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After the CHNA: How to Engage 
 Communities in Health Improvement

 

Bill Barberg, President, Insightformation, Inc.
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Agenda

• Community Strategies are Different from 
 Organizational Strategies

• Co‐Creating a Zoomable
 

Strategy Map Framework 

• Proactively Recruiting Partners to Provide Assists

• Embrace Key Lessons from Strategy Management 

• Three Important Types of Measurement
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Execution 
Gap

No Strategic Alignment

The Need to Collaborate around a Strategy

Health
Goals

© 2015  All Rights Reserved by Insightformation, Inc.
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Agreeing on Common Goal is Not Enough

© 2012  All Rights Reserved by Insightformation, Inc.
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Professional Soccer Players Know their Roles…

© 2015  All Rights Reserved by Insightformation, Inc.

Differentiated and 
 Mutually Reinforcing
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…Because They Understand the Strategy
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Question

• Did you read the pre‐read article on Harnessing 
 the Power Source for Collective Impact: Mutually 

 Reinforcing Activities?
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A Different Way of Thinking

From: 
 Organization

 ‐Focused

To:  
 Community‐

 Centric
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Different Mindsets

• Isolated

 
Evaluation and Accountability

– External pressure to “score points”
 

(spin data)
– How do I get data that proves I’m responsible 

 
for achieving improved outcomes?

• Collective

 
Evaluation and Accountability

– Intrinsic motivation to achieve results that 

 
matter to the community

– How do I demonstrate that I’m a team player
– Team Effectiveness and Efficiency 
– How do we engage and align more partners?

Organization‐Focused

Community‐Focused
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An Important Shift in Thinking

• From:
 

“What do I need to do?”
 

(or my organization)

• To:
 

“How are we going to win as a community—and 
 what is my organization’s role?”

A Copernican Shift 
 in Strategic Thinking
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Recommendation #1

Co‐Create

a Flexible, and Zoomable

Strategy Map

Crafted by multiple organizations for improved input and ownership

Stable, but allow 

 for “emergent”

 adjustments   

Show various levels of detail, 

 like Google Maps   

Visual display of the strategy 

 framework
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Re‐Defining the Term “Strategy”

• FOCUS:
 

“The few things we will 
 pick to do with our limited 

 resources”

• FRAMEWORK:
 

“A zoomable
 framework that will organize 

 efforts and enable success—
 which we will work with the 
 community to figure out how to 

 do.”

Organization‐Focused

Community‐Focused
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Different Tools and Techniques

Instead of the typical document and table‐based approaches…
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St. Louis and St. Clair County Health Strategy

Improve Socio‐Economic & 

 

Environmental Factors

Improve Health Status & Reduce Disparities

Improve Social 

 

Capital
Improve Healthcare 
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Living

Increase 
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Eating
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Tobacco 

 

Use

Increase 

 

Income & 

 

Jobs

Increase 

 

Educational  

 

Attainment

Improve Health Behavior    

Other

Increase 

 

Social 

 

Connection

Improve Access 

 

to Health Care
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Improving Other

 
Health Behavior Indicators 

Improve Mental 

 

Health

Improve OTHER Health Behaviors

Improve Respiratory 

 

Health
Reduce Teen 

 

Pregnancy
Reduce Substance 

 

Abuse
Reduce Violence 

 

and Abuse
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St. Louis and St. Clair County Health Strategy

Improve Socio‐Economic & 

 

Environmental Factors

Improve Health Status Indicators & Reduce 

 

Disparities

Improve Social 

 

Capital
Improve Healthcare 

 

Access & Quality

Minimize 

 

Obesity    

Increase 

 

Active 

 

Living

Increase 

 

Healthy 

 

Eating

Minimize 

 

Tobacco 

 

Use

Increase 

 

Income & 

 

Jobs

Increase 

 

Educational  

 

Attainment

Improve Health Behavior    

Other

Increase 

 

Social 

 

Connection

Improve Access 

 

to Health Care
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Healthy Eating Strategy

Increase Fruit & Vegetable 

 

Consumption

Increase Healthy 

 
Eating  Reduce Consumption of Junk 

 

