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Introduction 
We want to change Scotland’s place in the world and to do this we must fi nd new and better 
ways to achieve the outcomes we want. This 3-Step Improvement Framework has been 
developed to help unlock and channel the collective knowledge and energy of our people 
towards a common goal of real and lasting improvement across our public services.

The Framework is designed to prompt self-assessment and debate. It is about getting started 
and ‘doing’: creating conditions for and implementing the improvements that will make a 
difference.

Summary of strategic context
The Scottish Government is embarking on an ambitious programme of change and in 
response to the independent Christie Review of Public Services it set out the following ‘Four 
Pillars of Public Service Reform’:

■ a decisive shift towards prevention

■ greater integration of public services at a local level driven by better partnership, 
collaboration and effective local delivery

■ greater investment in the people who deliver services through enhanced workforce 
development and effective leadership

■ a sharp focus on improving performance, through greater transparency, innovation and 
use of digital technology

These changes are taking place at a time when the global recovery is fragile, economic 
growth is muted and prospects in the labour market are becoming tougher, particularly for 
young people. Wages and public spending are being reduced in real terms and positions are 
being lost in the public and voluntary sectors.

‘Changing The World’
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Public Services
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This reality will require more from us than driving better value for money and securing 
incremental improvement in existing services. The public spending climate has increased the 
appetite to fi nd new ways of doing things, including developing new forms of partnership 
and new approaches to complex problems. Our capacity to innovate, to design and to 
implement transformational change will be signifi cantly tested in a period of fi nancial 
stringency.

Now more than ever we need to have a strong set of commonly shared and evidence based 
principles to succeed. They need to cover large scale strategic change, the management of 
complex systems1 and the specifi cs of improvement methods to provide a guide for action to 
use at every stage of our change programmes.

The 3-Step Improvement Framework that follows may seem common sense and appear 
obvious, but we know how easy it is to become distracted by a series of assumptions based 
on how things have always been.

The full strategic context of our approach to improvement can be found in ‘Changing the 

World’ An Approach to Public Services Improvement in Scotland – The Strategic Context that 
can be accessed on Saltire, the Scottish Government intranet site.

Additional information to support you on your improvement journey can be found in the 
Improvement pages on Saltire, the Scottish Government intranet site.

1   A system is an interdependent group of items, people or processes with a common purpose – 
The Improvement Guide, Langley et al 2009, 2nd edition.
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1 
‘Change 

the world’

2 
Create the 
conditions

3 
Make the 

improvement

Macro system –
Vision, aim and context. 

Meso system –
Culture, capacity and 
challenge.

Micro system –
Implementation, 
measurement and 
improvement

To ensure transformational change the following key 
characteristics must be in place in any change programme: 

Step 1 – Seven points to ‘change the world’
■ A vision – capable of stirring the heart of the community and able to serve as a 

constant reference and anchor point as the change moves forward
■ A story – to enable people to recognise where they have been and where they are going
■ A set of actions – to take us to the next steps towards releasing the vision
■ A clear framework for improvement
■ A strategy to engage and empower the workforce – to provide the stimulation, 

development and opportunity our staff need to fully release their deep commitment to 
public service

■ An understanding of how the change will work locally (everywhere) – recognising 
communities are different and creativity should be nurtured and released at a local level

■ A guiding coalition – a team of key people to drive the change when the going gets 
tough, and to sustain support.
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Step 2 – Creating the conditions
■  We need to consider how to create the right conditions for improvement, including how 

to empower and engage local leaders and think about the characteristics leaders should 
demonstrate to deliver the outcomes we want.

■  We must communicate the changes, empower the citizens and workforce, model and 
change the culture.

■  We should ask all six questions below to test whether the right conditions exist to 
support true improvement.

The six questions to be asked of EVERY change programme:

Aim
Is there an agreed aim 
that is understood by 
everyone in the 
system?

Correct changes 
Are we using our full 
knowledge to identify 
the right changes and 
prioritising those that 
are likely to have the 
biggest impact on our 
aim?

Clear change method  
Does everyone know 
and understand the 
method(s) we will 
use to improve?

Measurement 
Can we measure and 
report progress on 
our improvement 
aim?

