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Local Government and Regeneration Committee 

 
13th Meeting, 2013 (Session 4), Wednesday 1 May 2013 

 
Public services reform and local government: strand 3 - developing new ways of 

delivering services 
 

Submission by COSLA 
 
Introduction 
1. The Convention of Scottish Local Authorities (COSLA) welcomes the opportunity to 

provide evidence to the third strand of the Local Government and Regeneration 
Committee’s Inquiry on Public Sector Reform and Local Government in Scotland.  
 

2. Democratically elected councils and their partners work at the heart of every local 
community. They provide the services people rely on; they improve lives every day; and 
they are uniquely accessible and accountable to their electorate. Councils have built on 
these foundations to deliver a strong track record of working hard with local people to forge 
ahead with innovation. Neither is that process of change new; councils have constantly 
invested in exploring, and where the business case is compelling, implementing alternative 
ways of working developing and service improvements. 

 
3. At the same time local government also recognises that our nation faces significant 

challenges. Poor outcomes for a small proportion of the population drive very large 
amounts of public spending. We have an ageing population, and we face poverty and 
disadvantage in too many parts of Scotland.  Current and projected demand, budget 
pressures, technology, the drive for engagement and coproduction and other factors also 
all mean that councils have been thinking very differently about the way they plan and 
deliver services.  

 
4. It is for those reasons that COSLA – the voice of local government in Scotland – has 

backed a bold approach to the reform of public services based on a strong evidence base 
and our democratic values.  That approach recognises that even where individual 
organisations are achieving high levels of efficiency, up to 40% of public spending is on 
negative outcomes, and that the complex issues our communities face cannot be tackled 
by one partner acting alone.  Indeed, while all those with a stake in local government in 
Scotland will know that councils are in a considerable period of change as they work to 
improve responsiveness, reduce cost and increase effectiveness across Scotland, their 
starting point is ensuring that high quality public services fully translate into better 
outcomes for everyone in Scotland.  That approach is based on integrating services, and 
using all the levers of reform to bring a ‘whole systems’ approach to wider integration and 
reform across the public sector.  
 

5. We will use this evidence submission to describe why it is important that single dimensions 
of reform do not distract us from the more ambitious journey we have embarked on, and 
why effective community planning must instead be strategic driver of reform in Scotland, 
and the catalyst for change locally. Although the scale and scope of change is too great to 
capture systematically in this document, we will provide some insight into the work taking 
place to drive community planning forward, and a flavour of the many change programmes 
that are taking place nationally and locally to integrate and join up services, focus on 
prevention, and implement new ways of working that are transforming service delivery 
across the country.   
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6. Finally, we are also inviting the Committee to get behind that approach, use its resources 
and influence to enable further progress, and to resist being side-tracked into taking an 
input driven view of success that counts numbers of shared services or adopts other 
simplistic proxies for success.    Although these arrangement have a role to play, they do 
not define effective reform, and thinking about specific service delivery models is much 
less ambitious than working to secure the huge long term benefits of public services 
reform that we know are possible.  Doing that will tell us little about how effective overall 
reform is, what impact is being felt by communities, or whether there is in fact a business 
case for sharing or re-engineering services.   We do not believe that these narrow 
definitions about the ‘best’ ways to reform add to a productive debate about reform and 
we have not engaged in them.  Instead, we set out some key enablers of effective reform 
for the Committee to consider at the end of this submission. 

 
COSLA’s Routemap to Reform: Improving outcomes through Community Planning    
7. Local government has consistently argued that improving lives across Scotland’s 

communities requires public agencies to be empowered to work together to focus on 
prevention, early intervention and ‘place’.   At times, those debates have been at odds with 
wider public or political discourse which has sometimes been pre-occupied with structural 
change, or managing inputs, as the route to better, more efficient public services.    
 

8. Thankfully, that debate is now over, with both the Christie Commission, and the 
Government’s response galvanising political commitment to put Community Planning and 
Single Outcome Agreements at the heart of effective and sustainable reform in Scotland.   
 

9. Significant progress has been made. That progress has not simply been to drive an 
ideological shift across public services; working jointly with the Scottish Government on a 
Review of Community Planning and Single Outcome Agreements, we have also made 
relatively quick and meaningful progress to remove previous barriers to CPPs working 
effectively, particularly in relation to fulfilling local government’s long standing ask that all 
partners, and not just local government, are required to make community planning work 
effectively and bring their resources to the table. 

 
10. The review has focussed on the conditions in which Community Planning Partnerships can 

flourish, by setting out ‘triple locking’ proposals to deliver the aspirations set out in the 
Statement of Ambition for Community Planning.  These locks are: 

 
 Strengthening duties on individual partners through a new statutory duty on all 

relevant partners to work together to improve outcomes for local communities, 
whether acting nationally, regionally or locally- ensuring collective accountability for 
improving outcomes, as well as a basis for external scrutiny to ensure that all 
partners are fulfilling their partnership role effectively. 

 Formal requirements of Community Planning Partnerships to ensure they operate 
as genuine Boards - to facilitate more effective partnership working and planning, 
resourcing and delivery of local priority outcomes.  

 Establishment of a joint group at national level to provide political and strategic 
leadership and guidance to support effective delivery and capacity at a local level- 
bringing together for the first time national and local government at a strategic 
political level together with non-elected chairs      

 
11. Neither is that simply a theory.  For the first time, there is agreement at a Scotland-wide 

level that there are key priority areas where, through working together and consistent use 
of the evidence base, a difference can be made to improve outcomes for people and 
communities and reduce inequalities. Across Scotland all CPPs and all partners are 
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therefore working towards agreed priorities and using SOAs to demonstrate how local 
inequalities of outcome will be reduced in relation to Economic recovery and growth; 
Employment; Early years; Safer and stronger communities; Health inequalities and 
physical activity; and Outcomes for older people. This is not a one-size-fits-all policy driven 
from the centre and does not replace the local work going on to focus and target outcomes 
locally, but it should ensure that the ability of CPPs to deliver them is enhanced by a 
“whole systems approach” to outcomes, particularly in relation to wider policy and finance 
decisions. 
 

12. The revised approach to SOAs also recognises that making an impact on outcomes is a 
medium to long term project that requires the combined resources of all relevant partners. 
Rather than being constrained to short term targets and activities, CPPs are therefore able 
illustrate what will be different for communities in 10 years, what will be done to secure 
those improved outcomes on a rolling basis, and show how plans for prevention are being 
established through each partnership.     
 

13. In summary, we have put in place building blocks for community planning to work more 
effectively, created an appetite across local and national government for that process to be 
at the heart of public sector reform, set out the characteristics that partners and 
government need to exemplify, and significantly raised expectations about what might be 
achieved as a result.  The development and implementation of a new SOA as a shared 
‘plan for place’ in each CPP area is one key element in giving practical expression to that 
process.   
 

Paradigm Shift across Public Services 
14. Expectations of the process are therefore justifiably high.   In fact, our view is that just as 

the introduction of Best Value propelled a new paradigm in local government in 2003, a 
decade later so too does community planning mean a major paradigm shift for all public 
services across Scotland.   That paradigm shift might be described as a cycle of reform in 
which CPPs:   

 
(a) Understand place: CPPs mobilise the knowledge and resources of all relevant 
local and national agencies to develop a clear and evidence-based understanding of 
local needs and opportunities, underpinned by data, and capable of being monitored 
over time.   
 
(b) Plan for outcomes: CPPs translate this understanding into genuine planning for 
places that recognises the particular needs and circumstances of different 
communities, within the context of appropriate national requirements and standards, 
and provides clear and unambiguous joint prioritisation of outcomes and improvement 
actions. 
 
(c)  Deliver outcomes: CPPs translate plans into hard-edged delivery of local 
priorities and appropriate integration through a clear understanding of respective 
partner contributions, targeting total resources to priorities, and holding partners to 
account for delivery.  
 
(d)  Improve Outcomes: CPPs commit to outcomes-focused performance 
improvement and quality standards, including national requirements where appropriate, 
with robust self-assessment as a starting point, underpinned by public reporting and 
appropriate external scrutiny.  While local circumstances may lead to different 
approaches, CPPs are accountable for the achievement of improved outcomes and 
driving out inexplicable variations in performance.   
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15. That approach seeks to empower community planning partnerships to focus on the issues 
that matter most to communities.  However, we do not think that transfer of power should 
stop with the organisations that make up those partnerships.   It is widely accepted in local 
government that ‘doing’ services ‘to’ people is ineffective, costly, and jeopardises the trust 
of communities.   That is why community engagement and empowerment is at the heart of 
the community planning process, including a major role for communities in setting and 
developing the priorities in SOAs.  Over time that also means a dialogue about 
responsibilities and building capacity within communities to take ownership of outcomes.  
Local democratic voice and control is therefore one reason why services will not be 
uniform across Scotland, although council improvement programmes bear down hard on 
differences that are simply a product of poor quality. 
 

16. Councils are already working hard with communities to create new, innovative and more 
responsive forms of local delivery, including coproducing services and transferring assets 
where appropriate.   For example, East Dunbartonshire’s Stakeholder Engagement 
Programme is just one example of how representatives from community and voluntary 
sector organisations are working with local elected members and community planning 
partners to identify future priorities, consider alternative delivery models and inform 
corporate budgetary processes and Single Outcome Agreements.   

 
17. In as much as a Community Empowerment Bill might have a role in helping make 

progress, that should be to provide the tools and remove the barriers to local action being 
taken at a local level though we are not convinced that bringing forward detailed statutory 
requirements offers an effective route to empowerment.  Recognising that the third sector 
is particularly close to communities, that is also one of the reasons we are working to 
realign our relationship with them.  Much good practice already exists, and we include 
some examples in Appendix 1, but agree that this needs to be shared more widely to 
achieve a wider culture change and build capacity and accountability.  

 
18. Of course, delivering a paradigm shift towards community planning across Scotland is a 

huge and difficult project. It extends across not just local government, but right across the 
way that all public services do business and focus on communities, and the scale of its 
ambition and challenge must not be underestimated.  So we must be prepared for 
obstacles to emerge.  These obstacles will be frustrating and may even be interpreted by 
some as pointing towards slow progress or failure.  But rather than abandon reform, we 
must recognise that the improvement in outcomes for communities will not be fully 
delivered in this term of parliament, or even the next, although significant progress will be 
felt.  Instead, success will need long term galvanised, authentic and concerted effort from 
individual partners, local and national government, and of course the Scottish Parliament.  
The challenge is equip partnerships to deliver the full potential of that model, and to 
remove barriers.   

 
19. A key challenge is to ensure that all components of reform sit clearly within the CPP 

process and that we resist a proliferation of competing agendas diluting and diverting 
attention and resources away from our core task. That means helping all partners rally 
around locally agreed outcomes and the six agreed policy priorities and ensuring that 
organisations with separate accountabilities innovate and work together to share and 
allocate budgets in pursuit of agreed outcomes.      

 
Alternative Ways of Working 
20. We have not set out our routemap to reform simply to show that there is a clear ideology 

underpinning change across local government, important as that is.  We have done so 
because that ideology is the starting point for reforms that councils have been taking 
forward, and are planning in the future.  Improving outcomes and a focus on community 
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planning is a reform process for public services in itself, but importantly, it is also the 
enabler and driver of reform within councils and partnerships.    
 

