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What we did
An engagement experience designed to 
bring clarity and accelerate change and 
develop an effective specification and 
strategy to support the Cheshire East Team 
in developing their place-based system of 
care and self care.

ICE Creates facilitated a hackathon session
with 18 stakeholders from Cheshire East.

Powered by Clean Language, live graphic
scribing and theme capture, the session was 
designed to bring key community members 
together to explore and co-design what needs 
to happen to enable people in Cheshire East 
to live well for longer.
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The Stakeholders

18 stakeholders were involved in the hackathon for ‘Live Well for 
Longer’ in East Cheshire.

There were individuals from all areas of East Cheshire with a 
range of roles including individuals from the community 
development team, public heath, commissioners, community 
coaches, transformation work and NW ambulance.

At the start of the session, all stakeholders were asked to state 
their ‘three words for the week’, which are illustrated in the word 
cloud to the right.
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DEMAND

In the hackathon we altered the order questions asking first about the system drivers, followed by the
motives for people and enablers last. The reasoning behind this was to ensure that we were able to establish 
the motivational factors for each theme, before exploring ways to make the behaviour change happen.

a behaviour focused planning tool

DRIVERS - are the ‘what really 
matters’ from the commissioners or 
system perspective. Drivers make the 
anchor for change commitment from 
commissioners and providers and 
often identify outcomes

ENABLERS – determine what 
will help enable this to happen 
across the integrated place and 
system to help meet the drivers. 
It is what enables the co-
production of all players.

MOTIVES – what is motivating the 
people we need to take action to 
make this change happen? Often 
communities or patients etc.
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Using DEMAND

From previous insight work we 
are aware that there are 3 key 
themes around living well for 
longer:

1. Confidence
2. Navigation
3. It’s about me/ My context

During the hackathon, these themes were further 
explored using the DEMAND tool in order to 
develop an actionable plan that is co-designed, 
person centred and aligns with the organisational 
needs.

In the first half, stakeholders explored the
demands, enablers and motives– the HOW and
WHY.

Whilst in the second half, the actions, network and 
demonstrate aspects of the tool were explored 
which provide a more tangible plan of how the 
change can occur, who can be involved and 
how its success can be measured.
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The key drivers which were identified in both breakout room 
discussions are listed below:

Ø Reducing demand on social care and healthcare services, which in turn will 
increase the capacity around early intervention services, allowing for better 
allocation and management of budget.

Ø Equality across the system – for people with different ethnic backgrounds, 
different ages, different health concerns. Ensures the same quality of care is 
provided to everyone, thus improving the outcomes for residents.

‘The driver for us as organisations is that reducing demand, managing the budget, as 
well as improving outcomes for people’ SK3*

‘A driver for us as a system, is we want equality of care that we’re providing’ SK1*

*Represents an anonymised participant from the hackathon.

The WHY driver for confidence
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The WHY motive for confidence
The keymotives which were identified in both breakout room 
discussions are listed below:

Ø Independence – people want to feel confident to go out and do activities and 
things for themselves, but also to access services by themselves, which retains 
their own dignity and reinforces their self-worth.

Ø Having the confidence to continue doing activities independently also improves 
residents’ wellbeing and happiness.

Ø Reassurance for family and friends, as when an individual feels confident, 
others in their life will also feel confident, which is important as lots of residents, 
especially older adults want what’s best for their family and don’t want to worry or 
trouble them with things.

‘[residents’] physical health has declined, their mental health has declined and they’ve 
become lonely, become isolated because they’re just in a position where they haven’t got 
the confidence in the services that are out there because they have not used them for a 
long time and they haven’t got their own confidence to get out of the house’ SK1*

* Represents an anonymised participant from the hackathon.
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The HOW for confidence
The key enablers which were identified from the breakout room 
discussions are listed below:

Ø Community connectors and social prescribers are vital as they give 
confidence to residents and provide them with support when they need it, whether 
that is attending services or answering questions.

