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Organizational Change  

“Lasting success lies in changing individuals first; then the organization 
follows.” 
 

 

 

Black and Gregersen, Leading Strategic Change: Breaking Through the Brain Barrier. 2003. 
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Humans Are Hard-Wired to Resist Change 

Unlocking individual change starts and ends with the mental maps 
people carry in their heads.  
 
If leaders cannot change individuals’ mental maps, they will not change 
the destinations people pursue or the paths they take to get there.  
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Breaking Through Resistance 

Forces That Support the Status Quo 

Authoritarian 
Decree 

Micromanagement 

Vision 
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Change Theory 

 

Make clear the contrast:  
  

 Before After and 
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Contrast: Provider Centric 
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Contrast: Patient Centric 
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Contrast: High Volume 
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Contrast: Value 
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Change Theory 

Narrow down the contrast to a few critical factors:  
• The 20% that paints the picture. 
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 Contrast: Traditional Practice Versus Medical Home 

Traditional Practice 
I work with different people on 
different days; my patients are those 
who get on the schedule. 

When a patient arrives  in the clinic, 
we respond to the complaint and try 
to figure out what else they need help 
with.  

I hear about a hospitalization or ED 
visit when a patient comes in and 
tells me about it. 
 
 

Medical Home 

I am part of a small team that works together 
all the time to improve the health of our 
team’s assigned patients. 

An electronic registry provides a summary 
sheet that tells us everything the patient is 
due for (screening, labs, etc.) and is used at 
the patient visit to create outreach lists of 
patients who do not have scheduled visits.  

We have an electronic alert of our patients’ 
hospitalizations and ED visits and bring 
those patients in to be seen right away. We 
work with patients to develop skills and plans 
to better manage their conditions and avoid 
unnecessary emergent care.  
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 Change Theory 

Research indicates that employees generally 
need to hear the contrast 5 to 6 times before 
they understand it. 
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The Adoption of Change 

For things to change, the way we think and act needs to change. 
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The Adoption of Change 

Knowledge isn’t enough to cause 
change. We have to believe in the 
change and inspire others to do 
the same. 
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Change Agents 

How do you encourage change in others? 

• Get to know them.  

• Set them up for success! 
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 The Adoption of Change 
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Vision Skills Incentives Resources+ + + Action 

Plan 

 Components of Successful Change 

Key Components of Successful Change 

Change + = 

Skills Incentives Resources 
Action 

Plan 
Confusion+ + + = 

Vision Incentives Resources 
Action 

Plan 
Anxiety + + + = 

Vision Skills Resources 
Action 

Plan 
Resistance+ + + + = 

Vision Skills Incentives 
Action 

Plan 
Frustration+ + + + = 

Vision Skills Incentives Resources Treadmill + + + + = 

17 



Overcoming Resistance to Change 

Select Strategies to Overcome  
Resistance to Change 

1. Address Personal Concerns First 
As a change agent, address the users’ personal concerns first; 
focus later (if at all) on the organizational benefits. 
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Overcoming Resistance to Change (continued) 

2. Link the Change to Other Important Issues 
By showing how a change is connected to issues of health, job 
security, and other important factors, the change is more likely to 
“stick” and less likely to be replaced as new demands for attention 
occur. 
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Overcoming Resistance to Change (continued) 

3. Tap into People’s Desire to Avoid Loss 

In addition to relaying the positives, explain what can be lost if 
change is not accepted. Inaction now may pose its own threats and 
loss. 
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Overcoming Resistance to Change (continued) 

4. Make the Change Local and Concrete
Encourage buy-in by demonstrating, in concrete terms, the impact
of the change.

5. Appeal to the Whole Brain
Combine analytical information with vivid imagery in the form of film
footage, personal accounts, and concrete comparisons; employ
messages designed to emphasize relevant personal experience
and elicit an emotional response.
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Overcoming Resistance to Change (continued) 

6. Beware of Overloading People
Find balance. Don’t present too much information at once.

7. Take Care in Selecting Changes
Focus on the most important changes. Some changes are more
high yield than others and some may be easier to implement.

Source: Anthony (Tony) Marker, Associate Professor. College of Engineering, 
Boise State University. 
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Transition  
State 

 Change as a Process 

Learning 

Present  
State  

Transition  
State 

Desired 
State 

 
 

Pain Remedy 
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Roles in the Change Process 

 Change Sponsor: Promotes a vision and is dedicated to
communicating and legitimizing the change to be implemented.

