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Annual conference of Scottish Colleges
Good Afternoon, Ladies & Gentlemen. Thank you, Iain, for your generous introduction. (Why am I here?)
I am honoured that you should ask me to share some thoughts and observations on the concept of Public Value and its potential application to Colleges.

I would like us to consider how we might respond to the new political landscape in Scotland using Public Value as the generic framework that is all it ultimately is. It may also be that we should challenge the notion of Public Value itself. We should take it as Ruth Silver, our dear friend  has suggested, as  a starting point, albeit a rather managerial one, and explore a uniquely shaped Solution for Scotland that more accurately reflects our shared culture and shared values. Name the notion of Social Value, a longer term partnership between public, private and third sector that is more than just more effective engagement between public managers and society
However, let us remind ourselves of the three key component of Moore’s strategic triangle for creating public value:

· The Authorising or political environment

· Operational Capacity

· Public Value strategic goals
And let’s go back to Moore’s universal definition pf what public value might provide

“A framework that helps us connect what we believe is valuable… and requires public resources, with improved ways of understanding what our “publics” value and how we connect to them.”
Let us deal first with the authorising environment. What are the implications for all of us in a changed authorising environment?

The first implication is simple: Those Chairs, Board members and Chief Executives charged with implementing the new policy agenda who do not support its overall direction should go and make way for others that do. That is not to say there should be no debate, but there should be no personal political agenda masquerading as doing what is best despite the policy agenda of our new Government. No fifth column spreading negative messages. And the same applies to civil servants and others in public service
The ultimate reconfirming of the authorising environment for all of us is surely when there is a change of political administration. That change if we are to discharge the effective implementation of the new policies must be one we are prepared to embrace. For sure, there must be debate over the detail and there can be challenge in appropriate settings such as the Parliamentary committees, the Parliament itself and so forth.
That raises a second challenge for all of us. If the policies we were seeking to implement on behalf of the previous administration have led to the removal of that administration should we conclude either that the policies were not appropriate or not sufficiently supported by the public. Or should we conclude that there was a collective failure to implement well enough to gain support and legitimacy, for which we must all share some responsibility?

If we take that to its ultimate conclusion, if we want to ensure the greatest chance of success for those we have collectively entrusted with leading Scotland should we embrace a third challenge: one that has a number of dimensions but is centred around more closely aligning policy objectives with pace and passion for effective  implementation. It is how we motivate and performance manage those society entrusts with delivery.
For example do move towards a series of fixed term contracts for those charged with implementing policies balanced by a greater use of outcome related performance payments and bonuses,. That would give maximum leverage to those shaping the authorising environment to determine if the executive management is fit for the new purpose. I am not suggesting that is a debate exclusively for colleges, it is one for all public servants. I would ask the Executive to lead the way. I would suspect that a great deal of the difficulty encountered by the previous administration in moving their agenda forward was the failure to implement effectively. GP and consultant contracts being one example of managerial failure, which has not served the public well or the notion of public value
This is a debate in which Scotland might lead the rest of the UK. It would potentially apply to senior management across all public services in Scotland. There are many examples in the world where such an approach, notably in the US, brings a high level of engagement post election.  We might as part of our commitment to uniquely Scottish solutions consider a more independent model of a Scottish Civil Service, one where we introduce more relevant terms and conditions and which allows us to align career development and succession planning across Scotland’s public , private and third sectors for those of us committed to making Scotland a better place for all the generations.
The second component of Moore’s strategic triangle is Operational Capacity

Here new policies and directions mean new challenges for all of us. Once entrusted with delivery it is right and proper to be able to challenge and work within the authorising environment to fight for appropriate allocation of resources, and to develop plans that are capable of being implemented.

Here the Principal and Chief Executive of each of Scotland’s Colleges is a crucial player, with an ultimate collective and individual responsibility for ensuring delivery.

Chairs and Board members have a vital role to play in interpreting overall policy at local level and ensuring that collective action is taken with other parties locally or nationally where appropriate
However it is in determining that public value is being achieved, that action is in line with the values, mission and purpose of the College yet within the overall direction of travel of national political priorities that Boards and their Chairs must be held accountable.

