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CHANGE 

“ People don’t  resist  change,  t hey resist  being changed”  

Pet er Senge 



Big Bang Theory:  Sheldon and Change 

 



It  won’ t  

f ly 

I’ m not  sure 

my boss 

would l ike it  

It ’s t oo 

ambit ious 

No es mi 

problema 

It ’s 

impossible 

We didn’ t  

budget  for it  

No one 

asked me 

We’ l l  

cat ch f lak 

for t hat  

It ’s t oo 

expensive 

That ’s 

someone 

else’s 

responsibil i t y 

We don’ t  

have t he 

equipment  

It  wil l  t ake 

t oo long 

It ’s 

hopeless 

We’ ve 

always done 

it  t his way 

We can’ t  

t ake t he 

chance 

It ’s t oo 

compl icat ed 

They 

won’ t  

fund it  

There is 

not hing in 

it  for me 

It  is t oo 

radical  

We don’ t  

have 

consensus 

yet  

It ’s t oo 

pol it ical  

We have t oo 

many layers 

There is t oo 

much red 

t ape 

It ’s not  my j ob 

It  can’ t  be 

done 

We are doing 

“ x”  as it  is 

It ’s cont rary 

t o pol icy 

50 REASONS NOT TO CHANGE 

It  needs 

more 

t hought  

Anot her 

depart ment  

t ried t hat  

It ’s not  

our 

problem 

It ’s 

against  

t radit ion 
We don’ t  

have t he 

st af f  
We t ried 

t hat  before 
We are t oo 

ent renched 

This is  

j ust  a fad 

We don’ t  

have enough 

t ime 

We are 

wait ing for 

guidance on 

t hat  

It  won’ t  work 

in t his 

depart ment  

There is no 

clear 

mandat e 

Maybe,  

maybe not  

It  needs 

commit t ee 

st udy 

I’ m al l  for it ,  

but … 

It ’s t oo 

visionary 

No se 

puede 

Me fal t a 

animo 

We’ ve 

never done 

t hat  before 
It  wil l  

never f ly 

upst airs 

They don’ t  

real ly want  

t o change 

Nunca pasa 

nada 

I don’ t  have 

t he 

aut horit y 



Out l ine of  Present at ion 

 Call  for change 

 Two essent ial  element s for leading change 

 8 st ages of  leading change 

 



Call  for Change:  Healt hcare 

 Berwick and Hackbart h (2012):  Cut  wast e 

 Swensen and col leagues (2010):  Scient if ical ly informed guidel ines,  

st andard pract ice,  t eamwork,  checkl ist s,  account abil i t y 

 The American Col lege of  Physicians:  High value,  cost  conscious healt h 

care (Owens,  Qaseem, Chou,  & Shekel le,  2011) 

 The Healt hcare Financial Management  Associat ion (HFMA):  

Fundament al reorient at ion of  healt h care f rom rewarding volume t o 

rewarding value 

 The Inst it ut e for Healt hcare Improvement :  Triple aim 

 Harvard Business Review (2013):  Disrupt ive t ransformat ion 



Value-Based Healt h Care Syst em 

 Value:  Pat ient  healt h out come per dol lar spent  

 Delivering high and improving value is t he fundament al purpose of  healt h care 

 Value is t he only goal t hat  can unit e t he int erest s of  al l  syst em part icipant s 

 Improving value is t he only real solut ion versus cost  shif t ing or rest r ict ing services 

 

VALUE =  Healt h out comes t hat  mat t er t o t he person 

  Cost s of  del ivering t he out comes 

 

Port er,  Michael E. ,  and Thomas H.  Lee.  "The St rat egy That  Wil l  Fix Healt h 

Care. " Harvard Business Review 91,  no.  10 (Oct ober 2013):  50–70.  



The St rat egic Agenda 

 Organize care int o int egrat ed pract ice unit s around pat ient  medical 

condit ions 

 Measure out comes and cost s for every pat ient  

 Prost at e Cancer 

 Move t o bundled payment s for care cycles 

 Int egrat e care del ivery syst ems 

 Expand geographic reach 

 Build an enabl ing informat ion t echnology plat form 

Port er,  Michael E. ,  and Thomas H.  Lee.  "The St rat egy That  Wil l  Fix Healt h 

Care. " Harvard Business Review 91,  no.  10 (Oct ober 2013):  50–70.  