21. Four essential characteristics generally underpin the approaches to change and 
improvement that are taking place: 

 
a. Integration: Outcomes are interdependent – for instance, a person’s well-being is 

defined not just by their overall health but also their safety, their opportunities, their 
environment.  In other words, only by integrating public services will we begin to truly 
nurture an outcomes ethos. Councils are therefore looking across the whole of the 
public sector and focusing on local service integration for community benefit.   

b. Sharing and Joining Up Services: While joined up local partnership delivery offers the 
major opportunities for change, where the business case is sound, local government 
and its partners are exploring and investing in a range of national, local or regional 
platforms to address efficiency and effectiveness. Councils are energetically driving that 
process forward and have built good capacity to make decisions based on transparent 
information and a robust assessment of available options.  

c. Prevention and Early Intervention: Councils and CPPs are ambitious and committed 
to maximising the opportunities presented by the prevention agenda.  That means 
strengthening not circumventing community planning, including designing services and 
investing ‘upstream’ to prevent social problems from emerging in the first place.  That 
also includes being responsive to local needs, being enabling, and building on local 
assets in order to maximise community engagement and empowerment. 

d. New Ways of Working:  Councils understand that it is their people who are essential 
catalysts of change.   Workforces represent the single biggest element of council 
budgets, and a core focus for council and partnership change programmes has been on 
ensuring that the workforce is the right size, shape and cost, and that staff are 
effectively deployed, led and trained.  The challenge is not simply to ensure that the 
workforce is effectively managed and motivated, but to empower it to take responsibility 
for delivering excellent services. 

 

22. Against this overall trajectory, councils are progressing a myriad of different changes, at 
operational and strategic levels, across a multitude of service delivery areas, and through 
a range of delivery mechanisms programmes.   The workstreams inevitably vary from 
authority to authority but common key themes include: 

 
 Business Support and Information Management 
 Customer Management 
 Finance 
 Flexible, mobile and home working 
 Human Resources 
 Procurement 
 Programme and Change Management 
 Property and asset management 
 Transport.    

 
23. Some very significant transformations have been taking place, supported through major 

change programmes and dedicated support functions looking at customer focussed 
process reengineering; shared services; alternative providers, arm’s length companies or 
joint ventures; flexible workforce design; and integrated or collaborative approaches to 
delivery.  Many smaller, less formal changes, are also almost constantly emerging.  
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Councils have been prepared to nurture and grow these over time to ensure that they 
realise the fullest possible benefits.   
 

24. There is no one size fits all model and we do not intend to capture the full breadth, or 
account for the decisions that have been made.  It would be impossible to do full justice to 
those complex issues in this short document, although we have set out a range of 
examples at Appendix 1. 
 

25. At the same time, alternative methods of delivery can have far significant consequences 
for service users, systems and staff, and may require significant investment with financial 
returns taking 5, 10 or even 20 years.   While there is an obvious pressure to realise 
efficiencies, councils also recognise that change cannot simply be about cost and that 
services need to be designed with the user in mind and enhance rather than diminish 
accountability.  

 
26. Indeed, while shared services can deliver service improvements and benefits, the 

experience of councils has been that they will not provide all the answers to efficiencies 
and should not be seen as an end in themselves.  Where the business case has been 
compelling, these have been taken forward and have played a role in the efficiency 
savings delivered by local government.  Yet high upfront costs, change management 
issues, and low or slow returns mean that they are just one part of the change process.   

 
27. There is also evidence that systematic approaches to robust local review, improvement 

and transformation are of lesser risk and more likely to deliver than what has been 
achieved or projected for shared services.  The range and scope of that work has been 
diverse and huge efforts are being made through business transformation processes to 
standardise, streamline and simplify existing methods of delivery and implement new 
models.  Local government has prioritised these types of changes and demonstrated real 
efficiencies when reporting its performance.  Indeed, many of these revised services 
provide a good basis for further service sharing should a suitable business case to do so 
emerge in the future.     

 
28. The crucial point is that it would be wrong to assume that local government in Scotland is 

holding back from reforms or failing to identify opportunities for change.  In fact, new ways 
of working that improve services, deliver efficiencies and improve outcomes are critically 
important across local government.  Neither should shared services be viewed as the sole 
route to reform.  The reality is that councils are constantly looking for opportunities for 
improvement, assessing the scope for change, and have good expertise in overcoming 
practical barriers to that.    

 
29. Councils and their partners are also constantly exploring how to evolve that process, 

including creating community capacity and encouraging communities to take responsibility 
and control of assets. Aberdeenshire Council, for example, has developed a robust 
Community Asset Transfer Policy which enables the transfer of assets and services to 
community and voluntary organisations where they can utilise or deliver these more 
effectively or efficiently, or where these are no longer a core council function.   

 
30. Put another way, resources are being deployed to make changes that have a compelling 

business case, and a strong fit with priority local outcomes.  The essential test, we believe, 
is whether an alternative service delivery or shared service is capable of improving lives 
and reducing future pressure on services, and it is from there that service delivery and 
design should follow.  Joined up local partnership working is central to that process and is 
why we are excited about driving forward a paradigm shift in reform across public services. 
The concept of Total Place is one useful dimension to that, we provide a flavour of that 
work in Appendix 2.    
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Conclusion 
31. Local government in Scotland has a track record of delivering innovation.  Councils are 

changing in different ways, at many levels, and with a host of partners in the public, private 
and third sectors. From joining up services through community planning, commissioning 
services in smart ways, personalising services, devolving power to local people, and, 
where the business case is sound, sharing services, councils are leading the way in 
making services more responsive, more efficient and more effective.   These have driven 
up quality and efficiency and helped protect funding for frontline services and prevent 
negative outcomes from arising.   In fact, the independent evidence is that councils appear 
to have coped well with the financial pressures they are facing.1    
 

32. Yet while council services are more agile, more responsive and more efficient than ever 
before, the scale of future challenge means that a more fundamental approach is needed.  
The arguments around demand failure show clearly that current working methods and 
investment are not addressing inequalities in particular communities.  Rather simply focus 
on counting specific models such as shared services, our plea is therefore for the 
committee to think much more ambitiously in terms of "whole public sector".   Local 
government is already engaged in that journey, including  West Lothian’s Community 
Planning Partnership which became one of the first in Scotland to complete a CPP wide 
Strategic Assessment to evidence priorities for communities and partners and put in place 
a development plan as the focus for prevention, community engagement, understanding 
place and equalities across partners.   

 
33. Indeed, across Scotland councils already have experience and evidence to demonstrate 

how partnerships can yield huge preventative benefits, but at a time when resources are 
reducing and demand is growing quickly, that need is all the more acute if all relevant 
organisations are to come together with communities to shield them from the perfect storm 
of increasing demand and diminishing resources.   The Community Planning and SOA 
process has been a major catalyst to that process: stronger relationships have been forged 
across organisations, the evidence base further developed, priorities aligned, governance 
put in place and multi-agency delivery models embedded.    The recent Review, the 
forthcoming duty to participate in community planning, the reinvigoration of partnership 
based audit, and revised Single Outcome Agreements should all improve that position 
further over time, alongside other processes like robust partnership self-evaluation and 
shared workforce development.    

 
34. There is, however, still a considerable distance to go.  However  ambitious and challenging 

our work to energise and drive forward community planning has been, we also know that 
on its own these elements do not deliver our ultimate goal of a step change in performance 
across Scotland, which will require sustained effort locally and nationally.   The practical 
issues associated with creating joint budgets, sharing data, planning and then integrating 
services remain hugely difficult.  

 
35. These are long term, large scale, and complex challenges, and require similarly long term 

focus and commitment.  Councils have a role to play in addressing them, as do individual 
partners.  So too does national government and parliamentarians.  In fact that ‘whole 
systems’ environment will only work if changes are made that drive forward cultural and 
organisational change, a collective focus on total resources, and early intervention through 
all parts of the public sector and not just local government.  We have therefore set out 
some key conclusions that the Committee may wish to reflect on:   

 

                                               
1 “An overview of local government in Scotland: Challenges and change in 2012”, Audit Scotland, March 2012 
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a. Councils are best placed to decide how to deliver services that meet the needs of 
communities and demonstrate best value. The business cases and design 
imperatives are complex and driven by different local circumstances and 
community needs, and the solutions that are being found are similarly local in 
their approach.  That means avoiding unnecessary prescription; top-down 
constraints and performance frameworks only frustrate change and create 
bureaucracy.  

b. Shared services have a role to play in reform, but are not an end in themselves.  
Although it is easier to focus on these as measures of success, doing so misses 
the opportunity to deliver more ambitious change for Scotland’s communities.  
The essential test is to judge services by the difference that they make to 
people’s lives, not to count how many shared services have been established or 
to adopt other proxies for success.  

c. Ambitious transformational reform therefore needs to look at the whole of the 
public sector not individual parts, and looks at systems not structures.  It is 
crucial that CPP Boards can be satisfied that there is strong governance, 
accountability and operating arrangements within and across partners, and that 
partners are challenged where this is not the case.           

d. Success will require a long term focus and commitment from partners, national 
and local government, and parliament over a sustained period.  CPPs are 
reinvigorating their SOAs but need to be able to rely on strong links between 
work being led at national and local levels, and a strategic overview of policies 
and priorities led by different government departments.  It is too early to 
understand how the Review has had an impact in that regard, but past experience 
is that it can be challenging to secure buy-in from partners whose focus is on 
national targets and objectives. 

e. If local communities are to exercise control and choice over their lives, they need 
locally delivered and accountable services.  It is local democracy that breathes 
life into the outcomes approach through a mix of community development, co-
production, and personalisation. Whether services are delivered directly, in 
partnership, or through other forms of provision, they should therefore have local 
democratic choice and control at their heart. 

f. While public services are increasingly steering their resources towards the 
delivery of outcomes, there is more to do to accelerate the amount of total 
resources that are targeted on prevention to prevent social problems from 
emerging. Those changes need to be negotiated not simply between local and 
national government, but across public services.  

g. Similarly, national initiatives such as Change Funds are providing some of the 
space needed to allow redesign to be progressed, but the scale may not be 
enough to make the shift to prevention with the pace and urgency we aspire to.  
“Total Place” approaches are helping target resources to agreed outcomes, but 
difficult investment decisions still need to be taken locally, and our experience is 
that individual partners’ governance mechanisms do not always enable these to 
be moved away from reactive care and crisis intervention.  
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Appendix 1 
 

National Change and Improvement 
 
1. At national level, initiatives that can enhance efficiency and deliver economies of scale 

are already in place and delivering benefits.  By comparison across the UK, and with 
other parts of the public sector, the pace of change has often been notable and 
includes: 

 
- myjobscotland is the shared recruitment portal for Scottish local government. An 

innovative, multi faceted programme, it has revolutionised HR recruitment processes 
across Scotland’s local authorities, and put Scotland at the forefront of online 
recruitment. A UK first in size and scope, the platform has become a watchword for 
effective shared services in Scotland, and is testament to the expertise being 
developed across local government as part of its drive to set new standards in 
efficiency and quality of service.   
 
Since its launch in June 2008 and until the end of 2012, over 78,000 jobs have been 
advertised, and over 2.4m applications received. The site has received over 32.4m 
visits, promoting local government in the process. With £13.5m spent on recruitment 
advertising across before the site was introduced; this has subsequently dropped to 
£4m by 2009/10, and nearer £2m in 2011/12 (including annual running costs of the 
portal). 