Food & Sugary Beverages

Increase Support for 

 

Breastfeeding

Plan & Advocate for Healthy 

 

Eating

Promote Healthy Snacking & 

 

Meals
Improve Access to 

 

Locally‐Grown Produce

Expand Community 

 

Gardening

Support Programs to Enhance 

 

Healthy Food Purchasing

Expand Cooking & Nutrition 

 

Education

Help Schools Serve Healthy 

 

Food

Enhance Local Food 

 

System Partnerships

Leverage Funding to 

 

Improve Nutrition
Leverage Data to Target & Inform 

 

Nutrition Initiatives
Engage Diverse Partners to 

 

Improve Nutrition
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St. Louis and St. Clair County Health Strategy

Improve Socio‐Economic & 

 

Environmental Factors

Improve Health Status & Reduce Disparities

Improve Social 

 

Capital
Improve Healthcare 

 

Access & Quality

Minimize 

 

Obesity    

Increase 

 

Active 

 

Living

Increase 

 

Healthy 

 

Eating

Minimize 

 

Tobacco 

 

Use

Increase 

 

Income & 

 

Jobs

Increase 

 

Educational  

 

Attainment

Improve Health Behavior    

Other

Increase 

 

Social 

 

Connection

Improve Access 

 

to Health Care
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Active Living Strategy

Increase Active Living by Adults Increase Active Living by Youth

Cooperatively Seek 

 

Funding for PA
Leverage Purchasing Power 

 

of Coalitions
Tap into Nationwide 

 

Resources for PA

Help Faith Orgs Create 

 

Fitness Toolkits 

Use On‐line Tools to Promote 

 

Fitness Opportunities

Promote Employee 

 

Fitness Programs

Enhance Safety & Access of 

 

Fitness Venues

Increase Active 

 

Transportation

Help Employers Collaborate 

 

on Wellness Programs

Develop Biking and 

 

Walking‐Friendly 

 

Communities

Implement Complete 

 

Streets

Expand Physical Activities 

 

In and Out of School

Develop Neighborhood 

 

Fitness Toolkits 
Use Zoning, Planning  & 

 

Policies to Increase PA

Organize  Volunteers to 

 

Support PA

Gather & Share Data on 

 

Improving Fitness

Increase Active Living  ‘

Support Community Fitness 

 

Programs & Events
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Recommendation #2

Proactively Recruit Partners that Can 
 Help to Improve your Success

Where do you need help to 
 make progress in your strategy 

 map?
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Who Scored More Career Points than This Guy?

32,292 Points
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Who Scored More Points than Michael Jordan?

36,928 Points
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What made the Difference for Karl Malone?

36,928 Points
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The Power of Teamwork!

36,928 Points

15,806 Assists

(3,000 more than #2)

9x NBA Assists Leader

Karl Malone John Stockton
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Recommendations for Recruiting Partners

• Focus on engaging the people you’re trying to help—
 not just as voices, but as key parts of the solution. 

• Strategy Ambassadors

• Faith Communities

• Universities and Colleges

• Social Entrepreneurs
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Recommendation #3

Embrace Key Lessons from 
 Strategy Management

There is a well‐established 
 body of knowledge of how to 

 implement complex strategies
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Practical Steps for Co‐Creating a 
 Community Strategy

• The Most Valuable Lesson I’ve Learned in 
 Strategy Management

© 2015  All Rights Reserved by Insightformation, Inc.

Dr. Robert Kaplan
Harvard Business School
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Practical Steps for Co‐Creating a 
 Community Strategy

© 2015  All Rights Reserved by Insightformation, Inc.

Focus on describing

 
your strategy before you try to Measure it.



30

Established Definitions of Strategy 
 Management  Terms

• Objective 

 
(The building block of the strategy maps)

– Typically describes a desired CHANGE
• Increase biking and walking to work
• Often has a “from‐to gap”

 
description of the change

• Measure
– Monitors progress towards achieving the Objective

• % of employees who frequently bike/walk to work
– Has a trend of data points, Targets,

 
and color bands

• Initiatives (or Activities or Projects)
– Work being done.   Start & End Date.   Budget.

