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Critical Success Factors

Key Factors to Consider Before
Embarking on a Strategic Plan:

• Organizational Readiness

• Prioritization for Implementation

• Ownership and Accountability

• Ongoing Monitoring and Evaluation
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ORGANIZATIONAL READINESS
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Organizational Readiness

Is the organization ready to actually use the 
plan that will be developed?

In specific what areas is the organization not 
well-positioned to act?

What is your plan to address these areas 
before, during or after the planning process?
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Organizational Readiness Assessment

Cultural Readiness NEVER SOMETIMES ALWAYS SCORE

Leaders use strategic plan to frame important 
decisions 1 2 3 4 5

We are able to forego consensus in order to reach 
timely strategic decisions 1 2 3 4 5

We value the role of the “devil’s advocate” and the 
contrarian voice 1 2 3 4 5

Our COO/CFO embraces strategic plan and 
supports implementation with analyses 1 2 3 4 5

Staff at all levels see the connection between 
strategic plan and their work 1 2 3 4 5

We have demonstrated ability to adapt quickly and 
act on opportunities 1 2 3 4 5

We are willing to innovate without success models 
elsewhere 1 2 3 4 5

We are willing to “pull the plug” when a strategy 
doesn’t pan out 1 2 3 4 5

Our leaders embrace change and consider experts’ 
predictions 1 2 3 4 5

TOTAL
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Organizational Readiness Assessment

Structural Readiness NEVER SOMETIMES ALWAYS SCORE

“Decision Rights” for implementation are clear and 
understood 1 2 3 4 5

We monitor plan implementation regularly 1 2 3 4 5

Our plan incorporate outcomes measures and 
measures of success 1 2 3 4 5

We have experience using scenario planning and 
other tools to address uncertainty 1 2 3 4 5

Strategic Planning and Financial Planning are 
integrated into one process 1 2 3 4 5

We communicate our strategic position 
assessments broadly 1 2 3 4 5

We are comfortable setting and using “triggers” to 
monitor changes and provide early warnings 1 2 3 4 5

CEO, COO and CSO participate in key decisions 1 2 3 4 5

We monitor actual vs predicted result for key 
strategic investment decisions 1 2 3 4 5

TOTAL
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Organizational Readiness Assessment
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Organizational Readiness Assessment
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Organizational Readiness
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PRIORITIZATION FOR
IMPLEMENTATION
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Prioritization for Implementation

Prioritize, “What”?

Mission
Vision
Goals
Strategies
Tactics
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Strategies: 
The specific initiatives or 
projects that must be 
undertaken to achieve your 
strategic goals. 

What we invest in.

These must be scheduled, 
budgeted for and managed.  
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Prioritization for Implementation

Three Prioritization Dimensions:

• Strategic Impact

• Ease/Difficulty of Implementation

• Critical Path Dependencies
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Strategic Priorities Survey 
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Survey Results:  Adjusted Medians
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High Strategic Value,  
Moderate Implementation
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High Strategic Value,  
Moderate Implementation

Area Goal Strategy Label
Education & 
Outreach

Students & 
Trainees

Recruit top undergraduate, graduate, and post-doctoral students to keep pace with the 
anticipated growth of the Canary Center.

E-1-1

Scientists & 
Physicians

Educate the broader scientific community on early cancer detection research findings 
and applications.

E-2-2

Organization 
& 
Infrastructure

Reputation Develop and promote the Stanford Canary Center identity as a place where 
outstanding scientific research is occurring in early cancer detection.

O-1-1

Collaboration Promote collaboration within the Center including inter-lab and inter-core partnerships. O-2-1

Faculty/Staff Incorporate faculty outside of the Canary Center to expand collaboration and research 
opportunities.

O-3-2

Create a positive and collaborative work culture that reflects the promise and 
excitement of the Center's vision and mission.

O-3-4

Management Establish and maintain an organizational framework that provides ongoing Center 
leadership and guidance and effectively manages the growth of the Center.

O-4-1

Research & 
Translation

Identify Create an ongoing dialogue with clinicians to identify opportunities for basic and 
translational research.

R-1-1

Create an interactive network of scientific colleagues that meets regularly to explore 
research avenues.

R-1-2

Discover Broadly and effectively disseminate research results. R-3-4

Translation 
Infrastructure

Identify industry and clinical collaborators to broadly evaluate new technologies, 
diagnostic tests, and ideas.
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:  
High Strategic Value,  
Difficult Implementation
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High Strategic Value,  
Difficult Implementation

Area Goal Strategy Label

Organization 
& 
Infrastructure

Collaboration Increase collaboration across the scientific, industry, and non-profit community that 
further the research, education, and organizational missions of the Canary Center.

O-2-3

Faculty/Staff Selectively recruit faculty and staff that support excellence and key areas of focus for 
the Center.

O-3-1

Management Ensure the Center's financial viability and ability to thrive. 0-4-3

Research & 
Translation

Discovery 
Infrastructure

Create and sustain a dynamic, robust, and well equipped infrastructure that supports 
Canary research.

R-2-2

Obtain, store and make available a robust inventory of bio-specimens and patient 
information.

R-2-3

Discover Help faculty identify, pursue, and attain funding for discovery. R-3-1

Translate Conduct and participate in clinical trials to verify and validate discoveries. R-5-1

Translate discoveries into tools that can be routinely used by patients and clinicians. R-5-2

Identify and work with industry and clinical collaborators to broadly disseminate new 
technology, tests, and ideas.
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Medium Strategic Value,  
Moderate Implementation
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Medium Strategic Value,  
Moderate Implementation

Area Goal Strategy Label

Education & 
Outreach

Students & 
Trainees

For students and trainees based at the Center, create innovative and interactive 
learning opportunities.