 
- The Customer First infrastructure provides over 1.6 million customers with entitlement 

cards and has released benefits of £30 million per annum.  Customer First is a Scottish 
Government-backed programme that enables councils to deliver better, faster and 
more efficient services to a wider section of the population. Utilising cutting-edge 
technology and promoting collaborative procurement between local authorities, 
Customer First encourages online access to services and aims to ensure that at least 
75% of core service requests can be handled at the first point of contact. 
 
Key among these is Customer First's common platform for Customer Relationship 
Management (CRM), which allows councils to manage and track customer interactions, 
service requests and entitlements through a single point of contact.  Moving to the 
common platform has saved each council around 46% on the standard cost of buying, 
installing and maintaining a CRM system.  
 

- Scotland Excel is one of the largest public sector shared service organisations in 
Scotland and works to deliver best value through collaborative contracts and active 
management of supplier relationships, and works to raise procurement capability 
across the public sector through training and development, advice and consultancy and 
knowledge management.  Scottish local authorities spend around £4 billion annually in 
procuring goods and services to deliver services to their communities. In 2012, 
Scotland Excel had 44 contracts on its portfolio with an estimated annual value circa 
£290 million and work in progress to add a further £105 million.  Savings of around 
£3.9 million per quarter have been generated on around £55 million spend per quarter.  
This varies from entering into contracts for the supply of utilities and the purchase of 
computers, supplies and equipment to buying in professional services or social and 
community care.   

 
- www.tellmescotland.gov.uk is Scotland's national public information notices (PINs) 

portal, allowing public notices across Scotland to be published in a single online 
location for the first time. The aim is to provide improved accessibility to enhanced 
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statutory information. The portal is scalable for use by the wider public sector and is 
part of a major national shared services collaboration.    
 
The Portal provides economic opportunities not previously available to all local 
councils, to generate savings and to maximise their ability to communicate effectively.  
Savings in the order of 40% are projected with a potential £2 million being realised, 
contingent on changes to a range of legislation to enable electronic publication as an 
acceptable, (or indeed complimentary) alternative to existing print channels.   COSLA 
continues to look to the Scottish Government to introduce the enabling legislation that 
will allow the tellmescotland project to be fully delivered. 
 

- Business Gateway (BG) is the brand for Scotland’s flagship business support service.  
Delivery of this national service is managed by local government with additional 
products and services delivered by partners including Scottish Enterprise (SE) and 
Highlands and Islands Enterprise (HIE).  A central team, the Business Gateway 
National Unit, is an integral part of COSLA.  The service is the only pan Scotland 
universal business support service available to all Scotland’s businesses.  Key 
components of the service, such as the website and the enquiry service, are managed 
and delivered by Scottish Enterprise under a Partnership Agreement.   
 

- As part of the UK wide review of the consumer protection landscape, councils have 
agreed to establish a national team to address cross-boundary and national consumer 
detriment issues from April 2013. This consumer protection service is being 
established to provide additional capacity to local authorities to address national 
trading standards issues and is not to provide a replacement for local trading standards 
provision. The service will be able to identify and set its own priorities for cases based 
upon priorities identified by local authorities that best tackle Scottish national/cross-
boundary concerns.    
 

- Alongside SEPA, local authorities have been progressing a review of Public Analyst 
service provision in Scotland.  A new shared service is envisioned to deliver build 
capacity and expertise to deliver sustainable, high quality scientific analysis and 
advice, which supports regulation and safety and quality of food, water and the 
environment. Detailed exchange of information on laboratory capabilities and 
resources has been undertaken to establish synergies and all councils have now 
agreed a way forward and will review the business case at completion in autumn 2013. 
 

- The Secure Care Contract is just one successful example of local government 
working together to bring a national commissioning approach to a shared issue. Secure 
care is a sizeable cost for local authorities with bed rates of over £5000 per week and a 
total local government spend of around £15 million per year.  The national secure care 
contract was introduced to help improve the quality of secure care in Scotland and to 
control costs to purchasers – local authorities and Scottish Government.   

 
- The advent of the Local Government IT Strategy for Scotland and National 

Broadband Plan presents numerous opportunities which will support public service 
reform and greater efficiency.   Local Government recognises that ICT has a crucial 
role as an enabler of public services that are high quality, continually improving, 
efficient and responsive to local needs, and that rapid changes in internet usage, smart 
phones etc. mean that online and digital services are an increasing part of our front line 
delivery. 
 
The strategy, developed in active partnership across local government, identifies a 
range of areas for collaboration in the design, procurement and deployment of 
technology with the potential to share across multiple public sector organisations. The 
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development of common ICT platforms will also enable collaboration and shared 
service delivery across organisational boundaries, for example around core systems 
running financial services, human resources and payroll. 
 
The National ICT Strategy focuses on the building blocks that will be required to allow 
organisations to collaborate on ICT.  The implementation of the strategy will seek wider 
reuse and exploitation of these assets and services across the wider public sector, for 
example the development of the proposed Scottish Wide Area Network to support local 
partnerships as well as the potential for procurement savings, and in relation to joined 
up ICT platforms around Welfare Reform and Health and Social Care integration.  
 
Councils have also reported that data sharing is an on-going issue as they seek to 
integrate across services or partnerships.   NHS bodies and councils can use different 
information systems, and work to different data definitions and different security 
systems.   The general experience is that this remains an issue, although some 
excellent progress is being made locally.  In Stirling, for example, a new Vulnerable 
Children Reporting solution allows data to be brought together from Social Work, 
Education, the Third Sector, Housing, Police and NHS records (following data sharing 
protocols) and provides unprecedented access to information about the child on a 
single screen. The system also has a predictive analytics capability which enables 
qualified professionals to predict which children are likely to become vulnerable in the 
future, and give an insight into what previous interventions have been successful and 
which have not.   

 
- Many individual councils are also taking the lead in developing shared services on 

behalf of local government. Dundee City Council delivers the National Entitlement 
Card (NEC) Scheme, part of the Customer First programme, which is a shared service 
for all 32 Local Authorities that has saved the Scottish taxpayer around £4million since 
2006 and provides a catalyst to integrate services. The NEC provides citizens with a 
card account for life that they can use for a variety of public services on a daily or 
weekly basis (transport, work, education and leisure) Since implementation of the NEC 
throughout Scotland in 2006, over 1.7m cards have been issued with an average 
reduction in costs of £1.37 per card, as well associated benefits for service users.  The 
implementation of e-planning software is also a good example of shared approaches 
that do not always garner significant profile.  E-planning has modernised the planning 
application process and enabled councils to reduce the cost and time involved in 
administering applications. Other opportunities for similar regulatory services such as 
Building Standards and Licencing may also be possible using common technology 
platforms and processes across all local authorities.  Similarly, SEEMiS is the 
education management information system used for over 85% of Scotland’s pupils.  
Originally formed by 11 councils, it is has grown into a Limited Liability Partnership 
wholly owned and managed by 28 member councils.    

 
 
 
Local and Regional Change and Improvement 
 
2. There are also many new ways of working and collaborations taking place across 

Scotland at regional level or at cross sectoral level between councils and partners.  
Some are simply part of established structures. For example, Tayside Contracts is a 
long running example of a shared service which provides catering, cleaning and roads 
maintenance services across all three local authority areas, while Tayside Procurement 
Consortium was established in 2007 as a central procurement team by the three 
Councils and Tayside Contracts to save money through collective buying power and 
efficient business processes. A similar example exists in Aberdeen City and Shire, and 
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Hub North Scotland Ltd has been established as a joint venture between north of 
Scotland local authorities, health boards, police, fire and ambulance services and the 
private sector to improve procurement and development of community infrastructure.  
Many councils such as South Lanarkshire Council and Highland Council routinely 
provide services, on a shared services basis to other public bodies.  South Lanarkshire’s 
Caird Data Centre is now also one of two main data centre facilities within the Scottish 
public sector and currently has a number of clients.   
 

3. Health and Social Care is at the core of local work to integrate relevant local 
government and NHS service provision across Scotland by bringing together the two 
statutory agencies to improve care pathways and shift the balance of care. Significant 
activity is taking place across Scotland. For example, in 2011 the Highland Council and 
NHS Highland agreed to the integration of health and social care services through the 
adoption of a Lead Agency Model. Under this arrangement, the Council manages 
integrated health and care services for children, while the NHS does the same for the 
adult population. Another type of integrated arrangement has also been devised across 
a number of local authority areas, where health and care budgets have been aligned 
under a single officer who reports to the Council and NHS Chief Executive.  For 
example, East Renfrewshire entered into a full Community Health and Care Partnership 
with Greater Glasgow and Clyde Health Board in 2006 in order to eliminate duplication 
and to provide integrated community-based health and social care services. There are 
similar examples in West Lothian, Edinburgh, West Dunbartonshire, Shetland and 
Inverclyde. 
 

4. Most councils are also looking beyond traditional geographic boundaries to join up an 
increasing number of services and can cite numerous examples of joint or shared 
working.  For example, Pathfinder North is a collaborative programme which has 
implemented and delivered managed high speed broadband services to five local 
authority areas across the Highlands and Islands (Highland, Moray, Argyll and Bute, 
Orkney and Shetland). The five local authorities formed a consortium to undertake the 
procurement, with support and funding from Scottish Government. The partnership has 
invested £68 million to improved services. The Clyde Valley Learning & Development 
Project delivers efficiencies by working jointly around staff training and development to 
promote best practice, minimise duplication and improve on standards and quality. 
Savings are pursued in relation to First Aid, Vocational Qualifications, Diversity & Equal 
Opportunities Training, Training in Social Care, Accredited Programme in First Line 
Management, and through the introduction of E-Learning Systems. In West Lothian, the 
council and West Lothian College have been working together to develop a new and 
innovative shared service model around senior school campus development and across 
backroom functions, CPD and shared expertise to improve transitions and outcomes for 
young people and realise efficiencies.   

 
5. Through EuipU, Glasgow, East Dunbartonshire, East Renfrewshire and West 

Dunbartonshire Councils and Greater Glasgow & Clyde NHS provide disability 
equipment for people living at home and has rationalised 14 separate stores in and 
services over 1 million people by supporting 1200 District Nurses, Occupational 
Therapists and other Health and Social Services professionals.  Across Scotland, 
councils have been joining up their aids and adaptations services in these ways.  Other 
examples include Renfrewshire, Inverclyde and East Renfrewshire Councils’ shared 
Civil Contingencies Service that creates additional capacity and has reduced 
operating costs for individual organisations.  Out of Hours Social Work and Kingspark 
School are examples of services shared by Dundee City and Angus Councils, and 
Midlothian and East Lothian Councils are delivering improved service and considerable 
savings through shared telecare arrangements.   East Renfrewshire CHCP operates 
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Drug Treatment and Testing Team across the local authority areas of East 
Renfrewshire, Inverclyde and Renfrewshire.  

 
6. Councils are experienced in exploiting the benefits of collaborations around major 

construction projects.  For example, the M74 Completion was a genuine, multi-agency 
partnership set up to link the M74 with the M8, and involved Glasgow City, South 
Lanarkshire and Renfrewshire Councils, Transport Scotland as Scheme Promoter and a 
private sector consortium, Interlink M74 JV.  A strong emphasis on partnership working 
was crucial in the successful delivery of this complex scheme, 8 months early and 
around £20m below budget. 

