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WELCOME!

If you find yourself wondering how you and your team need to respond to the current 
crisis of COVID-19 in order to protect your organization, this guide and workbook can 
help.  

The COVID-19 Strategic Pivot & Alignment Action Guide is designed to help you and 
your team understand the current state of your organization, look at everything that 
could interrupt your strategic plan going forward and determine what needs to pivot and 
how.

OVERVIEW

Step 1: UNDERSTAND THE CURRENT STATE OF BUSINESS 
Do this step alone or with your team. Review where you were headed before 
COVID-19 to orient toward where you need to go. 

Step 2: BRAINSTORM SOLUTIONS TO CURRENT ISSUES 
Do this and all remaining steps with your team. Remember, a team who is part 
of crafting the solution will naturally take more ownership of the plan 

Step 3: DEFINE STRATEGIC PIVOTS 
Deep dive into what pivots you need to make in order to mitigate risk and define 
opportunities arising from this event. 

Step 4: CREATE 12-WEEK PLAN 
Drive alignment and stay on track by completing a 12-week plan for your priority 
projects. 

Stay strong. Stay strategic.
Lisa Frost, M.A., IMC
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CURRENT 
STATE OF 
BUSINESS

Recap your 2020 Strategic Plan and 
understand how current 

circumstances affect your organization



©2019 by Lisa Frost

STEP 1: CURRENT STATE
Understand how current circumstances affect your organization

Title, question Answer

1. What are the major product 
lines/revenue streams/
initiatives you are focusing on 
in 2020?

2. What are the big 
strategies/opportunities you 
are focusing on in 2020?

3. What are the 
corresponding revenue 
amounts?

4. What are the specific 
goals? (overall revenue, 
profitability, operational, etc)

5. Who are the people 
resources (sponsors, project 
managers, teams) assigned 
to carry out the 2020 plan?
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CURRENT STATE cont’d
Understand how current circumstances affect your organization

Title, question Answer

6. What is the current pulse 
of the organzation? (results/
outcomes achieved & 
affected)

7. What is the current pulse 
of your customers? 
(Attitudes, behaviors, 
feelings/experience, what 
they are saying)

8. What is the current pulse 
of the team? (Attitudes, 
behaviors, feelings/
experience)

9. What adjustments have 
you already made due to 
current circumstances?

10. What is the effect of those 
adjustments?
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CURRENT STATE cont’d
Understand how current circumstances affect your organization

Title, question Answer

11. What are the main issues 
arising from current domestic 
and international events that 
will affect your organization? 
(ie. Supply chain interuptions)

12. What are the predictable 
consequences of these 
issues? (ie. lower sales)

13. What other predictable 
external drivers could cause 
a gap (increased competition, 
increased customer 
expectations, increased 
customer savvy, etc.)?

14. What performance factors 
are in play that are hard for 
the team to change? (ie. 
Working remote, lack of skill 
or collaboration)

15. What short-term and 
long-term effects do you 
anticipate related to the 
performance factors above? 
(ie. Decreased team morale, 
decrease in revenue, etc.)
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STEP 2: 
BRAINSTORM 
SOLUTIONS

Brainstorm solutions and 
opportunities with your team
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1. How can you minimize loss and downplay risks right now? Use this space to brainstorm ideas.

This is where your answer goes

STEP 2: BRAINSTORM SOLUTIONS
Understand how current circumstances affect your organization

2. How can you amplify what’s working right now? Use this space to brainstorm ideas.

This is where your answer goes
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3. What opportunities might arise due to this crisis for your organization? Use this space to 
brainstorm ideas.
This is where your answer goes

BRAINSTORM SOLUTIONS cont’d
Understand how current circumstances affect your organization

4. How can you position your organization to take advantage of those opportunities? Use this 
space to brainstorm ideas.
This is where your answer goes
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5. What opportunities might arise due to this crisis for your team? Use this space to brainstorm 
ideas.
This is where your answer goes

