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You have created a change that works!  

• Now, how can you spread that change and sustain momentum so that it 

becomes embedded in the structure and culture of the organization? 

• In this webinar we outline a 10-step strategy to help you accomplish your 

goals.

• This strategy is informed by research and experience, and you can follow it 

to help spread any significant change or innovation involving your 

organization.

Congratulations!
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The Ten Steps

1. Consider the Organizational 

Context

2. Think of Change as Innovation

3. Anticipate Phases of Adoption

4. Define the Innovation

5. Define the Value Proposition

6. Consider the Organizational Fit

7. Design for Spread

8. Communicate for Spread

9. Provide Supports for Spread

10.Sustain Momentum for Spread
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Three Recommended Resources
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1. Diffusion of Innovations, 5th Edition. In this seminal book on how innovations are 

diffused (or spread) in organizations, Everett M. Rogers described evidence-based 

strategies for designing and spreading innovations in ways that increase the 

likelihood that they will be adopted.  This work informs Steps 3, 7, and 8 of this 

practice guide.

2. The Hexagon: An Exploration Tool. National Implementation Research Network.   

The Hexagon Tool is a widely used tool for assessing whether a program or practice 

is a good fit for an organization.  The Hexagon Tool is the basis for the six factors in 

organizational fit as outlined in Step 6 of this practice guide.

3. The Leadership Challenge, 6th Edition. This book by James M. Kouzes, Barry Z. 

Posner describe the Five Practices of Exemplary Leaders Model. This model 

informs Step 10 in this practice guide.

Three Recommended Resources
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https://www.amazon.com/Diffusion-Innovations-5th-Everett-Rogers/dp/0743222091
https://implementation.fpg.unc.edu/sites/implementation.fpg.unc.edu/files/resources/NIRN_HexagonTool_11.2.18.pdf
http://www.leadershipchallenge.com/ProductDetail/the-leadership-challengehow-to-make-extraordinary-things-happen-in-organizations.aspx
http://www.leadershipchallenge.com/About-section-Our-Approach.aspx


A Case for Illustration
You are a mid-level manager assigned 
responsibility for spreading an Oral 
Health Integration model at Dominion 
CHC.

◦ Located in a rural area.

◦ 7,000 total medical patients.

◦ Added co-located dental services in 
2015, expect to serve 500 patients this 
year.

◦ Just completed a grant-funded pilot 
test of integrated oral health and 
primary care for 30 adult patients with 
diabetes and/or CVD risk.

◦ Aiming to expand or ‘spread’ the 
model to accommodate up to 150 
patients with similar risk profile.

• Spread will require:
◦ Patient Change – Patients willing and able to 

engage in the new care model.

◦ Process Change– Outreach, education, planned 
visits, follow-up from an integrated care 
perspective.

◦ Systems Change – Continuing effort to optimize 
electronic health records and decision supports to 
support the care model.

◦ Policy Change – Fresh look at policies to enable 
the care model.

◦ Care Team Change - physicians, nurses, dentists, 
dental hygienists, care coordinators, admin staff 
working together in an integrated care team.
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Here we are focused on spreading change and sustaining momentum within 
your health center.

• The change could be any shift in the way you do things – including your 
Capstone Project.

• The change might involve shifts in policies, practices, systems, or 
relationships.

• The change will take place within the particular culture and structure of your 
health center as it is right now. 

• Think about your organization, its bandwidth, and its readiness for change as 
you plan your strategy for spread.

1. Consider the Organizational Context
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Change can be challenging under the best of circumstances.

• Change can be easier if we can authentically frame it as innovation for 

improvement.

• Innovation is a collaborative process that engages implementers as 

partners in optimizing change. 

• There are strategies for creating and spreading innovation that can be 

applied to support most any type of change process.

2. Think of Change as Innovation
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People generally progress through five phases as they consider 
adopting an innovation. 1

◦ Knowledge: People know about the innovation.

◦ Persuasion: People form an attitude (positive, neutral, or negative) about the 
innovation.

◦ Decision: People make a choice about trying or rejecting the innovation.

◦ Implementation: People put the innovation into use.

◦ Confirmation: People seek reinforcement that the innovation really works. 

• It is essential to anticipate resistance and treat resistance as an 
opportunity for learning and improvement.

