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Managing Change
in a BANI* World

*brittle, anxious, non-linear, and incomprehensible. | —BOFFE
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Our Objectives

* Increase Personal Awareness & Effectiveness as a Change Agent
* Influence Change & Foster Stakeholder Alignment
 Learn Practical Tools & Approaches for Managing Change

» Learn from Experience & Peer Insights
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Our Road Map

Part 1 — Change and You
o Perspectives on Change
e Understand characteristics of different CSl Styles

e Discuss how to Support/Influence each CSI Style

Part 2 — The Road Ahead
 The Change Journey
 Move through Change with greater ease

» Help others to embrace Change faster




What makes change difficult?
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Innovation

The Problem/
Opportunity . ..
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We often resist change because we fear loss

We want to preserve:
+ Relationships
* Role identity
- Job mastery
« Self-esteem

.... Things that are comforting and satisfying
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How do we go from this . ..

To This?
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Two Levers: Your Approach & The Journey

Understand your preferred change style and that of your key
stakeholders

Better appreciate diverse perspectives on Change and understand
how to help others navigate through their changes.

Understand the Change journey — to anticipate challenges
and increase the velocity of Change
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What’s Your Style?

Change Style

Indicator

Improve Change Effectiveness

DOES

Explain preferred style
preferences in initiating and
dealing with change.

Describe three change style
preferences that are more
influenced by personality than
situation.

Create an appreciation for
change style diversity.

DOES NOT

Present a right or wrong; “better”
or “worse” style.

Measure level of competence at
management, implementation or
leadership of change.

Limit individuals to predetermined
responses to change.
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We All Have Preferences; Understanding them is Key

Conservers

Pragmatists

Originators

L=BOFFE
& ASSOCIATES




Change Style Preferences — Intention & Needs

-

Words & Behaviors  All styles are well-intended.

« All preferences have strengths.
Thoughts & Feelings

« All strengths can be overdone.
Beliefs & Values

« All preferences can thrive through change
if they have the right environment.
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Change Style Preferences

Conserver Pragmatist Originator

Structure Accept the structure Explore the structure Challenge the structure

Pace Prefer change that Prefer change thatis  Prefer change that is
IS iIncremental functional expansive

Intent Be effective Do what works, Create a brave, new,
and efficient given constraints and better world

Sees

Change Risky Necessary Exciting

as ...
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Conservers

When facing change CONSERVERS:

o Generally, prefer clearly defined structure

o Like to focus on details and implementation

o Tend to value “tradition” and best practices
o Don't like surprises and uncertainty

o ‘May appear’ cautious and inflexible

« Tend to be convergent thinkers
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Conservers - Style Characteristics

Contributions Overdone Strength Preferred Work Environment

- Timely and diligent - Might appear rigid . Steady, with time for reflection

- Respect rules, authority,
and routine

- Attend to details and are

strong on follow-through

- Work well with structure

- Might seem to discourage

innovation by being rules
driven

- Might overly focus on

details

- Too much structure might

increase cost or slow
progress

. Stable, structured, orderly and
predictable

- Progress is acknowledged and
rewarded
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Originators

When facing change ORIGINATORS:

o Can appear unconventional and spontaneous —
very much in the moment

o Are not constrained by traditional ideas when
problem solving

« Tend to focus on the “big picture” rather than the
details

o Can dismiss established practices with ease

« Tend to be divergent thinkers
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Originators — Style Characteristics

Contributions Overdone Strength Preferred Work Environment
- Initiate new ideas, - Might move on to something . Less attention to detail; focus on
projects, and activities new too soon the future
- Support and encourage - Can become lost in their - Working independently on
risk taking ideas and not see the challenging, new problems
constraints or impact
- Catalysts for change - Few rules and policies
- Can appear unyielding and
discourage others from « Multiple projects

challenging them
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Pragmatists

When facing change PRAGMATISTS:

o \alue change that produces readily visible
benefits

e More interested in functionality than
tradition or novelty

e Operate as mediators and catalysts for
understanding

e Take more of a middle-of-the-road
approach
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Pragmatists — Style Characteristics

Contributions Overdone Strength Preferred Work Environment

- Realistic and practical - Could try to please too many | Ejexible and adaptive
people
- Allow experimentation
- Collaborative & action- - Might appear indecisive and | a.tion-oriented and productive
oriented undirected
. Collaborative and constructive
- Balance short- and long- - Might not promote ideas and
range perspectives priorities to show enough
commitment

mindset.
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Change Style Preference Continuum

Conserver Pragmatist Originator

)

50 %

53% 45% One

person

Reflection: \What might our Preferences suggest about how we collectively
prefer to go about change in our culture?
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How might Change Styles respond differently to a Change Event?

