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How Can We Effectively Lead Change?

Change Management

• Engagement is a method for driving change
• Successful engagement leads to 

successful change
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Video: Influencing Change—VitalSmarts

All Washed Up!

http://www.youtube.com/watch?v=osUwukXSd0k
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http://www.youtube.com/watch?v=osUwukXSd0k


Kotter Model of Change—8 Step Process
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Step 1—Establish a Sense of Urgency

Step 8—Incorporate Change Into the Culture

Step 7—Never Let Up

Step 6—Generate Short Term Wins

Step 5—Empower Broad Based Action

Step 4—Communicate the Vision for Buy-In

Step 3—Develop a Change Vision

Step 2—Create the Guiding CoalitionCreate a 
Climate for 

Change

Implement and 
Sustain Change

Engage and 
Enable the Whole 

Organization

Kotter JP. Leading change. Boston, Mass.: Harvard 
Business Review Press; 2012. 11116-HBK-ENG.



The Influencer Model of Engagement 
and Change

• Six areas related to an individual’s ability to make 
a change and their personal motivation to put 
their abilities to work

• In order to change an individual’s habits they 
must be provided with both the intrinsic, 
personal motivation to make the change and the 
ability to carry out the change

• Many organizations are unsuccessful because 
they focus either on the deployment of 
educational programs or attempt to invoke 
change though motivation alone without 
educational support 

5



Influencer Model in Action
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Use 6 
Sources 

of 
Influence

Find Vital 
Behaviors

Clarify 
Measurable 

Results



Six Influence Factors
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Personal 
Motivation

Personal 
Ability

Social 
Motivation

Social 
Ability

Structural 
Motivation

Structural 
Ability



Six Sources of Influence
Motivation Ability

Pe
rs

on
al Are you personally motivated 

to do it? 
Do you have the skills necessary 
to do it? 

So
ci

al Do other people encourage 
you to do it? 

Do other people provide 
information or resources to help 
you do it? 

St
ru

ct
ur

al Does your environment 
encourage the right behaviors 
to help you do it? 

Does the environment support 
the right behaviors to help you 
do it? 

Patterson K, et al. Influencer: The Power to Change 
Anything. New York: McGraw-Hill; 2008. ISBN-13: 978-
0-07-148499-2.

8



Apply the Process to Improved Hospital-Acquired 
Pressure Injury (HAPI) Prevalence Studies

1. Clarify Measurable Results 
What results do you want to achieve? 
Hospital-acquired pressure ulcers/injuries (HAPUs/Is) can lead to 
substantial harm to patients and staggering financial expense. These 
harms can range from pain and discomfort, to prolonged hospital 
stays, to premature death. We want to protect our patients from 
pressure injuries, and a standardized method for skin assessment is 
one way to do that. At ABC Hospital, the medical surgical unit will 
implement standardized HAPI prevalence studies for all patients once 
weekly by the end of the fourth quarter of this year.
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Council on Patient Safety in Women’s Healthcare. Implementing Quality Improvement Toolkits. Available at: 
https://safehealthcareforeverywoman.org/patient-safety-tools/implementing-quality-improvement-projects/. Accessed on: October 2, 2018.

https://safehealthcareforeverywoman.org/patient-safety-tools/implementing-quality-improvement-projects/


Apply the Process to Improved HAPI 
Prevalence Studies (cont.)

2. Find Vital Behaviors 

Identify the Crucial Moments:
Delay in identification of new onset or worsening 
pressure injury 

Select the Vital Behaviors:
Initiation of a standardized method for skin 
assessment for all patients—at admission, at change 
of shift, and on a weekly basis for prevalence studies
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Apply the Process to Improved HAPI 
Prevalence Studies (cont.)

3. Diagnose: Identify the barriers that are currently keeping people from 
engaging in the vital behaviors. 

11

Motivation Ability

Pe
rs

on
al What might people find painful, 

frightening, boring, or uncomfortable 
about the vital behaviors? 

What skill gaps get in the way of doing the 
vital behaviors (physical skills, knowledge, 
understanding, and social skills)? 

So
ci

al What social influence challenges are you up against? How are you or others 
discouraging the vital behaviors? How are you or others enabling the 
wrong behaviors?

St
ru

ct
ur

al Are there costs or penalties for doing 
the vital behaviors? Are there things 
that reward people for doing the wrong 
behavior?

What environmental factors could enable 
the wrong behaviors (consider space, cues, 
data, and tools)?



Apply the Process to Improved HAPI 
Prevalence Studies (cont.)

4. Use Six Sources of Influence: Identify strategies in each source to influence 
team members to engage in vital behaviors. 
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Motivation Ability

Pe
rs

on
al

Consider: Field trips? Just try it? Tell a 
meaningful story? Allow for choice? 

How can you employ deliberate practice?

So
ci

al How can you lead the way? Who are the opinion leaders in the organization? 
What do you want them to do? 

St
ru

ct
ur

al Use rewards third and in moderation, 
link rewards to vital behaviors. 

What environmental factors could enable 
the wrong behaviors (consider space, cues, 
data, and tools)? 



Your Turn

• At your tables, use the Sources of Influence 
Worksheet to identify:
– A HIIN topic as a focus area
– A vital behavior related to improvement for 

that topic
– Potential change management/engagement 

methods to drive improvement
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Thank you!

Kim Werkmeister, BA, RN, CPHQ, CPPS
Clinical Improvement Educator, HSAG HIIN

kwerkmeister@hqinstitute.org
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