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OBJECTIVES

❑ REVIEW PRACTICE CHANGES
MADE IN COHORT 1
❑ EXPLORE CHANGE
MANAGEMENT SUCCESSES
AND CHALLENGES
❑ REVIEW ADAPTIVE CHANGE
VERSUS TECHNICAL CHANGE
❑ INTRODUCE EFFECTIVE
TEAMS AS PART OF CHANGE
PROCESS
❑ SET PRIORITIES FOR CHANGE
PROCESS IN COHORT 2
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INTEGRATING BEHAVIORAL HEALTH IS A PARADIGM SHIFT
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WHY TALK ABOUT CHANGE?

Change is hard, so let’s celebrate the changes made in Cohort 1.
✓ Changes in screening or
measurement?

✓ The process of change is worth
attending to and reflecting on

✓ Changes in workflows?

✓ What’s worked well in
your change process?

✓ Changes in job roles?
✓ Changes in team composition
or team functioning?

✓ What’s been more
challenging?

✓ Changes in leadership buy-in
or priorities?
✓ Changes in relationships?
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WHAT IS CHANGE?

Spend a minute reflecting on the
last six months and write down
one change that you thought
would be easier
than it turned out to be?
Now write a few words that
come to mind about why it was
hard—what got in the way?
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CHANGE TAKES BOTH TECHNICAL AND ADAPTIVE WORK

ATTENTION
EFFORT &
RESOURCES

TECHNICAL
CHANGE

Performance Improvement Cycle: 1

2

3

ADAPTIVE
CHANGE
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SUSTAIN & IMPROVE

TIME
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ADAPTIVE CHANGE

1) How was the change communicated?
2) How did you organize or manage (lead/support) the
change?
3) Who (and what) was affected by the change, and
how?
4) How was changed received?
5) What elements of culture did you encounter in
implementing the change?
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THE JOURNEY TO CHANGE: WHO (AND WHAT) IS AFFECTED BY THE
CHANGE, AND HOW?

STAGES OF TRANSITION
✚ Ending: Letting go and grieving the loss of what was
✚ Neutral Zone: Drifting and exploring
✚ New Beginning: Creating the new; arriving

Based on the work of William Bridges

8

CHANGE AHEAD? WHAT ARE THE PRIORITIES FOR CHANGE IN THE
NEXT PHASE OF DEVELOPMENT?

✚ Is it a technical change?

✚ What are the challenges you foresee?
✚ How many people in your organization know
that this is the next step or phase of
development?
✚ How have you presented it? Or prepared
team members?
✚ What adaptive strategies are you planning to
use to support ongoing change?
✚ Are people talking about change
fatigue?
✚ Is there resistance?
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THE JOURNEY TO CHANGE: HOW DO WE GET FROM HERE TO
THERE?

• Remember: all change is personal
• Levers of change:

• Communication – communicate what is changing, when, and who
is leading/who wants to be involved. Communicate 8x in 8 ways
• Education/Training – providing training on all new processes and
roles, helps people feel more confident/comfortable and less
resistant to change
• Reinforcement (Recognition and Rewards) – DATA highlights what is
working well, and also illustrates when actions/model is not
working well to drive changes
• Personal Support – need to provide to mitigate against resistance
• Plan “there to here,” travel “here to there”
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WHAT IS RESISTANCE?

IS

IS NOT

Inevitable and emotional response

Necessarily logical

A natural function of disruption

A sign of disloyalty

Manageable

Something to overcome or combat

An attempt to protect or defend the
individual and protect them from
harm

Aimed at you or to be taken personally

A sign that the potential for change
exists. An indirect expression of
underlying concern

Designed to discredit your
competence, despite the words being
used

Attempting to control the change
process

Indicative of poor performance

A learning process

A sign that the change process is out
of control
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MOST COMMON MISTAKES IN MANAGING RESISTANCE

Attempting to change
the end user’s view
with “logical”
arguments about why
they should change

Dealing with the
person; not the issue

Giving up or not
repeating the process
Ignoring the end
user’s emotions and
behaviors concerning
the change

Assuming what is
“logical” to you is
logical to the end user
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EFFECTIVE BEHAVIORS IN MANAGING RESISTANCE