Ø Making every contact count - stakeholders should go the extra mile and when 
they are visiting a resident they should speak with them and look around their home 
to try and identify any needs which they may have, adopting a holistic, person 
centred approach rather than a medical one.

Ø Having someone residents can speak with over the phone or face to face, who 
will be open, honest and transparent with them and provide them with 
accessible information will not only increase residents’ confidence in the service, 
but it will increase their own self-confidence t00. As residents want someone to 
speak with them not to them – they want to feel involved and part of the 
conversation.

‘Every contact counts – if a district nurse is going in to give a B12 injection, don’t just 
give the B12 injection, look around the house, look at your person, what are they saying 
to you? Is there something that you can sign post? Is there something you can bring 
back to the office, to the care community?’ SK5*

*Represents an anonymised participant from the hackathon.



www.icecreates.com



www.icecreates.com

The WHY driver for navigation

The key drivers which were identified in both breakout room 
discussions are listed below:

Ø Early intervention prevention – if residents are able to navigate services 
correctly, they should be able to get help earlier which will reduce the 
demand on the more demanding and expensive services.

Ø By simplifying navigation, the number of disgruntled people can be 
reduced, inappropriate service use can be reduced, along with the 
friction in the system.

‘Reduce the amount of disgruntled people’ SK1*

‘A driver for us is ensuring that people access the right support at the right time… 
because we might be creating demand in a certain area because we haven’t been 
clear in terms of how people are able to access the support in the right point in 
time’ SK3*

*Represents an anonymised participant from the hackathon.
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The WHY motive for navigation
The keymotives which were identified in both breakout room 
discussions are listed below:

Ø People want to maintain their independence and continue to lead the 
lifestyle that they have chosen to, which would increase their confidence 
and self-worth once again, and they can do this if they are able to navigate the 
system successfully and get the help and information they need quickly and 
independently.

Ø When people are unwell and require the use of service they do not wish to be 
travelling far to get help or reach those services, instead they prefer to be close to 
home, in their community where they feel safe, have trust in the services and a 
sense of familiarity wherever they go.

Ø Some residents may feel patronised when trying to navigate the system, 
whether that is due to difficult systems, websites or conversations, which take 
away their power and respect. Whilst good navigation makes people feel 
empowered and respected, which increases their confidence.

‘ The motives are independence again… and maintaining your lifestyle and a lifestyle that 
you choose, your options for that’ SK7*

*Represents an anonymised participant from the hackathon.



www.icecreates.com

The HOW for navigation
The key enablers which were identified from the breakout room discussions are listed below:

Ø Empowering people to make behaviour change which is backed up by the Pareto principle 
80/20. There are local navigators that have “done it” and know their way around and we need to 
find them and set them free to navigate for others.

Ø Providing residents with clear and simple access to information is key, as at the moment they 
become overwhelmed with all of the options and default to visiting their GP as it is the simplest and 
easiest choice.

Ø Additionally, information should be provided in different formats for different people 
including physical copies for older individuals who may not use the internet a lot, translations
for individuals from different countries and considerations should be made for visually and 
auditory impaired individuals too, ensuring it is accessible by all.

Ø Creating a one-stop-shop in the community where residents can go and access a range of services 
or where there are also system navigators that provide education and help residents understand 
information, and navigate the system without removing their power or respect.

Ø Alternatively, already existing services can be improved and expanded. For instance, a 
library is considered an important service which provides education, allows for friendships, 
confidence and trust to be built over time and for groups to be held. Here, system navigators can 
also be put which will have specialist knowledge about navigating the system and accessing 
information which residents will be able to access easily.

‘People have said that almost like that one stop shop just going there getting the info, being signposted and 
then being followed up’ SK2*

*Represents an anonymised participant from the hackathon.
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The WHY driver for it’s about me/my context
The key drivers which were identified in both breakout room 
discussions are listed below:

Ø Working collaboratively with residents by listening to their ideas and 
wishes, incorporating them and feeding back to them about the changes 
that have been made as a result of their input will make the residents feel 
heard and increase their engagement within the service.

