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“Swedish moments”
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The Horizons team:
Change agents and change agency

• A small, diverse team of people within 
the English National Health Service 
(NHS)

• We tune into the latest change thinking 
and practice in healthcare and other 
industries around the world 

• The team has emerged through years of supporting 
change in the health and care system 
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“When we talk of social change, we talk of 
movements, a word that suggest vast 

groups of people walking together, leaving 
behind one way and travelling towards 

another”

Rebecca Solnit
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Being person-centred
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Co-design

Source: adapted from Design for Europe 
Source of image: Penny Hagen

• Participatory, co-creating and open 

• A wide range of people can make a creative 
contribution to solving problems

• Goes beyond consultation by building and 
deepening equal collaboration between patients, 
families, staff and citizens affected by a particular 
challenge

• Users, as experts of their own experience, are  
central to the design process
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Where social movements 
meet co-design

Engaging the key people not just in mapping and 
analysing the problem but also in action to solve 

the problem
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Where social movements 
meet co-design

Engaging the key people not just in mapping and 
analysing the problem but also in action to solve 

the problem

A step further: engaging people in action to 

solve problems of POWER
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Being person-centred is about shifting 
POWER 

Power is one’s 
ability to achieve 
goals

Bertrand Russell

9



@helenbevan

Jeremy Heimens, Henry Timms
This is  New Power

old power new power

Currency

Held by a few

Pushed down

Commanded

Closed

Transaction

Current

Made by many

Pulled in

Shared

Open

Relationship

http://thisisnewpower.com/
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To enable change, connect with the 3%

Just 3% of people in the organisation or 
system influence  85% of the other people

Source: research by Innovisor



@helenbevan

Most of the 3% are NOT the formal 
leaders

Formal leaders typically make up 12% of an 
organisation and drive conversations with 

55% of other people 

Source: Innovisor
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The 3% rule also appears true for 
social media

Source:  research by  Graham MacKenzie using NodeXL

In health and 
healthcare globally, 
tweets by 3.3% of 

tweeters accounted 
for 85% of retweets
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Netnography

“Netnography is the branch of 
ethnography that analyses the free 

behaviour of individuals on the 
Internet”

Paige Leidig
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Most social media operates within an 
echo chamber

Source of image: Scriberia
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The powerful medical “superconnectors”

Source: NodeXL analysis: 
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Beyond the echo chamber: experience of 
cancer,  29th November 2017
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The predominant approach in recent years has been STRUCTURE
but globally there is a big shift towards  AGENCY

The design dilemma at the heart of change

Activation

Ability to make choices

Coaching

Leaders everywhere

Social action

Solidarity

Social movements

New Public Management

Performance goals

Regulation 

Competition

Programmes

Incentive systems

Quality Assurance
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Making sure that only people 
who should be in hospital are 
in hospital
• The number of hospital beds occupied by 

patients whose transfer of care has been delayed 
should be reduced to 3.5%

• Less than 15% of assessments [for  continuing 
care] should take place in an acute hospital 
setting;

• a standardised performance dashboard
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Royal Devon and Exeter Hospital
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University Hospitals Morecombe Bay
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East Sussex Healthcare
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“Because we want to, not because we have to”
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#endpjparalysis: connected social 
communities
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Individual AND collective agency

Individual agency:
People get more power 
and control in their own 
lives: activation, shared 

decision-making and self-
care

Collective agency: 
People act together, 
united by a common 
cause, harnessing the 

power and influence of 
the group and building 

mutual trust



@helenbevan

Building agency for large scale change 

We do not become transformed alone, we 
become transformed when we’re in relationship 

with others

Hahrie Han

Source of image: Idahoc Community Action
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New Public 
Passion: 

a growing  
global 

movement
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http://biggerboat.org/exploring-moodocs/MOODOCs
(Massive, Online, Open, Disease Oriented Communities)
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The NHS Continuing Healthcare Collaborative 

approach

The Improvement 
Community

200 local groups

The 
Development 

Group
10 local groups

1000 participants

£100,000 saved 
per meeting cycle 

1000 ideas and 
contributions in 45 
minutes

Designed to engage a mass of contributors 
right from the start and make the process of 

spread much easier
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The collaboration builds agency
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Our latest collaboration will launch on 
14th December 2017

Perceptions of  Nursing  #NurseFuture
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Google image 
search using the 
word ‘nurse’ 

Google image 
search using the 
word ‘doctor’ 
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Which kind of activists are most successful at 
delivering change?

Lone wolves
Build power by expertise and information — through 
advocacy, oversight, contributing to committees, public 
comments and other forms of consultation

Source: Hahrie Han How Organizations Develop Activists: Civic Associations and Leadership in the 21st Century

http://www.oxfordscholarship.com/view/10.1093/acprof:oso/9780199336760.001.0001/acprof-9780199336760
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Patient leaders as “lone wolves”

“What I am ranting about is the way in which patients are 
being streamed into advisory sub committees, the way we are 

being used as tokens and to help tick off the right box…..

Where is the attitude that patients are part of the team in 
healthcare, that we are partners? Why are we always asked 
to participate inside a pre-determined frame? When will we 

see co-design of new policies, and ultimately co-production?”

Annette McKinnon 
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Patient leaders as “lone wolves”

“What I am ranting about is the way in which patients are 
being streamed into advisory sub committees, the way we are 

being used as tokens and to help tick off the right box…..

Where is the attitude that patients are part of the team in 
healthcare, that we are partners? Why are we always asked 
to participate inside a pre-determined frame? When will we 

see co-design of new policies, and ultimately co-production?”

Annette McKinnon 

Structural issues encourage this 
kind of participation
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Which kind of activists are most successful at creating 
agency & delivering results?

Lone wolves
Build power by expertise and information — through 
advocacy, oversight, contributing to committees, public 
comments and other forms of consultation

Mobilisers
Build power by mobilising people – being able to call 
on large numbers of people to contribute, engage in 
change and take action

Source: Hahrie Han How Organizations Develop Activists: Civic Associations and Leadership in the 21st Century

http://www.oxfordscholarship.com/view/10.1093/acprof:oso/9780199336760.001.0001/acprof-9780199336760
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Strategy for 

power

Structure

Types of asks

Communication

More numbers

Centralised 
responsibility

Independent

Pitches for action

What do they do differently?

Transformative 
leaders

Decentralised 
responsibility

Interdependent

Relationships

Mobilising Organising

Source: Hahrie Han (2016) Organising for transformational change 

https://www.carnegiefoundation.org/blog/organizing-for-transformational-change/
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Focus on the “We”

“Great social movements get their 
energy by growing a distributed 

leadership”

Joe Simpson
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Beyond top down and 
bottom up change……. 
Beyond the service lens  
through which systems 

leaders typically conceive 
the problems we’re trying 

to solve….
Bringing positive 

disruption into the system 
for faster change & bigger 

outcomes

Disruptive co-creation

Adapted from SOLACE