 Change Agent: Ensures change is implemented.

 Change Subject: Carries out actions.
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Effective Sponsors 

To be an Effective Sponsor, you must do 
the following: 

• Legitimize change

• Lack acceptance of the status quo

• Clearly communicate vision

• Understand resource requirements and have
the commitment to provide needed resources

• Understand the organizational impact of
the change

• Recognize and show empathy for the human
impact of the change
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Effective Sponsors (continued) 

• Publicly support the change

• Ensure private communication is consistent with public
communication

• Use rewards and consequences for those struggling to embrace
change

• Monitor actions to assure the change process is moving forward

• Sustain support throughout the duration of the change

• Work within the parameters of the sponsor
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Change Agent 

• Design and carry out action plans

• Build and sustain synergistic
relationships

• Empower change subjects

• Communicate, solicit and provide
feedback

• Assess level of commitment and
recognize and manage resistance

• Influence and reframe

• Demonstrate professional behavior
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Cascading Sponsorship 
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Future Shock! 

• Change is happening at an exponential rate in health care, at macro, 
organization, and micro levels. 
 

• Change represents opportunities and risk. Increasingly, people are 
hitting their “Future Shock” threshold. 
 

• Future Shock is the point in time when people can no longer  
assimilate change without displaying dysfunctional behavior. 
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Demonstrating Resilience During Change 

Organizations that respond effectively to the pressures of change all 
have one characteristic in common; they demonstrate “resilience” 
during change. 
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Demonstrating Resilience During Change 

Resilience is the ability to recover from or adjust to change. 
 

Resilient Organizational Characteristics 

 Visionary 

 Proactive 

 Positive 

 Flexible 

 Organized 
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Facilitating Change 

Structure for PCMH Planning and 
Transformation 

• PCMH Framework – NCQA, other 
• PCMH Assessment 
• PCMH Transformation Plan 
• Data Dashboard 
• Health Center Improvement Teams 
• Model for Improvement  
• Health Center Training and Support  
• Accountability Model  
• Ongoing Sponsorship and Communication 
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PCMH Framework and Self-Assessment 

Each site will conduct a PCMH self-assessment using the self-
assessment tool based on the NCQA PCMH Program framework. 
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PCMH Transformation Plan 

Overall PCMH Transformation Plan 

 
Multi-site organizations may need:  

• Organizational infrastructure plan 
• Individual health center-level action plans 
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Performance Measurement: Data Dashboard 

You can’t manage what you don’t measure. 

 
Set goals to measure and monitor: 

 Clinical Quality 

 Operational Quality 

 Care Coordination 

 Healthcare Utilization 

 Patient Experience 
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Opportunities to Engage Leadership 

Activity: Brainstorm! 
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Sponsor Communication: An Example 

• Value-based payment is here. Our future depends on being able to 
demonstrate the value of our care.  

• The Patient-Centered Medical Home model will help us achieve value.  
One thing I’m really excited about is population health management. Instead 
of just working with the patients that come in to the centers, we’ll be 
reaching out and engaging those we’ve never seen. Did you know we have 
several thousand assignees from our managed care organizations that have 
never been here? They’re probably just going to the emergency department 
when they get sick. That’s bad care. We’re going to contact them, help them 
select a primary care team, and introduce them to the medical home. We’re 
going to conduct a Health Risk Assessment over the phone and get these 
individuals the care they need; they are our patients!     

• In addition to improving value and patient experience, the PCMH also 
improves staff satisfaction. Change is hard, but this is a win for everyone.  

• Our patients are counting on us to be here for them; can I count on you to 
help make this transformation a success?  
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Key Messages and Relationship Building 
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Practice Facilitator Communication 

1. Develop a concise statement that will help 
explain the shift to population health 
management (i.e., reaching out to engage 
the unengaged, provide preventive care, 
and provide chronic disease management). 

2. Develop a concise statement to describe 
your role as practice facilitator when 
implementing the changes. 

3. Formulate verbal statements. They should 
be no more than two minutes each and 
should be in your own words. 

4. Prepare to volunteer to role play! 
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Questions and Answers 

Do you have any questions or comments 
that you would like to share? 
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