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Upcoming Integrated Care Learning Network Calls

Register here:

https://bit.ly/ksicln_registration
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SUD Screening and Response: 
Practical Tools for Same Day 
Action

17 July

Change Management: Strategies 
for Sustainable Integrated Care

21 August

TBD

18 September
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Today’s Facilitators
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Cynthia Keenan, MNM
Director of Organizational Excellence, HTW

Mindy Klowden, MNM
Managing Director, Third Horizon ​



Objectives • Understand key change 
management principles and 
frameworks.

• Apply change management 
concepts to behavioral health and 
primary care integration.

• Explore communication strategies 
that foster engagement and trust.

• Identify practical strategies to lead 
and sustain change within your 
organization.
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The Healthcare Landscape is Ever Changing
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Macro pressures reshaping the system

Medicaid changes (HR 1) State budget pressures Federal procurement 
shifts

Workforce shortages

Competition Digital / Telehealth CCBHCs Opioid Settlement Funds



These Challenges are Formidable but Not 
Insurmountable

Slide 5
©1996-2026

www.healthteamworks.org



Technical vs Adaptive Change

Technical Change                   
Problem + Solution are clearer
• Expertise, tools, and processes

• “What do we need to do?”

Adaptive Change                      
Requires Learning + Behavior 
Change
• Engagement & Experimentation

• “How do we need to change?”
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The most complex change involves both
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Effective change management
starts with strong communication

TAKEAWAY 1



Why is Change so Hard?
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People don't feel ready

The status quo is 
comfortable, and stepping 
away from it feels risky.

People don't understand

The benefits — or risks —
leading up to the change 
may not have been well 
communicated.

People have fatigue

Changing too many things at 
once, or being required to 
change by external forces, 
can be exhausting.

9



Change Puzzle
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Why Does Change Management Fail?
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Incomplete or poorly designed strategy

Poor leadership

Inadequate resources to support the 
change

Lack of agility or nimbleness

Staff not engaged in planning; resistance 
unaddressed

Lack of effective communication across the 
organization

Impact of change not measured; wins not 
celebrated



Why Does Change Management Fail?
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40%
of front-line managers understood 
why organizational changes were 
happening.
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Source: Towers Watson Change and Communication ROI Study.



Adopter Categories to Change
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Innovators

2.5%

Early
Adopters

13.5%

Early
Majority

34%

Late
Majority

34%

Laggards

16%

Adapted from Everett M. Rogers, Diffusion of Innovations.



Communication Best Practices
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You cannot
over-communicate.

•  Communicate consistently, frequently, and through multiple channels.

•  Share what is known — and what is not yet known.

•  Provide ample time and space for questions and discussion.

•  Leaders need to listen.

Bottom line for most staff:  How does this impact me? How does this impact the people we serve?



The 4Ps of Change Communication
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Purpose

Why is the change 
needed?

Picture

Tell people what the 
change will look like 

when you reach your 
goal.

Plan

Engage people in how 
to get from point A to 

point B.

Part

Help people 
understand their role 
in making the change 

a reality.



There are best practices and frameworks every
organization can adapt and follow

TAKEAWAY 2



Applying a Structured Change Management 
Approach 
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1 An intentional, structured approach to managing change helps organizations stay on track.

2
It ensures adequate time for meaningful activities and allows space to identify and address gaps 
throughout the project lifecycle.

3
A formal approach also makes the process repeatable for the consistent application of change 
management on future organizational initiatives.



Framework 1: Kotter’s Eight Steps 
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1

Create a sense of 
urgency

2

Build a coalition

3

Form a strategic vision

4

Enlist volunteers

5

Enable and remove 
barriers

6

Generate short-term 
wins

7

Sustain acceleration

8

Institutionalize change

Source: John Kotter, Strategies for Managing Change.



Case Study: XYZ Behavioral Health Center 
Undergoing a Merger
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Project Team

•  Formed a merger/transition team with 
executive leadership, middle managers, and staff 
from all departments.

•  Dedicated bi-weekly team meetings and 
periodic small-group work sessions.

•  Created a web-based project plan with SMART 
goals, accessible to all participants.

•  Hired a lawyer to oversee legal aspects of the 
merger.

Communications & Culture Change

•  Developed an FAQ and talking points 
articulating both the long-term vision and 
short-term gains.

•  Held town-hall meetings, tours, and brown-
bag lunches.

•  Facilitated dialogues and activities to define 
organizational culture and shared values.