. Conservers
* Perspective

« (Concerns

» Approach to Change

Pragmatists

Originators
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Ophthalmology Staff Personality
Insights

Patterns and Conclusions from Keirsey & CSI| Data
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Overall Composition

» Total staff: 52
» 26 Introverts and 26 Extraverts

 Balanced mix of reflective and outgoing personalities
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Personality Patterns (Keirsey)

® Strong majority are Guardians (60%)

* |dealists are second largest group (~31%)

 Very few Rationals and Artisans (5 total)
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Team Distribution

®* Administration is the largest team (14)

* HR & AA (9) and Clinical Research (9) also sizable

» Other groups: DFA & Ops (7), RA (5), Education (3), Finance (3), Communications (2)
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Conclusions & Patterns

1. Stability & Reliability — strong Guardian presence anchors structure and loyalty
2. People-Orientation — ESFJs/ENFJs/INFJs create high care and mentoring culture
3. Balanced Energy — equal split of introverts and extraverts

4. Gaps — innovation, risk-taking, and disruptive change may be underrepresented
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The Change Journey




Two ways People Respond to Change

Intellectual
Understand changes to the
organization:
Structure
Processes
Systems
Priorities
Personal

Adjust to personal changes:
Loss of familiarity
Learning something new

Changes in expectations and/or
relationships
Uncertainty and unknowns
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Understanding how we respond to change

“It isn’t the changes that do you in, it’s the transitions.

Change is situational, transition is the psychological process people
go through to come to terms with the new situation.

Change is external, transition is internal.”

William Bridges — Managing Transitions

Bottom Line: Change is both an intellectual and an emotional journey.
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How we view change can be impacted by our expectations

Confidence &
Competence

Two levers:
. Shorter time
« Shallower dip

Level of Commitment
(Performance & Morale)

> Vision
(Time)
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Everyone’s journey is unique

Level of Commitment
(Performance & Morale)

> \ision
(Time)
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These are the typical stages of a personal change journey

A

Adoption

Understanding

e
o I
e O
£ = | Awareness
o3
£ @
&) .
&) = Resistance
[ F—-
@
5 % Acceptance
> =
ap Disengaged
,  Vision
(Time)
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Personal Change Journey Example: A New Epic Module

A
Awareness — “The Big Announcement”

Leadership:

R “Starting next month, all Ophthalmology scheduling, documentation,
€ < p and prior-authorization workflows will migrate to a new Epic module.
GJ Nt . . . ] . D 7
e This will improve coordination and reduce duplicate work.
= 026 Awareness
% 8 Reactions:

O c
‘G g » Curiosity, nervous laughter: “Here we go again...”
% £ * Initial optimism: “Maybe this will finally fix the template issues.”

)

- o  Cautious: “What’s wrong with the system we already have?”
N~
,  Vision
(Time)
L=BOFFE
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As Stakeholders begin to understand, questions arise

A

_ Understanding — “The Strategy Unfolds”
Understanding

Leadership:
“This change will streamline documentation, standardize
scheduling across sites, and give us faster PA approvals. Training

- @
C®
GEJ g and tip sheets will support everyone.”
£2
E o :
S O Reactions:
O c
© 8 Some see the upside: “Less duplicate entry would be great.”
% £ Others want clarity: “How will this actually look in clinic?”
)
S Growing concern about workload and learning curve.
N
,  Vision
(Time)
L=BOFFE
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Resistance can begin as people focus on the Impact & WIIFM

Resistance - “Pushback in the Halls”

Leadership:
“We know this transition will be bumpy, but it's a system-wide
decision from SHC and we need to be ready.”

Reactions:

Skepticism: “We’ll lose the templates we’ve built over

_ years.”
Resistance

Frustration: “This will slow us down and patients will feel it.”

Fear: “What if | can’t find the right order in the new module?”

N

Level of Commitment
(Performance & Morale)

,  Vision
(Time)
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Some stakeholders will disengage; others will wait & see

Disengaged - “Just Going Through the Motions”

Leadership:
"Please continue to use the new workflows and let us know if you hit _
issues.”

=2 |/
& g Reactions:
€ o Some check out: “I'll just keep doing what I've always done and
§ 8 hope no one notices.”
c
S g Passive resistance: minimal participation in training, bare-minimum
D6 I :
% S compliance
a8 Disengaged
,  Vision
(Time)
L=BOFFE
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Level of Commitment
(Performance & Morale)

As change takes root, momentum shifts

4

Acceptance - “Early Wins”

Leadership:
“The first clinics using the new module have cut down on duplicate
orders and PA turnaround times are faster.”

Reactions:
Skeptics begin to reconsider: “Okay... maybe this does save time.”

Interest grows as colleagues share success stories.