Capacity and 
capability
Are people and other 
resources deployed 
and being developed 
in the best way to 
enable improvement?

Spread plan
Have we set out our 
plans for innovating, 
testing, implementing 
and sharing new 
learning to spread 
the improvement 
everywhere it is 
needed?

1

Remember, improvement is unlikely to occur without clarity 
around these questions.

2 3

4 5 6



Step 3 – Making the improvement – Aim big – start small
■ This is the implementation phase: all improvement happens locally. 
■  Will and ideas are not enough at this level – we need implementation. We need a theory of 

change (what we will change to improve) and the ability to test and implement the changes.
■  We also need to determine how we will change and ensure we have a clear method. 

The methods we use may include; Collaboratives, User/Community empowerment and 
performance management.

■  Getting on and testing change can infl uence our ideas about change and improvement — 
leading to new learning and opportunities to spread and scale-up.

We must choose the improvement 
methods (locally) that best meet 
our needs and stick with them for 
the long haul.  

All our improvement action 
should be based on the simple 
formula of aims, measures, testing 
and changes.

Model for Improvement*
The cycle can be used to turn ideas into action and connect action to learning so that the 
right changes can be developed and spread to maximise improvement.

What are we trying to accomplish?

How will we know that a change is 
an improvement?

What change can we make that will 
result in improvement?

*The Improvement Guide, 
Langely et al, 2009, 2nd edition.

Plan
Set objective
Make predictions
Plan to carry out 
  the cycle (who, what, 
  when)
Plan for data collection

Do
Carry out the plan
Record problems and
  observations
Begin analysis of
  the data

Act
Ready to 

implement?
What changes need

to be made?
Next cycle …

Study
Complete analysis of

the data
Compare data
to predictions

Summarise
what was

learned

n

PlA t

The following Model for Improvement* provides an overarching approach to testing 
improvement at the local level, but we recognise there are also other approaches that work.



© Crown copyright 2013

ISBN: 978-1-78256-228-3 

This document is also available on the 
Scottish Government website:
www.scotland.gov.uk

APS Group Scotland 
DPPAS13561 (02/13) 

