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Embracing Resistance

Resistance is the 
most common 

reason cited for the 
failure of big 

organizational 
change efforts.

Source:  Keller & Price, 2011
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Beware of the Chasm

Sustainable Improvement Team and the Horizons Team –NHS England (April 2018). 
Leading Large Scale Change: A practical guide

https://www.england.nhs.uk/wp-content/uploads/2017/09/practical-guide-large-scale-change-april-2018-smll.pdf


Engaging the Disengaged
• Put as much momentum, energy and 

forethought into spreading and scaling change

• Stand in the shoes of the people impacted by 
the change

• Understand that change is most likely to 
spread through commitment rather than 
relying on compliance

Sustainable Improvement Team and the Horizons Team –NHS England (April 2018). 
Leading Large Scale Change: A practical guide

https://www.england.nhs.uk/wp-content/uploads/2017/09/practical-guide-large-scale-change-april-2018-smll.pdf


Compliance
• Minimum performance 

standards
• Uses hierarchy, systems and 

standard procedures for co-
ordination

• Delivered through formal 
command and control

• Threat of penalties, sanctions 
or shame, creates momentum 
for delivery

• Based on organizational 
accountability

Commitment
• States a collective 

improvement goal that 
everyone can aspire to

• Based on shared goals, values 
and sense of purpose for co-
ordination and control

• Delivered through voluntary 
connections and teams

• Commitment to a common 
purpose creates energy for 
delivery

• Based on relational 
commitment

Compliance Vs Commitment

Source: NHS England, Sustainable Improvement and Horizons Team, 2017



Key Players No 
Commitment

Let It Happen Help It Happen Make It Happen

Unit Clerks X O

Administration X O

QI X O

etc XO

etc X O

etc XO

Three Strategies:
1. Mobilizing narratives
2. Authentic Voices (e.g., Patients for Patient Safety Canada)
3. Hot-housing (e.g., energizing meetings and events out of usual environment)

Source: NHS Institute for Innovation and Improvement, 2011

Building Commitment and Connection



Key Players No 
Commitment

Let It Happen Help It Happen Make It Happen

1. List the key stakeholders that you need to engage in your work.

2. Mark an “X” to reflect current status

3. Mark an “O” to reflect where you need them to be 

Source: NHS Institute for Innovation and Improvement, 2011

Building Commitment and Connection



Start with Why!



Our Shared Purpose

Sustainable Improvement Team and the Horizons Team –NHS England (April 2018). 
Leading Large Scale Change: A practical guide

https://www.england.nhs.uk/wp-content/uploads/2017/09/practical-guide-large-scale-change-april-2018-smll.pdf


Our Shared Purpose
Consider the 
questions

Discuss how you 
could use them 
moving forward in 
your work

Sustainable Improvement Team and the Horizons Team –NHS England (April 2018). 
Leading Large Scale Change: A practical guide

https://www.england.nhs.uk/wp-content/uploads/2017/09/practical-guide-large-scale-change-april-2018-smll.pdf


Our Shared Purpose



• Ignite the motivation for change

• Call people to take action

Ganz, 2011

Emotional Connection



Framing for Action
“People change what 
they do less because 
they are given analysis 
that shifts their 
thinking than because 
they are shown a truth 
that influences their 
feelings.”

(John P Kotter (2002), The Heart of Change)







Aim:

P
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Key individuals or 
groups to engage in 

this process or system

Framings of the topic I feel will engage 
them to action

What am I asking them to 
commit to?

Framing for Action



Emotional Connection



• Emotions inform us of what we value

• They are what actually move us to action

• Because stories allow us to express our 
values not as abstract principles, but as 
lived experience, they have the power to 
move others to action

Emotional Connection

Ganz, 2011



Ganz, 2011

Motivating Action



Who Tells a Good Story?



Once upon a time … 

Every day … 

One day…

Because of that … 

Because of that … 

Until finally … 

Source:  Grace Sweeney & Helen Bevan, 2018
www.england.nhs.uk

Pixar Storytelling Framework



Case Study



Source:  Grace Sweeney & Helen Bevan, 2018 | www.england.nhs.uk

Structuring Your Narrative



Source:  Grace Sweeney & Helen Bevan, 2018 | www.england.nhs.uk

Structuring Your Narrative



Source:  Grace Sweeney & Helen Bevan, 2018 | www.england.nhs.uk

Structuring Your Narrative



Source:  Grace Sweeney & Helen Bevan, 2018 | www.england.nhs.uk



Structuring Your Narrative



Start with Why!



ENGAGING THE DISENGAGED
SQAN: Advancing the Surgical Quality Agenda

February 8, 2019


