
Strategic Innovation
Aligning for Shared Outcomes in Hospitality and Advocacy



SPEED OF
CHANGE 

AGE OF

DISRUPTION



The last decade rewarded efficiency. 
The next will reward adaptability.

”



Has this happened…

A coalition of stakeholders tried to push a tourism recovery agenda 
but stalled because each defined success differently.

Without shared outcomes, advocacy becomes parallel efforts, not a unified voice.



CONSISTENCY VS COMPLACENCY



Today’s disruptors

Workforce mobility and shortages 

Regulatory fragmentation

Sustainability mandates rising 

Rapid guest expectation shifts 

Tourism volatility



The Map
vs. 
The 

Terrain



THOUGHT STREAM 1
Are you validating your decisions with solid data points?

THOUGHT STREAM 2
How are you managing your short -term decisions, with an opportunity to reassess & adjust 
over time?

THOUGHT STREAM 3
What changes will likely result in long -term impacts on your organization and how you 
operate? 

Lines of thinking to help frame decisions and actions for leaders

Customers

External Forces

Employees

Long -term Decisions + Opportunities

Short -term Decisions

Intel + Insights Filter

3 THOUGHT STREAMS



A repeatable  way to improve 
performance through measurable 
outcomes people can rally 
around …

STRATEGIC INNOVATION

….that explores, anticipates, and 
prepares for multiple potential 
futures .



Associations are built to lead 
innovation through alignment…

Convene diverse players around common needs

De -risk experiments for members

Standardize what works

Scale adoption via training and playbooks

Shape market trust (ethics, sustainability, workforce standards)



Associations are not 
observers of the future — 
they are infrastructure 

for shaping it.



The Shared Outcome Wheel

Stay essential to guests, 

members, and communities.

Net-positive impact on 

place and planet

Business models that hold up across futures

Absorb shocks, adapt fast, 

recover stronger.

A workforce that thrives 

and grows capability

Relevance

Regeneration

Resilience

Talent vitality

Economic durability



WHY A STRATEGY MATTERS



Strategic 
planning is not…





Focus

Priorities + Parameters

Cadence

STRATEGY should provide…



New Ways to 
Lead

Traditional 
(Command & Control)

Directive -based

Establish & 
Empower

Outcome -based 



Goal Goal GoalGoalGoal

Initiative

Initiative

Initiative

Initiative

Initiative

Outcome Outcome

STRATEGIC PLANNING STRUCTURE

Outcomes  are what the end 
result looks like when 
everything is complete. 

Goals  are what we need to 
accomplish to make that 
outcome a reality. 

Initiatives  are the projects, 
actions, etc., that need to be 
completed to accomplish 
each individual goal. 

It’s all a system that feeds 
from the bottom up to get 

you to the outcome. 



Are you 
moving the 

needle?



DECLARE YOUR INTENT

SUCCESS to me looks 

like _______________.



If you can’t 
name the 
outcome, it’s 
not innovation 
— it’s activity.



WHAT IF SUCCESS LOOKED LIKE…

We can maintain our 3 stars because we have 

a waiting list 5000 people long who are “stoked” 

to walk in the door. 

Clean all 400 forks before your shift  is over. 

TYPICAL GOAL…



Secure passage of at least one policy that 
improves operating conditions for 
hospitality businesses .

Host two advocacy days 
at the state capitol .

GOAL OUTCOME

Applying intent for strategic planning or goal-
setting… 

X

STRATEGY
EXAMPLE



YOU KNOW YOU'VE CREATED A GOOD 
DESIRED OUTCOME WHEN...

It describes exactly what will be 

different from today.

Avoid phrases like "more 

streamlined" or "more effective.” 

It does not describe 

actions or tasks. 

It doesn’t solution—only 

describes success.

It focuses on one

aspect of the future state. 

It’s not a Christmas list.

Achievement is observable. 

You can either measure or 

observe the difference.

It inspires the team! 

It’s a motivating vision.



1 NAME THE SHARED 
OUTCOMES

2 MAKE THE OUTCOMES 
MEASURABLE

3 CHOOSE THE FEW THAT 
MATTER MOST



Operational excellence and guest 
experience are inseparable.



1. Name the Shared outcomes

Internally (Operations)

Workforce resilience
• measurable retention

• training completions

Guest safety + trust
• incident reduction

• security standards

Externally (Advocacy)

Sustainable operations
• energy/water reduction

• waste diversion

Tourism vitality + economic impact
• tourism spend

• hotel tax contribution

Fair, workable regulation
• reduced compliance friction

• clearer standards



2. Make the outcomes measurable

Advance 

sustainability
Reduce water use per 

occupied room by x%

Strengthen workforce 

pipeline
Increase certified graduates by x%

Improve trust in 
hospitality

Raise traveler safety 
score/reduce incidents by z%



When outcomes are measurable, 
they travel across borders and 

build credibility with very 
different governments.