w w w . s c o t l a n d . g o v . u k



<<
  /ASCII85EncodePages false
  /AllowTransparency false
  /AutoPositionEPSFiles true
  /AutoRotatePages /None
  /Binding /Left
  /CalGrayProfile (Dot Gain 20%)
  /CalRGBProfile (sRGB IEC61966-2.1)
  /CalCMYKProfile (U.S. Web Coated \050SWOP\051 v2)
  /sRGBProfile (sRGB IEC61966-2.1)
  /CannotEmbedFontPolicy /Error
  /CompatibilityLevel 1.4
  /CompressObjects /Tags
  /CompressPages true
  /ConvertImagesToIndexed true
  /PassThroughJPEGImages true
  /CreateJobTicket false
  /DefaultRenderingIntent /Default
  /DetectBlends true
  /DetectCurves 0.0000
  /ColorConversionStrategy /CMYK
  /DoThumbnails false
  /EmbedAllFonts true
  /EmbedOpenType false
  /ParseICCProfilesInComments true
  /EmbedJobOptions true
  /DSCReportingLevel 0
  /EmitDSCWarnings false
  /EndPage -1
  /ImageMemory 1048576
  /LockDistillerParams false
  /MaxSubsetPct 100
  /Optimize true
  /OPM 1
  /ParseDSCComments true
  /ParseDSCCommentsForDocInfo true
  /PreserveCopyPage true
  /PreserveDICMYKValues true
  /PreserveEPSInfo true
  /PreserveFlatness true
  /PreserveHalftoneInfo false
  /PreserveOPIComments true
  /PreserveOverprintSettings true
  /StartPage 1
  /SubsetFonts true
  /TransferFunctionInfo /Apply
  /UCRandBGInfo /Preserve
  /UsePrologue false
  /ColorSettingsFile ()
  /AlwaysEmbed [ true
  ]
  /NeverEmbed [ true
  ]
  /AntiAliasColorImages false
  /CropColorImages true
  /ColorImageMinResolution 300
  /ColorImageMinResolutionPolicy /OK
  /DownsampleColorImages true
  /ColorImageDownsampleType /Bicubic
  /ColorImageResolution 300
  /ColorImageDepth -1
  /ColorImageMinDownsampleDepth 1
  /ColorImageDownsampleThreshold 1.50000
  /EncodeColorImages true
  /ColorImageFilter /DCTEncode
  /AutoFilterColorImages true
  /ColorImageAutoFilterStrategy /JPEG
  /ColorACSImageDict <<
    /QFactor 0.15
    /HSamples [1 1 1 1] /VSamples [1 1 1 1]
  >>
  /ColorImageDict <<
    /QFactor 0.15
    /HSamples [1 1 1 1] /VSamples [1 1 1 1]
  >>
  /JPEG2000ColorACSImageDict <<
    /TileWidth 256
    /TileHeight 256
    /Quality 30
  >>
  /JPEG2000ColorImageDict <<
    /TileWidth 256
    /TileHeight 256
    /Quality 30
  >>
  /AntiAliasGrayImages false
  /CropGrayImages true
  /GrayImageMinResolution 300
  /GrayImageMinResolutionPolicy /OK
  /DownsampleGrayImages true
  /GrayImageDownsampleType /Bicubic
  /GrayImageResolution 300
  /GrayImageDepth -1
  /GrayImageMinDownsampleDepth 2
  /GrayImageDownsampleThreshold 1.50000
  /EncodeGrayImages true
  /GrayImageFilter /DCTEncode
  /AutoFilterGrayImages true
  /GrayImageAutoFilterStrategy /JPEG
  /GrayACSImageDict <<
    /QFactor 0.15
    /HSamples [1 1 1 1] /VSamples [1 1 1 1]
  >>
  /GrayImageDict <<
    /QFactor 0.15
    /HSamples [1 1 1 1] /VSamples [1 1 1 1]
  >>
  /JPEG2000GrayACSImageDict <<
    /TileWidth 256
    /TileHeight 256
    /Quality 30
  >>
  /JPEG2000GrayImageDict <<
    /TileWidth 256
    /TileHeight 256
    /Quality 30
  >>
  /AntiAliasMonoImages false
  /CropMonoImages true
  /MonoImageMinResolution 1200
  /MonoImageMinResolutionPolicy /OK
  /DownsampleMonoImages true
  /MonoImageDownsampleType /Bicubic
  /MonoImageResolution 1200
  /MonoImageDepth -1
  /MonoImageDownsampleThreshold 1.50000
  /EncodeMonoImages true
  /MonoImageFilter /CCITTFaxEncode
  /MonoImageDict <<
    /K -1
  >>
  /AllowPSXObjects false
  /CheckCompliance [
    /None
  ]
  /PDFX1aCheck false
  /PDFX3Check false
  /PDFXCompliantPDFOnly false
  /PDFXNoTrimBoxError true
  /PDFXTrimBoxToMediaBoxOffset [
    0.00000
    0.00000
    0.00000
    0.00000
  ]
  /PDFXSetBleedBoxToMediaBox true
  /PDFXBleedBoxToTrimBoxOffset [
    0.00000
    0.00000
    0.00000
    0.00000
  ]
  /PDFXOutputIntentProfile ()
  /PDFXOutputConditionIdentifier ()
  /PDFXOutputCondition ()
  /PDFXRegistryName ()
  /PDFXTrapped /False

  /CreateJDFFile false
  /Description <<

    /BGR <>
    /CHS <FEFF4f7f75288fd94e9b8bbe5b9a521b5efa7684002000410064006f006200650020005000440046002065876863900275284e8e9ad88d2891cf76845370524d53705237300260a853ef4ee54f7f75280020004100630072006f0062006100740020548c002000410064006f00620065002000520065006100640065007200200035002e003000204ee553ca66f49ad87248672c676562535f00521b5efa768400200050004400460020658768633002>
    /CHT <FEFF4f7f752890194e9b8a2d7f6e5efa7acb7684002000410064006f006200650020005000440046002065874ef69069752865bc9ad854c18cea76845370524d5370523786557406300260a853ef4ee54f7f75280020004100630072006f0062006100740020548c002000410064006f00620065002000520065006100640065007200200035002e003000204ee553ca66f49ad87248672c4f86958b555f5df25efa7acb76840020005000440046002065874ef63002>
    /CZE <>
    /DAN <>
    /DEU <>
    /ESP <>
    /ETI <>
    /FRA <>
    /GRE <>

