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AGENDA
• Welcome!

• Presentation: Building Your Toolbox: Public Health Planning   

Tools to Drive Success 

• Q&A

• Closing Remarks
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WELCOME!
SARA REGAN & ROBYN SCHERER 



Prepared 
For: Planning & Design July 9, 2025

Building Your Toolbox: Public Health 
Planning Tools to Drive Success

NYSPHC Educational Series Session



Introductions
Purpose of the Session
RACI
RAPID
Questions

Agenda

Building Your Toolbox: Public Health Planning Tools to 
Drive Success



Today’s Presenters

Building Your Toolbox: Public Health Planning Tools to 
Drive Success

Robyn Scherer, MPH, CHES

Senior Principal Consultant, NYSTEC

20 years of public health experience

Schools attended: Middlebury College, University of 
Michigan

You will find her implementing decision making tools to 
ensure that all perspectives are accounted for. 

Fun fact: I started working with the NYSPHC program in 
2021, before any Fellows had even been hired!

Sara Regan, MPH

Principal Consultant, NYSTEC

20 years of public health experience

Schools attended: Rutgers University, NYU, George 
Washington University, Marymount University (VA)

You will find her trying to use a RACI to plan her next 
family vacation! 

Fun fact: I used to be a 5th grade teacher! 

 



At the end of the session, 
participants will be able to:
• Explain the difference between 

a RACI and a RAPID
• Identify appropriate use cases 

for each tool
• Describe how public health 

professionals can use these 
planning tools to help drive 
success in their programs, 
projects, and campaigns

Learning Objectives

Building Your Toolbox: Public Health Planning Tools to 
Drive Success



Public Health Frameworks

Building Your Toolbox: Public Health Planning Tools to 
Drive Success



Planning and Decision Making 
Tools for the Public Health 
Workforce

Building Your Toolbox: Public Health Planning Tools to 
Drive Success

The RACI and RAPID are tools that help determine who will carry out 
public health activities. 
• RACI charts help you determine roles when planning for a project. 
• RAPID charts help you assign roles to make important decisions.

These tools are meant to be flexible while also providing a structure 
that prioritizes thoughtful implementation.
The RACI and RAPID increase buy-in, clarify accountability, and are 
outcomes driven. 



RACI-a project planning 
tool that 
illustrates WHAT needs 
to be done and WHO 
must do it.



Building Your Toolbox: Public Health Planning Tools to Drive 
Success

RACI - What is it?

A project management tool that 
clarifies roles and responsibilities 
within a project team. 
RACI is an acronym that stands for 
Responsible, Accountable, 
Consulted, and Informed. 
You might hear it called a RACI Chart 
or a Responsibility Assignment 
Matrix.

https://coschedule.com/marketing-terms-definitions/raci-matrix



RACI- 2 Different Views of the Tool

Building Your Toolbox: Public Health Planning Tools to 
Drive Success

The column titles are the project team 
members who are working on the 
project and the cells identify the role 
that team members is assigned to.  

The column titles are the roles within the 
project  and the cells contain the project 
team members who are assigned to the 

roles.



1. Identify the project that you need to plan for.
2. List the activities that are needed to complete the project. 
3. Using the RACI definitions, identify the people/roles that 

need to be involved with each activity or decision.
4. Work with colleagues to confirm everyone agrees with the 

roles and activities listed in the RACI.  
5. Share the completed RACI with everyone that is involved 

with the project and save the RACI to a shared location. 
6. Make modifications as needed moving forward and keep the 

chart up to date with any project changes.

How to create a RACI?

Building Your Toolbox: Public Health Planning Tools to Drive 
Success



Example of a RACI

Building Your Toolbox: Public Health Planning Tools to Drive 
Success

Project: The NYSPHC Fellow at a Local Health Department is organizing a Health Fair that promotes 
health and wellness during the summer months. 

Activity/ Deliverable Responsible Accountable Consulted Informed
Establish project team  that is involved in the Health Fair Administrative Staff Fellow Fellow's Supervisor County Health Commissioner, 

Public Health Nurses
Determine which organizations should be invited to be at 
the Health Fair

Fellow Fellow's 
Supervisor

Public Health Nurses, Admin 
Staff

County Health Commissioner

Deceide the date, time and place for the Health Fair Administrative Staff Fellow Fellow's Supervisor County Health Commissioner, 
Public Health Nurses

Create a timeline for the Health Fair planning activities Fellow Fellow's 
Supervisor

Administrative Staff County Health Commissioner, 
Public Health Nurses

Send a letter to the organizations inviting them to Health 
Fair

Administrative Staff Fellow Fellow's Supervisor County Health Commissioner, 
Public Health Nurses

Track which organizations will be at the Health Fair Administrative Staff Fellow Fellow's Supervisor County Health Commissioner, 
Public Health Nurses