Project Plan Areas
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Project leadership Organizational culture integration

Patient communications Licensing and compliance

External communications Legal

Finance and billing Governance

Human resources Health information technology



Case Study: Expanding Behavioral Health Integration
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The Context

• Big Bear FQHC

• 12,000 Patients

• Two Sites

Increasing need + new funding are driving 
expansion

The Goal

• Increase BH staffing

• Embed BH in primary care

• Increase warm handoffs

• Expand screening

• Clarify care pathways

Leadership has already provided training, communicated the model, and added resources.



Three Months Later…
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PRIMARY CARE
Providers support integration, 
but some continued using the 

old referral process and 
aren’t always sure when to 

use warm handoffs.

BEHAVIORAL HEALTH
Some clinicians embraced the 

model; others were 
concerned about fitting 

same-day care into 
established schedules.

MEDICAL ASSISTANTS
Screening increased, but MAs 

weren’t always sure about 
what happens after a positive 

screen.

SCHEDULING
Staff have different 

understandings of scheduled 
BH visits versus integrated 

services.

The Plan Looked Good. The Implementation Got Messy.

↑ Screening | ↑ Capacity |  Warm Handoffs | ↑ Frustration



Framework 2: A Structured Change Management Model
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A
Awareness

Understanding 
why the change is 

needed

D
Desire

Willingness to 
participate in and 

support the 
change

K
Knowledge

Knowing how to 
change and what to 

do differently

A
Ability

Being able to put 
the change into 

practice.

R
Reinforcement

Helping the 
change stick and 
be sustained over 

time.

ADKAR® is a change management model developed by Prosci that focuses on five outcomes of successful 
individual change: Awareness, Desire, Knowledge, Ability, and Reinforcement.



Applying ADKAR®: Where Big Bear Might be Getting Stuck?
ADKAR® How it shows up What might be getting in the 

way
Awareness (Do people understand 
why the change is needed?)

Staff know BH is expanding but may 
not share a clear vision 
of integrated care.

Lack of shared understanding

Desire (Do people want to 
participate in change?)

Staff support integration, but have 
concerns about workload, 
schedules, and changing roles.

Competing priorities & concerns

Knowledge (Do people know how 
to make the change?)

Staff aren't consistently clear 
about warm handoffs, screening 
follow-up, roles, or scheduling.

Role & workflow uncertainty

Ability (Can people actually 
perform the new behaviors?)

The new model may be difficult to 
carry out during a busy clinic day.

Operational barriers

Reinforcement (What will make the 
change stick?)

Teams may revert to familiar 
referral processes.

Limited reinforcement & follow-
through

Slide 23
©1996-2026

www.healthteamworks.org



From Diagnosis to Action: What could Big Bear do 
next?

• Create a shared understanding: Clarify what integrated behavioral health looks like at Big 
Bear and why the expansion matters.

• Engage the team: Ask PCPs, BH clinicians, MAs, and scheduling staff what's working, 
what's not, and what would make the model more workable.

• Clarify the Work: Define roles, warm-handoff criteria, screening follow-up, scheduling 
processes, and team expectations.

• Test in the real world: Pilot workflows with one care team, gather feedback, and adjust 
before expanding across the organization.

Slide 24

Change management isn’t about getting people to comply with a new process. It’s 
about understanding what people need to successfully work in a new way.
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TAKEAWAY 3

Behavioral health providers have unique
skills that can be applied in new ways



Applying Motivational Interviewing to Organizational 
Change Management
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Identify stages of readiness / stages of change.

Discover individual motivations.

Foster not only staff willingness to change, but their confidence that change is possible and the 
outcome beneficial.



Continuous Quality Improvement Principles to 
Sustaining Change
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Define key 
performance 
indicators and get 
agreement

Measure for 
improvement, not 
accountability

Plan, Do, Study, Act

Reinforce and 
reward positive 
behavior and 
outcomes



Key Takeaways
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Communication first

Effective change 
management starts with 

strong, consistent 
communication.

Proven best practices

There are best practices and 
frameworks every 

organization can adapt and 
follow.

Your skills transfer

Behavioral health providers 
have unique skills and 

competencies that can be 
applied in new ways to support 

change.



Resources

• Strategies for Managing Change by John Kotter

• Understanding Early Adopters, Interaction Design Foundation

• Leading through Change Relias

• Create the Conditions for Change National Council for Mental Wellbeing

• Managing Transitions: Making the Most of Change by William Bridges

• POSCI ADKAR® Resources
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https://www.prosci.com/resources?resource=.blogs&topic=.discover-and-apply-adkar


Small Group Exercise
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What change management concerns do you have in your organization?

What has worked well for you in the past in managing change?

What, if anything, would you like to incorporate into your change management 
strategy based on what you learned today?

What is one concrete action you will take as a result of this workshop?

© 1996-2026 
www.healthteamworks.org



Evaluation

https://www.surveymonkey.com/r/68XJK7M
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