 
7. Many authorities have also looked to new business models.  Arms Length External 

Organisations can offer councils an alternative to other forms of partnerships and 
service delivery options and are an established part of the local government landscape.  
The number of ALEOs set up to provide leisure services has almost doubled in recent 
years and more councils are considering this option in relation to other service areas to 
achieve recurring annual savings and access to sources of external income not available 
to local authorities.  Like a number of authorities, North Lanarkshire Council are 
developing arm’s length arrangements to generate capital receipts through 
externalisation of the property portfolio.  Other innovative examples include Forth Valley 
GIS, established as a shared service in 1996 and then as an arms length company in 
2007.  Year on year savings of c.40% are made compared to each Council providing 
their own GIS service and there may be scope for wider sharing of GIS across the 
Scottish public sector.   

 
8. Colocation of services is also increasingly routine.  For example, joined up Community 

Safety provision has been established in a number of authorities including Renfrewshire, 
Scottish Borders, Highland and Dundee Councils that bring together a range of services 
under one roof and to improve collaboration and focus on early intervention.  Scottish 
Borders has co-located and integrated Child Protection bringing together key council 
services together with NHS Borders and the Police to focus on supporting children 
families.  In Dundee, ‘The Corner’ was one of the first examples of integrated NHS, 
local authority and voluntary sector delivery.  Over 15 years, The Corner has delivered 
integrated, confidential sexual health advice to vulnerable young people through co-
located staff, integrated management and strong client focus.  In North Ayrshire, the 
council and NHS Ayrshire & Arran are driving a strategic approach to co-location to look 
at Council and NHS property management.  In North Lanarkshire, the Buchanan 
Centre in Coatbridge houses NHS and Council services and plays a key role in town 
centre regeneration policy. The centre provides a range of NHS community health 
services, a dentistry teaching centre, and a council first stop shop, registrars and library 
services.    West Lothian Council has also secured significant organisational and cultural 
change and communication improvements as a direct result of integrated physical 
working arrangements. Their Civic Centre hosts a range of organisations in one 
location, including the highly successful Community Safety Unit, and is replicated locally 
via the Bathgate Partnership Centre which has created “savings” in building costs and 
staff numbers, whilst increasing the number of customers receiving a service. Bringing 
services together under one roof in these ways can lead to a better customer journey 
and ensure that customers are able to maximise their entitlements.  Like many 
authorities, West Dunbartonshire has implemented a One Stop Shop approach 
designed to improve customer experience and streamline access to council services in 
one location. East Dunbartonshire has also been working to improve customer 
experience through the setting up of Community Hubs, based on the “Click-Call-Come 
in” model.  As these types of services progress across Scotland, there is scope to 
consider the role of CPP partners in developing a shared services partnership based 
model at a very local level, consistent with the needs and aspirations of residents.   
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9. Some councils are also achieving benefits from sharing Education and Social 

Services.  In December 2010, Stirling and Clackmannanshire councils agreed a shared 
approach to education and social services and appointed joint heads Education and 
Social Services.  Significant progress has been made in embedding shared 
management of the two services. Joint management structures are in place, service 
managers are co-located and the management teams are working effectively across 
both Council areas.  Education Service management integration has been completed 
and the co-located team are now focused on improving attainment and addressing wider 
issues for young people across Clackmannanshire and Stirling. Specific achievements 
include improved attainment, reduced management costs, a decrease in the number of 
senior posts and associated financial savings for both Councils.  Social Services 
standards have been maintained in difficult circumstances and the project is delivering 
integrated Criminal Justice and specialist teams in Adults’ and Children’s services. 

 
10. Similarly, East Lothian and Midlothian Councils have already appointed a shared 

Director of Education and Children’s Services for both Councils.  Both authorities have 
now also recently agreed to continue with this arrangement, demonstrating shared 
commitment to finding partnership solutions going forward.   In 2009, East Renfrewshire 
and Midlothian formed the first collaborative partnership in Scotland through the 
Scottish Futures Trust to deliver new Eastwood and Lasswade High Schools, saving at 
least £4m as a result of the partnership approach.   

 
11. In January 2010 the Clyde Valley Councils identified four potential areas where closer 

joint working and a potential shared service approach could be developed.  Progress 
and engagement has been influenced by several factors including whether effective and 
efficient service delivery arrangements were already in place within individual councils, 
market conditions and budget constraints: 

 
 

i) Clyde Valley Waste Management Initiative 
North Lanarkshire Council is leading the Clyde Valley Waste Management Initiative 
(CVWMI) to procure a joint waste management and disposal solution across the 
partner authorities. Five councils (East Dunbartonshire, East Renfrewshire, 
Renfrewshire, North Ayrshire and North Lanarkshire) have signed an Inter Authority 
Agreement to deliver the project.  An OJEU Contract Notice will signal the start of the 
procurement process which is expected to last around two years. This will be followed 
by a further period of up to two years to undertake consultations and secure planning 
consent, with a further three years to design, build and commission the new facilities. A 
target service commencement date has been set for December 2019. 
 
ii) Social Transport 
Partner local authorities are exploring potential shared service opportunities around 
social transport in areas such as Scheduling, Planning & Dispatch, Computerised 
Scheduling, and Shared Policy for Social Transport Provision.  
 
Working with SPT, transport information, driver and taxi costs have been updated. A 
pilot exercise is being undertaken to determine if there are savings in taxi costs at an 
SEN school where SPT have provided a bus and GPS enabled route planning as an 
alternative. 

 
iii) Shared Support Service 
Initially seven Clyde Valley Councils agreed to the preparation of a detailed business 
case examining the potential for sharing support services across the Clyde Valley on a 
phased basis.  East Renfrewshire, Renfrewshire, Inverclyde and North Lanarkshire 
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councils agreed to move forward to verify projected financial benefits and focus on 
assessing the issues such as the impact of Universal Credit on Revenues and Benefits 
services and the National ICT Strategy for Scotland.  Those councils have concluded 
that, given the uncertainty around the impact of Universal Credit, the immediate budget 
challenges facing councils and the need to focus on in-house transformation projects 
that the establishment of a public company and the transfer of services is not the best 
option at this time. 
  
Meantime, Renfrewshire, Inverclyde and East Renfrewshire Councils have agreed to 
pursue further the potential to share ICT services 

 
iv) Health & Social Care  
The Clyde Valley Health and Social Care collaborative was established in February 
2010 and is led by Renfrewshire Council. The objective is to support Clyde Valley local 
authorities and health boards to develop and commission services on a joint basis. An 
outline business case was developed during 2010 which identified a number of initial 
areas to be investigated such as child care services, adult care services; shared 
training and development opportunities; and telecare and telehealth initiatives.  
 
It is estimated that collaborative members achieved £10.6 m of savings across key 
areas during 2011/12. The collaborative has also been successful in forming the Clyde 
Valley Assessment Centre for staff vocational training assessment.  
 
Renfrewshire, East Renfrewshire, North Lanarkshire and South Lanarkshire Councils, 
along with NHS Greater Glasgow and Clyde and Lanarkshire are participating in a 
Scottish bid for European telehealthcare funding.   NHS Ayrshire and Arran, North, 
South and East Ayrshire Councils are also participating in this bid, which will seek to 
roll out integrated telehealthcare solutions across these population areas at scale. In 
August 2012 the partnership secured €1.5 million to take this project forward. 

 
12. Our evidence is also of many more informal collaborations – few of which are badged 

as formal changes or shared services.  These often get underway quickly and thrive 
because they are locally initiated and are not defined as ‘shared services’ projects; they 
are simply practical solutions to practical problems at local level.  One example is in 
relation to how Clackmannanshire, Fife and Perth & Kinross Councils deal with 
contaminated land.  In place for around 2 years, the three councils share physical 
resources such as equipment, as well as officer time and expertise. This arrangement 
means that the councils do almost all their contaminated land investigations in house 
without having to use consultants and contractors. It has led to increased efficiency, more 
investigations taking place and up to 60% savings. There is no exchange of cash and no 
elaborate agreements - the councils just get on with it. 
 

13. Finally, the third sector is also central to this renewal, and to prevention.  For example, 
Dundee Early Intervention Team is a unique collaboration between the big 4 national 
children`s voluntary organisations in partnership with the City Council and supported by 
NHS Tayside. For the first time in Scotland, the 4 organisations agreed to work in 
partnership to deliver services designed to move from crisis to early intervention.   The 
creation of a new voluntary sector interface organisation in South Lanarkshire has also 
created a major opportunity for greater and more effective representation of the sector at 
Partnership level.  In Falkirk, the Public Social Partnership Approach is a 
groundbreaking multi agency approach that co-creates service specifications and 
strategic commissioning in an innovative, person centred and effective manner.  The 
service is developed to maximise community benefit before being competitively tendered 
and is also being considered in relation to wider service areas.  Co-production has also 
been used to deliver services such as ROAR (Reaching Older Adults in Renfrewshire) 
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which provides a network of clubs and opportunities for older people provided jointly by 
the third sector and Renfrewshire Council Social Work services.   

 
New Ways of Working and Workforce Change 
14. Council and public sector employment is critical to demand, consumption and the strength 

of local economies across Scotland. Local authorities are large employers and know that 
the way that they manage their workforces and organise services has the potential to 
make a significant impact on the wellbeing of local people and their communities. Indeed, 
some economies in Scotland are particularly vulnerable to cuts in public sector funding. 
 

15. Across Scotland, the wide spectrum of changes taking place, and projected changes 
around major new projects such as welfare reform and health and social care integration 
mean that the size, shape, and management of the local government workforce is 
changing considerably.    

 
16. Councils have managed workforce reductions largely through a policy of natural staff 

turnover, recruitment freezes, redeployment and training, and voluntary severance 
schemes.  The economic impact of any service change would be typically also be factored 
into business cases for new ways of working at an early stage to allow for a managed 
transition as appropriate. 

 
17. There are numerous challenges; making terms and conditions of employment agile and 

flexible; ensuring appropriate skills and leadership; embedding a public sector ethos that 
supports the delivery of outcomes in partnership with other public services; and exploring 
how best staff can be supported to develop a sense of ownership of the services they 
provide. Glasgow City Council, for example has Leading With Impact, a service reform 
programme engaging senior managers in cross-cutting initiatives and the Tomorrows 
Leaders programme operated by Glasgow’s Community Planning Partnership brings 
together aspiring leaders to jointly develop their leadership skills.  All councils are 
pursuing workforce development programmes, with appropriate national support. 

 
18. One of way of meeting the current challenges is through more flexible working.  The 

traditional style of fixed office working with co-located teams is being replaced by a more 
agile approach to working and delivering services. No longer tied to a fixed desk, the 
objective is for staff to be empowered to be closer to where and when the service demand 
occurs.  This is enabled by innovative technology, less reliance on office space, 
measuring performance by outcomes and virtual team work.  Over 5 years it is estimated 
that local authorities could achieve approximately £250m of net savings by working in this 
way through reduced office requirements, productivity savings through time saved on 
travelling and administration, and reducing unnecessary face to face meetings.    