BRAINSTORM SOLUTIONS cont’d
Understand how current circumstances affect your organization

6. How can you position the team to take advantage of those opportunities? Use this space to 
brainstorm ideas.
This is where your answer goes
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STEP 3: 
STRATEGIC 

PIVOTS
How your plan must adapt to 

changing circumstances
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STEP 3: STRATEGIC PIVOTS
How your 2020 plan must adapt to changing circumstances

Title, question Answer

1. What would it take to 
increase revenue (aim for 
20%) over the next year to 
make up for any shortfall you 
will likely experience?

2. What do you need to set 
up, restructure or reallocate 
right now?

3. What projects and 
initiatives need to be dropped 
or renegotiated?

4. What needs to be scaled 
back, outsourced or 
automated?

5. What additional resources 
will be needed?
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STRATEGIC PIVOTS cont’d
How your 2020 plan must adapt to changing circumstances

Title, question Answer

6. What would it take to 
reduce costs by 40%?

7. What metrics are you 
currently measuring that you 
will continue to measure for 
success?

8. What new metrics need to 
be in place and who will 
monitor them?

9. How will the pulse of the 
company and team be 
monitored and by whom?

10. What additional support 
does the team need for 
success?
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STRATEGIC PIVOTS cont’d
How your 2020 plan must adapt to changing circumstances

Title, question Answer

11. What are your revised 
customer facing goals?

12. What are your revised 
internal goals?

13. What new agreements 
need to be in place across 
the team for the revised plan 
to succeed?

14. How often will you meet 
to review the pivot plan and 
make additional pivots if 
needed?

15. What wins can you 
celebrate as a team right 
now? What do you want to 
acknowledge each other for?
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STEP 4: 
12-WEEK PLAN

Your 12-Week plan and team 
templates
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12-WEEK OUTCOMES

OUTCOME 1

OUTCOME 2

OUTCOME 3

OUTCOME 4

OUTCOME 5

Define 3-5 primary outcomes your organization will tackle in the next 12 
weeks. Any more than 5 is too many to focus on right now.
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PRIORITY PROJECTS
Capture your 12-week priority projects and the outcomes they belong to here. 
Then, copy the Project Charter Template and fill out for each priority project. 

Outcome # Project Name
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PROJECT CHARTER

Title, question Answer

1. What are the main 
outcomes for this project and 
why are these outcomes 
important?

2. What are the milestones 
and deadlines for this 
project?

3. What is the success 
formula for each project? 
(simple 3-step formula that 
allows you to succeed)

4. What are the risk factors 
for this project? (things most 
likely to throw the project off 
course)

5. What is the recovery plan 
for this project? (when and 
how you will mobilize if things 
don’t go according to plan)

Project Name: Project Owner:

Parent Outcome: 
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WEEKLY PLAN
Final Step: Have each team member fill out a weekly plan for each of the 12 

weeks, taking into consideration all of their priority projects.

Outcomes Company is Focused On (writing goals keeps you on target)

1

2

3

4

5

Day Key Deliverables (list of your key actions to take and they day you will 
complete them)

Employee Name: Week #:
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CONGRATULATIONS!

You just completed your COVID-19 Strategic Pivot & Alignment Guide and now have a 12-
Week Action Plan to drive alignment with your team. 

You and your team should feel more clear about your plan for moving forward and because 
your team has been part of the solution, they should feel a sense of ownership of the 
outcomes you’ve created together. 

A high-performing team should be able to take it from here, with you simply needing to drive 
alignment and accountability in a weekly meeting.  

If you are concerned with the feasibility of your plan, your team’s ability to collaborate or 
execute on the plan, or are concerned with your ability to drive alignment going forward, 
contact me and let’s sort it out.

Stay strong. Stay strategic.
Lisa Frost, M.A., IMC

lisa@happyhealthyleaders.com


