
  
    

 
  

    

Change Management 
 

Using a Social Movement approach 
 

Presenter
Presentation Notes
Presenter :

Good afternoon**  everyone, .  My name is XX and I am XX (job title)
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Overview of the session 

 
• The Change Agenda  - why logic does not always work! 

 
• Energizing  and Mobilising  for Change  Social Movement 

Thinking 
 

• The Social Movement principles 
 

Presenter
Presentation Notes
Presenter 1:

Read slide





“You don’t need an engine when you have 
wind in your sails” 

 
Paul Bate, 2004 

Presenter
Presentation Notes
Presenter 2:

Key to SM is the concept of energy, whether it’s personal or organisational.
(Read quote).
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What lights the ‘fire in your belly’ and makes 

 
 you determined to improve things? 

Presenter
Presentation Notes
Presenter 1:

We want you to think about this question – it’s a bit of personal reflection, it might feel uncomfortable because we are giving you 30 seconds – so there will be a bit of silence.  We will then randomly select from the participants a couple of you to share your thoughts.  If you are not happy with t his, just say so and we’ll find someone else.

Presenter 1 – to do the speaking
Presenter 2 – keep an eye on the chat and scribble notes

Presenter 1  - so X – what were you thinking about?
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Leading  Change and Improvement – Making it Stick! 
 
‘At present, prevailing strategies [in healthcare] rely largely 

on outmoded theories of control and standardisation of 
work. More modern, and much more effective, theories seek 

to harness the imagination and participation of the 
workforce in reinventing the system’  

 
Don Berwick, Quality & Safety in Health Care, December 

2003  
 
 

Presenter
Presentation Notes
Presenter 1: 

So why are we thinking about Social Movements?

Well here’s a quote from Don Berwick, CEO and President of the Institute for Healthcare Improvement, which many of you will be familiar with

Presenter 1 – read quote
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Making change happen 

'Making change actually happen takes 
leadership.  It is central to our expectations 
of the healthcare professions of tomorrow'  

 
Lord Darzi, High Quality of Care for All,  

NHS Next Stage Review Final Report, 2008  



Leading to Engage Hearts, Minds and Hands!  

A social movement is a voluntary collective  
of individuals committed to promoting  

or resisting ‘something’ through co-ordinated activity, 
to produce a lasting and self generating effect and 

creating, as they do a sense of shared identity 
 

Presenter
Presentation Notes
Presenter 2:

Thanks for all of that.   I think most of the elements came out from the discussion.  And here is the dictionary definition for you.  
(Read definition).

We’ve emphasised a number of the elements in the definition, but I really want to stress the importance of this element co-ordinated activity.  Our experience working with organisations and individuals is that they get very excited by the concept of SM,  and often fail to recognise the importance of actually organising.

We have also found that some people – and some organisations – are uncomfortable with the notion of random excitable activity.
 And we’ll come back to that later.
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Activity 

Think about a successful change movement or 
campaign that you have been involved in 

 
What were its features? 

 
How would you describe it? 

 

Presenter
Presentation Notes
Presenter 2: 

To help you, you might be involved in a fund raising campaign for your local school, you may have participated in the march against the war in Iraq,.  You might participate in the Race for Life each year.  

But what we’d like to do is between us, come up with a definition for a Social Movement.  You can do this activity on your own, or you might want to use the chat feature to have a discussion.  We’ll give you 2 minutes and then this time we’re going to try something else, to get the feedback.

Pesenter 1 to note the timing – 2  minutes
Ok you’ve had a couple of minutes to think about this, raise your hand if you want to share your thinking.  