E-1-2

Create mechanisms for recognizing and rewarding excellence in research. E-1-3

For students and trainees in other programs, create opportunities to expose and 
inspire them to focus on early cancer detection.

E-1-4

Community Reach-out to the public to increase knowledge around early cancer detection. E-3-1

Partner with the Canary Foundation on outreach activities. E-3-2

Partner with Cancer-focused groups to provide education and outreach. E-3-3

Organization 
& 
Infrastructure

Reputation Disseminate and promote Canary Center achievements. O-1-2

Faculty/Staff Provide professional development to Center faculty and staff. O-3-3

Research & 
Translation

Discover Promote and reward high-risk, high reward, big ideas. R-3-2

Create review/mentoring boards to support the direction and implementation of 
research.
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Medium Strategic Value,  
Difficult Implementation
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Medium Strategic Value,  
Difficult Implementation

Area Goal Strategy Label

Education & 
Outreach

Scientists & 
Physicians

Increase scientist and physician knowledge around the importance of early detection, 
research methods, and clinical tools at Stanford.

E-2-1

Organization 
& 
Infrastructure

Collaboration Enable inter-disciplinary collaboration between the Center and Stanford colleagues. O-2-2

Management Effectively manage the achievement of Canary Center strategic goals. O-4-2

Leverage the Center's off-site location as an asset. O-4-4

Research & 
Translation

Identify Establish ties to industry to explore research needs and translational opportunities. R-1-3

Establish a process to evaluate and prioritize promising areas of research. R-1-4

Discovery 
Infrastructure

Develop data systems to integrate multiple sources of information. R-2-1

Translation 
Infrastructure

Create an infrastructure to support clinical trials. R-4-1

Develop mechanisms to efficiently and effectively manage the regulatory process. R-4-3
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Strategic Priorities: Critical Path

OUTREACH AND ENGAGEMENT STRATEGIES

O&I.3.2: Incorporate faculty outside the Center to expand collaboration and research 
opportunities


R.1.1: Create and ongoing dialogue with clinicians to identify opportunities fro basic and 
translational research


R.1.2: Create an interactive network of scientific colleagues that meets regularly to explore 
research avenues


R.4.2: Identify industry and clinical collaborators to broadly evaluate new technologies,
diagnostic tests and ideas.


R.5.3: Identify and work with industry and clinical collaborators to broadly 
disseminate new technology, tests and ideas.


R.1.3: Establish ties to industry to explore research needs and translational 
opportunities
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OWNERSHIP AND ACCOUNTABILITY
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Ownership and Accountability
The Hierarchy of Ownership:

• Plan Sponsor: The leader who will ultimately be asked 
to “approve” the plan and support its implementation.

• Plan Owner: The leader who is responsible for the 
overall success of the plan.

• Goal Owners: The individuals who advocate for 
implementation resources, monitor implementation and 
measure progress.

• Strategy Owners: The individuals assigned 
responsibility (and allocated resources) to implement a 
specific strategy or set of strategies.
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Strategy Ownership
“Owns” all aspects of a strategy, including:

• Specific Context – Why is the strategy included in the plan?

• The Environment – What is the current state of the environment 
that defines the strategy?

• The Goal – What is it that will be achieved via the strategy?

• Options and Alternative – What other approaches were 
considered, and why is this strategy preferred?

• Recommendations – What exactly is the strategy?

• Implementation Plan – What are the steps that must be taken (and 
managed) to execute on the strategy?

• Resources – What are the one-time and on-going resources 
investments that will be needed to execute on the strategy?

• Deliverables – How will we know if we’ve succeeded?
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Strategy Ownership: A3s

28
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MONITORING AND EVALUATION
(GOAL OWNERSHIP)
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Ongoing Monitoring and Evaluation
“I have always thought that one man of 
tolerable abilities may work great changes, 
and accomplish great affairs among 
mankind, if he first forms a good plan, and, 
cutting off all amusements or other 
employments that would divert his attention, 
make the execution of that same plan his 
sole study and business.”

- Benjamin Franklin
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Ongoing Monitoring and Evaluation
Measuring “Success”

• Measures vs Metrics (Key Performance Indicators)

• Reports vs Dashboards

• Information Value vs Reporting/Tracking Effort

• Business Intelligence and Data Visualization
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Measuring “Success”: Trends
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CAGR = 
+0.90%

= +0.79%

= +1.70%

Be Clear on What You Are Measuring



Creating and Implementing Strategic Plans Workshop

Measuring “Success”: Dashboard
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Measuring “Success”: Dashboard
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Measure “Success”: Value vs Effort

Mission
Vision
Values

Goals Strategies A3s
= 800 

elements
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Summary
Organizational Readiness

• Honestly evaluate how well your organization 
is prepared to act on the recommendations of 
a well-constructed plan.

• Specifically include, in the plan, strategies to 
mitigate any key risks.

Prioritization for Implementation
• Be strategic!

• Pace yourself and respect your “bandwidth” 
and resource limitations
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Summary
Ownership and Accountability

• Successful implementation is very hard.

• Create an organization within the organization.

• Clearly delegate responsibility to individuals.

Ongoing Monitoring and Evaluation
• Measure success (not activity).

• Be creative, but work within your (IT) means.

• Don’t underestimate the data management 
burden
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Questions?
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David O’Brien
Office of Institutional Planning
Stanford University School of Medicine

3172 Porter Drive
Palo Alto, CA  94304-372

dob@stanford.edu
(650) 868-8064