Create community outreach materials for the Health 
Fair Fellow

Fellow's 
Supervisor

Communications Team County Health Commissioner, 
Public Health Nurses

Order materials for the Health Fair Administrative Staff Fellow Fellow's Supervisor County Health Commissioner, 
Public Health Nurses

Create a staffing plan for the Health Fair Fellow Fellow's 
Supervisor

Administrative Staff County Health Commissioner, 
Public Health Nurses

Evaluate the Health Fair Fellow Fellow's 
Supervisor

Evaluation Team, 
Administrative Staff

County Health Commissioner, 
Public Health Nurses


RACI

		Activity/ Deliverable		Responsible		Accountable		Consulted		Informed

		Establish project team  that is involved in the Health Fair		Administrative Staff		Fellow		Fellow's Supervisor		County Health Commissioner, Public Health Nurses

		Determine which organizations should be invited to be at the Health Fair		Fellow		Fellow's Supervisor		Public Health Nurses, Admin Staff		County Health Commissioner

		Deceide the date, time and place for the Health Fair		Administrative Staff		Fellow		Fellow's Supervisor		County Health Commissioner, Public Health Nurses

		Create a timeline for the Health Fair planning activities		Fellow		Fellow's Supervisor		Administrative Staff		County Health Commissioner, Public Health Nurses

		Send a letter to the organizations inviting them to Health Fair		Administrative Staff		Fellow		Fellow's Supervisor		County Health Commissioner, Public Health Nurses

		Track which organizations will be at the Health Fair		Administrative Staff		Fellow		Fellow's Supervisor		County Health Commissioner, Public Health Nurses

		Create community outreach materials for the Health Fair		Fellow		Fellow's Supervisor		Communications Team 		County Health Commissioner, Public Health Nurses

		Order materials for the Health Fair		Administrative Staff		Fellow		Fellow's Supervisor		County Health Commissioner, Public Health Nurses

		Create a staffing plan for the Health Fair		Fellow		Fellow's Supervisor		Administrative Staff		County Health Commissioner, Public Health Nurses

		Evaluate the Health Fair		Fellow		Fellow's Supervisor		Evaluation Team, Administrative Staff		County Health Commissioner, Public Health Nurses
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				Activity/ Deliverable		Responsible		Accountable		Consulted		Informed

				Task 1		Admin		NYSPHC Fellow		John Smith		Executive Office

				Task 2		NYSPHC Fellow		John Smith		 Admin		Executive Office

				Task 3		John Smith		Admin		Executive Office		NYSPHC Fellow

				Task 4





																		Activity/ Deliverable		Admin		NYSPHC Fellow		John Smith		Evaluator

																		Task 1		R		A		C		I
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RAPID

		Decision/Action		Recommend		Agree		Perform		Input		Decide
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Responsible
* The person who actually carries out the process or task

assignment
* Responsible to get the job done
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RAPID Framework In A Nutshell

The RAPID framework is a tool used to help businesses make important decisions. The RAPID framework was
developed by global consultancy firm Bain & Company, which noted that "high-quality decision making and

strong performance go hand in hand.”

Recommend

the decision
or action

Who is the person or
group of people
responsible for
recommending an
action as part of an
expected outcome?

Agree to the
decision or
action

Who is the person or
group of people tasked
with agreeing to a
decision? This might
include customers,
suppliers,
stakeholders,
department heads, or
key executives.

Perform the
action item

This role encompasses
those tasked with carrying
out the action. This role
must be staffed with
relevant knowledge and

expertise.

Who will provide
factual input to a
recommendation to
generate support from
employees? Depending
on the ease of
implementation and
chance of success, this
input may or may not
be reflected in the

final proposal.

Decide to
make the
decision

The decision must be
made by a single
person - referred to as

the decision owner. If
a business feels the
need to involve
multiple people ina
decision, then it may
benefit from splitting
a project into smaller
parts.








Every task should have at least one responsible person and only 
one accountable person for each task. There can be multiple 
people consulted and informed depending on the size of your 
project/team.
The RACI should be reviewed often and revised as needed. In a 
multi-year project, the RACI should be reviewed quarterly.
The RACI should be shared with all team members involved in a 
project. 

RACI- Best Practices

Building Your Toolbox: Public Health Planning Tools to 
Drive Success



RACI – Use it or Consider 
Another Tool?

Building Your Toolbox: Public Health Planning Tools to 
Drive Success

The project is small and 
straightforward with few 
stakeholders.
The tasks and the roles change 
often.
The project requires a lot of 
creativity, collaboration, and 
shared decision making. 

The project has multiple team 
members and stakeholders.
The project is being 
implemented during a time of 
change.
The project involves roles that 
may have overlapping 
responsibilities.

Use it when… Consider another tool when…



RACI – When might this tool be 
useful to a NYSPHC Fellow?

