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One of many learning objectives



Why implementation of change concern you

1. You will become experts i obstetric anaesthesia
2. You have a responsibility for obstetric anaesthesia
3. You will have updated knowledge of observation and treatment of 

obstetric patients
4. You will know what is the best practice in obstetric anaesthesia. 

Therefore, you need to know how to implement change in your
organisation 



Experience with implementation of change ?

• What is your experience with Implementation of new …….
– Procedures ?
– Medicin ?
– Workflow ?
– IT ?
– Other things ?

• Change in your organisation 
– How did it go?
– Did you experience resistance?
– What was the challenges ?



Implementation of change - Today

• Introduction
• Group Work  - organisational cases/dilemmas 
• Presentation of group work
• Summary of group work
• Coffee break
• Introduction to ”Change without migranes” by Rick Maurer
• Introduction to ”Leading Change” by J.P. Kotter
• Introduction to the SWOT analysis, a strategic tool 
• Summary



• Three groups – one supervisor in each group
• Each group will have a case concerning implementation of change 
• 5 min

– Start by reading the case individually. 
– Think about how you will implement the changes.  
– Write notes and use these notes in the discussion In the group

• 20 min
– Discuss the implementation strategy in the group 
– Final implementation strategy to be presented for the other groups
– Presentation must be no more than 5 min.  

Implementation of change – Group Work

Lone.fuhrmann@regionh.dk



Implementation of change - strategy

• What do you think?

– What is difficult ?
– What is important ?
– What will you doo?

– What if you experience resistance to the change ?
– How will you monitor progress ?
– How will you check if you have success ?



Case nr 1

In your department in a large teaching hospital (5500 deliveries pr. year) you 
have a problem with the teamwork and communication in the 
emergency/acute caesarean section: 

• The midwifes are afraid of going to the OR to participate in emergency 
/acute caesarean sections. They often have conflicts with the scrub nurses 
and the anaestetic nurses/doctors and you know that there have been 
complaints from patients about the communicating during the caesarean. 

• It is your job to change this. 

What will you do?



Case nr 2

You are obs. anaesthetist in a hospital having  > 6000 deliveries pr. year

• You have studied papers/international guidelines that recommends 
a caesarean section top-up for epidurals that are efficient and have 
a faster onset compared to the top-up normally used at your 
hospital. 

• You want to introduce this top-up at your hospital and you want it 
to be used for emergency/acute cesarean sectio. 

• You know that some of the obstetricians and anaesthesiologists 
dislike epidural top-up for cesarean sectio because “it has a slow 
onset and often fails” 

How will you implement this change ? 



Case nr 3

In your department in a large teaching hospital (5500 deliveries pr. year) you 
have a challenge with the anaesthetic method used for  for women having 
post partum haemorrhage: 

• According to the literature you know that the majority of cases can be 
performed in neuroaxial blocade (spinal or top-up of epidural) but you 
have experienced that the majority of women with post-partum 
haemorrhage at your hospital end up in general anaesthesia 

• Many of your colleagues find that this the best method for PPH. 
• The anaesthetic nurses and the obstetricians prefers this method for PPH.

What will you do to change this? 



15 min Coffee break



Implementation of change

• Failure rate of large changes is 60-70 % !

• Resistance, not lack of technical skills or resources is the main reason why
technology projects fail

• Resistance is not the primary problem. The real problem is that leaders
plan and instigate major changes in a way that create inertia, apathy and 
opposition

• The people resisting change se the resistans as survival and the resistance
is a reaction to the to the way change is being led



How (mayby) to have succes

Introduction of two implementation methods and a strategic planning 
technique

• Rick Maurer: 
– change without migraines – The cycle of change

• John p Kotter: 
– leading change

• SWOT Analysis 
– technique for understanding Strengths and Weaknesses, and for 

identifying both Opportunities and Threats.



Rick Maurer: Six stages in the cycle of change



In the Dark

• People have very little information about the need for change and there is 
little reason for them to go along with you since they don’t see a need to 
do anything differently. 

• Changes are extremely difficult when stakeholders are in the dark. 

• Although they may be “in the dark” with regard to the challenges you see, 
they probably are totally in the light when it comes to other challenges
and opportunities facing the organization. 

• Ex: New pump for epidurals



See the challenge

• This is the most important point in the life of a change. 