• Creating rapport. Build strong working relationships

• Establishing expectations and providing context
• Explaining the change in terms of the stakeholder’s “What is in it
for me” baseline
• Establishing the source of resistance from the stakeholder’s
point of view
• Asking open-ended questions—support and invite open
expression

• Occupy less than 25% of the air time- shut up and listen
• Utilize the stakeholder’s energy to help manage the situation
• Create WIN-WIN situations

• Repeat the resistance management process
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CULTURE CHANGE
“Culture Eats Strategy for Lunch”
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WHY ARE WE HERE? BUILDING VALUES IN CREATING EFFECTIVE TEAMS

• Personal Reason(s) for
working in health care

WE SUPPORT
HEALTH AND
CHANGE
LIVES.

• Believe that individuals
don’t fit in “easy” boxes of
separate elements of care

• All share experience of
seeing siloed care impact
outcomes
• Want to leverage
combined expertise to
expand impact and
provider experience of
making a difference
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WHAT IS THE ROLE OF TEAM IN CHANGES AHEAD?

• Who is the team?
• Inside or outside your
organization?
• Do you have shared goals?
WE SUPPORT HEALTH
AND CHANGE LIVES

• Is the change something everyone
sees as a priority?

• What roles on the team will be
responsible for implementation?
• How is the team currently
functioning?
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MUTUAL RESPECT AND PSYCHOLOGICAL SAFETY

CRITICAL FACTORS FOR EFFECTIVE TEAMS

• Across industry and type of
team
• Google “most important
factor” for effectiveness
• Psychological safety supports
learning in organizations
• Mutual respect major focus
for IOM for interdisciplinary
teams
• IHI framework for safe,
reliable and effective care
highlights psychological safety
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WHAT HAPPENS ON TEAMS WITHOUT PSYCHOLOGICAL SAFETY?

Natural
human
tendency to
use
“impression
management.”

No one
wants to
look:
Source: Amy Edmondson Ted X on Psychological Safety
in Teams

Ignorant
Don’t ask questions
Lack of cross training occurs & and reduces
collaboration

Incompetent
Don’t admit weakness or mistake
Lack of trust developed between team
members

Intrusive
Don’t offer ideas
Don’t benefit from diversity of disciplines

Negative
Don’t critique the status quo
Missed opportunity to integrate
and adapt
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TEAMS WITH PSYCHOLOGICAL SAFETY

A SHARED BELIEF THAT THE TEAM IS SAFE FOR
INTERPERSONAL RISK TAKING
• Okay and even expected team members
will speak up with concerns, ideas,
questions, mistakes, etc.
• Team members take risk
• Embrace and celebrate diversity of team
members
• Team members value and respect one
another

• Teams continuously improve processes
• High communication and shared
information
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HOW IS YOUR ORGANIZATION’S PSYCHOLOGICAL SAFETY?

Questioning

How open and
supportive is
your team to
each other?
Can you think
of examples
for each?

Do people feel comfortable asking questions? Not
having the answers? Does anyone punish people for
not knowing?

Taking Risk, Making Mistakes
What happens when team members admit that they
don’t understand? Need support? Or made a
mistake?

Respect
Do team members offer new ideas? Share different
methods for achieving the same goal? How are ideas
met by others? With respect?

Communication
How comfortable is the team in critiquing current
status quo? Are ideas for adaptation met?

20

3 SIMPLE WAYS TO INCREASE PSYCHOLOGICAL SAFETY
LEARNING PROBLEM
Frame change as a learning
problem rather than an execution
problem.
BE HUMBLE
Acknowledge your own
fallibility.
LEADERS AND TEAM
MEMBERS
Simple ways to increase
psychological safety which
is separate from motivating
team members—creating
safe spaces.

MODEL CURIOUSITY
Ask questions and
model exploration of
new ideas.

Source: Amy Edmondson Ted X on Psychological Safety in Teams
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IDENTIFY TWO ACTIONS FOR CHANGE LEADERSHIP IN COHORT 2

• How will they be
shared with the
team?
• How will you track
progress &
accountability?
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QUESTIONS

+ Think through how you might use this information
as you move forward with BHI
+ Will you use it with your internal teams? How?
+ Your external partners? What can you leverage to
improve the impact of your work with them?
+ Your clients? Are any of these concepts relevant to
that work?
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