In that context, the Board must ensure that organisational capacity includes an ability to seek public acceptance for action. If the authorisation is not achieved then the enterprise is vulnerable to public criticism, susceptible to being abandoned. 

Likewise any reviews of organisations must take account of the wider social and public outcomes and benefits that have been achieved as well as meeting specific customer needs if there is to be public legitimacy for a particular service or College.
Many of you will be aware of the detailed approach to determining Public Value by the BBC in its recent review, the Royal Opera House and others.

And the third component: the “offer”
What are the broader policy implications for Colleges in delivering overall Public Value?
For me the first lesson is that we must all stop thinking in purely sectoral terms.

The role of a college in the life of a community and its learners is a rich and rewarding one, one that can reward every stakeholder in the community who participates. 

However all the other bodies either with an interest in or seeing themselves as an influencer, provider or user will want to exert maximum influence on outcomes. 
Colleges collectively have an opportunity to demonstrate their extraordinary capacity to achieve legitimacy by their ability to engage and win the support of both learners and their local communities. Their influence can extend well beyond the education & lifelong learning sphere.

I would argue that each College and a national representative body have a part to play in each of the newly developed political themes of our new Government.

Each College should therefore consider within its Strategic and Operating Plans the contribution that will be made to each cross cutting theme.

To remind us they are:

· Education & Lifelong Learning
· smarter Scotland –

· Finance & Sustainable Growth

· wealthier and fairer Scotland-
· Health & Well Being

· healthier Scotland – 

· Justice

· safer and stronger Scotland - 
· Rural Affairs & Environment

· greener Scotland - 
Second, we need to recognise the “crowded landscape” of public bodies, 300 + to serve a population of 5million, that is referred to in the recently published review of Scottish Executive expenditure “Choices for a Purpose” Known as the Howat Report.  We can assume that it won’t be as crowded for ever as the new slimmed down Cabinet structure is reflected in simpler policy delivery mechanisms.
We now have a single Funding Council covering both HE and FE. Indeed ASC and its close connections with SFEU and COLEG  is being reviewed with a view to it becoming one body and voice for the sector. Is it not appropriate to consider a more integrated approach to representing the interests of providers of post 16 education? In practical terms merging the interests of Universities Scotland, your own Association, and those of SUFI and no doubt others. We also need to understand more clearly  the role the Scottish arms of Sector Skills Councils, and await with interest the emerging authority of the SFC’s Skills Committee on which you are very well represented.
Are these many representative bodies truly what the public values are there other, simpler ways to achieve agreed outcomes?

We must accept that there will be growing pressure to maximise allocation of resources to squeeze more from less revenue and capital support going forward across many area of public service. That will mean continuing reform and consolidation of individual institutions, whether national, regional or local.

Thirdly, if we turn finally in this section to “Choices for A Purpose” in more detail, we can see the sort of challenge that anyone charged with delivering public value faces. And Education will I am sure be increasingly subject to the same Challenge process as other resource hungry policy areas.
Let’s look at the broad numbers. In the final year of the current spending round (2007-2008) the Enterprise and Lifelong Learning portfolio is set to spend approximately £2billion on further and higher education. The UK spending review will report in the autumn, will allocate the Scottish block grant, and the Scottish Cabinet and Parliament will seek to determine subsequent years allocation across the cross cutting themes.

The first point to make is that we have previously allocated budgets on the basis of previous spending + “a bit. “ Some sectors including Education and Health have done very well in terms of cash allocation. The recent capital spending programme for Colleges is one example. 