Select  3 or 4.  (Presenter 1 to speak – Presenter 2 keep track of who is speaking to be able to refer)

NO hands raised – choose people.  (Presenter 1 note anything interesting).
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Drink driving 

UK petrol crisis 

Presenter
Presentation Notes

Presenter 2:

The next two slides show some images from Social Movements that you are probably familiar with, but I am sure you can think of others.
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http://darkwing.uoregon.edu/%7Ekevhat/Civil%20Rights%20MLK.JPG
http://www.ntlworld.com/images/editorial/fd_1070_SEATBELT_12042006_1.jpg
http://images.google.co.uk/imgres?imgurl=http://beta.crisscross.com/static/1/344/615m.jpg&imgrefurl=http://beta.crisscross.com/gallery.aspx%3FgalleryID%3D344%26type%3D1%26photoID%3D615&h=382&w=400&sz=22&hl=en&start=7&tbnid=59pg5rpoCa03-M:&tbnh=118&tbnw=124&prev=/images%3Fq%3Dsocial%2Bmovement%26svnum%3D10%26hl%3Den%26lr%3D
http://images.google.co.uk/imgres?imgurl=http://image.guardian.co.uk/sys-images/Guardian/Pix/pictures/2000/09/12/sun10.gif&imgrefurl=http://www.guardian.co.uk/galleryguide/0,6191,367590,00.html&h=302&w=256&sz=65&hl=en&start=2&tbnid=2C-855eTDCf8fM:&tbnh=116&tbnw=98&prev=/images%3Fq%3Duk%2Bpetrol%2Bcrisis%26svnum%3D10%26hl%3Den%26lr%3D%26sa%3DG


Presenter
Presentation Notes
Presenter 2

And some more ….
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? 
How did these things happen? 

 
What enabled these people to do the remarkable things 

they did? 
 

What can we learn from ‘social movement thinking’ to 
help us deliver better care for patients? 

 
 

Presenter
Presentation Notes
Presenter 1:

Reflect back to the earlier slides with the images of SM and our discussions about SM that we have been involved in.  This was the start point for our work.  We asked ourselves the following questions:

(Read slide)

(Presenter 1 – do a quick check in with the group – any comments?  Take 3 maximum)
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The Social Movement Approach 
 

 

• Prevention and promotion is about releasing 
energy 

• Talks about ‘moving’ people 
• There may be personal cost 
• Opposition is friend, not enemy, of 
 change 
• Peer to peer 
• Driven by informal social networks 

Presenter
Presentation Notes
Presenter 1:

So – when we talk about SMs we talk about the following:

(Read bullets)
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• Energy 
• Mass 
• Pace and momentum 
• Passion 
• Commitment 
• Spread 
• Sustainability 
 

Features of a Movement 

Source: Bate, Bevan, Roberts, Towards a Million Change Agents, 2003 
SM Handbook - Page 2 

Presenter
Presentation Notes
Presenter 1:

Helen Bevan who you will be familiar with – Chief of ST at the NHSI, and Paul Bate and Glenn Roberts – 2 academics from Univ Coll London produced a paper in 2003 “Towards a Million Change Agents” and this was a review of the SM literature and they found these features to be common to movements.

(Read bullets)
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…we could bring these features to bear  
in the way we go about delivering health 

and healthcare 

Imagine if… 

Presenter
Presentation Notes

Presenter 1: 

Following on from that work,  a group of other people at the NHSI said

(Read slide)
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Two views of change 

 
 
 

Traditional 
OD 

thinking 
Social 

Movement 
thinking 

Presenter
Presentation Notes
Presenter 1:

There is a history of over 80 years worth of research around traditional organisational development approaches.  

Through undertaking the literature review “Towards ….” we found there is also a history of over 80 years of academic research into SM thinking.  
But the 2 approaches have run on parallel tracks.   

Since we began this work, what we are finding is that they are increasingly coming together.  (ref bridging the divide)

So what we are advocating, is an approach that uses the best of both – a balanced approach
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Change is about releasing energy 
and is largely self-directing (top-led, 
bottom up) 
 
‘Moving’ people 
 
Focus on what is the right thing to 
do, even if there are personal 
implications for me 
 
Insists change needs opposition - it 
is the friend not enemy of change 
 
People change themselves and 
each other - peer to peer 
 
 
 

A planned programme of change 
with goals and milestones (centrally 
led) 
 
‘Motivating’ people 
 
Change is driven by an appeal to 
the ‘what’s in it for me’ 
 
 
Talks about ‘overcoming resistance’ 
 
Change is done ‘to’ people or ‘with’ 
them - leaders and followers 
 
 

“Planned” or “Programme” view  “Movement” view  vs.. 