 
19. Almost all Scottish Local Authorities have initiated a new ways of working programme 

and many are delivering this collaboratively.  For example, West Lothian Council, East 
Dunbartonshire and Aberdeenshire Councils are investing in mobile and flexible workforce 
through “Worksmart” projects. These have been mutually beneficial for service deliver, 
for the organisations and for participating employees.  Worksmart is projected to generate 
savings in operational costs and up to 15% increase in productivity (saving an average of 
1 hour per day per employee).  
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Appendix 2   
 
Place Based Change 
 
1. Ideas around ‘total place’ are core to how councils and their partners are considering new 

ways of delivering services.  By capturing the activity and resources deployed by all 
partners and analysing their relative impact, the ambition is to get common agreement on 
which actions and spend is effective, irrespective of the partners who deliver it. That 
approach is inevitably challenging because it requires a methodology for assessing and 
agreeing impact across a range of partners and agencies.     

 
- In East Dunbartonshire, work on a Community Planning Partnership ‘place’ pilot in 

Hillhead, Kirkintilloch, commenced in early 2012. The work is aimed at regenerating the 
area (which has four data zones within the most deprived twenty five per cent in Scotland 
and two in the top five per cent) and reducing disadvantage through targeted interventions 
and an enhanced focus on early prevention involving a joint programme of work with all 
local public services to address inter-generational cycles of inequality. The project targets 
support across 4 workstreams and the establishment of a new community centre, all of 
which are jointly owned and developed with members of the community.   Early successes 
and efficiencies are now being evaluated and it is anticipated that a wider place 
programme will be implemented in other areas across East Dunbartonshire. 
 

- In Dundee, the Lochee Early Years Pathfinder is looking at how a whole area approach 
to public services can lead to better services at less cost.  This pathfinder project aims to 
design and implement a 'getting it right' approach by developing opportunities for joint 
working, planning and integration of services for children, from pre-birth to 5 years, and 
their families.  At the heart of the pathfinder is the adoption of a fully integrated service 
model based on a neighbourhood approach which puts children, their families and their 
communities at the centre of service development and delivery and brings practitioners 
and the community together physically and virtually.  The vision is a ‘community model', 
which will make local people the catalysts and deliverers of change. 

 
- Aberdeen City Community Planning Partnership has undertaken significant research 

into collaborative, preventive spend approaches. At a local level the community planning 
partners have committed to “place based” initiatives to address social problems which 
generate service costs for all partners.  In North Ayrshire, the Council is taking forward an 
Integrated Resource Framework pilot with NHS Ayrshire and Arran, building on learning 
from the Birmingham total place pilot. 

 
- In West Lothian an innovative Families Included service, building on the Swindon ‘Life’ 

project is using an asset-based coproduction family intervention approach to help 
vulnerable families through crisis and develop long term coping skills. A strategic multi-
agency Preventative Interventions Board was established to drive this approach forward.  
The model will also reflect the high level of partner commitment to establishing a shared 
understanding of families with complex and multiple needs and the drive to work 
collectively to improve outcomes within constrained budgets.  The approach will be 
reviewed regularly with an evaluation of impact in 2014/2015. 

 
- Scottish Borders Council and NHS Borders have adopted a new place-based model of 

service redesign based on the Integrated Resource Framework (IRF) from Scotland and 
the English experience of Total Place to re-design services area by area. Stakeholder 
involvement and service user consultation is ensuring that local people and organisations 
express their views and propose ideas which will take the project further. The first phase of 
the Cheviot programme aims to ensure that individuals can live safely in the community for 
longer, and is targeting a 15 per cent return on investment. The Scottish Borders 
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Community Planning Partnership is also developing a ‘whole town’ approach to the 
development of towns and their wider hinterland. 

 
- The One Glasgow project was initiated by Glasgow City Council, NHS Greater Glasgow 

and Clyde, Strathclyde Police, Strathclyde Fire and Rescue, Glasgow Housing 
Association, the Department of Work and Pensions and Job centre Plus and has identified 
three priority themes relating to children aged 0-8, reducing offending, and older people. 
These themes were selected because they affect large sections of Glasgow’s population, 
attract large volumes of Glasgow’s total public service expenditure and require the input of 
a number of diverse organisations, and provide a ‘test bed’ for a genuinely 
transformational approach to public service management and delivery. 

 
- Orkney, Shetland and the Western Isles are taking many aspects of this philosophy further 

by jointly developing a model for integrated service provision for islands communities, 
referred to as the Single Public Authority. The intention is for these island authorities to 
explore whether a single public body would be best placed to provide the majority of public 
services needed by small islands communities.   



Agenda item 2          LGR/S4/13/13/2 
1 May 2013 
 

1 
 

 
 

Local Government and Regeneration Committee 
 

13th Meeting, 2013 (Session 4), Wednesday 1 May 2013 
 

Public services reform and local government: strand 3 - developing new ways of 
delivering services 

 
Submission by SOLACE 

 
1. SOLACE Scotland welcomes the opportunity to submit evidence to the Inquiry on 

Public Service Reform and Scottish Local Government. We support the principle of 
public sector reform and are keen to ensure that change is managed effectively.  
We previously submitted evidence to the Christie Commission and believe that the 
views expressed in that submission are of direct relevance and may be of interest to 
your Inquiry – a copy is attached for your information. 

 
2. There are, however, some key points made in our evidence to the Christie 

Commission that are worth reiterating – these relate to the principles that should 
underpin public service reform; the vision for what public services should do and 
their role in 21st century Scotland; and the method and approach to reform that 
should be followed.   

 
3. First, the key principles that should underpin any public service reform: 

 
 Democracy – reform should improve local democratic oversight of the delivery 

of public services. 
 Accountability – reform should improve the ability of local communities to hold 

service providers to account. 
 Localism – reform should provide a service delivery framework that embraces 

the principles of good governance and subsidiarity  
 Outcome Focus – reform should deliver improved outcomes that demonstrate 

best value. 
 Financing – a clear link should be maintained between payments (in tax and 

charges) by individuals and the services that they receive. 
 Evidence – reform should be based on robust evidence and transparent 

business cases, not assertion and anecdote.                                                                         
 

4. In relation to the role of public services in modern Scotland – our public services 
have at their core a set of values which aim to promote and deliver positive 
outcomes, foster resilient, resourceful and dynamic communities and tackle 
inequalities. In particular, public services aim to:  

 
 Play a key role in developing and maintaining buoyant local economies 
 Provide sustainable community, business and cultural infrastructure 
 Improve and protect the environment 
 Ensure security and community safety 
 Promote health and wellbeing 
 Foster community and individual learning and attainment 
 Protect and support the vulnerable and those in need 
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 Shape the places and communities where we live 
 

5. To deliver these key public policy goals it is increasingly recognised that a holistic 
and joined up approach to policy making is essential.  National strategies such as 
Equally Well;  Anti Poverty; Reshaping Care for Older People and the Early Years 
frameworks have all contributed to promoting early intervention, prevention and 
dealing with the causes of problems rather than their symptoms across the public 
sector.   

 
6. It is important that the public sector reform agenda is similarly holistic and co-

ordinated.  The approach to and method of reform is critical. The aim should be to 
move to a debate that is focused on objectives and outcomes rather than numbers 
of services and organisations and that decisions about how to rationalise structures 
and governance are based on evidence that these will deliver the outcomes 
wanted. Separate and unconnected reviews of key public services do not do justice 
to the complex interdependencies between our public services.  In addition, a top-
down and purely structural review, without serious consideration of the purpose and 
functions of major public services, is unlikely to result in better outcomes or more 
efficient service delivery.  Lessons need to be learned from previous structural 
changes which were conducted on these lines.  It is also essential, in our view, that 
full recognition is given to the serious risks posed by superimposing such a 
structure-led reform on top of the major changes to service design and delivery that 
will be necessary in the next few years to cope with the growing gap between 
increased demand and reduced resources. 

 
7. SOLACE Scotland would therefore continue to advocate a “rolling reform” approach 

as set out in our submission to the Christie Commission.  This could involve the 
phased implementation of policy and structural changes, based on sound business 
cases, and set in the context of a clear, consensual national strategy for Scotland’s 
public services, alongside locally led initiatives for service improvement.  A “rolling 
reform” programme could be governed or managed in a way that reflects a 
consensual approach – involving parliamentary political parties, local government, 
professionals and stakeholders.  There are several advantages of tackling reform in 
this way: 

 The opportunity to focus available public resources on the needs and 
aspirations of a particular community of interest (ie the ‘total place’ approach), 
rather than on specific organisations and their functions. 

 The opportunity to learn quickly from experience and carry forward good 
practice, including demonstrable savings 

 The economic and social costs of implementation can be managed over time 

 The ability to recognise that “one size doesn’t fit all”, and develop different 
public service models in different parts of Scotland. 

 
8. The ability to test and pilot governance arrangements as public sector reform 

progresses would be an important element of a rolling reform process - capacity 
should be retained for this.   It would also allow a pragmatic approach to be taken 
forward which could seek to build on what works rather than start anew.  

 
9. In relation to the specific strands that you are looking for responses to, SOLACE 

Scotland would offer the following comments. 
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Strand 1 – Partnerships and Outcomes 

10. Integration of partners into community planning would be improved by all publicly-
funded agencies having an equal duty to participate in community planning, and for 
this to be reflected in the operational service and business plans of all partners. 
Although most public agencies do participate in community planning structures, 
there is a sense that community planning can be parallel to the actual policy and 
budget planning carried out by partners away from formal community planning 
meetings.  The result is that Community Planning Partnerships can become 
collaborations of organisations who plan for communities, rather than truly with and 
on behalf of communities. The lead role of Local Government in Community 
Planning Partnerships should be to facilitate community engagement for the 
partnership and all the individual partners - as the one fully democratic and 
representative organisation in the partnership. The voluntary arrangements between 
partners which exist through current community planning partnerships could be 
enhanced by extending the power to advance well being within the Local 
Government in Scotland Act (2003) to all public service providers, providing a legal 
requirement for all public bodies delivering local public services to participate in 
community planning.  This would provide a statutory basis to extend the outcome-
based approach through enhanced assessments of local area needs and integrated 
delivery of locally-designed solutions. 

11. The purpose of the Single Outcome Agreement should be to provide a clear 
statement of the policy outcomes that most need to be improved within a 
community planning partnership area, a clear indication of what partners will do 
differently to bring about this improvement and a statement of the difference this will 
make to outcome indicators.  In effect it becomes a joint statement of purpose and 
action between the Partnership and Government. The SOA should then be a live 
document which enables scrutiny and challenge by the Scottish Government, local 
elected members and local communities of the extent to which partners are 
delivering on their SOA commitments. 

 
12. A consistent approach to delivering outcome focussed public services requires a 

consolidation of governance regimes across public services.  The duty of best value 
could be extended to cover all public services.  An improved definition of best value 
- as a duty of continuous improvement measured in terms of outcomes for the areas 
and people receiving public services would also be welcomed.  Such a change 
would require an updating of statutory guidance on best value and community 
planning. 

 
13. Successful implementation of preventative approaches will require real and 

sustained commitment between the Scottish Government and community planning 
partners to long term objectives.  By the nature of preventative spend, tangible 
results may not be demonstrable in the short term, while communities may 
experience a reduction in resources to previously available, but less prioritised 
services.   

 
14. A final issue in challenging the delivery of shared outputs and outcomes within the 

CPP is the role of the private, voluntary and community sectors.  There needs to be 
investment of time and resource in agreeing and developing their role.  
Engagement of community sector and voluntary sector participants in particular has 
to recognise that there needs to be realistic, consistent and long term investment in 
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building community capacity in order to realise the full potential of the community 
and voluntary sectors.  