However as we move into a new era of bottom up budgeting Scottish Executive departments can not assume that Budgets will remain within departments. In Education & Lifelong Learning Philip Rycroft and his team are responsible for delivering a Smarter Scotland on behalf of the Cabinet Secretary responsible who will join us tomorrow. There is opportunity to argue from the perspective of meeting specific SMART objectives for one theme that budget should be provided from other Director Generals budgets. Likewise some Director Generals will lose budget to meet higher priorities elsewhere. And we know for certain that key manifesto priorities for several parties in the parliament will need to be delivered against such as the recent decision to reverse the A&E closures.
So Public Value is about meeting conflicting and contradictory public expectations. Demonstrably so. I would contend that we can expect any Cabinet to take seriously the very thorough recommendations of Bill Howat and his team of reviewers, and to look seriously at the financial headroom identified.
Serious questions are raised over how effective the Scottish Executive is in securing Value for Money in the procurement of places and more generally the financial assistance given to Higher Education Institutions and Further Education Colleges. £82 million of financial headroom has been identified in 07-08, equating to a 5% saving.

I quote:

“ We ingenuously thought that a Minister with £2 billion of public money to distribute to Scottish Colleges and HEIs would have a more direct say in not only how many places he could buy, but also what kind of places, and where and at what price.”

The public purse contributed 70% of college income in 2004-2005 and made additional grant aid of £38 million to colleges to secure their financial position. What does it get in return? Progress with mergers and collaborations seems dictated from the bottom and painfully slow…. “

There are also recommendations to “review tertiary education to shift emphasis to advanced sixth year provision leading to a fixed three year degree course.”

And to “review overlaps between HEIs and FECs to secure single agency provider at reduced cost”

The latter bring additional, unknown savings. For example we know that NHS Education is moving quickly to bring more effective, open procurement practices to bear on Nurse training and where there is considerable opportunity for greater demonstration of Public Value being achieved between Health and Education.
No punches pulled by the reviewers, and both challenge and opportunity for everyone here to make a more effective case for the public value that Colleges can contribute to a “Smarter Scotland.”
I am delighted, by the way, that Bill Howat has agreed to be our key note speaker at our next Leading Edge Forum for future leaders, continuing the debate from our last forum around public value and the leadership contribution that each of us can make in the new settings and new contexts . I am particularly please that we are putting the Colleges at the heart of such a debate, and that Ray Harris and his Board have kindly agreed to host the next event at Telford College on the evening of June 28th, to which I extend an invitation. Thank you, Ray, 

I have thus far painted a very tough and perhaps uncomfortable picture. 

I make no apologies for that but it should not disguise my great admiration for Colleges in Scotland, and I would want to acknowledge the immense dedication of your staff, the hard work and often inspired leadership provided by Principals and senior management, and, last but by no means least, the huge commitment of the volunteer band of Chairs and Board members who give so much to their local Colleges and contribute so much to the vitality of Scottish Colleges.
Looking forward

If we look forward  we can see that growing acceptance of the concepts of Public Value provide everyone in the room with the opportunity to make an even greater professional and personal contribution to everyone’s quality of life in Scotland.

In doing so we need to think about the qualities of leadership that might best help us get there.
I believe that the most fundamental shift for all of us whether public servants, passionate private sector providers such as the organisations I represent, or indeed the third sector, is re-learning how to engage with, listen to and then refine the preferences  of the public. What the Work Foundation refers to as the concept of deliberation. 

We all know the challenges that leaders face when embarking on a process of consultation around development or changes to services. We have seen the difficulties in spades around the issue of A&E Department closures and indeed around the issue of moving towards fortnightly bin collections which became a cause celebre in a number of local elections.
That does not remove the obligation from leaders to provide courageous leadership.

As the conference debate intensifies and as the opportunity for reflection with colleagues is fed by subsequent speakers, the workshops, and good company and vitals tonight, we need to remind ourselves of the qualities that we seek in ourselves and in others. Indeed as some Principals bid farewell at this conference we have the opportunity in their successors to continue and to build on characteristics and leadership qualities that will serve us well in a new era of public value. My personal reflections, inspired in part by Caroline Mager’s paper are that:
· Leaders must be able to articulate the strategic purpose. policies and priorities of their own organisation which legitimately limit their scope for negotiation with other partners in achieving public value.
· Leaders must nevertheless have developed a robust, consultative style that maximises engagement with all stakeholders and partners, maximising common good.