Building Your Toolbox: Public Health Planning Tools to 
Drive Success

Examples of when a NYSPHC Fellow might use the RACI:
• Producing a Public Health Marketing Campaign
• Implementing a Caregiver Training
• Collecting Data for a Community Based Project

Take a minute to think about a project or program that you are 
working on, or have worked on, that is benefitting or would benefit 
from a RACI. In the chat, feel free to share an example. 



RAPID- a project planning 
tool that helps clarify 
WHO is responsible for 
MAKING DECISONS.



RAPID is a tool developed by Bain & 
Company to help organizations make 
complex  decisions with many 
stakeholders. 
RAPID is an acronym for the key roles 
involved in decision making: 
Recommend, Agree, Perform, Input, 
Decide
The order of the acronym doesn’t 
necessarily match up with the order 
for the decision-making process. 
Usually, you start with Input.
Using this tool doesn’t mean that you 
will end up with a decision in rapid 
time, usually these decisions take time 
due to their complexity and high 
stakes.

RAPID – What is it?

Building Your Toolbox: Public Health Planning Tools to Drive 
Success

https://fourweekmba.com/rapid-framework/



RAPID Framework

Building Your Toolbox: Public Health Planning Tools to Drive 
Success



RAPID- 2 Different Views
Example: Setting Up a Taskforce on 
Health Screenings

Building Your Toolbox: Public Health Planning Tools to 
Drive Success

The column titles are the project team 
members who are involved in the 
project and the cells identify the 
decision making role that team 
members is assigned to.  

The column titles are the decision making 
roles and the cells contain the project 

team members who are assigned to the 
roles.



1. Identify the decision or decisions that need to be made to 
implement a project or program.

2. List the decisions that needed to be made. 
3. Using the RAPID definitions, identify the people/roles that 

need to be involved with each component of the decision.
4. Work with colleagues to develop and confirm agreement on 

the activities and roles within the RAPID.  
5. Share the completed RAPID with everyone involved with the 

project or program and save the RAPID to a shared location. 
6. Make modifications as needed moving forward and keep the 

chart up to date.

How to create a RAPID?

Building Your Toolbox: Public Health Planning Tools to Drive 
Success



Involves people in decisions that directly impact them. 
Increases transparency in the decision-making process. 
It sets up a system where it’s not always those at the top who 
make decisions.
Includes different perspectives to identify different opportunities 
or challenges. 
Creates accountability for decision making.

RAPID- What are the benefits 
of using it?

Building Your Toolbox: Public Health Planning Tools to 
Drive Success



RAPID – Use it or Consider 
Another Tool?

Building Your Toolbox: Public Health Planning Tools to 
Drive Success

The decisions address simple 
problems.
The decisions that need to be 
made are time-sensitive.
Decisions can be made by one 
person.

The project is complex and there 
are many people involved.
The project needs buy-in from 
several stakeholders.
There is time to make the 
decision.

Use it when… Consider another tool when…



RAPID – When might this tool 
be useful to a NYSPHC Fellow?

Building Your Toolbox: Public Health Planning Tools to 
Drive Success

Examples of when a NYSPHC Fellow might use the RAPID:
• Writing a complex grant application for a new community-based program.
• Revising an emergency preparedness plan for a local health department.

Think about a work project or program where complex decisions need 
to be made. Would you choose to use a RAPID to manage the 
decisions? Why or why not? In the chat, feel free to share an example. 



RACI or RAPID

Building Your Toolbox: Public Health Planning Tools to 
Drive Success

Scenario 1: Your boss comes to you and says that they need you to 
implement an emergency preparedness training for all the community 
health workers in your community. Which tool would be helpful?
Scenario 2: The organization that you are working for has funding to 
implement a new text alert system to publicize community health 
activities. You have to present the fiscal team with a proposal for a 
system in 2 months. Which tool would be helpful?
Scenario 3: You are chairing a taskforce that needs to develop 
recommendation and implementation plan for the next public health 
emergency. Which tool would be helpful?



7/11/2025 | 27 

QUESTIONS?
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CLOSING REMARKS
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CONFERENCE & TRAINING POLICY
• Beginning August 1, 2025, Fellows will be permitted to resume travel 

to large professional development conferences, contingent on 
availability of funding.

• Follow existing non-routine travel policies and procedures to request 
to attend conferences.

• As a reminder, non-routine travel request submissions and approvals 
submitted to NYSPHC prior to April 3rd, 2025 are no longer valid, and 
Fellows must resubmit travel paperwork for approval. 

• See the email sent on June 13th for full details. 
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OFFBOARDING CHECKLIST FOR FELLOWS
NYSPHC Training and Resources Website
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NYSPHC LINKEDIN GROUP
• Stay connected with NYSPHC on LinkedIn

• Stay updated on public health events

• Engage with polls and share your insights
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REMINDER: 
EMPLOYEE 

ASSISTANCE 
PROGRAM
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THANK YOU!
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