    /HRV (Za stvaranje Adobe PDF dokumenata najpogodnijih za visokokvalitetni ispis prije tiskanja koristite ove postavke.  Stvoreni PDF dokumenti mogu se otvoriti Acrobat i Adobe Reader 5.0 i kasnijim verzijama.)
    /HUN <>
    /ITA <>
    /JPN <FEFF9ad854c18cea306a30d730ea30d730ec30b951fa529b7528002000410064006f0062006500200050004400460020658766f8306e4f5c6210306b4f7f75283057307e305930023053306e8a2d5b9a30674f5c62103055308c305f0020005000440046002030d530a130a430eb306f3001004100630072006f0062006100740020304a30883073002000410064006f00620065002000520065006100640065007200200035002e003000204ee5964d3067958b304f30533068304c3067304d307e305930023053306e8a2d5b9a306b306f30d530a930f330c8306e57cb30818fbc307f304c5fc59808306730593002>
    /KOR <FEFFc7740020c124c815c7440020c0acc6a9d558c5ec0020ace0d488c9c80020c2dcd5d80020c778c1c4c5d00020ac00c7a50020c801d569d55c002000410064006f0062006500200050004400460020bb38c11cb97c0020c791c131d569b2c8b2e4002e0020c774b807ac8c0020c791c131b41c00200050004400460020bb38c11cb2940020004100630072006f0062006100740020bc0f002000410064006f00620065002000520065006100640065007200200035002e00300020c774c0c1c5d0c11c0020c5f40020c2180020c788c2b5b2c8b2e4002e>
    /LTH <>
    /LVI <>
    /NLD (Gebruik deze instellingen om Adobe PDF-documenten te maken die zijn geoptimaliseerd voor prepress-afdrukken van hoge kwaliteit. De gemaakte PDF-documenten kunnen worden geopend met Acrobat en Adobe Reader 5.0 en hoger.)
    /NOR <>
    /POL <>
    /PTB <>
    /RUM <>
    /RUS <>
    /SKY <>
    /SLV <>
    /SUO <>
    /SVE <>
    /TUR <>
    /UKR <>
    /ENU (Use these settings to create Adobe PDF documents best suited for high-quality prepress printing.  Created PDF documents can be opened with Acrobat and Adobe Reader 5.0 and later.)
  >>
  /Namespace [
    (Adobe)
    (Common)
    (1.0)
  ]
  /OtherNamespaces [
    <<
      /AsReaderSpreads false
      /CropImagesToFrames true
      /ErrorControl /WarnAndContinue
      /FlattenerIgnoreSpreadOverrides false
      /IncludeGuidesGrids false
      /IncludeNonPrinting false
      /IncludeSlug false
      /Namespace [
        (Adobe)
        (InDesign)
        (4.0)
      ]
      /OmitPlacedBitmaps false
      /OmitPlacedEPS false
      /OmitPlacedPDF false
      /SimulateOverprint /Legacy
    >>
    <<
      /AddBleedMarks false
      /AddColorBars false
      /AddCropMarks false
      /AddPageInfo false
      /AddRegMarks false
      /ConvertColors /ConvertToCMYK
      /DestinationProfileName ()
      /DestinationProfileSelector /DocumentCMYK
      /Downsample16BitImages true
      /FlattenerPreset <<
        /PresetSelector /MediumResolution
      >>
      /FormElements false
      /GenerateStructure false
      /IncludeBookmarks false
      /IncludeHyperlinks false
      /IncludeInteractive false
      /IncludeLayers false
      /IncludeProfiles false
      /MultimediaHandling /UseObjectSettings
      /Namespace [
        (Adobe)
        (CreativeSuite)
        (2.0)
      ]
      /PDFXOutputIntentProfileSelector /DocumentCMYK
      /PreserveEditing true
      /UntaggedCMYKHandling /LeaveUntagged
      /UntaggedRGBHandling /UseDocumentProfile
      /UseDocumentBleed false
    >>
  ]
>> setdistillerparams
<<
  /HWResolution [2400 2400]
  /PageSize [612.000 792.000]
>> setpagedevice


