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Outline/Agenda

▪Key Innovations

▪Change Management Approach 

▪Results & Impact 

▪ Takeaways for Healthcare Leaders

▪ Learning Objectives
1. Explain the framework required for a successful living strategic plan.
2. Identify and understand how creating champion groups supports 

strategic planning efforts and may increase successful outcomes.
3. Explain key change management tools to use when implementing 

new strategic planning initiatives.



About Children’s Nebraska

$18.96M
Internal & External 

Research Funding

309
Research Studies

679,342
Total Patient Visits

416,202
Primary & Specialty 

Clinic Patient Visits

498+
Individuals Dedicated to 

Child Health Research

231
LICENSED 

BEDS

8792
HOSPITAL

ADMISSIONS 260+
PEDIATRIC

SPECIALISTS

50+
PEDIATRIC

SPECIALTIES
70+

PRIMARY 
CARE 

PHYSICIANS

4,000+
TEAM 

MEMBERS

Source: Children’s Nebraska, 2024 Data



Out With the Old

Static, outdated 
timelines that lacked 

momentum

Overwhelming 
number of KPIs with 

limited focus

Cumbersome Excel 
spreadsheets with 

minimal team 
engagement



Old Strategic Plan Framework



Goal Alignment: A Multi-Year Journey of Focus 
and Integration

Prior to 2022, in addition to Incentive Plan Goals, each executive 
held two individual goals—often siloed and rarely shared

➢ That’s 50+ Additional Goals

2022: Launch the first iteration of High Impact Team (HIT) 
Goals

➢ 9 HIT Goals Categories + 17 Individual Goals

2023: Refined and streamlined goal areas, building on lessons 
from 2022

➢ 6 HIT Goals Categories + 5 Partner Goals + 4 Individual Goals

2024: Honed our focus further, emphasizing team 
collaboration and eliminating individual goals

➢ 6 HIT Goals Categories + 3 Partner Goals + 0 Individual Goals

2025: Achieved full integration by removing partner goals, 
resulting in a unified team-based goal structure

➢ 7 HIT Goals Categories

50

26

15

9

7

2026 Goals

✓ Goals aligned with 
strategic plan.

✓ Goals visible to all 
executive team 
members.

✓ Goals cascaded to 
leadership and other 
team members.

✓ Progress tracked 
quarterly.

✓ Directors now share 
common goal categories.



Avoidable Costs and Mitigable Risks

Costs Risks

To the project if we do not manage 
the people side of change well

• Project delays
• Missed milestones
• Budget overruns
• Rework required
• Loss of work by project team

• Resistance – active and passive
• Project put on hold
• Resources not made available
• Obstacles appear unexpectedly
• Project fails to deliver results
• Project is fully abandoned

To the organization if we do not manage 
the people side of change well

• Productivity plunges
(deep and sustained)

• Loss of valued team members
• Reduced quality of work

• Impact on customers
• Impact on suppliers
• Morale declines
• Legacy of failed change
• Stress, confusion, fatigue
• Change saturation

To the organization if this change 
does not deliver the results we expect

• Lost investment in the project
• Lost opportunity to have invested

in other projects

• Expenses not reduced
• Efficiencies not gained
• Revenue not increased
• Market share not captured
• Waste not reduced
• Regulations not met



In With The New

A dynamic, living 
document that 

evolves with our goals

Clear, focused leading 
indicators and 

defined measures of 
success

Active engagement 
from sponsors and 
champions through 
structured quarterly 

check-ins



Prepare Approach

▪ Change Management 
▪ Prosci Methodology
▪ Awareness, Desire, Knowledge, Ability, 

Reinforcement (ADKAR)
▪ Phase 1: Prepare Approach
▪ Phase 2: Manage Change
▪ Phase 3: Sustain Outcomes

▪ Defining success

▪ Getting the whole team to adopt a 
common definition of strategic 
planning

▪ Defining the impact this would 
have on our enterprise

▪ Defining the approach
▪ Where we want to be
▪ How we want to get there



Our Strategic Plan: Hierarchy and Glossary 

Adapted from: Harris, J.M. (Ed.) (2018). Healthcare Strategic Planning (4th ed.). ACHE Health Administration Press.

Mission

Vision
Values

Enterprise/Division 
Strategic Plan 

Goals

Strategies

Objectives

What?
Care | Advocacy | Research | Education | Enablers
Measures of Success (KPIs)

To be a global leader for children’s health
Innovation | Collaboration | Accountability | Respect | Excellence

To improve the life of every child through exceptional 
Care, Advocacy, Research and Education.

How?
Leading Indicators, Actions and Approaches 

Who?
People, People First Promise, Systems, 
Actions, Structure, Process, Outcomes, 
Resources, & Tactics

Aspirational

Achievable

Specific & Tangible



Old Core Values

Children’s Hospital & Medical Center 

▪ These values have served us well and all aspects of what they represent remain 
important and relevant to our success. However, as we refreshed our strategic 
plan, mission, and vision, it was time to look at our values as well.

Safety Integrity Respect

Positive Attitudes Accountability Innovation

Wise Use of Resources Service Excellence



New Core Values 
Our Commitment & Keys to Our Success

Core Values Our Commitment Is To… We Succeed By…

Innovation Empower Creativity
Energizing the organization with the empowerment of 
creative ideas.