• Once key stakeholders see the same challenge or opportunity, it is 
possible to begin working on a change. 

• The the shift that occurs when everyone recognizes the challenge or 
opportunity facing them is extremly important. When this shift occurs, 
people are ready to do something, and that leads to the next stage. 

• Ex: the new pump is a good idea !



Get started

• This is the stage that gets the most attention in change management 
literature. 

• It is the time when you create a vision, get people involved, develop plans, 
set timelines, goals, and measures of success. 

• Too often leaders begin here and skip the first two stages. While that may
seem logical, it misses the important step of helping people get out of the 
dark and see the same picture of challenges and opportunities that you
do. 

• Ex: training use of the pump, making guidelines



Roll-out

• This is the implementation phase. All the analysis is done. People have 
gotten training. New systems are in place. You turn the key and “go live.” 

• Unfortunately, too many changes end right then. The roll-out phase simply
means you announced that the new program was now in place. It doesn’t
guarantee that anyone will do anything differently as a result. 

• Declaring victory and actually seeing real results are quite different. If you
end at roll-out, all you have done is invested a lot of time, money, and 
good will into a change that failed. 

• Ex:  the pump ”goes live”



Results

• You have met your goals and you are achieving real results. At this stage, 
the change is no longer a change. It is now part of the way you do 
business. It is the new status quo. 

• The results stage might last for a long time – maybe years, or it could be a 
short-lived success. 

• How long the results work depends on the work environment, changes in 
the demographics of your market, competition, changes in technology, 
and many other factors. 

• EX the new pump is the only pump we use



Time to Move On

• Nothing lasts forever. 

• At some point, it will be time to move on. Even the best programs 
eventually run their course. 

• It is important to keep your eyes open for signals that it is time to move
onto something new. Some organizations miss those important signals 
that it is time to move on. 

• Ex: Update of the pump – new functions



The biggest mistake

• Getting out ahead of others is the biggest mistake you can make. 

An example: 
1. You decide that it is time to do something. You think about what to do 

and you make a great plan. 
2. When you want to get started, you realize that you failed to tell the 

others about it. 
3. You get people together to tell them about the changes. You assume that

the clarity of your message will be enough to move them from In the 
Dark to Get Started. That seldom happens. 

4. Instead they begin to resist and the more you push, the more they will
resist. 



Resistance to change

• There are no born “resistors” waiting to ruin otherwise perfect plans. 
People resist in response to something. 

• When you feel resistance, ask, “What are the causes of this opposition?” 

• Resistance to change is a reaction to the way a change is being led. 



Three Levels of Resistance

Level 1 – I Don’t Get It. 
• lack of information , disagreement over interpretation of the data, lack of 

exposure to critical information or confusion over what it all means
Level 2 – I Don’t Like It. 
• An emotional reaction. People are afraid that this change will cause them

to lose face, status, control – maybe even their jobs. 
• In this level communicating change is very difficult
Level 3 – I Don’t Like You. 
• Maybe they do like you, but they don’t trust your leadership. It may not be

you; rather, the people may resist those that you represent



Rick Maurer:
Why Change Fails – three major reasons:

1. Change is hard, and the effective leadership of change demands time and 
attention to nuance. 

2. The potential power of resistance is taken too lightly. We assume that if 
we explain things well, then people will go along. This misses a 
fundamental point – people resist for a variety of reasons, not just a lack 
of information. 

3. Change threatens our belief that we are in control.  Change also causes 
disruptions and when the going gets rough, our commitment shifts over 
to our own survival. We may unconsciously subvert the very changes we 
spoke out in favor of. 



Most important

• ”Making a compelling case for change is the most important thing you can
do – and it is the most neglected”. 

• Address Why before How – don´t rush – make sure everyone sees the 
challenge

• Cast a Wide Net – identify everyone who has a stake in the change
• Mind the Gap – pay attention to what you se and what others see

– People must understand what you are talking about
– They must feel emotionally why this change is critical
– They must trust you and your team

• Communicate the vision and the plan
• Make plan for the long term and how to monitor



J.P.Kotter: Eight steps / eight errors

• Facilitating change within an organization is much more difficult than we
realize!  

• Taking a pragmatic - and patient - approach through the change process
will increase our chances of successful implementation of the change we
want and need within our organizations.