Views of change 

SM Handbook – Page 3 

Presenter
Presentation Notes
Presenter 1: 

This slide illustrates some of the key elements in planned or programme view of change and a movement view of change.  

(Read slide).

And we would contest that we need both – SM builds a bridge between the two. Pick the best elements of both.
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Example : Strategies to eradicate patient delays 

“Rational” view “Movement” view 
Create: 
• high expectations 
 

• clarity of goals 
 

• common purpose 
 

• an enabling environment    
  where people can do their 
  best 
Focus on: 
• building, maintaining,  
  protecting trust 
 
• making work meaningful  
  and rewarding 
 
• connecting great results  
  with great values  

•understand the demand and capacity 
of the system at a macro level and 
impact that different flows have on each 
other 
 

•map patients’ journeys through the 
clinical process 
 

:reduce the number of steps involved 
reduce the number of, or eliminate, 
bottlenecks in the process 
 
•measure the demand and capacity 
continuously over time 
 

•understand the causes of variation that 
affect the demand and capacity of the 
system 

Copyright: NHS Institute for Innovation and Improvement 2006 

Presenter
Presentation Notes
Presenter 1:

But let’s add in a movement view in which we create (read bullets)

Add a pause in here.

Any thoughts, reflections on this so far?
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Different thinking for different results 

5 principles for radical change: 

Frame to connect with hearts and minds 

Energise and mobilise for action 

Organise for impact 

Make change a personal mission 

Keep forward momentum 

Presenter
Presentation Notes
Presenter 2:

And these are those principles.

(Read slide)

Highlight the principle above which will be used as a focus for this workshop
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Today’s focus is  … 

Energise 
and 

Mobilise 

Presenter
Presentation Notes
Presenter 2:

At your first session on 1st and 2nd  July you spent some time on framing and we have run whole days on framing and we hope that from your experience on this programme that you have found the concept useful.
(Change this text as appropriate – clarify what the groups have already done eg framing etc)

So today we are going to focus on energise and mobilise.

If you want future sessions around any of the other principles in more details,  or any of the other principles, then let XX know and the programme team know and we’ll see what we can do.
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“Often change need not be cajoled or coerced.  
Instead it can be unleashed.” 

 

Kelman, S. (2005) Unleashing Change. A study 
of organizational renewal in government, 

Brookings Institution Press; Washington, D.C 

Presenter
Presentation Notes
Presenter 2

Read slide

Whyte (1994: 221) has a similar notion of change and energy being ‘released’ – cross-ref ‘tapping in to sentiment pools to release energy
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When have you felt most energised and 
passionate about the work you have been 
involved in? 
 

Presenter
Presentation Notes
Presenter 1

Read slide.

Spend 30 seconds reflecting on this.  And then we’ll get some feedback.

(30 seconds – timed)

Would somebody like to share what they were thinking about?
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Why think about energy? 

• Just as potential energy is stored in objects, energy 
can be stored in issues 
 

• Energy can be found in people’s ‘discretionary 
effort’ 

 

SM Handbook – P49 

Presenter
Presentation Notes
Presenter 1:

Read slide

Question:  does anyone know what we mean when we talk about discretionary effort?   

(v short discussion on DE).

If no response, say

“let’s think about what we mean by DE”
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Discretionary effort 

• what we willingly do because we want to 
 

• extent to which we are interested and involved in 
assisting the organisation in the accomplishment of 
corporate goals 
 

 
work is contractual - effort is personal ! 

 

Presenter
Presentation Notes
PRESENTER 1

This is what DE is.  

Read slide.