Call  for Change:  Healt hcare 

 Healt h Care Reform Unfolds in Three Phases 

 Insurance reform 

 Payment  reform 

 Delivery syst em reform 

 

 Phase 1:  Af fordable Care Act  

 Phase 2 and 3 are now underway 

 Creat ing t urmoil  and st ress 



The Healt hcare Syst em is Under Duress 

 Changing reimbursement  

 Changing focus on out comes 

 Changing demands for service 

 Changing t he way business is done 

Old:  

Volume 

New:  

Value 



Call  for Change:  Higher Educat ion 

 Growing privat izat ion due t o st eady decl ine in st at e funding 

 Commercial ized and pol it icized research syst em due t o st eady decl ine in NIH 
funding 

 Compet it ive and chaot ic environment  

 Increasing t uit ion 

 Changing and uncert ain j ob market  

 Account abil i t y (publ ic scrut iny) 

 College Scorecard (2013) 

 Free Col lege Plan (?) 

 

Our t radit ional model is changing 



Operat ing Expenses 

St at e 
Approp.  

Indirect  
Expenses 

Tuit ion 

and Fees 



In a Nut shel l… 

Everyone has a plan “ t i l l  

t hey get  punched in t he 

mout h! ”  
~ Mike Tyson 



Organizat ions wil l  be pushed t o reduce 

cost s,  improve qual it y,  innovat e,  and 

increase product ivit y 

“ Change is t he law of  l i f e and t hose who look only t o t he past  or  

present  are cer t ain t o miss t he f ut ure”  

John F Kennedy 





Why do Change Ef fort s Fail? 

 Complacency 

 Failure t o creat e a guiding coal it ion 

 Lack of  Vision 

 Under-communicat ing t he vision  

 Permit t ing obst acles t o block t he new vision 

 Fail ing t o creat e short -t erm wins 

 Declaring vict ory t oo soon 

 Failure t o anchor t he change 

 



Good News 

 Successful Change Can Happen 

 Two essent ial  element s 

 8 st ages t o overcome dest ruct ive inert ia (8 st rat egies) 

 Driven by high qual it y leadership – Engine t hat  drives change 

 



Background on t he book 

 Published as an art icle in 1995 

HBR 

 Analysis over 15 years of  

change init iat ives 

 Rest ruct uring 

 Reengineering 

 Rest rat egizing 

 Acquisit ions 

 Downsizing 

 First  place for reprint s 



The 8 St age Process t o 

Successful  Change 

1. Est abl ishing a Sense of  Urgency 

2. Creat ing a Guiding Coal it ion 

3. Developing a Vision and St rat egy 

4. Communicat ing t he Change Vision 

5. Empowering Act ion 

6. Creat ing Short -t erm Wins 

7. Consol idat ing Change 

8. Anchoring New Approaches 

 

 

Leading Change by John Kot t er 

Fight  Against  

t he St at us Quo 

Int roduce New 

Pract ices 

Ground Change 

in t he Cult ure 



Caveat s 

 Successful change goes t hrough al l  st ages 

 People in mult iple phases at  once 

 Skipping st eps creat es problems 

 Get t ing t oo far ahead wit hout  a st rong base causes problems 

 

 Init iat ing act ion in any ot her order t han 1-8 rarely worked wel l  

 Forced,  cont rived,  mechanist ic 

 Failed t o creat e moment um  



Leadership:  Engine 

That  Drives Change 

Management  

Planning and 
budget ing 

Organizing 
and st af f ing 

Cont rol l ing 
and problem-

solving 

Leadership 

Est abl ishing 
direct ion 

Al igning 
people 

Mot ivat ing 
and inspiring 

Management  vs.  Leadership 



Level 5 Leader 
Good t o Great  by Jim Col l ins 

Execut ive Level 5 
• Builds enduring great ness t hrough a blend of  personal humil i t y and 

professional wil l  

Ef fect ive Leader Level 4 
• Cat alyzes commit ment  t o add vigorous pursuit  of  a clear and 

compell ing vision,  st imulat ing higher performance st andards 

Compet ent  Manager Level 3 
• Organizes people and resources t oward t he ef fect ive and ef f icient  

pursuit  of  predet ermined obj ect ives 

Cont ribut ing Team Member Level 2 
• Cont ribut es individual capabil i t ies t o t he achievement  of  a group 

of  obj ect ives and works ef fect ively wit h ot hers in a group 

Highly Capable Individual Level 1 
• Makes product ive cont ribut ions t hrough t alent ,  knowledge,  and 

good work habit s 



“ If  you want  t o make enemies,  t ry 

t o change somet hing”  

Woodrow Wilson 

If  your act ions inspire ot hers t o dream more,  

learn more,  do more and become more,  you 

are a leader 



1 
Est abl ish A Sense of  Urgency 

2 
Creat e a Guiding Coal it ion 

3 
Develop a Vision and St rat egy 

4 
Communicat e t he Change 

5 
Empower Employees 

6 
Generat e Short -t erm Wins 

7 
Consol idat e Gains 

8 
Anchor New Approaches 

8 St ages of  

Successful  Change 



The crit ical fact or t hat  drives 

people out  of  t heir comfort  zone 

 

