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Introduction 
Thirteen members of the Roundtable were guests of the Carnegie UK Trust and the Scottish 
Government for a study visit to Edinburgh in late June. The purpose of the visit was to learn 
more about the Scottish Government’s approach to wellbeing and in particular the 
performance framework, ‘Scotland Performs’. Background to the framework had been 
introduced at the second roundtable earlier in June. Members were keen to learn about the 
challenges encountered in making such radical change in both central and local government 
and to discover what difference the new approach was making. 
 
Meetings took place with John Swinney MSP, Cabinet Secretary for Finance, Employment 
and Sustainable Growth and Sir John Elvidge, former Permanent Secretary of the Scottish 
Government, who played key roles in the development of the National Performance 
Framework. The Roundtable also heard from a range of practitioners within central and 
local government together with key non-governmental stakeholders. 
 

Session 1: Public Service Reform and Outcomes Working 
Speakers: 
George Black, Chief Executive, Glasgow City Council  
Dette Cowden, Improvement Service  
Stephen Gallagher, Head of Local Government Division, Scottish Government  
Roger Halliday, Chief Statistician, Scottish Government 
Dr Emma Miller, Senior Research Fellow Strathclyde University  
Bruce Whyte, Public Health Programme Manager, Glasgow Centre for Population Health  
 
The first session focused on some of the key characteristics of the National Performance 
Framework. Members were struck by the importance of local implementation of national 
priorities through Single Outcome Agreements with 32 Community Planning Partnerships. 
The strongly ‘place-based’ emphasis of this approach resulted in a form of ‘differential 
devolution’ which on the one hand was responsive to local need and local priorities while on 
the other hand meant that provision of some services could be seen as a ‘postcode lottery’. 
Overall, assuming minimum standards were met for all services, local choice was felt to be 
more important than standardisation. Glasgow, for example, had chosen to prioritise youth 
unemployment, alcohol abuse, homelessness and in-work poverty. Another significant 



characteristic was the longer-term time horizons of the outcomes approach – over ten years 
with milestones along the way. Outcomes need to be understood as long term goals that go 
beyond political terms of office; consensus on outcomes is therefore important. 
 

Session Two: John Swinney MSP with members of Scotland Performs Round 
Table 
Speakers:  
Claudia Beamish MSP, Shadow Minister for Environment and Climate Change  
Jamie Livingstone, Head of Oxfam Scotland  
Professor George Morris  
 
John Swinney MSP recounted how the National Performance Framework was developed by 
the SNP as a minority government and involved establishing a measure of cross-party 
agreement on long term objectives. It now looks certain that this new approach will survive 
any change of government in Scotland. Members felt this was interesting from a Northern 
Ireland perspective where progress is dependent on agreement within the multi-party 
Executive.  
 
For Mr Swinney the outcomes approach is about answering the question ‘what kind of 
Scotland do we want to live in in 5, 10 and 15 years’ time?’ and then agreeing some 
tramlines for everyone to travel along in order to tackle long term challenges. It was critical 
to ensure everyone in central government was on the same page. This involved leadership 
from Ministers and senior civil servants and ensuring that arms-length bodies were drawn in 
and coherence provided to their missions. 
 
In order to create as broad an agreement as possible about the direction of travel and to 
introduce some accountability to key stakeholders Mr Swinney convened a Scotland 
Performs Roundtable which meets regularly and includes the participation of a Shadow 
Minister. There was an important discussion about the need for wider public engagement. 
 
Members of the Scottish Round Table discussed a range of other issues with members that 
provided a number of important points to be followed up including the relationship with 
local government, budgeting issues and cultural change within government.  
 

Session Three: Sir John Elvidge 
Having heard how Scotland Performs evolved from a political point of view, members heard 
from Sir John Elvidge how such wide-ranging changes came about within the public 
administration. The approach that measures outcomes rather than inputs or outputs 
required radical reorganisation within government and Sir John outlined some of the 
challenges. He had identified a disconnect between ‘what we knew and what we did’ – 
reform was not about radical policy change but about tackling a failure to operationalise 
policy successfully. 
 
A feature of the outcomes approach is that credit is shared – a positive thing for a coalition 
government. Responsibility at official level is also shared leading to more corporate 
behaviours. Sir John borrowed from local government thinking, deconstructing 
departmental silos and internal barriers by abolishing Departments and introducing 
Directorates with much broader remits. The message was that it would be more difficult to 
stay the same than to change and critical to success was setting a clear task for 
organisations to deliver and putting responsibility in the right place. 



 
In practical terms restructuring had led to a ‘different feel’ and changed behaviours 
resulting in improved delivery. For example, in the Safer Communities Directorate, police, 
housing and health are all in the same room working from the same data and working 
towards achieving the same outcomes. 
 

Session Four: Children & Families and Justice 
Speakers: 
Fiona McDiarmid, Principal Research Officer, Scottish Government  
Marion Gillooly, GIRFEC Implementation Advisor 
Catherine Bissett, Principle Researcher, Scottish Government  
Debbie Headrick, Justice Analytical Unit 
 
The Roundtable heard how the outcomes approach was feeding through to delivery on the 
ground. For Children and Families this has led to much greater inter-agency cooperation 
with every child in Scotland having a ‘named person’ to support them. It has also exposed 
challenges such as how to improve outcomes for teenagers and also a large inequality gap.  
 
In the Justice arena the outcomes approach has been developing over a number of years 
and extends from an over-arching Justice Strategy agreed across a number of agencies and 
now embedded down to the individual level. Members learnt how much of this work had 
been achieved through the use of logic-modelling as a means of ensuring that activities and 
resources contribute to specific outcomes. 
 

Conclusion 
Members gathered a large quantity of rich material to be considered from a Northern 
Ireland perspective and identified a number of points for further consideration. These 
included: 
 The emphasis on ‘person’ and ‘place’ and the concept of ‘differential devolution’; 
 The role of leadership in bringing about change; 
 Public consultation and participation; 
 The need for cross-party and cross-sectoral agreement; 
 The need for politicians and senior civil servants to be driving hard in the same 

direction; 
 The role of logic modelling in securing a focus on outcomes; 
 The role of the standing Scotland Performs Round Table; 
 The culture and ways of working in the public sector are pivotal to success; 
 In Northern Ireland we have some very good examples of an outcomes approach; 
 Focusing on outcomes is a means of changing the conversation from the frontline of 

service delivery all the way back to the legislature. 
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