3. Anticipate Phases of Adoption
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People cannot adopt and optimize innovations they do not clearly 

understand.

• Define the elements of the innovation:

◦ Who does it serve?

◦ What does it do?

◦ Why is it needed?

◦ What are the intended results?

◦ Who is needed to implement it?

◦ How would it be implemented?

4. Define the Innovation
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The value proposition is a set of credible statements about why the 

innovation is worth considering.

• Can you and others articulate the value of the innovation for one or 

more of these groups?

◦ Patients

◦ Providers

◦ Team members

◦ The organization as a whole

◦ External stakeholders.

5. Define the Value Proposition
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Organizational ‘fit’ is the extent to which the innovation fits within the existing 

structure, capacity, and culture of the organization. If the fit is not aligned, the 

chances of successful adoption and implementation are low.

• The National Implementation Research Network identifies six key factors in 
fit:2

◦ Evidence: Why do we think this innovation will work for us?

◦ Usability: How easy is it to adopt or adapt?

◦ Supports: What kind of staffing, training, coaching, and expert assistance does it 
require?

◦ Need: What specific needs does it address?

◦ Fit with current Initiatives: How does it align with what we are already doing?

◦ Capacity: How feasible is it within our current capacity? 

6. Consider the Organizational Fit
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Rogers describes how people consider the following design factors when they are 

considering adopting an innovation.1

• Try to optimize each factor as you design your innovation for spread. 

◦ Advantage: Design the innovation to optimize its relative advantage over the status quo.

◦ Compatibility: Design the innovation to optimize compatibility with values, experiences, and 

needs.

◦ Complexity: Design the innovation to work in its simplest possible form.

◦ Trialability: Allow people to experiment with the innovation before fully adopting it.

◦ Observability: Allow people to see the results of the innovation early in the process. 

◦ Time: Allow people enough time to test, optimize, and implement the innovation.

◦ Support: Design a support program to assure people have training, coaching, tools and
technical assistance for implementation.

7. Design for Spread
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Rogers1 describes how credibility matters when people consider 
adopting innovations.

• Engage both formal leaders and informal opinion leaders as champions of the innovation.

• Identify specific people as your audience for communication, and try to frame communication 

based on where each might be in the five phases of adoption outlined in Step 3.

• Communicate your messages in terms of the innovation elements (Step 4), the value 

proposition (Step 5), the organizational fit (Step 6), and the design-for-spread elements (Step 

7).

• Communicate with respect for the competence and insight of the people involved. This is 

essential for creating a climate of openness and trust.

• Listen, learn, and refine the innovation for better results.

8. Communicate for Spread
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Deliver on all promises for training, coaching, tools, and technical 

assistance. 

• Continue supports through full implementation with periodic check-ins 

thereafter.

• Embed supportive policies and procedures within the workflows, 

systems, and policy structure of the health center.

• Be open to ideas for role adjustments and job re-crafting.

9. Deliver Support for Spread
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Sustaining momentum for spread requires leadership to assure that the innovation 

remains a priority and people are equipped with the supports they need to optimize 

implementation. 

• Kouzes and Posner describe five practices of exemplary leaders that are also 

directly relevant for spreading innovation:3

◦ Model the Way: Support the innovation by what you say and do.

◦ Inspire a Shared Vision: Share your vision for the innovation with others, and encourage them to 

do the same.

◦ Challenge the Process: Address process and policy obstacles that get in the way of optimal 

implementation.

◦ Enable Others to Act: Encourage people to identify problems and create solutions.

◦ Encourage the Heart: Celebrate victories large and small as you implement and optimize the 

innovation.

10. Sustain Momentum for Spread

16

Oral Health Integration at

Dominion CHC



Summary: Ten Steps for Spreading Change and 
Sustaining Momentum

1. Consider the Organizational 

Context

2. Think of Change as Innovation

3. Anticipate Phases of Adoption

4. Define the Innovation

5. Define the Value Proposition

6. Consider the Organizational Fit

7. Design for Spread

8. Communicate for Spread

9. Provide Supports for Spread

10.Sustain Momentum for Spread
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• Contact Steve Horan at shoran@chsresults.com or 804.673.0166

• Contact anyone on the CHS Support Team at chs@chsresults.com or

click Request Support at chcleadership.com.

Thanks for all you do!
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