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Use Case 

 
Defining Success for an Initiative 

 

WHAT: 
 

Defining success is the first (and one of the most essential) steps in the ‘pre-planning 
stage’ of any initiative, and should be completed with representatives from multiple 
stakeholder groups from across the organization.  
 

Defining success is a prioritization activity which begins by identifying all the relevant 
success factors, and narrowing them down to the most important through a series of 
evaluation activities. The process consists of: 

1. Identifying what success looks like for all stakeholders  
2. Categorizing the potential success criteria based on case-specific categories 
3. Voting on the most important success criterion 
4. Rating success criteria based on their overall importance to the project 
5. Developing actions to ensure each success factor is achieved 

 

WHY:  
 

Projects and initiatives often begin without any defined success criteria, or worse, they 
are started with the wrong set of criteria (Pozin, 2012). Defining success prior to 
beginning an initiative is critical, so that every person on the team can work towards a 
common goal, and the end results are measurable. Stakeholders must be included in 
this process to ensure shared expectations and acceptance of the key operating 
premise. Success exists at many levels and looks different to everyone, and any single 
outcome (positive or negative) may not be globally determinative (Right Track 
Associates, 2016). 
 

HOW: 
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1)         NOODLE: What does Success look like for this initiative?  
 
2)          TAG with the following tags (edit to fit your context): 

 
 
 
 
 
 
 
 
 
 
 
 

3)         VOTE for the Success criteria you feel best represent success for this 
initiative 
 
4)         RATE how important each success criteria are to the initiative’s overall 
success, using the following criteria: 
 

 
 
 
 
 
 

 
5)         ACTION: What specific actions should we take to ensure each success 
criteria are met?  
 
Results: 
 

 Holistic vision of success for an initiative by key stakeholders 
 

 Success criterion categorized into meaningful areas 
 

 Prioritized list of the most important success criterion which can later be used as KPI’s   
 

 Action Plan which can be used to monitor progress towards success throughout the 
initiative   
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Benefits to your Organization 
 

This exercise will enable: 
 
Effectiveness - Brings multiple perspectives to the pre-planning process to increase 
confidence & buy-in, and ensure every team member is working towards a common 
goal. Powernoodle enables more candid conversations and vetting in a safe space to 
ensure you get ‘the real story’. 
 

Efficiency - Reduces costs by spending less time in meetings. Engage busy subject 
matter experts and stakeholders efficiently when it is convenient for them to 
contribute- 24/7.  
 
Stakeholder Buy-in & Speed of Transformation – Increases the speed of transformation 
with deeper buy-in and commitment from stakeholders by giving them a voice.  
 
Focus - Evaluate and ‘ruthlessly prioritize’ options being considered, resulting in focus 
on the right things, thus maximizing the return on your valued and limited resources. 
 
Innovation - More innovative and creative thinking by engaging a wider and more 
diverse spectrum of people from across your stakeholder population. 
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