WHAT MAKES CHANGE HAPPEN? THE EVIDENCE WE NEED

Sue Northrop, Directorate for Strategy & Performance, Scottish Government
Sue posed the central question – what do we have to do to make a change and move in the direction captured in Christie and endorsed by Scottish Government? Or must we just carry on in hope?

Other participants reformulated the questions: We are already seeing a shift from intrinsic to extrinsic values – so how do we rebalance value sets, change institutional cultures and bring people alongside?

A core theme running through the whole discussion was the importance of values, the need to be clear about what key values are and what they mean, how they can be embedded as the driver of change. 

Key points from the discussion included:

- on values:

· Government needs to send out signals that this is more than going through the motions of change yet again. There needs to be respect for people and confidence in what they do

· There is a conflict of values between calls for evidence on outcomes and impact, and the promotion of innovative and risk-taking ventures as by definition there is no evidence that they will work. You don’t have an evidence base when you are being innovative

· Endorsement for the workforce development agenda – people are frequently disabled by services and different skills are needed. We should move from ‘caring for’ people towards ‘caring about’ them; from medical models to holistic models

· on change:

· There are plenty of examples of culture change especially in some pilot projects, but there needs to be a long-term strategy to mainstream the change. It takes time to build up trust and relationships and people become apathetic when nothing is seen to change or work. How can we be assured that change will work or be sustained? People won’t buy in to change unless they can be assured on this
· Third sector charities can change and do change all the time – they have to in order to survive. They are adaptive and responsive, but it’s getting harder because core funding is impossible to find, and the agendas of public bodies do not coincide. 
· Examples from 3 local authorities (North Lanarkshire, North Ayrshire) where cultural change had been triggered by political or professional leadership, for example on the personalisation agenda

- on how SG could lead change:

· SG acknowledges funding issues but it is not flexible, and still focuses on outputs (usually in a defined policy area) while not recognising wider outcomes. SG must change – what is the magic that will change it?

· SG has to acknowledge differences and conflicts within and between sectors over issues such as language, pay gaps, competition over remits. Example of the struggle within SG over ownership and leadership of the ‘assets’ agenda

· Change is usually driven by one (or more) of four main factors: it becomes a duty / requirement; people recognise it is in their interest; it is needed for survival, or it gives competitive advantage

· The Improvement Service evaluates the SOAs – suggestion that if outcomes and targets were set at a more local level there might be better buy-in and more visible change. It is critical to link the local to the strategic.

- on community development and engagement:

· Community engagement needs to move on from consulting to actually doing things – it needs buy-in from legal and financial perspectives too. The National Standards for Community Engagement have been used in Falkirk and elsewhere to engage with both staff and communities although progress has stalled. Perhaps they should be re-profiled and publicised as they embody many of the principles of public service reform in practice
· It’s always the community and voluntary sector that is said to need its capacity built, but why not also build the capacity of the NHS and local government? The 45,000 community and voluntary organisations can and should take a lead, showing how they already embody the right values, provide benefits and can demonstrate impact and value. 
· Importance of communication and feedback: Highland council consulted on library services, made changes accordingly, and published results on their website

· There are a range of tried and tested tools and methods to help introduce and embed new practices. Participatory budgeting was noted as having been successful in the Edinburgh pilots albeit on a limited scale. The Axis of Influence http://changesuk.net/wp-content/uploads/2009/11/Voice_Handy_Guide.pdf  resource was also cited as useful.
· and finally:

· Just share power! Do it within departments! Model good practice and it will spread.

