Managing the Human Dynamics in Change

Introduction
Making improvements in healthcare is key to
providing the best levels of care and enhancing
the patient experience.
However, managing
change in a challenging environment of
uncertainty and complexity can test our
psychological safety and surface emotions and
behaviours that impact on how we respond and
behave to change.
There are different approaches to managing
change and getting the balance right between the
‘process’ and the ‘human dynamics’ of change is
key to gaining commitment and buy-in from staff.
The Organisational Development Team has put
together a suite of tools that can assist towards
supporting staff during change.

How do I use the tools?

Change …
"It is change, continuing change,
inevitable change, which is the
dominant factor in society today.
No sensible decision can be
made any longer without taking
into account not only the world
as it is, but the world as it will
be."
Herbert Otto

The tools are purposely varied and can be
adapted to fit your work context. Some of the
tools are better suited for personal reflection to
build self-awareness whilst others work well with
team input.

“If you don't like something,

Additional support

change your attitude.”

The Organisational Development team are on
hand to support you to get the best out of these
tools. Feel free to call us if you require more
guidance.

Maya Angelou

change it. If you can't change it,

Tel: 0116 2585614 or alternatively, Email
OD Staff Support@uhl-tr.nhs.uk.
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Toolkit 1 Managing Transitions in Change
________________________________________________
The Bridges model of change below emphasises change is not the same as
transition. Change is situational: the new site, the new structure, the new team,
the new role, the new procedure. Transition is the psychological process
people go through to come to terms with the new situation. Change is external
and transition is an internal process that we all go through. The speed in which
we do this varies for each individual.

Transition Phase
Endings/Letting Go
We acknowledge we
have to let go of
things i.e. working
with our close
colleagues, our
preferred role etc.
Neutral Zone
When we are in a
state of flux between
the old and new.

Beginnings
When the new way
feels comfortable

What’s happening
Emotional upheaval: fear,
denial, anger, frustration,
disorientation, a sense of
loss (friends, status, power),
resistance.

How to make the change work
Expect and accept a variety of
emotions, listen with compassion,
communicate again and again, treat
the past with respect, be a visible
leader, clearly define what’s over and
what’s not, recognise that some things
may be more important to some than
others.

A time of confusion and even
resentment towards the
change. Low morale and
productivity. Conversely a
great place for innovation
and creativity.

Provide guidance and direction,
encourage more involvement and
ownership, continue communicating,
increase collaboration, share success
stories and ideas, give feedback on
performance, be visible, make people
feel valued.
Link personal goals to organisational
goals, paint a picture of the future,
create opportunities for quick wins,
increase training (values, skills,
behaviours) and celebrate success.

The new situation is
accepted, energy is high.
People are committed and
there are signs of success.
People have a new sense of
purpose and identity.

Bridges, W. (2003) Managing transitions: Making the most of change, (2nd Edition) London, Nicholas Brearley.
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Toolkit 2 Tuning into the Right Wavelength
__________________________________________________
During change it is vital that we effectively engage and communicate with others so
that we can support colleagues to cope with the challenges that change can bring.
Providing clarity also helps us to focus on positive outcomes we want for ourselves
and our teams.
To make sure our message is heard and understood, we need to adapt our
communication style to fit the other persons. The table below gives you an idea of
how you might adapt your message to suit different personal working styles. Whilst
individuals don’t neatly fit into each of the boxes below, it helps to know what
aspects of change are important to them.

Merrill, D.W. and Reid,
R.H. (1999) Personal
Styles and Effective
Performance: Make Your
Style Work for You.

Note: the OD team can facilitate a session for your team to raise awareness on personal
working styles.

Driver
Tell them what the
rationale is for change
and when it needs to
be done by.
Focus on action,
results, performance,
objectives that need to
be achieved.
Gains to be attained
from change.

Expressive
Tell them who will be
involved in change.
Highlight the
importance of valuing
people’s feelings and
opinions.

Analytical

Amiable

Tell them how you
expect the change will
work.

Tell them why and
who will be involved
in change.

Provide them with hard
data, facts evidence to
support proposal for
change.

Clarify expectations
and the potential
impact on
team/patient
experience.

Stress innovative,
new and exciting parts Communicate your
of change in your
message in a
message.
methodical way to gain
their support.
Give them a deadline if
you want their feedback
so they’re not rushed.

Make reference to
similar changes that
have happened.
Highlight importance
of supporting each
other during change.

Toolkit 3 Challenging Your Perspective
__________________________________________________
When we communicate with others we tend to see the world from our own
perspective using our internal filters (prejudices, concerns, aspirations etc.) to make
sense of what’s happening around us. The assumptions we make often result in
misunderstandings and escalate into conflict.
Think about a challenging situation when you have experienced a lack of
engagement and resistance to change. Use the model below to challenge your own
perceptions and have a productive conversation.







My perspective

Other person’s perspective

(start with you)

(stand in the other person’s
shoes)

What is the outcome you
want to achieve from this
situation?
What are your
concerns/pressures/
expectations?
How are they impacting on
your emotions and
behaviours?
How do you see them
impacting on the other
person’s behaviour?
What does good look like for
you?