 
Strand 2 – Benchmarking and Performance Management 

15. Sharing of performance data has been complicated due to a lack of clear definitions 
creating ambiguity around performance indicators and having inadequate 
mechanisms in place to analyse and explain variances in data between public 
sector bodies.  This is exacerbated by the fact that despite efforts to streamline 
external scrutiny, there are still too many bodies auditing and inspecting public 
services.  This leads to a partial and fragmented form of scrutiny that does not 
recognise, and indeed inhibits, the holistic approach that is essential to effective 
service delivery.  The reform of external audit and inspection and the development 
of a single external scrutiny body for all public services would be a significant step 
that could be taken to drive forward improvements in performance management and 
benchmarking across public services.  Such a body would be well placed to advise 
the Scottish Parliament on the resource implications of proposed new scrutiny 
burdens.  Too much scrutiny has been added to public services over the last two 
decades with insufficient understanding of the resource implications or interactions 
of them.  The challenge for public bodies will be that this needs to be accompanied 
by better self-assessment and performance reporting by public bodies themselves. 

 
16. A co-ordinated approach to the benchmarking and performance improvement of all 

public services would also allow improvements to the process of collating and 
sharing benchmarking data. Responding to the varied requirements of the current 
scrutiny bodies has meant that there is still an over reliance on excel or word 
documents to the detriment of the corporate or strategic performance management 
systems that many public organisations now have in place.  A single body could 
facilitate the use of a single overarching system - even a single website to upload, 
publish and share performance information from across all public services would be 
a significant step forward.   

 
17. In addition, currently too much time and effort is expended on discussing and 

refining the processes related to the collection and sharing of performance 
information – often information that is significantly out of date or ultimately subject to 
challenge around its accuracy or comparability.  The position adopted in responding 
to performance information is often either complacent or defensive. There needs to 
be a far greater focus on using performance information constructively and in a 
positive manner to challenge systems and processes and to develop and deliver 
improved public services.  This requires access to information that is up to date, 
relevant and robust. Similarly the successful implementation of an outcome 
focussed approach to public services needs good data and information to improve 
decision making, reduce the likelihood of wasteful expenditure and improve the 
evaluation and learning of which approaches are effective.  We should be changing 
in a way that encourages experimentation and small scale development allied to 
rapid feedback to determine whether to continue, expand or withdraw from given 
forms of service provision.  “Raise the floor” by making comparisons, address 
variations in performance, eliminate waste. “Raise the ceiling” by innovation, 
pursuing excellence at local levels and promoting the user voice.  

18. Of particular importance is the production of comparative information on the 
efficiency and effectiveness of service provision by different organisations.  At a 
time when resources are reducing in real terms, it is essential to ensure that best 
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value is secured for every public pound of expenditure.  A significant amount of data 
is generated within the public sector and more use should be made of this to 
support benchmarking of outcomes, performance and use of resources.  The 
SOLACE Scotland benchmarking project is one example of how improved 
information and knowledge can lead to better decision making and greater 
productivity and assist in holding public service providers to account. 

 
Strand 3 – Developing New Ways of Delivering Services 
 

19. People now have living and working patterns that mean their associations are very 
local for some aspects of their lives and very large scale regional or even national 
for others – this means that intermediate geographies have in some respects less 
relevance than previously for many people as they go about their day to day 
business. This needs to be reflected in changes to service delivery and in the 
geographic coverage and service responsibilities of organisations that provide them 
with services. 

 
20. Resources have to be directed at activities that are likely to impact on outcomes at 

a community level – it is unlikely that prioritising spend on specific services or even 
themes will have the intended impact. All public services need to look at community 
outcomes, not only thematic outcomes.  This points to the need for a holistic 
agenda in which economic regeneration, development and public service reform are 
viewed as integrated components of place shaping. Where do we want 
communities to be in 5 years time?  Part of this is about the localisation of 
community planning and having a clear understanding and consensus on the shape 
and nature of the communities we serve. 

 
21. Also the spreading of available budgets across different organisations delivering 

aspects of the same broad policy outcome can be wasteful and may not deliver best 
value.  There is a need to improve organisational structures and processes to 
achieve greater alignment around communities of interest where this can be 
achieved within a locally democratically accountable governance framework.   In 
doing so there is a potential for rationalisation of plans and structures, joint 
information sharing, shared premises, shared management arrangements and 
increasing pre-budget planning on a partnership basis.  There is a case for using 
financial mechanisms such as the recently launched health and social care Change 
Fund to increase choice and access to public services and promote the better 
alignment of local public service budgets.  Several Councils have also taken steps 
to devolve expenditure decisions closer to communities, an approach which can be 
developed further. 

 
22. A smarter approach to strategic commissioning is one way of strengthening the 

mixed economy approach to public service delivery.  Such an approach should look 
beyond the narrow confines of procurement and reorganisation.  It is not simply 
about purchasing services from external providers or transferring responsibility for 
delivery between different public services.   Such an approach to strategic 
commissioning should involve local partners planning the nature, range and quality 
of services based on agreed outcomes and following a strategic assessment of the 
future needs of clients. 

 
23. In our submission to the Christie Commission, SOLACE Scotland pointed to 

considerable efforts to reform public services already under way in Scottish 
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Councils.  These included major shared services programmes, joint civil 
contingencies work, lead authority service provision, various public-private 
partnership models and a collaborative procurement operation involving all 32 
councils.  Importantly, joint and integrated working between the NHS and councils 
has also continued to evolve and improve.  This reform activity is now delivering 
financial savings and enhanced community outcomes across Scotland and it is 
critical that it continues apace while evidence is gathered and fully debated on the 
future role and nature of Scottish public services.   

 
24. Examples of this successful practice include Scotland Excel, the Centre of 

Procurement Expertise for the local government sector in Scotland.  Established in 
April 2008, its remit is to work collaboratively with members and suppliers to raise 
procurement standards, secure best value for customers and to improve the 
efficiency and effectiveness of public sector procurement in Scotland.  Funded by 
all 32 local authorities, Scotland Excel is one of the largest public sector shared 
service organisations in Scotland.  Collaborative contracts with an annual value in 
the hundreds of millions of pounds generating average savings of 8% annually have 
been implemented covering a wide range of commodities used by services across 
local authorities including roads, maintenance, transport, catering, cleaning and 
corporate services departments, as well as schools, libraries and leisure venues.  In 
addition, Scotland Excel is a recognised leader in training and development 
provision across the public sector with a development programme which offers a 
range of learning models including training seminars, master-class workshops and 
fast-track professional qualification courses.   

 
25. As part of their submission to the Christie Commission, Orkney, Shetland and the 

Western Isles jointly prepared a proposal to develop the concept of integrated 
service provision by islands authorities.  The model, provisionally called the Single 
Public Authority, was driven by the need to improve public services beyond what 
could be achieved by multiple service providers working in partnership.  It took 
community planning to its logical conclusion by proposing that service providers be 
merged into a single body which would deliver the majority of public services within 
each island group.   

 
26. The report of the Christie Commission endorsed the proposal and a Scottish 

Government-led team was subsequently convened to gather information from the 
three islands authorities with a view to developing a model which could be piloted in 
one or more areas.  In the meantime, the islands are identifying areas of front line 
service which could generate immediate benefits for service users by targeted joint 
working in advance of full integration. 

 
27. By way of example, Orkney Health and Care (OHAC), Orkney’s community health 

and social care partnership, illustrates the progress which has already been made 
towards the integration of front line services in Orkney. Jointly provided services 
include All Age Disabilities, and a lifestyle base is under construction which will offer 
a range of sports, leisure opportunities and support for people with learning 
disabilities in the heart of the community.  Consultation is in progress on a blueprint 
for the future joint provision of older people’s services, with a strong emphasis on 
preventative care.  With the support of the Change Fund, OHAC is reshaping older 
people’s services in partnership with the third sector, who receive 40% of available 
funding and participate in decision-making at Board level. The recent 
announcement by Ministers of £70m funding for a new hospital in Kirkwall has given 
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a green light for the Council and NHS Orkney to implement joint plans for the 
development of integrated hospital and high dependency care facilities, a top 
priority for 2012. 

 
28. As an example within a large urban authority the One Glasgow project was initiated 

by the Chief Executives of Glasgow City Council, NHS Greater Glasgow and Clyde, 
Strathclyde Police, Strathclyde Fire and Rescue, Glasgow Housing Association, 
Department of Work and Pensions and Job centre Plus.  Three priority themes have 
been identified as part of this developing approach - early intervention approaches 
for children aged 0-8 and their families; reducing offending targeted at those aged 
12 - 25 involved in anti social behaviour or in the criminal justice system, including 
prison leavers; and older people aged 65 and over in single households - to assist 
them to live in the community and minimise acute interventions and hospital 
admissions. 

 
29. These themes were selected specifically because they affect large sections of 

Glasgow’s population, attract large volumes of Glasgow’s total public service 
expenditure and require the input of a number of diverse organisations.  It was felt 
that, because governance and delivery are complex and reducing duplication and 
improving collaboration is difficult to achieve, these themes could serve as useful 
exemplars of a different way of working together as public sector partners, which 
may have significantly wider applicability.  They provide both a frame of reference 
and a ‘test bed’ for a genuinely transformational approach to public service 
management and delivery. 

 
30. On a similar vein in March 2007, Fife Community Safety Partnership brought 

together a range of services in shared offices at the Safer Communities Centre in 
Glenrothes.  The Centre enables staff to work together on a day-to-day basis, 
undertaking joint visits and providing a ‘one stop’ service on many community safety 
issues.  This has enhanced the capacity of partner agencies to reduce crime and 
promote community safety across Fife.  A good example is Victim Support Fife 
which has direct access to Police systems and colleagues from various teams 
including the Housing Investigation Team and Night Time Noise Team. This has 
enabled Victim Support staff to improve referral waiting times from two weeks to 
less than 48 hours.   Greater integration has delivered measurably better outcomes 
for communities – for example, crimes of an antisocial nature have fallen by 55% 
since the Community Safety Partnership was established. 

 
31. Finally, following the initial publication of the Clyde Valley Review, North 

Lanarkshire Council was appointed Lead Authority on behalf of 5 Councils for the 
delivery of a more strategic approach to Waste Management. This is an area where 
there is potential for significant savings – particularly due to the impact of landfill tax 
which will rise to £80 per tonne for active waste by 2014. 

32. Following analysis of options a recommendation was made to participating Councils 
that all future major waste procurement activities should be brought under the 
umbrella of a joint Clyde Valley Municipal Waste Treatment and Disposal process. 
The first stage analysis estimated that up to £21M in cost avoidance could be 
achieved across the Clyde Valley by 2017-18 as a consequence of moving to a 
single delivery body for waste treatment and disposal through economies of scale 
and opportunities for bulk purchasing.  The next stage will be the finalisation of an 
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Inter Authority Agreement to formalise participation in a joint procurement process 
for a residual waste treatment and disposal solution  

33. These are just a few examples of the innovative work being undertaken to 
successfully reform our public services already.  They all involve shared solutions 
and all reflect the needs of the communities they serve. They all fit with a pattern of 
rolling reform. In taking this approach forward SOLACE Scotland would advocate 
that there needs to be wider knowledge and understanding of Alternative Service 
Delivery Models and acceptance that various models could succeed in different 
localities and contexts – there’s no single answer to ‘what works’.  