Acceptance

,  Vision

(Time)
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With progress, buy in and commitment increase

Level of Commitment
(Performance & Morale)

Buy-In — “Champions Emerge”

Leadership:
“Several of you are now training peers and sharing
best practices. This is how we’ll refine the system

together.”
Buy-In
Reactions:
Engagement rises: “/ found a shortcut that saves
clicks—let me show you.”
Staff take ownership and begin proactively
improving workflows.
N
,  Vision
(Time)
L=BOFFE
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What was once a new model is now the new normal

Adoption — “The New Normal” Adoption
Leadership: /‘,
“The new Epic module is now our standard. Patients are
= ) / benefiting from smoother scheduling and faster authorizations.”
(©
S S
= 025 Reactions:
§ § Confidence: “This is just how we do things now.”
5 & Pride: “We adapted, and it’s working.”
% £ Forward-looking: “What’s the next improvement we can
— 5__’, tackle?”
,  Vision
(Time)
L=BOFFE
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The Marathon Effect

CHANGE
LEADER

Ending

AN .
N/
=

Heirarchy

/\J Beginning

_New

CHANGE
IMPLEMENTER

Ending

\)’\ /\) Beginning

N/

_New

CHANGE
STAKEHOLDER

_New

/\/ Beginning
Neutral
\‘\Zone

</

Time
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Level of Commitment

How can | accelerate my personal change journey?

(Performance & Morale)

Understalhding
Awareness '

Resistance

Denial
Frustration

Judgment
FUD

Questioning
Wandering
Looking
Lost

Buy-In

Acceptance

Curiosity
Hope

Impatience
“Is-ness”

Stage 1
Understand

Stage 2
Get Involved &
Experiment

Stage 3

Commit & Own
43

Adoption
» Vision
(Time)
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How can | Influence others to move through Change faster?

Ending

Understanding

Neutral
Zone

Understand where they are on their Change Journey

New Beginning

-

Adoption

s S

.3
5¢C
£2 | Awareness Address their priorities
Ep
§ % Resistance E
SE !
s 5 : Conserver
- C - How :
P - Why '
O - What :
5 Accept the
. Their structure
Listen & . Encourd|ntent
Communicate ' Ex{
T — Prefer change Pref
that is incremental i
Their More clarity More
“Ask” More structure More
More certainty N
e

Pragmatist

Originator

Explore the

Challenge the

Speak their language

Conserver Pragmatist
«  Know/find relevant « Ask whose input is
details. needed to succeed.
« Invite them to ask the « Ask for thoughts on how
tough questions. to overcome obstacles

and make the Vision

« Help them understand real.

the rules (structure),

expectations, and « Validate and encourage
next steps. their sense of urgency.
« Acknowledge their « Acknowledge their
contribution to contribution to
stability. outcomes.
« Be measured. « Be pacy and practical.

Originator

Ask for (big) ideas and a
picture of a better future.

Foster patience by
reminding them of their
contribution to broad
change.

Acknowledge their ability
to manage ambiguity and
uncertainty.

Be intense and fast
paced.
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Understand where they are on their Change journey

Ending Neutral New Beginning
A ' '
: Zone : Adoption
| I
Understanding :
| |
1 |
I I
— | |
- Q I I
g O | |
ES Awareness | Buy-In
£
£ :
O O . 1
O ¢ Resistance
o E |
% S : . Acceptance
) I I
— o : C - Challenge : C - Process
: P - Progress : P - Results
: O - Vision : O - Impact
| I
! ' Vision
. I [ (Time)
Listen & . Encourage Involvement & | Empower &
Communicate ' Experimentation | Celebrate L “BOFFE
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Address their priorities

Structure

Pace

Intent

Their Ask

Conserver

Accept the structure

Prefer change that
IS incremental

Be effective
and efficient

More clarity
More structure
More certainty

Pragmatist Originator

Explore the structure Challenge the structure

Prefer change thatis  Prefer change that is

functional expansive
Do what works, Create a brave, new,
given constraints and better world
More communication More energy
More understanding More imagination
More action More trust

L=BOFFE
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Speak their language

Conserver

Know/find relevant
details.

Invite them to ask the
tough questions.

Help them understand
the rules (structure),
expectations, and
next steps.

Acknowledge their
contribution to
stability.

Be measured.

Pragmatist

Ask whose input is
needed to succeed.

Ask for thoughts on how
to overcome obstacles
and make the Vision
real.

Validate and encourage
their sense of urgency.

Acknowledge their
contribution to
outcomes.

Be pacy and practical.

Originator

Ask for (big) ideas and a
picture of a better future.

Foster patience by
reminding them of their
contribution to broad
change.

Acknowledge their ability
to manage ambiguity and
uncertainty.

Be intense and fast
paced.

L=BOFFE
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Sometimes you forget that you're
awesome, so this is your reminder.

Thank you!

paul@leboffe.com
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