• Conduct biking & walking audit to prioritize upgrades
• Distribute promotional materials to employers

– Measured by % complete 
© Copyright 2015 Insightformation, Inc.
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Keys to Success with Strategy Definition

• Define the Framework of Objectives
 

BEFORE you 
 worry about measures and actions (who does 

 what)

• Define your Measures
 

BEFORE wrestling with 
 Targets

• Recruit and Engage additional Partners
 

to provide 
 Assists  (Value the “John Stocktons”)

• Identify, Document and Monitor the Mutually‐
 Reinforcing Activities

 
of different partnering 

 organizations

© 2015  All Rights Reserved by Insightformation, Inc.
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Excellent Book on Strategic Performance

DOING MORE WITH LESS
Measuring, Analyzing, and 

 Improving Performance in 
 the Government and 

 Not‐For‐Profit Sector 

Bernard Marr & 
 James Creelman
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Thriving Weld County: Active Living Strategy

Increase Physical Activity in Adults & 

 

Children 

Increase People Living at a Healthy Body Weight 

Expand Programs & Policies 

 

for Active Living

Integrate Community‐wide Messaging 

 

& Education with Active Living 

 

Strategy

Improve the Built 

 

Environment & Accessibility 

 

for Physical Activity

Increase Active Transportation

Engage Healthcare Providers 

 

in Screening, Referrals & 

 

Support for PA

Engage Citizens to Advocate 

 

to Build Healthy 

 

Communities & Trails

Leverage State & National Messaging 

 

& Tools that Support PA Programs

Build a Strong Coalition 

 

of Diverse Partners to 

 

Support HEAL

Collaborate to Secure 

 

Funding for HEAL

Gather & Share Data to 

 

Improve Prioritization & 

 

Monitoring

Leverage Best Practices 

 

and Tools for Collective 

 

Impact
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Zoom: Programs & Policies for Active Living

Increase Physical Activity in 

 

Adults & Children 

Increase People Living at a Healthy Body Weight 

Expand Programs & Policies 
for Active Living

Promote School

 

Policies & 

 

Programs that Increase PA

Support Increasing PA in 

 

Early Childhood & Head 

 

Start Programs

Expand Workplace

 

PA 

 

Policies & Programs

Integrate PA with PCMH, 

 

ACO & Patient Navigator 

 

Programs

Expand Community & 

 

After‐School PA 

 

Opportunities

Train Early Childhood 

 

Professionals in PA

Help Districts Implement 

 

the New CO Expectations 

 

for Elem. School PA

Collaborate to Engage targeted 

 

Populations in PA Programs

Increase Healthcare Provider 

 

Education, Encouragement, & 

 

Referrals for PA

Support Employers in 

 

Increasing PA in the 

 

Workplace

Reduce Screen Time for Youth

Build a Strong Coalition 

 

of Diverse Partners to 

 

Support HEAL

Collaborate to Secure 

 

Funding for HEAL

Gather & Share Data to 

 

Improve Prioritization & 

 

Monitoring

Leverage Best Practices 

 

and Tools for Collective 

 

Impact
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Thriving Weld County: Active Living Strategy

Increase Physical Activity in Adults & 

 

Children 

Increase People Living at a Healthy Body Weight 

Engage Healthcare Providers 

 

in Screening, Referrals & 

 

Support for PA

Expand Programs & Policies 

 

for Active Living

Integrate Community‐wide Messaging 

 

& Education with Active Living 

 

Strategy

Improve the Built 

 

Environment & Accessibility 

 

for Physical Activity

Engage Citizens to Advocate 

 

to Build Healthy 

 

Communities & Trails

Increase Active Transportation

Leverage State & National Messaging 

 

& Tools that Support PA Programs

Build a Strong Coalition 

 

of Diverse Partners to 

 

Support HEAL

Collaborate to Secure 

 

Funding for HEAL

Gather & Share Data to 

 

Improve Prioritization & 

 

Monitoring

Leverage Best Practices 

 

and Tools for Collective 

 

Impact
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Zoom: Messaging & Education for Active Living

Increase Physical Activity in Adults & 

 