 
34. These comments provide a brief overview of some of the key issues that relate to 

public service reform, more detail can be provided and SOLACE Scotland would be 
happy to participate further in this Inquiry if this were felt to be of use to you. 

 
 
David Martin 
Chair 
SOLACE Scotland 
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13th Meeting, 2013 (Session 4), Wednesday 1 May 2013 
 

Public services reform and local government: strand 3 - developing new ways 
of delivering services 

 
Submission by the National Community Planning Group 

 
 
Introduction 
 
1. The National Community Planning Group welcomes the opportunity to provide 
evidence to the Local Government & Regeneration Committee’s inquiry into public 
sector reform and local government in Scotland. 

2. As the report of the Christie Commission on the Future Delivery of Public 
Services made clear, Scotland’s public services face major challenges.  The report 
called for substantial reform of how public services are delivered, aimed at achieving 
four key objectives: 

 public services are built around people and communities, their needs, 
aspirations, capacities and skills, and work to build up their autonomy and 
resilience; 

 public service organisations work together effectively to achieve outcomes; 

 public service organisations prioritise prevention, reducing inequalities and 
promoting equality; and 

 all public services constantly seek to improve performance and reduce costs, 
and are open, transparent and accountable. 

3. In response to the Christie report, the Scottish Government and COSLA 
reiterated their commitment to the outcomes-focused and partnership-based 
approach to the delivery of public services they had agreed in 2007, and agreed that 
the existing framework of community planning and Single Outcome Agreements 
should remain at the heart of this approach.  They subsequently agreed to conduct a 
joint review of that framework to identify how it could be strengthened and 
developed.  That review was carried out in early 2012 and was led jointly by the 
Minister for Local Government and Planning and the then President (Pat Watters) 
and Vice-President of COSLA, supported by a group of senior officials from the 
Scottish Government, COSLA and other community planning partners such as the 
NHS and the police. 

4. The review produced a Statement of Ambition for community planning and 
SOAs that was endorsed by Ministers and COSLA and published on 15 March 2012.  
The Statement put effective community planning arrangements at the core of public 
service reform.  It said that they will drive the pace of service integration, increase 
the focus on prevention and secure continuous improvement in public service 



Agenda item 2          LGR/S4/13/13/3 
1 May 2013 
 

2 
 

delivery, in order to achieve better outcomes for communities.  It also said that 
community planning and SOAs will provide the foundation for effective partnership 
working within which wider reform initiatives, such as the integration of health and 
adult social care and the establishment of single police and fire services, will happen. 

5. The Statement of Ambition set out an ambitious shared vision for the future of 
community planning.  The challenge has therefore been to give practical effect to 
these ambitions by coming together, for and with communities, to improve outcomes 
and focus on place, prevention, integration and performance improvement.  This is a 
bold aspiration, requiring commitment and cooperation across the public sector and 
it follows that delivering a step change of that order is needed some reassessment of 
the current infrastructure. 

6. The review therefore sought to create the conditions in which Community 
Planning Partnerships can flourish, and soon after the review the Scottish 
Government and COSLA set out proposals to ensure that CPPs can operate 
effectively and focus on the local actions needed to deliver the aspirations set out in 
the Statement of Ambition.  These proposals for a ‘triple lock’ were described in a 
joint letter published on 10 May 2012: 

• strengthening duties on individual partners through a new statutory duty 
on all relevant partners to work together to improve outcomes for local 
communities through participation in CPPs and the provision of resources to 
deliver SOAs; 

 
• placing formal requirements on CPPs by augmenting the existing statutory 

framework to ensure that collaboration in the delivery of local priority 
outcomes via community planning and SOAs is not optional and is made as 
effective as possible; and 

 
• establishing a joint group at national level to oversee and drive the 

development of community planning across Scotland, including by providing 
strategic leadership and guidance to CPPs. 

 
7. The aim has been to bind all parts of the public sector, in both central and local 
government, more effectively into the Community Planning framework and maximise 
their contribution to the delivery of priority local or national outcomes.  Importantly, 
that approach is set out in ways that do not alter or undermine existing lines of 
accountability for any partner, or compromise the accountability of a Community 
Planning Partnership to itself.  Rather, the intention is to reinforce and make the 
focus of existing accountabilities as effective as possible by ensuring that relevant 
partners have a clear requirement to deliver an effective contribution to Community 
Planning Partnerships and to the outcomes agreed within SOAs.   

8. Therefore, while community planning covers all public services that have a role 
to play in improving outcomes, the CPP itself does not run services such as schools 
or hospitals.  While education and health outcomes are agreed in SOAs, that takes 
place within the context of relevant and appropriate national requirements and 
standards.    Therefore partners deliver services and hold the resources for doing so, 



Agenda item 2          LGR/S4/13/13/3 
1 May 2013 
 

3 
 

but the CPP is there to ensure that those decisions, resources and structures focus 
on addressing the priorities that are agreed in partnership.   

9. The creation of the National Community Planning Group implemented the 
third of the proposals arising from the review by bringing together leaders from 
across local and national government to focus on the strategic leadership needed to 
drive the community planning process forward, mobilise resources and expertise, 
and find appropriate balances between local and national priorities in the content of 
SOAs. 

Remit and composition of the Group 

10. Establishment of the Group began on 12 June 2012 with the announcement 
by the Minister for Local Government and Planning, after agreement with COSLA, 
that it would be chaired by Pat Watters CBE.  The other members of the Group are 
drawn from strategic leaders in public services and the wider community including 
Ministers and COSLA political Leaders as well as leaders from the NHS, other public 
bodies and the Third Sector.  Almost all of our members are political leaders or 
Chairs of their respective bodies rather than officials, since the purpose of the Group 
is to provide leadership at strategic rather than operational level.  A list of our current 
members is at Annex A to this submission.  The Group is supported by a secretariat 
made up of Scottish Government and COSLA officials. 

11. The Group’s Terms of Reference are attached as Annex B to this submission.  
They summarise the purpose of the Group as being to enable the conditions for 
success required to deliver the overarching vision for community planning and 
SOAs, by providing strategic leadership and by mobilising resources and expertise to 
support local CPP capacity-building.  The Group thus provides a good opportunity to 
coordinate the programme of practical help and support to local partnerships that is a 
prerequisite of the change process itself.  Importantly, CPPs are not formally 
accountable to the national group, and our work does not restrict local decision 
making, which is properly delivered through CPPs. 

12. We met for the first time in August 2012 and have met 3 times since then, 
most recently on 10 April 2013.  Our papers and notes of our meetings are published 
on the Scottish Government’s website. 

The work of the Group 

13. The Group was established to play a pivotal role in implementing and 
communicating the overarching vision for community planning and Single Outcome 
Agreements, identifying and addressing issues that have a national dimension and 
building the skills and capacity of partnerships. 

14. Our focus is very much on driving forward at a strategic level the step change 
in community planning that the review identified as being needed.  That includes 
working to secure the commitment to community planning by all public sector 
partners that is needed if our aspirations for community planning are to be realised.  
As well as the actions at a strategic level that we as a Group will be looking to drive, 
we want to create an authorising environment across the public sector within which 
partners feel able to develop and deliver new ways of working in a partnership 
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context.  We also aim to provide strategic leadership and direction for, and add value 
and impetus to, the detailed work being undertaken to help deliver the Statement of 
Ambition, which is being taken forward by a Project Board of senior officials led by 
the Scottish Government and COSLA.   

15. We began our work by considering the challenges facing community planning, 
building on the review and the Statement of Ambition.  We agreed that the 
challenges and aspirations described in the Statement of Ambition require all CPPs 
to outperform highest current standards.  The scale of that change is a political and 
governance challenge, and requires a concerted, consistent and sustained effort 
across all Scotland’s public services, and all spheres of government.  Expectations 
are justifiably high: we do not under-estimate this challenge, and we recognise that 
an effective response will require concerted and sustained effort locally and 
nationally. 

16. We have identified cultural issues and new ways of working as being at the 
heart of the agenda, and our own role in providing leadership and mobilising 
resources to help local partnerships to be successful.  We have also agreed that the 
ambitions should be translated where possible into practical steps and actions to 
create momentum and a shared definition of success.  At our first meeting, we 
therefore agreed that: 

 the Group has a key role in providing collective political and managerial 
leadership and commitment to the type of step change and focused, sustained 
effort across all public services that is required;    

 we also have a critical role in leading and driving significant leadership and 
behaviour change across all partners at all levels so that, for example, CPPs 
can act as genuine boards; 

 we should define and deliver strong, simple and consistent leadership 
messages about what successful community planning means and delivers in 
practice; and 

 we need to satisfy ourselves that the right organisational architecture is in 
place to deliver effective community planning. 

These principles have provided the basis for our initial work, and are expected to 
continue to underpin our work going forward. 

17. A key point to note is the importance attached to Group members acting not 
only in that capacity but as individual leaders.  We are all expected to promote the 
reform agenda and drive change within our respective organisations and to 
champion the agenda across the sectors we represent and our wider networks so 
that they will play their part in delivering the vision for the future of community 
planning and the changes to public services more generally that we all agree are 
needed. 

New Single Outcome Agreements 
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18. All of these building blocks are essential, but on their own they do not deliver 
our ultimate goal of a step change in community planning across Scotland.  The 
challenge now is a concerted and sustained effort locally and nationally to improve 
impact.  An early focus for the work of the Group has therefore been the future 
shape of Single Outcome Agreements (SOAs). 

19. Over the last 5 years, SOAs have provided an important focus for partnership 
working and the planning and delivery of better outcomes for communities.  
However, the community planning review identified a strong consensus that while 
the local outcomes approach embodied in SOAs is the right one and should 
continue, they need to be made much more hard-edged and drivers for improvement 
in performance and service delivery.  The Statement of Ambition therefore included a 
description of what future SOAs should look like, and in particular that they should be 
explicit and binding “plans for place” that all partners should be jointly accountable 
for delivering. 

20. The Scottish Government and COSLA had agreed following the review that 
new SOAs reflecting the Statement of Ambition should be put in place.  Guidance to 
CPPs on the preparation of those new SOAs was therefore required. 

21. We agreed at our first meeting in August 2012 that this guidance should 
reflect the post-Christie agenda; highlighting the importance of true partnership 
working to deliver outcomes and drive performance, and the need for a sharper 
focus on a small number of key national priorities.  At our subsequent meeting in 
October 2012 we then considered and agreed proposals for the approach to new 
SOAs that reflected and built upon that earlier discussion.  That approach was then 
developed by Scottish Government and COSLA officials to produce the guidance 
that was sent to CPPs on 5 December 2012.  That guidance is attached as Annex C 
to this submission. 

22. The guidance is in the joint names of the Scottish Government and COSLA 
and reflects the approach agreed by the National Group, including requiring the new 
SOAs to show CPPs’ plans for delivering prevention and the other pillars of public 
service reform.  It asked CPPs to submit draft new SOAs to the Scottish Government 
by 1 April 2013 for agreement by 28 June 2013. 

23. In terms of the guidance, these new SOAs are to: 

 use an evidence based approach, underpinned by disaggregated data, to 
drive improvement in meeting the differing needs of local populations; 

 include clear performance commitments that will lead to demonstrable 
improvements in people’s lives; 

 focus on reducing outcome gaps within populations and between areas, and 
promote early intervention and preventative approaches in reducing outcome 
inequalities; and 

 identify priorities for interventions and include plans for prevention, integration 
and improvement in order to promote better partnership working and more 
effective use of resources. 
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24. In particular, for the first time CPPs are being asked to have a clear strategic 
focus on 6 key priorities, and to allocate resources in pursuit of these based on a 
preventative approach.  Those key priorities are: 

 Economic recovery and growth; 

 Employment; 

 Early years; 

 Safer and stronger communities, and reducing reoffending; 

 Health inequalities and physical activity; and 

 Outcomes for older people. 