What is the outcome they
want to achieve from this
situation?
What are their
concerns/pressures/
expectations?
What might be influencing
their emotions and
behaviours towards you?
What might good look like
for them?

Observer view







Take yourself out of
this situation and
imagine yourself as an
observer.
What might the
observer pick up from
the interaction
between you and the
other person?
What might they
advise you to do
differently?

Notes:
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Toolkit 4 The Process Of Transition
__________________________________________________
John Fisher’s Personal Transition Curve is a useful model to help individuals identify
their reactions to change. To help people move through the transition effectively we
need to understand: What is their past experience of change and how has it
impacted on them? How did they cope? Also what will they be losing as part of the
change and what will they be gaining?

Individual/Team Activity
Ask individual members of the team to map where they think they are on the curve
and what needs to happen to support them to get further along the curve?

Use the table below to have an honest conversation with members of your team.
Make them aware of what you are noticing in their behaviours. Use open questions
to determine what factors are influencing their behaviours.
Reaction

Typical behaviours

Typical words

Withdrawal

Apparent loss of interest, drive and
initiative (quit and stay)
Low profile – passive/aggressive
behaviour
Avoidance of discussion about change
Doing only the bare minimum
Will not ask questions
Will not seek information

No problem
It’s OK
I don’t care
Whatever you say
I’ll just keep my head
down and let you get on
with it
It’s only temporary
What else is new??
Here we go again!
I used to …. Now I’m…
It won’t work
It’s not fair
I wasn’t asked
I told you so
It was working fine as it
was

(Disengagement)

Fear/worry/
sadness

Resisting new procedures, colleagues,
managers, avoiding tasks
Dwelling on the past
(Disidentification) Sulking
Continuing to associate with old team,
manager etc.
Continuing to do the old job
Irrational beliefs/statements
Confusion
Concentrates on the ‘what’ not the ‘how’
Often going back over old ground
(Disorientation)
Does the wrong things
Can’t work out priorities
No action until questions are answered
Very information and detail-focussed ‘the
more the better’
Asks a whole range of people
Encourages others to seek information on
their behalf
Busy doing nothing
Anger
Sarcasm
Back-stabbing
(Disenchantment) Self-pitying
Refuses to talk
Sabotage
Raised, intense tone of voice
Tries to get others on their side
(collusion)
Tries to get others to feel the same way
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Now what do I do?
What do I do first?
What happens next?
What’s happening here?

Yes, but
You’ll/ they’ll be sorry
I’m getting out of here
It’ll never work
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Toolkit 5 Changing Mindsets – 4 Key Actions
__________________________________________________
According to McKinsey the best chance of success of having successful
transformations is when organisations focus on four key actions to change mind-sets
and behaviours. Although the “influence model,” was introduced many years ago in a
McKinsey Quarterly article, “The psychology of change management” (2003), it still
remains relevant today.

Role Modelling
"I see my leaders/colleagues
behaving differently."

Fostering
understanding and
conviction

"I understand what is being
asked of me, and it makes
sense."
"I will change my mindset
and behaviour if ..."

Developing talent and
skills
"I have the skills and
opportunities to behave in the
new way."

Reinforcing with formal
mechanisms
"I see that our structures,
processes, and systems support
the changes I am being asked to
make."

Why this works


Role modelling
People mimic individuals and groups who surround them – sometimes
consciously, and sometimes unconsciously therefore, leaders need to reinforce
the behavioural changes they want to happen.



Fostering understanding and conviction
People see alignment between their beliefs and actions – believing in the “why”
inspires them to behave in support of a change. Sometimes leaders
underestimate the importance of providing a clear narrative and forget that they
have had more time to mentally process the change.



Developing talent and skills
You can teach an old dog new tricks – our brains remain plastic into adulthood so
we have the capacity to learn more! Supporting staff to build their confidence
and develop new skills also requires investment in time and effort.



Reinforcing with formal mechanisms
Associations and consequences shape behaviour though all too often
organisations reinforce the wrong things. If you want to change behaviour do not
continue to reward people for the old way of doing things if it is no longer
relevant.

Additional Resources
__________________________________________________

TEDx Talk

Megan Reitz
Professor of Leadership and Dialogue at Ashridge Executive Education, Hult
International Business School
In her TEDx talk Megan Reitz examines how perceptions of power enable and
silence others “leaders often don’t realise they are scarier than they think”. In her
latest book Speak Up: Say what needs to be said and hear what needs to be heard
by Megan Reitz and John Higgins (2019), she explores this further. Her research
has been featured in multiple articles for Harvard Business Review and HR
magazine.
Mr King’s Story – Teamwork by University of Leicester
https://youtu.be/oFgiMBJERd0
The Dynamics of Generative Change (BMI Series in Dialogic OD) by Gervase R
Bushe (2019)
Thinking, Fast and Slow Paperback by Daniel Kahneman (2012)
Mindset: How you can fulfill your potential, Constable & Robinson Dweck, C. (2012)
Immunity to change: How to overcome it and unlock the potential in yourself and
your organisation, Harvard Business Press Kegan, R & Lahey, LL (2009)
Social Styles Handbook: Adapt Your Style to Win Trust by Wilson Learning Library,
Tom Kramlinger, et al. (2011)
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