
Implementing Change with Kotter’s Model for Health Equity Integration

The successful implementation and integration of health equity practices into an organization’s
daily operations require a structured approach to change management. Kotter’s (1996) 8-Step
Model offers a comprehensive framework to guide this process effectively. Below is a detailed
resource to support our framework's "Implementation and Integration" phase, ensuring that
health equity becomes an integral part of your organization’s culture and operations.

Kotter’s 8-Step Model for Organizational Change

1. Create a Sense of Urgency

Objective: Highlight the critical need for health equity practices to build momentum and
engagement.

● Present data demonstrating health disparities within your member population.
○ Work with your internal analytics team to stratify existing data by REaL and SOGI
○ Review community-level data on health disparities.

● Share compelling stories and case studies that illustrate the impact of inequities on
member outcomes.

● Engage leadership and stakeholders by emphasizing how alignment with accreditation
standards has short- and long-term business advantages.

● Emphasize how this work aligns with organizational values.

Example: Organize a town hall meeting to showcase member testimonials and present
statistics highlighting disparities. Use this platform to communicate the need for immediate
action.

2. Build a Guiding Coalition

Objective: Form a diverse team of leaders and influencers to champion health equity initiatives.

● Identify and recruit stakeholders from all levels, including leadership, frontline staff, and
member representatives.

● Ensure your coalition includes individuals with diverse perspectives and expertise in
equity-focused areas.

● Define clear roles and responsibilities for the coalition members.

Example: Create a Health Equity Task Force with clinical, administrative, and community team
representatives.

3. Develop a Vision and Strategy



Objective: Craft a clear vision for health equity and outline actionable strategies.

● Develop a mission statement that centers on health equity.
● Create a roadmap that aligns with your action steps, including policy updates, staff

training, and pilot programs.
● Ensure alignment with organizational goals.

Example: “Our vision is to provide equitable, member-centered care by embedding health
equity practices into every aspect of our operations.”

4. Communicate the Change Vision

Objective: Share the vision and strategies across the organization to ensure alignment and
understanding.

● Use multiple communication channels, such as emails, meetings, and intranet updates,
to reach all staff.

● Reinforce messages with real-world examples of how changes will benefit members and
staff.

● Address concerns and provide opportunities for feedback.

Example: Host monthly “Equity Talks” webinars featuring updates on progress and success
stories.

5. Empower Broad-Based Action

Objective: Remove barriers and empower staff to contribute to the change.

● Update policies and procedures to align with health equity goals.
● Provide training on cultural humility, implicit bias, and REAL/SOGI data collection.
● Equip teams with resources and tools to implement changes effectively.

Example: Develop a toolkit with scripts, FAQs, and workflow guides for collecting REAL/SOGI
data.

6. Generate Short-Term Wins

Objective: Identify and celebrate early successes to build momentum.

● Pilot new initiatives, such as community partnerships or enhanced member engagement
strategies.

● Measure and share initial outcomes, such as increased REAL/SOGI data collection rates
or improved member satisfaction.

● Recognize and reward teams and individuals who contribute to early successes.

Example: Highlight a successful pilot program that increased language access services and
share the data during staff meetings.



7. Consolidate Gains and Produce More Change

Objective: Build on short-term wins to drive deeper and broader changes.

● Analyze pilot program results and scale successful initiatives across the organization.
● Address remaining barriers to change and refine strategies as needed.
● Continue training and engagement efforts to maintain momentum.

Example: Expand a pilot program for bilingual member education to all locations, incorporating
feedback from the initial rollout.

8. Anchor New Approaches in the Culture

Objective: Ensure health equity practices become embedded in the organizational culture.

● Incorporate equity-focused metrics into performance evaluations and organizational
dashboards.

● Share ongoing success stories and celebrate milestones publicly.
● Regularly revisit and update strategies to align with evolving standards and needs.

Example: Establish annual health equity awards to recognize departments or individuals
making significant contributions.

Actionable Deliverables

1. Revised Policies and Procedures: Ensure all updates support equity goals.
2. Staff Training Programs: Conduct equity-focused training sessions, documenting

participation and feedback.
3. Performance Improvement Data: Collect and analyze data from pilot programs to

demonstrate the impact of implemented changes.