 

 

 

 

 

 

 
 Rest oring healt h t o an 

organizat ion 

 Moving f rom average t o leading 

 Pushing leader fart her out  f ront  

 

 100 person organizat ion 
requires 24 people t o go above 
and beyond 

 Fight s against  t he St at us Quo 

 Urgency NOT Emergency (75%) 

 

1 
Est abl ish A Sense of  Urgency 

COMPLACENCY 

Absence of  
Crisis 

Happy Talk 

Low 
Performance 

St andards 

Low-
Conf ront at ion 

Cult ure 
Human Nat ure 

Narrow 
Funct ional 

Goals 

Too Many 
Visible 

Resources 



60 Minut es 
Universit y of  Alabama foot bal l  

coach Nick Saban 

 

Focus on hard work and high 

standards 

MANTRA:   Do t he right  t hing,  t he 

right  way,  at  t he right  t ime,  al l  t he 

t ime.  



Creat ing a Sense of  Urgency 

 NEVER let  a good crisis go t o wast e;  Make bold and risky act ions NOT 

modest  act ions 

 Creat e a crisis;  don’ t  be af raid t o use a crisis t o build a f ire 

 Eliminat e obvious examples of  wast e 

 Change progress set  point s so high t hat  t hey can’ t  be reached wit hout  

change 

 Develop broader measures of  performance 

 St op happy t alk 

 Bombard people wit h fut ure opport unit ies;  reward for t hose who 

capit al ize on t hose opport unit ies 

 



MYTH:   The kind of  leadership t hat  

is crit ical t o any change can come 

only f rom a single larger-t han-l i fe 

person 

 Leading change t akes a vi l lage (powerful 

force) 

 A st rong guiding coal it ion 

 The right  composit ion,  level of  t rust ,  

shared obj ect ive 

 Size relat ed t o size of  

organizat ion/ unit / depart ment  

 Four key element s 

 Posit ion Power 

 Expert ise 

 Credibil it y 

 Leadership 

2 
Creat e a Guiding Coal it ion 

Guiding Coal it ion 

Teamwork 

Leadership 
Skil ls 

Management  
Skil ls 



How t o Creat e a Guiding Coal it ion 

 Find t he right  people 

 St rong posit ion power 

 Broad expert ise 

 Balance of  leadership and management  ski l ls  

 

 Creat e Trust  

 Careful ly planned of f -sit e event s 

 Talk and j oint  act ivit ies 

 

 Develop a Common Goal 

 Sensible 

 Appeal ing t o t he heart  



Cent ral Component  of  al l  Great  

Leadership 

 CLEAR pict ure of  t he fut ure & why 

 General Direct ion 

 Mot ivat es people t o t ake act ion in 
t he correct  direct ion 

 Helps coordinat e t he act ions of  
dif ferent  people 

 

 Vision:  Cut s t hrough t he st at us quo 

 Ambit ious 

 Appeal t o st akeholders 

 Take advant age of  t rends 

 Moral power 

 

 

3 
Develop a Vision and St rat egy 

Aut horit arian  

Decree 
Micromanagement  Vision 

St at us Quo 



Six Key Charact erist ics 

 Imaginable 

 Desirable 

 Feasible 

 Focused 

 Flexible 

 Communicable 

 

Ef fect ive Vision 

Leadership 
Creat es 

Vision and 
St rat egies 

Appeal ing 
pict ure and 

logic 

Management  
Creat es 

Plans and 
Budget s 

St eps,  
Timet ables,  
and Goals 



How To Creat e an Ef fect ive Vision 

 Init ial  St at ement  

 Modif icat ion by guiding coal it ion 

 Includes element s of  head and heart  

 Get s reworked 

 Takes t ime 

 End product  

 Desirable,  feasible,  focused,  f lexible 

 Conveyable in 5 minut es or less 

 



Simon Sinek:  The Value of  Why 



Cleveland Cl inic:  Everyone Deserves 

World Class Care 



The Real Power of  a Vision is 

Unleashed when al l  Underst and 

 Under-communicat ion and/ or 

inconsist ent  messaging st al ls 

t ransformat ion 

 Simple and direct  communicat ion 

 Met aphor and analogy 

 Mult iple Forums 

 Repet it ion 

 Leadership by Example 

 Explanat ion of  inconsist encies 

 Give and t ake 

 

 

4 
Communicat e t he Change 

Communication 

Vision 

Communication 

Other 

Communication 



Maj or t ransformat ion 

rarely occurs wit hout  many 

people assist ing  

 How t o Successful ly Empower 

Employees 

 Communicat e a sensible vision 

 Align st ruct ures 

 Provide t raining 

 Align syst ems 

 Conf ront  Supervisors who 

undercut  

 