Ø Statutory duty to meet people’s needs should be built within services, 
combined with good use of resources and public funds, it will 
reduce demand and save money as people will be living better and 
their needs will be getting met earlier on before they have become more 
complicated.

‘A driver is definitely around designing services to meet the individual needs 
as well as community needs, but I think it goes back to some of the care acts 
because it is a statutory requirement for us to do and provide choice and 
control’ SK3*

*Represents an anonymised participant from the hackathon.
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The WHY motive for it’s about me/my context
The key motives which were identified in both breakout room 
discussions are listed below:

Ø Residents want to maintain their lifestyle and motivation for as long as possible 
and services should be understanding and supportive of this.

Ø A lot of people, especially older adults are being disrespected and spoken to without 
dignity, which is wrong. Individuals should have their choices respected whether that 
is accessing or not accessing a certain service, as this allows them to feel in control and 
empowered in their lives.

Ø Residents want access to good quality care and services, however that is not always 
easy as sometimes they get forwarded from call handler to call handler and are unable to 
reach the correct department, which makes it a difficult and frustrating experience 
for them as they feel lost and don’t want to be.

Ø When services are working for individuals, and are considering their needs, they increase 
the trust between the individual and the service, making them feel understood 
and safe.

‘When people are in crisis it’s ever so confusing.. there needs to be one central point where 
somebody is able to deal with those needs’ SK8*
‘We need to think about that choice and control in a broader context, and there is also a choice not 
to access services as well…because if I [resident] want to be independent as long as possible there’s 
a choice’ SK3*

*Represents an anonymised participant from the hackathon.
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The HOW for context/ it’s about me
• The key enablers which were identified from the breakout room 

discussions are listed below:

Ø Being open and transparent with residents about their options and choices even 
when there is limited or no choice and communicating this with them.

Ø Guiding people through their choices, by taking the time to explain information 
where necessary to ensure they understand it. Whilst also considering failing 
eyesight and hearing and accommodating such individuals and their specific 
needs.

Ø Recognising people who use services to be on the same playing field as the 
commissioners and treating them as equal partners, by keeping them involved
throughout the whole project. This way residents feel heard, valued and that they 
are contributing to the bigger conversation.

Ø By recognising the assets that you have, and combining budgets, resources 
and contracts a more effective and efficient service can be provided for residents.

‘Sometimes its how you or me in this role interpret or translate that information to a 
point where they [residents] are okay with it, they get it straight away within the tiny bit 
of time you’ve spent with them. I think they massively value that.’ SK4*

*Represents an anonymised participant from the hackathon.
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Actions, Networks and 
Demonstrating Successes
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What ACTIONS can we take?
The key actions discussed during the hackathon are listed below:

Ø Creating a communication plan that is aligned and meaningful to everyone.
Ø Continuously involve residents in the conversations and keep going back to them to 

sense check new ideas and ensure they are aligned with their needs, whilst 
communicating progress in a clear and accessible way for all considering 
different barriers such as nationality, age, eyesight and hearing problems, and 
internet access.

Ø Invest in hubs or centres in the local community that will act as hotspots for 
educating residents about self-care and self-worth, and empowering them to make 
the behaviour changes themselves, whilst also providing a safe space where residents 
can feel that they belong.

Ø Current services such as libraries or visitor centres can be expanded to provide 
residents with access to support that is local, familiar and face to face.

Ø Broader activities and projects need to align and join up their processes so that 
people are not getting asked the same questions repeatedly, saving resources and 
making every contact count.

‘We need a communication plan that aligns to this piece of work, we need to kind of agree 
across , how we communicate with people, how that communication becomes meaningful’ 
SK1*

*Represents an anonymised participant from the hackathon.
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NETWORK – Who can we work together 
with?