But why does this matter? And why do we think about DE?
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Discretionary effort has a tangible impact  
on Performance , Health and Wellbeing  

• an unmanaged and unrealised resource for most 
organisations  
 

• represents a range of performance 30-40% above 
that which is actively realised by an organisation  
 

• led to a 43% difference in income generated by 
different offices of the same company in a recent 
survey  

 
Source: Hay Group 
 

SM Handbook – P50 

Presenter
Presentation Notes
Presenter 1

Read slide.
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Tactics 
• Use where the energy is to 

drive change forward 
• Frame change propositions 

in ways that will release 
energy 

Presenter
Presentation Notes
Presenter 1

So what can we as leaders do with this information?

Read slide
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What you can do 
  
o quickly make a difference by ; 

o articulating values clearly and by being role models in 
value-driven behaviour 

 
o can reinforce pride in the NHS  

o by highlighting successes and giving people stories that 
they can connect with their own experiences and repeat 
more widely 

 
o unlock energy that is tied up in wasteful processes 

by : 
o addressing inefficiencies and non-value adding activities  
o framing  this as a way to help people get important work 

done, and to serve patients better. 
 

Presenter
Presentation Notes
Presenter 1

Read slide.
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“If you want to build a ship, do not gather men together and 
assign tasks. Instead teach them the longing for the wide 

endless sea.” 
(Saint Exupery, Little Prince) 

 

 

Presenter
Presentation Notes

Presenter 2:

In closing: we have covered:

Overview of Social Movement thinking
Social Movement thinking in the NHS and healthcare
Energise and mobilise

We hope you found this overview of SM thinking helpful – useful – and interesting and that it’s ignited or fanned a flame in you to learn more and really apply the thinking to your healthcare improvement efforts

We’ve given you some background – told you how we’ve got to where we are today, looked at the 5 principles and focused on the principle “Energise and Mobilise”
In your handbook there are a number of activities you may want to undertake on your own, or with your teams to explore the concept of energise and mobilise. (starting on page 48)

We’d like to thank you v much for participating in the webex and would be most grateful for any feedback on both content and process, as we are still learning.  And we can pass that learning onto other groups.  

Refs to other local “activists” in patches – to do list beforehand if appropriate

ENDS










The Power of One, the Power of Many  
Bringing Social Movement Thinking to Health and Healthcare 
Improvement  

www.institute.nhs.uk/popm 

Order from New Audience 
on 01922 742555              
Ref NHSIPOPM 

 

Presenter
Presentation Notes
Presenter

A new publication entitled  “The Power of One, The Power of Many - Bringing Social Movement Thinking to Health and Healthcare Improvement”  has just been published which provides knowledge on, and demonstrates how ‘social movement’ approaches have been used to deliver improvement at previously unseen levels and how it can contribute toward creating the levels of engagement as required by the goals as set out in the NHS Plan.  

Free to NHS England – see above for details
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References on Social Movements 
Resources on the NHS Institute website www.institute.nhs.uk  
 
• Debra E. Meyerson, Tempered Radicals, 2003 
• Gerald F. Davis, Doug McAdam, W. Richard Scott, Mayer N. Zald Social 

Movements and Organization Theory, 2005 
• Art Kleiner, The Age of Heretics, 1996 
• Andrea Shapiro, Creating Contagious Commitment, 2003 
• Carmel McConnell The Only Way to Do It… Is to Do It, 2003 
• Jim Collins, Good to Great, 2001 
• Jim Loehr and Tony Schwartz, The Power of Full Engagement, 2005 
• Lesley Everett, Walking Tall, 2004 
• McAdam D, McCarthy JD, Zald MN. (eds.) (1996) Comparative 

perspectives on social movements: political opportunities, mobilizing 
structures, and cultural framings, Cambridge University Press, Cambridge 

• Gary Hamel, Competing for the Future, 2006 
• Martin Seligman, 2006 and Barbara Frederickson, Authentic Happiness, 

2005 
• Leslie, Loch, Schaninger, Managing your organisation by the evidence, 

McKinsey Quarterly  2006 

Presenter
Presentation Notes
Presenter 2:

For those of you who like to know more, here are some references
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