· Leaders must reflect and communicate the core values of their organisation

· Leaders must be vigilant about capture by articulate self-interest, the loquacious minority, and potential lack of access for those with a less strident voice

· Leaders must be able to take tough and unpopular decisions, but be supported by their colleagues and the authorising environment.

· Leaders must consider the will of the majority but is not paramount in reaching a view that best serves many publics

· Leaders need to be prepared to educate and shape public preferences, not simply follow them

Public Value thinking promotes an essentially pro active role.

There are four key implications:

Educating and Shaping Public Opinion. Do we have the skills and tools to deliver robust engagement & acknowledged buy in? We have to move well beyond customer satisfaction surveys and find news ways of engaging multiple stakeholders in active, not passive, support for our actions. 
Community focus. The work that Cumbernauld College is doing with East Dunbartonshire Council and the strong leadership provided by Brian Lister and Sue Bruce at the Council is a good example. And indeed combines knowledge assets and physical assets in a way that will hugely benefit the citizens of Kirkintilloch, the employees of the Council and the College. No doubt there are many more examples and we need to build on that sort of approach. Direct participation by Colleges in Local Outcome Agreements and Community Partnerships is crucial, be it in Scotland, England, Wales or Northern Ireland
Reshaping accountability. Generally our systems in the UK point leaders towards central accountability. In England to Whitehall via the LSC, in Scotland to the Scottish Executive via the SFC. Accountability to the centre, especially for appropriate and legitimate use of financial resources, must be maintained. However that must be rebalanced, perhaps with a greater role for College Boards, by an equal focus on engaging with local communities and citizens. The greater legitimacy that College Boards can claim will surely strengthen the ability of the collective voice to contribute to government policy? Board members themselves will need to be more fully supported within a more robust and more accountable framework.
Co-Working If we choose to embrace the notion of Public Value we are also making a conscious decision to work in collaboration with others: local health boards, local councils, and enterprise agencies, private and third sector.

We cannot simply allow the notion of public value to be used as a flag of convenience to justify windfall outcomes of collaboration.

In Glasgow the Pathfinder is seeking to integrate local authority, health board, police and others, but how are the Colleges being formally engaged and how are the Colleges seeking engagement in delivering against the five strategic themes? Colleges are about transforming people’s lives through access to learning and self development, and the Pathfinder aims to transform the lives of Glasgow’s citizens and we desperately need to find ways of getting there quicker. We all know about Shettleston man and disparate life expectancy is simply not good enough whatever constructs of public value we place on individual service delivery outcomes.

In partnership with Glasgow City Council we will be hosting an Education and Social Care Influencers dinner at the end of August to develop greater engagement on vital question of closer alignment between education and social care partners.

Open Questions
We might conclude by asking ourselves a number of questions as we collectively shape and refresh our approach to development of current and future leaders of Scotland’s Colleges, and review and improve governance and accountability frameworks.

· Does my College play the fullest possible part in the local community?

· Is my College embedded in the delivery of learning opportunities across the Community?

· Who else must I partner with to achieve more?

· Do we have transparent processes in place that can secure legitimacy for our offering?
· Do our publics play an effective role in shaping services?

· What are our key stakeholder issues and we are addressing their concerns as well as ours

· Do we have performance management systems that acknowledge creation of public value?

In closing I would acknowledge that my few words are not going to change the world, and indeed we all know that public value is but another way of looking at the world. And, to return to my opening question, is it but the basis for developing a more appropriate Scottish response, that mirrors both the managerial head and the heart, that of Social Value or indeed Social Capital
But I thank you for the opportunity to contribute to the debate, and assure you that I and my colleagues will continue to work with Colleges and key organisations such as your sponsor , City and Guilds, to make a difference and to help each of your Colleges make a difference. We will be sponsoring a short series of Policy Forums in Scotland for Colleges as we have done down South, developing the knowledge sharing around the debate between  Public Value and Social Value and the leadership challenges it brings. I look forward to continuing a robust debate, as I know Ruth Silver, does who will be joining us for the first debate, fresh from an engaging tussle on the subject with John Benington 
Melvyn Ingleson
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�Ian Graham (Principal of John Wheatley College) will be at the conference so might respond or ask a question on this point.