The key networks discussed during the hackathon are listed below:
Ø Public transport - poor public transport in rural areas prevents people accessing help and 

support.
Ø North West ambulance service and West Midlands ambulance service – can provide transport to 

some people.
Ø Fire department – can be used to spread the message and increase engagement with it.
Ø Health watch – provide education.
Ø Communications and engagement team
Ø Third sector
Ø Housing associations
Ø Parish council
Ø Local radio stations such as Cat Radio
Ø Schools as parents present with social concerns to headteachers and teaching assistant.
Ø People from the community – they can spread the message through word of mouth with friends 

and neighbours.
‘Everybody - because actually the group we’re working for is the largest group in our population, it’s 
the largest increasing group in the population, and actually it’s anything that touches those people’s 
lives, so the skill will be… having a plan that has some longevity to it.’ SK7*

*Represents an anonymised participant from the hackathon.
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DEMONSTRATE – How will we know it’s working?

The key ways to demonstrate success discussed during the hackathon are listed 
below:

Ø By measuring the impact on the drivers.
Ø People will communicate this with us if we continue to dialogue with them.
Ø Taking a base measure at the start of access figures such as hospital admissions or unnecessary GP 

calls and then comparing them with follow up figures taken after a period of time for which the 
actions discussed in the previous slide have been implemented, and seeing if there is a difference.

Ø Finally, it is important to demonstrate and celebrate success.

‘We’ll know it’s working by measuring the drivers, or the impact of whatever we’re doing is having on the 
drivers. We need to come up with some measurables that sit along those drivers that help us figure out’ SK1*

‘People will tell us, if we are true to what we’re saying about continuing that dialogue with communities then 
we’ll be asking them. How are we doing? Are we on track?’ SK7*

*Represents an anonymised participant from the hackathon.
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Summary 
Matrix –
the WHY



www.icecreates.com

Summary 
Matrix –
the How
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Summary 
Matrix –
the How
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Summary 
Matrix –
the WHAT



www.icecreates.com

Your GIFTS from the start of the session

• Listening
• Spreading the word
• Taking on board and being able to transact, and where 

available use NHS funding
• Speaking directly to residents within the community
• Leadership - making it happen
• Supporting all age carers, raising their profile and 

listening to them
• Ensuring inequalities and residents' health is always 

considered
• Listening and passing on information from residents to 

group
• Not taking no for an answer, balance and positivity, 

encouraging communities and pushing for change where 
highlighted and needed

• Listening to people and sharing their views
• Supporting the commissioned based services
• Me and positivity
• Listening and 'doing services with' residents rather than 

'doing to residents'
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Recommendations

1. Set the mantra for the programme of work to be 'we do with', 'we don't do to'. Make sure you are all connected 
and signed up to this way of working and ensure your get buy in for this from senior leaders – they need to be shouting this 
loud and clear.

2. With your network, create a vision and a narrative that you all sign up to and support. Agree how each 
organisation will work to deliver the vision, hold each other to account for delivering what you have committed to and 
ensure that the network sees and celebrates the positive impact it is having. Think of ways that you can communicate 
informally as well as formally, to create trust and rapport. What's App groups are great for simple things like shining a light 
on something positive that someone has done, sharing a positive thought for the day or even saying 'happy birthday'.

3. C0-create the action plan with the communities that will deliver it. Don't fall into the trap of doing the plan 
without them. Remember that those who create it actually create ownership of it and those who own it go on to deliver it.

4. Engage citizens – make them feel part of the process, that they have a voice and that their voice is being heard.
5. Invest in the development of community leaders – help equip them with the skills they need to go out and lead 

their communities
6. Ensure you can evaluate and celebrate your progress, make sure that people can see the positive steps you are 

taking and help make them feel proud of what you are doing together
7. Map services against needs – what can your services do to meet need and where else can needs be met
8. Remember to have fun along the way and be kind to yourselves and each other, this is about living well and 

your wellbeing is as important as the people your programme will empower. 
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Together we…