Collaboration Embrace the Team
Advancing the organization through teamwork and timely, 
transparent communication.

Accountability
Act Courageously & 
Responsibly

Taking responsibility and acting with integrity.

Respect
Be Equitable & 
Compassionate

Treating every individual equitably and with dignity.

Excellence Achieve the Extraordinary
Providing an exceptional experience and the safest, highest 
quality care through the efforts of an engaged team.

Children’s Nebraska



How We Managed Change

▪Action Plan
▪ Determine KPIs 

▪ Emphasizing key 5 areas of growth 
within the plan, with a focus on 
financial stewardship

▪ Track performance 

▪Managing Change
▪ Determining the best time to roll 

out the plan

▪Adapt actions and what are we 
doing to get buy in from all 
employees



How We Defined Success & Prepare Approach 

▪ Focus groups were created per 
goal
▪ 1 - 2 Executive Sponsors  

▪ 2 - 5 Operational Champions

▪ 2 - 5 Physician Champions

▪Each Operational & Physician 
Champion have their own 
Strategy to focus on within the 
goal



Updated Plan Fostered Increased Team Member 
Engagement

▪Align of mission statement and 
core values

▪Align divisional strategies with 
enterprise goals

▪Ensure consistency and 
commitment to organizational 
success

▪Provide each of the Key 5 areas 
of growth their own strategic plan 
or strategic operational growth 
plan



New Strategic Plan Framework



Get Buy In & Engagement from our Leaders 
and Front-Line Staff

▪ How do we get our sponsors and champions to communicate with the rest 
of the organization to help tackle our objectives and strategies to ensure 
we are meeting our goals?
▪ We employ goal cascading 

▪ Children’s Nebraska administers a Your Voice Matters (YVM) Survey with Perceptyx
every 18 months.  

▪ Action plans are developed based on team member feedback.  

▪ Children’s Nebraska currently sits at the 89th percentile of team engagement and far 
exceeds national benchmarks for both broad industry and peer healthcare 
organizations.



Strategic Goal Alignment 2025

EIP & DBP 
(80%)

DBP
(20%)

SUCCESS SHARE 
(3%)

EIP HIT
(20%)

Strategic 
Growth
All Goals

Safety & 
Quality

All Goals 

People
All Goals 

Financial 
Sustainability

All Goals 

ACCESS
Goal 1
Goal 5

BHWC
Goal 1
Goal 5

COOP
All Goals 

Excellence
Goal 2
Goal 5

Plan 2034: AI
Goal 3
Goal 4
Goal 5

Respect
Goal 5

Synapse
Goal 3
Goal 4
Goal 5

COOP
All Goals 

Respect
Goal 5

Net Promoter 
Score (NPS)

Goal 1

Townhall 
Participation

Goal 4
Goal 5

People
All Goals 



Measures of Success (KPIs) in PowerBi Dashboard



Sustain Outcomes

▪ Review Performance

▪ Sustain outcomes & activate sustainability 
▪ Quarterly enterprise meetings with updates

▪ How we can collaborate to achieve strategies and objectives

▪ Transfer ownership
▪ Celebrating success

▪ Transfer knowledge 

▪ Goal teams meet separately to discuss strategies and objectives 

▪ Reporting KPIs

▪ Build inclusive, transparent planning processes

▪ Use data—not assumptions—to guide decisions

▪ Empower champions to drive strategy forward

▪ Prioritize sustainability and continuous feedback



Children’s Nebraska 
5-Year Strategic Plan Quarterly Meeting Updates

Welcome & Introduction 
(10 minutes)

Quarterly Topic: Consumerism & Community Health and Advocacy 
(20 minutes)

Strategic Plan & Goals Round-Robin Updates
(50 minutes – 10 minutes per goal)

Next Steps
(5 Minutes)



Increased Division Engagement



Increased Division Engagement: 
Our Strategic Planning Process 

Kick-off 
Meeting & 

Set the Stage 
for Strategic 

Planning 
Process

Division and 
Market 
Analysis

Strategic 
Planning 

Workshop

Collaboration 
with Ancillary 

Partners to 
Draft Goals, 
MoS/KPIs, 

Strategies & 
Objectives

Final Draft  
Operational 
Growth Plan 
& Strategic 
Roadmap

Division 
Leaders,  

Operational 
Leadership & 

Strategy 
Council Plan 

Review

Identify 
Champions 
for Plans & 

Create Focus 
Groups

Submit 
Objectives or 
Opportunities  
to Enterprise 
Opportunities 
Management 

(EOM). 

Quarterly 
Update of  

Division MoS 
Scorecard

Yearly Update 
Operational 
Growth Plan 
&  Roadmap 

alignment 
with Budget 

Process 



Increased Division Engagement: Heart Center



Increased Division Engagement: Heart Center



What’s The Future For Us?



Create a Collaborative, Inclusive Process 
and Prioritize Transparent Communication

Commit to Making Changes (Utilize 
Change Management Tools) 

Operate Off Data — Not Assumptions 
(Data-informed decisions)

Set an Expectation for Responsibility and 
Ownership

Monitor, Measure, and get Feedback

Top 5 Lessons Learned

Take Your Plan from Strategy to Reality

▪ Creating and updating a strategic plan is essential for us to stay strong, relevant, and effective, 
especially in today’s complex and ever-changing economic and political climate. 



Questions?
Please be sure to complete the session evaluation on the mobile app!
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