25. The intention behind this approach to priorities is that at a Scotland-wide level 
that there are key priority issues where, through working together and consistent use 
of the evidence base, a real difference can be made to improve outcomes for people 
and communities and reduce inequalities.  This is not intended to replace the local 
work going on to focus and target outcomes locally, but it should ensure that the 
ability of CPPs to deliver them is enhanced by a “whole systems approach” to 
outcomes.  CPPs should identify and focus on those areas where partnership activity 
is thought to be the most critical to success. 

26. The SOA guidance also recognises that making an impact on outcomes is a 
medium to long term project that requires the combined resources of all relevant 
partners.  Rather than being constrained to short term targets and activities, CPPs 
are illustrating what will be different for communities in 10 years, what will be done to 
secure those improved outcomes on a rolling basis, and how the SOA will be kept 
under review. 

27. The new SOAs are currently being collated so that they can be considered 
against the expectations set out in the guidance.  The intention is that this work will 
be led by Scottish Government and COSLA officials with input from other community 
planning interests.  We have agreed that the Group will carry out a stocktake after 
the new SOAs have been agreed, to assess whether they have met our 
expectations. 

28. It is important to note that the reaching of agreement on new SOAs is in many 
ways only the beginning of the process.  We expect that there will be an ongoing 
process of continuous improvement to SOAs to reflect changing circumstances and 
developing experience, including the sharing of knowledge and experience amongst 
CPPs.  We will need to ensure that the expectations set out in the new SOAs are 
being met; and there will be a continuing need to promote the community planning 
reform agenda and secure effective contributions from the full range of partners. 

Accounts Commission work on scrutiny of CPPs 

29. On 20 March 2013 the Accounts Commission and the Auditor General for 
Scotland published a report on “Improving Community Planning in Scotland”.  This 



Agenda item 2          LGR/S4/13/13/3 
1 May 2013 
 

7 
 

followed work they undertook, at the request of the Cabinet Secretary for Finance 
Employment and Sustainable Growth, to develop an audit framework designed to 
strengthen the accountability of CPPs and supporting improved performance. 

30. The report referred to the high expectations and challenging programme of 
improvements in the Statement of Ambition and stated that it is clear that there is an 
appetite among CPPs for progressing this agenda.  It found that there is now a 
renewed focus on Community Planning which provides a clear opportunity to deliver 
a step change in performance, and that there are many examples of good joint 
working which is making a difference for specific communities and groups across 
Scotland.  However it also found that overall CPPs are not able to demonstrate that 
they have had a significant impact in delivering improved outcomes across Scotland. 

31. The report made a number of recommendations for improvement at both 
national and local levels, under five categories: 

 creating strong shared leadership; 

 improving governance and accountability; 

 establishing clear priorities for improvement and using resources more 
effectively; 

 putting communities at the heart of community planning and public service 
reform; and 

 supporting CPPs to improve their skills and performance. 

32. The report was considered by the Group at our most recent meeting, on 10 
April, when we received a presentation from the Chair of the Accounts Commission.  
We welcomed the report, which we recognised as presenting some strong messages 
about the improvement agenda and the challenges that have to be overcome if we 
are to achieve our ambitions for community planning.  We then discussed how we 
should provide leadership and support for CPPs in taking forward the improvement 
agenda identified through the audit work. 

33. In that discussion we recognised that a key message from the report was that 
there is not yet evidence that genuine joint resourcing of agreed outcomes within 
CPPs is taking place; that partners are truly working together to make the best use of 
their collective resource; or that partners are considering the collective impact of their 
budget and resource decisions on each other and on communities.  This inevitably 
constrains the capacity of CPPs to be as ambitious as they need to be in developing 
and delivering their SOAs, in making the shift to prevention and in driving forward 
public service reform at the local level. 

34. This was seen as being the kind of high-level critical issue that the Group, 
with its strategic leadership role, ought to address.  We therefore agreed that the 
Group should take this as the main focus of our initial activity in response to the 
report.  In particular, we: 
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 emphasised that to meet the expectations placed on them by the Statement of 
Ambition, community planning partners need to be able to focus their total 
resources on the priorities agreed within CPPs; and 

 agreed that to ensure that this happens in practice, SG and COSLA officials 
should lead work to develop a methodology for use by CPPs and individual 
partners that will mean that from 2014-15 the collective total resources of CP 
partners are determined in line with locally agreed community planning 
priorities. 

Conclusion 

35. We believe that there is a strong shared consensus that effective community 
planning has a crucial role to play in enabling Scotland’s public services to meet the 
challenges they face while meeting the expectations of local communities. 

36. However, there is also a general recognition that community planning and 
SOAs need to be considerably improved in both their scope and delivery if that role 
is to be fulfilled.  That task stretches across the public sector.  Our role as a national 
group is to help make that change happen and to bind public services effectively into 
community planning and maximise their contribution to the delivery of priority local or 
national outcomes.  All of our members in their roles as public service leaders, 
individually and collectively, are committed to achieving this. 
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ANNEX B 
 

NATIONAL COMMUNITY PLANNING GROUP: TERMS OF REFERENCE 
 
Introduction 
 
1. This paper, prepared by officials in Scottish Government and COSLA, sets out 
terms of reference for the new national community planning/SOA group to be 
created following the recent review of community planning. 
 
Background and context for the group 
  
2. The Scottish Government and COSLA remain committed to the outcomes 
focussed and partnership-based approach to the delivery of public services agreed 
in 2007.  The findings of the Christie Commission found that this approach had made 
substantial impact to date and should be built upon to meet the significant cost and 
demand pressures upon public services. 
 
3. However to accelerate the pace of change, a review of Community Planning 
and Single Outcome Agreements was initiated in January 2012.  This joint Scottish 
Government and COSLA review produced a Statement of Ambition for Community 
Planning which was published on 15 March.  This set out clear, shared aspirations 
for Community Planning to be a cornerstone of public service reform and set out how 
the existing framework needed to develop to meet these aspirations. 
 
4. Scottish Government Ministers and COSLA Leaders subsequently agreed 
core proposals to give the Statement of Ambition practical effect, including the 
creation of a National Group.  These proposals were set out in the joint letter to 
CPPs and appropriate partners from the Scottish Government and COSLA dated 10 
May 2012. These three key elements comprised: 
 

 Strengthening duties on individual partners through a new statutory duty 
on all relevant partners to work together to improve outcomes for local 
communities, whether acting nationally, regionally or locally, through 
participation in community planning partnerships and the provision of 
resources to deliver the SOA;  

 Formal requirements of Community Planning Partnerships to ensure they 
operate as genuine Boards in order to facilitate more effective partnership 
working and planning, resourcing and delivery of local priority outcomes 
through the SOA; and  

 Establishment of a joint group at national level to provide political and 
strategic leadership and guidance to support effective delivery and the 
building of capacity at a local level. 

Purpose and Remit of the Group 
 
5. The National Group will provide the strategic leadership needed to drive the 
step change in Community Planning that has been set out in the Statement of 
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Ambition for Community Planning agreed by COSLA and Scottish Government.   It 
will consider opportunities and challenges, including finding appropriate balances 
between local and national priorities, and set associated expectations and 
requirements in order to create an environment in which community planning will 
flourish. 
 
6. Once constituted, it will be for the National Group to determine and agree the 
arrangements it will require, including the production of work plans to focus activity 
over time.  However, in broad terms it will focus its actions on the following areas: 
 

 Ensuring that the vision and key principles for community planning set out 
in the Statement of Ambition are embraced and given practical expression 
in community planning partnerships throughout Scotland; 

 Ensuring that actions, cultures and resources across public services are in 
place to enable an effective framework for community planning to take 
place within, including the production and reporting of SOAs,  

 Ensuring that the CP/SOA framework promotes, contributes to and is 
embedded within the wider PSR agenda, including proper engagement 
between CP and other policy initiatives/areas;    

 Building and maintaining the capacity of CPPs, including knowledge 
sharing and best practice, including identifying performance issues that 
have a national dimension; and 

 Brokering and resolving any tensions between national and local priorities 
and providing an authorising environment within which the arrangements 
for Scottish Government sponsorship of public bodies can be used to help 
secure effective engagement by appropriate bodies in community planning 
and the production of SOAs. 

7. In summary, by providing strategic leadership, and by mobilising resources 
and expertise to support local CPP capacity-building and SOAs, the Group will 
enable the conditions for success required to deliver the overarching vision for 
community planning and SOAs, whilst guarding against any prospect that these 
national arrangements become prescriptive or interventionist.   
 
8. However, CPPs will not be formally accountable to the new National Group, 
nor should these arrangements restrict the focus on localities that is properly 
delivered through CPPs.   Such arrangements should instead help focus the efforts 
and resources of relevant partners consistently and over time to improve outcomes 
for communities including in relation to priorities such as early years, health 
inequalities, youth unemployment or economic growth.  The Group will therefore 
support the efforts of partners, particularly in relation to agreed national priorities, 
alongside, and in support of, relevant national groups such as the Early Years 
Taskforce and the Ministerial Strategic Group for Health and Community Care. 
 
9. A key initial output of the Group’s activities will to enable the development and 
issue, accompanied by appropriate awareness and engagement activity, of guidance 
for CPPs on new SOAs.  The expectation is that such guidance will be produced by 
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early autumn 2012 to enable new SOAs to be in place for 1 April 2013 as has been 
agreed by the Scottish Government and COSLA.  
 
Group Membership 
 

10. As announced on 12 June 2012, Pat Watters CBE, immediate past President 
of COSLA and co-chair of the community planning/SOA review, will chair the Group.  
Membership of the Group will be drawn from strategic leaders in public services and 
the wider community including: 

 the Scottish Government’s Cabinet Sub-committee on Public Service 
Reform; 

 the COSLA Presidential team and political group Leaders; 

 two Chairs of NHS Boards; 

 an appropriate public body Chair; 

 a Chair of a Police and a Fire Board respectively; 

 a senior 3rd sector representative; and 

 chairs of two community planning partnerships. 
 
11. The Group will be supported by a secretariat provided jointly by the Scottish 
Government and COSLA. 
 
Frequency of Meetings 
 
12. It is envisaged that the Group should normally meet quarterly, with the first 
meeting taking place in August.  Some additional meetings are expected to be 
required in the initial phase of implementation, in particular to ensure that appropriate 
timescales for putting new SOAs in place are met. 
 
Relationship with Community Planning Project Board 
 
13. The Group’s work will inform and complement the work of the Community 
Planning Project Board, which reports to the COSLA President and Minister for Local 
Government and Planning and is tasked with overseeing the delivery of the review 
proposals.  The National Group’s decisions will provide strategic direction to the 
Board and it will receive reports on the activities and progress of the Board.  The 
National Group will adopt relevant workstreams once these are initiated, in order to 
assume its role as the body responsible for directing community planning and 
providing leadership and guardianship going forward.  The relationship between the 
Project Board and the National Group will remain under review to ensure that 
appropriate cascading of work items and priorities takes place. 