Children 

Increase People Living at a Healthy Body Weight 

Integrate Community‐wide Messaging 
& Education with Active Living Strategy

Increase Active Transportation

Leverage State & National Messaging 

 

& Tools that Support PA Programs

Increase Information & 

 

Inspiration on 

 

Reducing Screen Time

Promote 5‐2‐1‐0 Messaging 

 

in Communities, Schools, & 

 

Clinical Settings

Increase Healthcare Provider 

 

Education, Encouragement & 

 

Referrals for PA

Leverage Events

 

to 

 

Inspire & Encourage 

 

PA

Engage Media & Social 

 

Media to Support 

 

Increasing PA & Health

Implement Summer 

 

Children’s Initiative to 

 

Reduce Sugary Drinks & 

 

Increase Physical Activity

Build a Strong Coalition 

 

of Diverse Partners to 

 

Support HEAL

Collaborate to Secure 

 

Funding for HEAL

Gather & Share Data to 

 

Improve Prioritization & 

 

Monitoring

Leverage Best Practices 

 

and Tools for Collective 

 

Impact
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Supporting Information in InsightVision

© 2012  All Rights Reserved by Insightformation, Inc.
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Evidence, Guides & Toolkits

© 2012  All Rights Reserved by Insightformation, Inc.
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Template for a From‐To Gap

© 2012  All Rights Reserved by Insightformation, Inc.
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Documenting Assists

© 2012  All Rights Reserved by Insightformation, Inc.
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Capturing Current Activities & Ideas

© 2012  All Rights Reserved by Insightformation, Inc.
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Recommendation #4

Use Multiple Types of Measures

Lagging   =  Outcome Measures
Leading   =  Driver Measures

Monitoring Activites
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Understanding Lagging & Leading Indicators

• “Lagging Indicators”
 

are outcomes from the past

– Diabetes, Heart Disease (even obesities or 
 behavior)

– Data is often 2+ Years Old
• “Leading Indicators”

 
that:

– Change more rapidly, 
– Align with strategy, and 
– Drive the long‐term outcomes 

© 2012  All Rights Reserved by Insightformation, Inc.
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Teamwork to Reduce Suicides

© 2012  All Rights Reserved by Insightformation, Inc.
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Outcomes Are Important, but…

© 2012  All Rights Reserved by Insightformation, Inc.
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Scorecard for Suicide Prevention

© 2012  All Rights Reserved by Insightformation, Inc.
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Presentation‐Ready “Measure at a Glance”

© 2012  All Rights Reserved by Insightformation, Inc.
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Details for Every Objective

© 2012  All Rights Reserved by Insightformation, Inc.
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Valuable Information and Measures

© 2012  All Rights Reserved by Insightformation, Inc.
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Scorecard for Suicide Prevention

© 2012  All Rights Reserved by Insightformation, Inc.



51

Measures of “Drivers”
 

Change More Quickly

© 2012  All Rights Reserved by Insightformation, Inc.



52

Getting SMARTer:     M = Measurable

Different Types of Measurement are Needed

1.“Lagging”
 

Outcome Measures      
• Change Slowly.  Impacted by many things
• Suicide Rate / 100,000 pop.

2.“Leading”
 

Measures (Drivers)
• Change more rapidly.   
• Related to strategy execution
• # of Citizens Trained in Mental Health First Aid

3.Initiative (Project) Monitoring
• Accountability for getting stuff done (Quarterly cadence)
• % Complete

 
of “Recruit Sponsors for Suicide Prevention 

 Campaign”
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Agenda Re‐Cap

• Community Strategies are Different from 
 Organizational Strategies

• Co‐Creating a Zoomable Strategy Map Framework 

• Proactively Recruiting Partners to Provide Assists

• Embracing Key Lessons from Strategy Management 

• Three Important Types of Measurement



54

Next Steps

Call us about how

we can work together.

Elizabeth Gallagher  763‐331‐8291

Elizabeth.Gallagher@insightformation.com

Bill Barberg

 
763‐331‐8361

Bill.Barberg@insightformation.com

Visit www.insightformation.com

 
to learn more.

mailto:Liz.Gallagher@insightformation.com
mailto:Bill.Barberg@insightformation.com
http://www.insightformation.com/
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