3. Choose the few that matter most

Your team must align around 3 to 5 shared 
outcomes that not only move your association 

forward, but that everyone can rally behind.



What is one outcome your 
association could express in a way 
that would still matter to your 
board, your members, and 
policymakers?



Goal Goal GoalGoalGoal

Initiative

Initiative

Initiative

Initiative

Initiative

Outcome Outcome

STRATEGIC PLANNING OUTLINE

Outcomes  are what the end 
result looks like when 
everything is complete. 

Goals  are what we need to 
accomplish to make that 
outcome a reality. 

Initiatives  are the projects, 
actions, etc., that need to be 
completed to accomplish 
each individual goal. 

It’s all a system that feeds 
from the bottom up to get 

you to the outcome. 



Members feel the difference: They get 

faster, clearer, more reliable value 

because we decide quickly, cut churn, and 
meet only to drive outcomes.

We’re a trusted policy partner, 

not just a stakeholder: 

Policymakers bring us in early, 

and our evidence-backed 

solutions shape rules that work 
for members and communities.

POLICY OUTCOME OPERATIONS OUTCOME

INTERNAL STRATEGIC OUTCOMES

STRATEGY
EXAMPLE



Goal Goal GoalGoalGoal

Initiative

Initiative

Initiative

Initiative

Initiative

Operations 
Outcome

Board 
Outcome

STRATEGIC PLANNING OUTLINE

POLICY OUTCOME

We’re a trusted policy partner, 
not just a stakeholder: 
Policymakers bring us in early , 
and our evidence -backed 
solutions shape rules that work for 
members and communities.

1. Over the next 12 months, double the 
number of policy processes where we’re 
invited in before draft stage  .

2. Each quarter, publish at least one 
evidence -backed policy brief or pilot 
case tied to member outcomes 

3. In the next policy cycle, achieve 3 
concrete policy outcomes aligned to 
member priorities



Goal Goal GoalGoalGoal

Initiative

Initiative

Initiative

Initiative

Initiative

Operations 
Outcome

Board 
Outcome

STRATEGIC PLANNING OUTLINE

OPERATIONS OUTCOME

Members feel the difference: 
They get faster, clearer, more 
reliable value because we decide 
quickly, cut churn, and meet only 
to drive outcomes.

1. By end of Q2, 80% of meetings end with a 
documented decision or action owner in 
a shared decision log.

2. Within 90 days, cut recurring meeting 
hours per staff member by 25% while 
maintaining or improving project delivery 
timelines.

3. By end of year, 90% of committed 
member -facing deliverables ship on time, 
with clear owners and milestones tracked.



The P.O.P. Principle

Purpose
The purpose of this meeting is to decide final pricing.

Outcome
We agree to a final rate card or our services.

Plan
Please read both pricing proposals prior to the meeting. 
Arrive ready to discuss your point of view.
(Your plan could also be a list of topics or meeting steps).



ACHIEVING DISCIPLINED INNOVATION

SCAN

PRIORTIZE

PILOT SMALL

MEASURE

SCALE/STOP



I N N O VAT I O N  C A N ’ T  B E  A  S I D E  H U S T L E …
… I T  H A S  T O  B E  H O W  Y O U  O P E R AT E

Sense Early

1. Monthly signal scans

2. Routine member listening

3. Cross -sector intel (labor, 

policy, travel, 

sustainability, finance)

Test Small

1. Low -risk pilots with 

members

2. “Sandbox” programs

3. Co -creation with partners

Scale Fast

1. Translate learnings into 
standards, playbooks, 
certifications

2. Spread adoption peer -
to-peer

3. Measure shared 
outcome impact



Cultural shifts to sustain 
innovation

Hero leaders Aligned networks

Conflict & 
misunderstanding 

Clear North Star 

Reactive trial & error Sustainable solutions

REACTIVE TRIAL & 
ERROR

SUSTAINABLE 
SOLUTIONS



REACTIVE TRIAL & 
ERROR

SUSTAINABLE 
SOLUTIONS

Culture turns 
innovation 

from episodic 
to systemic



The 12-Month Shared 
Outcomes Playbook

• Pick 2 –3 shared outcomes to lead

• Map stakeholders to each 
outcome (who benefits, who 
resists, who must be involved)

• Run 2 –3 small pilots tied to those 
outcomes

• Package what works into scalable 
standards + training

• Bring evidence to policymakers as 
“ready -to-implement solutions.”



DIFFERENT PATHS.  
SHARED SUMMIT.



ACCESS to PRESENTATION
TAKEAWAYS

LET’S CONNECT!
BillFournet@ThePersimmonGroup.com LinkedIn.com/billfournet

http://www.linkedin.com/in/billfournet
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