 weeks prior to scheduled well-visit 
with patient.

◦ KPI: # of providers trained by well-visit date
◦ KPI: # of partners untrained by well-visit date
◦ KPI: # of providers attend well-visit training
◦ KPI: # of providers never attend training before

Overall Aim: All clients receiving care at the five hospital sites receive a postpartum well visit three weeks after birth.  



Case Study KPI Tree
All Clients Receive 

PP Well-Visit

All clients attend and 
receive their 

postpartum visit in the 
2024-25 year.

All clients have a 
postpartum doula.

% of clients 
scheduled for a well-

visit 3 weeks after 
birth.

Timely rescheduling 
of no-shows

% of no-show 
appointments 

rescheduled within 72 
hours by the provider

% of no-show clients 
contacted within 72 

hours by the 
postpartum doula

All providers must 
receive training 
hosted at org.

At least 60% of 
postpartum doulas 

have been trained to 
educate providers.

% of postpartum 
doulas trained to 
teach providers

% of postpartum 
doulas opt out of 

training

Overall Aim

Strategic Objective

CSFs

KPIs



Now you try! 
After speaking with your client, you realize parents are attending their visit, but not being 
seen and instead asked to reschedule because appointments were double booked on the 
provider side. 

Your team decides to go back and add a new critical success factor into your strategic plan to 
address how and why provider offices are double booking clients. 

 What Critical Success Factor might you create to track this issue?
 What Key Performance Indicator will you use to measure your CSF? 
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CSF: All clients report that they were seen by provider on their appointment date. 
KPI: % of clients report not being seen by provider on appt date
KPI: % of clients provider reschedules on appointment date
KPI: % of clients never rescheduled 



LEARN
Theory of Change



Theory of 
Change

What is it?
• Comprehensive description and illustration of how and 

why a desired change is expected to happen in a particular 
context

• Charts out the work ahead, what success looks like and 
how to get there

Why is it important for strategic 
planning?
• Basis for measurement, experimentation and learning
• Help teams test assumptions related to adapting and 

implementing strategies and clarify complicated pathways 
to change

• Helpful for complex systems change
• Serves as a compass, illuminating the desired goals, 

informing adaptations and identifying opportunities for 
meaningful measurement

https://www.aecf.org/resources/theory-of-change



Theory of Change Components
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Aim Statement Guiding 
Foundations/Principles

Working Assumptions Strategies/Activities

Outcomes (Short & 
Long term) Goals/Impact



Example 
Theory of 
Change

https://www.visionaction.org.uk/about-us/theory-of-change/



Example 
Theory of 
Change

https://assets.aecf.org/m/resourcedoc/aecf-theoryofchange-examples-2022.pdf



Example 
Theory of 
Change

https://assets.aecf.org/m/resourcedoc/aecf-theoryofchange-examples-2022.pdf



Example 
Theory of 
Change

https://assets.aecf.org/m/resourcedoc/aecf-theoryofchange-examples-2022.pdf



Example 
Theory of 
Change

https://assets.aecf.org/m/resourcedoc/aecf-theoryofchange-examples-2022.pdf



Case Study
You are the Director of Programs at a doula serviced organization tasked with 
adding a new goal into the five-year strategic plan. The new goal was initially 
developed to address a concern on low attendance rates of postpartum visits 
reported by five partnered hospitals. The goal will focus on identifying how your 
organization and providers at five hospitals can leverage partnership to increase 
the number of postpartum visits attended by clients/new parents.

Your objectives will address how the organization plans to increase the number of 
postpartum visits clients attend in 2024-2025.

PRACTICE



Guiding Principles

Identify partner hospitals

Train and recruit doulas

Establish partnerships 
with five hospitals

Increase the number of 
clients working with 

doulas

Improved maternal and 
infant health outcomes

CASE STUDY: 
THEORY OF 

CHANGE
Aim Statement

We aim to increase the 
percentage of clients receiving 
postpartum doula services  
because providers at five 
partnered hospital sites are 
reporting low numbers of 
attendance at postpartum well-
visits. To do this, we will 
collaborate with new parents, 
postpartum doulas, and 
providers at five partner 
hospitals and identify any 
barriers to care by the end of 
2025.

E

Health Equity Guided by Lived 
Experience

Collaboration Shared Decision 
Making

Reproductive 
freedom

Racial Justice

I

Activities Short Term Goals Long Term Goals

Human Centered

More postpartum people 
receive doula services

More coordinated MCH 
system of care



IHLC Opportunities

Quarterly Webinars on topics 
related to strengthening practice 
implementation and evaluation 

activities

Collaborative Circle to dig 
deeper into programmatic 

experiences, challenges, and 
learn from other IHLC members

JUNE 18th @ 3-4 pm EST



QUESTIONS?



Thank you!
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