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The strategic narrative worksheet
Andy Raskin observed that compelling strategic stories tend to follow the same pattern. This pattern reflects how people make decisions in a consistent and predictable way. Leaders commit when the situation is clear, the stakes feel real, and the path forward looks achievable.
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Raskin’s framework has five parts:
1. A significant, undeniable shift in the world

2. The old game people can’t win anymore

3. The new game winners are playing

4. Your role as the guide — not the hero

5. Proof that the new game works
Use this worksheet to shape data stories that drive alignment, clarity, and action across your organization. By completing each step, you can turn any HR insight, whether a single metric or a complex analysis, into a narrative that leaders understand, trust, and act on.
Let’s get started!
Step 1: The big relevant shift
Start with a shift your audience already feels.
This signals that HR understands the broader business environment, not just internal metrics. It creates urgency without alarm. The message stays grounded, credible, and relevant.
When leaders recognize the shift, they lean in. They feel it in their teams and see it operationally. And they immediately reframe their mindset from defensive to collaborative before you’ve shown a single metric.
For HR, this could be: 
· New expectations for hybrid work
· AI reshaping jobs
· Tight labor markets
· Burnout becoming systemic
· Economic pressure to demonstrate ROI
· Faster business cycles
Example: 
If you’re analyzing turnover in Customer Success and you’ve discovered that first-year turnover has spiked.
Your Big Shift might be: Customer expectations have risen dramatically. 
Activity:
Identify the significant shift in your business. Write your answer in the Big Shift column of the table.
	Big Shift
	Old Game
	New Game
	Your Role
	Proof

	Customer expectations and onboarding complexity have increased dramatically.

	
	
	
	

	
	
	
	
	



Step 2: Name the old game (you can’t win anymore)
Once the shift is evident, name the “old game.” This approach no longer fits today’s reality. In other words, the old way of operating, which once made sense, no longer fits the new environment.
This step is important because many day-to-day decisions still rely on habits and assumptions that are no longer valid.
Think about examples like:
· Making decisions based on intuition instead of people data
· Relying on annual performance reviews when work changes weekly
· Using manager opinions to assess workload instead of capacity metrics
· Hiring based on culture ‘fit’ instead of demonstrable skills
· Expecting engagement surveys to solve burnout
Naming the old game is never about blame. It acknowledges that the environment evolved faster than existing processes.
For HR, this could be:
· Managers relying on intuition, not insight
· One-off engagement surveys
· Under-resourced HR teams doing manual work
· Performance reviews that don’t reflect reality
· Hiring based on “culture fit” instead of skills 
Example:
Let’s use our example of the Customer Success team, which discovered that first-year turnover has spiked.

In this example, their Old Game might be: We relied on informal onboarding and social knowledge. That worked when the product was simpler.
Activity:
Take a few moments to find your ‘old game’. Remember to challenge habits, traditions, or assumptions that are no longer valid. Write your answer in the Old Game column of the table.
	Big Shift
	Old Game
	New Game
	Your Role
	Proof

	Customer expectations and onboarding complexity have increased dramatically.

	The team relied heavily on social knowledge and informal shadowing. 

	
	
	

	
	
	
	
	


Step 3: Introduce the new game (that the winners are playing)
With the shift clear and the old approach no longer viable, introduce the new game. Focus on the behaviors and decisions that drive success now.
For HR analytics, the new game might look like:
· Continuous listening instead of once-a-year surveys
· Workforce planning is tied directly to business forecasting
· Skills-based hiring instead of gut-driven hiring
· Transparent goals and metrics
· Using real-time data to rebalance workload and prevent burnout
· Evidence-based decisions, not assumptions or opinions
This is the hopeful, practical part of the story. It shows leaders what better could look like and how your insights fit into a larger strategic context. Instead of isolated metrics, you’re showing a credible path forward.
HR examples may include:
· Continuous listening

· Workforce planning tied to business forecasting

· Skills-based hiring

· Data-informed performance decisions

· Real-time visibility into burnout and workload equity
Example:
Here again, let’s use our example of the Customer Success team, which discovered that first-year turnover has spiked.
Their new game might be: Companies that win now use structured onboarding, clear expectations, and early-tenure support.
Activity:
It’s time to craft a new narrative that is both hopeful and practical. Write your answer in the New Game column of the table.
	Big Shift
	Old Game
	New Game
	Your Role
	Proof

	Customer expectations and onboarding complexity have increased dramatically.

	The team relied heavily on tribal knowledge and informal shadowing. 
	Companies win by formalizing onboarding, setting clear success metrics, and supporting early-tenure employees. 
	
	

	
	
	
	
	


Step 4: Your role as the guide (not the hero)
A common pitfall is positioning HR as the hero of the story.
In effective strategic storytelling, the hero is always the audience: your leaders, managers, and the people making day-to-day decisions that shape culture and performance.
HR’s role is to serve as the guide. They bring the visibility, the clarity, and the tools they need to win the new game.
This framing maintains a respectful, collaborative, and action-oriented conversation. Instead of telling leaders what to do, position HR as an ally:
· Here’s what we’re seeing
· Here’s what it means
· Here’s how we can help you navigate it
This framing reduces defensiveness and increases buy-in. Leaders don’t feel judged. They feel supported.
Example: 
Using our customer support example here, the guide might be: HR evaluated ramp time, onboarding steps, performance reviews, and exit data to understand what’s happening.
Activity
Ready to serve as the guide? Write down what tools are needed for your managers, teams, and employees to win with a new game. Place your answers in the Your Role column of the table.
	Big Shift
	Old Game
	New Game
	Your Role
	Proof

	Customer expectations and onboarding complexity have increased dramatically.

	The team relied heavily on tribal knowledge and informal shadowing. 
	Companies win by formalizing onboarding, setting clear success metrics, and supporting early-tenure employees.
	HR analyzed onboarding, performance, and exit data to highlight risk points. 

	

	
	
	
	
	


Step 5: Show proof
This is where your HR data reinforces the story with proof. It builds credibility, reduces skepticism, and motivates leaders to move from awareness to action.
Your proof can take many forms:
· A clear trend line over time
· Differences between high- and low-performing teams
· Segment comparisons
· Benchmarks
· Quotes from people
· Real stories from onboarding, exit interviews, or performance reviews
This part reinforces: ‘We’re not guessing. This is what the data is telling us.’
Proof grounds the narrative and gives leaders confidence that action will lead to real impact.
Example:
Proof: Employees without structured onboarding are 2.4x more likely to leave in the first year, and they report 17% lower clarity on expectations.
Activity:
Find a proof point from your data that will give your leaders the confidence to act on your recommendations. Write your answers in the Proof column of the table.
	Big Shift
	Old Game
	New Game
	Your Role
	Proof

	Customer expectations and onboarding complexity have increased dramatically.

	The team relied heavily on tribal knowledge and informal shadowing. 
	Companies win by formalizing onboarding, setting clear success metrics, and supporting early-tenure employees.
	HR analyzed onboarding, performance, and exit data to highlight risk points. 
	Turnover is 2.4x higher for employees without structured onboarding.

	
	
	
	
	


By the time you reach your recommendation, leaders already understand the “why.” Alignment is in place. Momentum is built. They are ready to act.
Want to see how to deliver visuals that bring your data narrative to life? Watch this on-demand webinar: Data storytelling: Turning data into compelling narratives here.
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