Error 1: 
Not Establishing a Great Enough Sense of Urgency

• This first error accounts for “Over 50%” of change effort failures. 

• Improve the chances of success by creating a sense of urgency out 
of a crisis or poor performance (ex failure of the old pump)

• Change requires creating a new system, which in turn always
demands leadership. 



Error 2: 
Not Creating a Powerful Enough Guiding Coalition

• Without enough people supporting the change at all levels of the 
organization, chances of success approach zero. 

• Efforts that don’t have a powerful enough guiding coalition can make
apparent progress for a while. But, sooner or later, the opposition gathers 
itself together and stops the change.



Error 3: 
Lacking a Vision

• It is vital to communicate the change in a clear, understandable, and 
persuasive way.

• A useful rule of thumb: If you can’t communicate the vision to 
someone in five minutes or less and get a reaction that signifies
both understanding and interest, you are not yet done with this
phase of the transformation process.



Error 4: 
Undercommunicating the Vision by a Factor of Ten

• If you aren’t absolutely sick of communicating the same message
over and over again, you probably aren’t communicating enough. A 
few emails and town hall meetings just won’t cut it.

• When communicating, think - message, medium, frequency, 
and behaviors.

• Communication comes in both words and deeds, and the latter are
often the most powerful form. Nothing undermines change more 
than behavior by important individuals that is inconsistent with 
their words.



Error 5: 
Not Removing Obstacles to the New Vision

• When change is needed, parts of the organization will act as a blocker
instead of an enabler. Ex: Technical dept put up to few chargers for the 
new pump.

• In the first half of a transformation, no organization has the momentum, 
power, or time to get rid of all obstacles. But the big ones must be
confronted and removed. 

• Action is essential, both to empower others and to maintain the credibility
of the change effort as a whole.



Error 6: 
Not Systematically Planning for, and Creating, Short-Term Wins

• Success builds momentum, and momentum leads to greater success. 

• Define shorter-term wins (and celebrate them!) during your change
initiative to make sure you are creating a virtuous cycle.

• Without short-term wins, too many people give up or actively join the 
ranks of those people who have been resisting change.

• Most people won’t go on the long march unless they see compelling
evidence in 12 to 24 months that the journey is producing expected
results. 



Error 7: 
Declaring Victory Too Soon

• Declaring victory too soon can immediately derail your initiative.

• After your hard work, you may be tempted to declare victory with the first
clear performance improvement. While celebrating a win is fine, declaring
the war won can be catastrophic.



Error 8: 
Not Anchoring Changes in the Corporation’s Culture

• Once you have a pattern of success, ensure the trend continues. 
This is key around continued communication and succession 
planning.

• Until new behaviors are rooted in social norms and shared values, 
they are subject to degradation as soon as the pressure for change
is removed.



J.P. Kotter: Eight steps / eight errors



SWOT analysis
• SWOT: Strenghts, Weaknesses, Opportunities, Threats

• Helps you to understand your Strengths and Weaknesses (internal factors), 
and to identifying both the Opportunities and the Threats (external 
factors).

• SWOT Analysis is used in the strategic management of the organization in 
evaluating a strategic intention.



SWOT – example

Project: improved care for PPH patients in the recovery unit
Strengths Weaknesses

• Skilled anaesthesiologists/obstestricians
• Good learning environment
• Recovery nurses ask for training 
• Leader backup
• Very engaged and professional staff

• Recovery nurses don’t see  PPH patients as patients at risk
• Obstetricians only come to the recovery unit when called
• Anaesthesiologists thinks it is the obstetrician’s 

responsibility
• Anaesthesiologists and obstetricians don’t know each 

other

Opportunities Threats

• Improved patient outcome
• No patient complaint
• Less “red calls” to the recovery unit

• Less resources
• Shift of focus
• Introduction of new IT
• New staff

Conclusion: We have enough strengh to go on with our project
and the opportunities outweights the threats. We must address
the weaknesses in our planning.



Summary of today

1. 3 different cases about implementation of change in groups

2. To two different approaches to change in organisations –
– Rick Maurer “The cycle of change” and 
– J.P.Kotter “eigth steps”

3. Introduced to the SWOT Analysis (Strenghts, Weaknesses, Opportunities, 
Threats)

Questions ?
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