
Leading People through Change
Southwest Telehealth Resource Center
2025

Jan Ground, PT, MBA

Copyright © 2025. Janis Ground. All rights reserved.  Proprietary.



Why is change so hard?
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Go slow to go fast
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Leading People Through Change

First Things 
First

Identify Change 
Approach

Lay the 
Groundwork

What is the problem?
What is the goal?

How Hard Will 
This Be?

Assess the Climate
Assess Cultural Fit

Develop/Maintain 
Sponsorship

Surface/Manage 
Resistance

Communication 
Plan

Clarify 
Expectations

Reinforcement 
Strategy

Key Strategies
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Develop / Maintain Sponsorship



Sponsorship is the single most 
important factor in ensuring 
fast and successful change.
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Role of the Sponsor

Tasks That Cannot Be Delegated:
1. Establish, communicate 

business case
2. Expect cascading 

sponsorship
3. Allocate resources
4. Align rewards & 

consequences
5. Address barriers
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Sponsor Contracting

Sponsor
“This is what I want to happen.”

“I can provide that.”

Agent
“I can make that happen.” 

“This is what I need from you to 
make that happen.” (specific, few)
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Sponsor Strategy

Authorizing 
Sponsor

Reinforcing 
Sponsor

Recipient of 
Change

Recipient of 
Change

Reinforcing 
Sponsor

Recipient of 
Change

Recipient of 
Change
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Unsuccessful Sponsor Strategy

Authorizing 
Sponsor

Reinforcing 
Sponsor

Recipient of 
Change

Recipient of 
Change

Reinforcing 
Sponsor

Recipient of 
Change

Recipient of 
Change
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Surface / Manage Resistance



Resistance

IS IS NOT

Inevitable Necessarily logical

A natural function of change A sign of disloyalty

Manageable Something to overcome

A sign you’ve touched on 
something important

To be taken personally

An opportunity to change Indicative of poor performance
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All changes, even the most 
longed for, have their 

melancholy; for what we leave 
behind us is a part of ourselves; 

we must die in one life before 
we can enter another.  

~Anatole France

““
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The More Disruption, the More Resistance
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The More Disruption, the More Resistance
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Reaction to Negative Change

Time

In
te

ns
ity

Negative 
Change

Stunned Paralysis

Denial

Anger

Bargaining

Fear

Depression

Exploration

Acceptance

* Graph from: “Understanding Organization Resistance Surrounding Technology Change”,                          
Patricia B. Halley, SAS Institute Inc., Cary, NC
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Reaction to Positive Change

Uninformed Certainty
        (Confidence)

Informed Doubt
(Pessimism) Resistance

Informed Certainty 
(Satisfaction,
Confidence)

Time

C
on

fid
en

ce Realistic Concern
(Hope)

Overt

Covert

* Graph from: “Understanding Organization Resistance Surrounding Technology Change”,                          
Patricia B. Halley, SAS Institute Inc., Cary, NC
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Techniques for Surfacing Resistance

 Surveys
 Interviews
 Focus groups
 Suggestion boxes
 Hot lines

 Voice mail
 E-mail
 Meetings
 Q&A sheets
 "Manage by wandering around"
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Managing Resistance: What Works

 Create rapport
 Establish expectations
 Explain change in individual’s frame of reference
 Realize you’re dealing with resistance 
 Establish source of resistance
 Ask open-ended questions
 Occupy <25% of the air time---listen
 Utilize individual’s energy
 Create WIN-WIN situations
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Managing Resistance: What Doesn’t Work

 Attempting "logical" arguments 
 Dealing with the person, not the issue
 Ignoring the individual's values, emotions, behaviors
 Dragging out the “hammer"
 Trying to "combat” & "solve”
 Arguing with the individual
 Giving up
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Jan Ground PT, MBA
Kaiser Permanente, retired

Director, Virtual Care, retired
janground@gmail.com
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