 Empowering t he broad base 

of  people 

 Removing barriers 

 St ruct ural barriers 

 Lack of  ski l l  

 Unaligned syst ems 

 Get t ing bosses on board 

 

 

5 
Empower Employees 



Maj or change t akes t ime;  

somet imes a lot  of  t ime 

Short Term 
Wins 

Provide 
Evidence 

Reward 
Change 
Agent s 

Help   

Fine-t une 

Undermine 
cynics 

Keep 
Bosses on 

board 

Build 
Moment um  People expect  t o see t hat  

t he change is paying of f  

 Non-bel ievers need dat a 

 3 charact erist ics of  short -

t erm wins 

 Visible 

 Unambiguous 

 Relat ed t o t he change ef fort  

 

6 
Generat e Short -t erm Wins 



How t o Generat e Short -t erm Wins 

 Plan for t he short -t erm wins 

 Overwhelmed 

 Lack of  bel ief  t hat  you can produce maj or change and plan for short -t erm 

wins 

 Lack of  suf f icient  management  

 Make t hem simple,  unambiguous,  and implement  t hem early 

 Keep leadership informed 

 



Whenever you let  up before t he j ob 

is done,  crit ical moment um can be 

lost  and regression may fol low 

 Pressing harder and fast er 

af t er successes;  init iat e 

change af t er change unt i l  

vision is a real i t y 

 Problem of  int erdependence 

 Int erdependent  of f ice vs.  

independent  of f ice 

 Organizat ions are becoming 

more int erdependent  

 This seriously compl icat es 

change 

 Purge unnecessary 

int erconnect ions (clean house) 

 

7 
Consol idat e Gains 

A B 

C F 

E D 

Independent  

organizat ion 

A B 

C F 

E D 

Some 

Int erdependence 

A B 

C F 

E D 

 Maj or 

Int erdependence 

Changing anyt hing of  signif icance in highly 

int erdependent  syst ems of t en means changing 

nearly everyt hing;  THIS TAKES TIME!  



How t o Consol idat e Gains 

 Implement  more change,  not  less 

 Bring more people in and/ or promot e t o help make t he change 

 Focus on maint aining shared purpose and focus;  keep urgency level 

high 

 Allow lower ranked people opport unit y t o provide leadership of  

proj ect s 

 Ident if y unnecessary int erdependencies and el iminat e t hem 

 



CULTURE:  Norms of  

behavior and shared values 
 Good rule of  t humb… 

Whenever you hear of  a maj or 

rest ruct uring,  reengineering,  or 

st rat egic redirect ion in which st ep 1 

is “ changing t he cult ure” ,  you should 

be concerned t hat  i t  might  be going 

down t he wrong pat h.  

 In t ransformat ions t he old 

cult ure is not  compat ible 

wit h t he new vision 

 Graf t  new pract ices 

 Powerful  

 Indoct rinat ion 

 Cult ure exert s i t self  

 Not  conscious 

 MYTH:  The f irst  st ep in 

maj or t ransformat ion is t o 

change t he cult ure 

 

8 
Anchor New Approaches 



Impl icat ions for t he Fut ure 

Twentieth Century Twenty-First Century 

St ruct ure 
Bureaucrat ic 

Mult i-leveled 

Senior Mgmt .  Manages 

Compl icat ed int erdependencies 

St ruct ure 
Non-bureaucrat ic 

Few levels 

Senior Mgmt .  Leads 

Minimal int erdependence 

Syst ems 
Few Performance Syst ems 

Dat a t o Execut ives Only 

Mgmt .  Training t o Seniors Only 

Syst ems 
Regular performance feedback 

Dat a Transparency 

Training t o Many 

Cult ure 
Inwardly Focused 

Cent ral ized 

Slow 

Pol it ical  

Risk Adverse 

Cult ure 
Ext ernal ly Focused 

Empowering 

Quick 

Open and Candid 

Risk-Tolerant  

 Rat e of  change wil l  not  be 

slowing down 

 Typical  organizat ions have not  

operat ed wel l  in a rapidly 

changing environment  

 Persist ent  sense of  urgency 

 Teamwork 

 Ef fect ive communicat ion 

 Broad-based empowerment  

 Short -t erm wins 

 Necessary int erdependence 

 Adapt ive cul t ure 

 



What  is Needed 

t o be Successful? 

 Leaders able t o:  

 Set  t he St age 

 Decide what  t o do 

 Make it  happen 

 Make it  st ick 

 

1 
Est abl ish A Sense of  Urgency 

2 
Creat e a Guiding Coal it ion 

3 
Develop a Vision and St rat egy 

4 
Communicat e t he Change 

5 
Empower Employees 

6 
Generat e Short -t erm Wins 

7 
Consol idat e Gains 

8 
Anchor New Approaches 



Quest ions? 
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