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Introduction 
 
The introduction of Self-directed Support led to the creation of new roles in organisations 
or substantial changes in roles for business development teams and workers.  These new 
roles require workers to take responsibility for leading change to make Self-directed 
Support happen in their organisations and to influence the system. 

‘Leading change’ is a broad (and sometimes daunting) term for a wide range of 
development activities such as marketing; income diversification; services (re)design and 
re-design of processes and systems. 

Managers are often expected to have the answers to how to lead change. However, 
there are no simple answers to how to respond to complex challenges like Self-directed 
Support and no ‘one size fits all’ recipe for success.  

During 2014, a group of Business Development managers from seven organisations took 
part in an action learning process. Their aim was to explore how they could lead their 
organisations through the Self-directed Support change. They did this by focusing on a 
specific business development project or challenge throughout the process and reflecting 
on this with the support of their peers in the group.  

How to use this resource  
 
Participants found the questions posed by their peers really helped them to think through 
their challenges and plan their next steps. We have collected those questions grouped 
into themes that represent different facets of the business development challenge in 
Self-directed Support.  

As you read them, some questions will stand out more than others and these are worth 
exploring in more detail. The questions can, and should, be asked more than once – they 
are worth revisiting as your understanding and implementation of Self-directed Support 
changes.  

Graeme Reekie (facilitator) 
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Funding 
 
ü What are the opportunities for your people to tell you what they want?  
ü What do people get out of using your service? Are there other funding opportunities based on 

these outcomes? 
ü Have you got good individual relationships with your funders? 
ü What worked last time and how can you get a picture of what the funder wants this time?  
ü What do you need to know to be able to write the funding application? 
ü Will you be selling the reality or selling the dream? Or a bit of both? 
ü Do you need to be detailed or do you need to leave space in your project plan for things to 

evolve? 
ü How can you manage any anxiety about the perceived need to get on with quickly to get 

funding?  
ü Is there a role for your organisation to influence the purchasing environment? 
ü Would it be useful to have a target for where the proportions of your income come from?  
ü Do you want a project funder if they anchor you to outputs that don’t make sense? 

Marketing 
 

ü Are you clear what you are trying to market and to whom? 
ü How important it is to have unified messages/approaches to marketing 
ü Have you captured what you are doing already (with marketing)?  
ü It might not be that you need to do more, but do it more coherently?  
ü Is it about marketing as a function – or as a strategy?  
ü Whose job is it?  
ü Do you have a schedule for rolling out your marketing plan?  
ü You have goodwill behind you – can you bring that with you?  
ü Do you have a clear map of where referrals come from? 

Leading across boundaries 
 

ü Is there potential to work with other similar organisations?  
ü Could your organisation support or mentor others?  
ü How do you get a view of what different local authorities are doing?  
ü Is there an opportunity to share learning beyond the local authorities you currently work 

with?  
ü Could you link up with partner organisations to share learning? 
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Working with colleagues 
 

ü What mechanisms do you have for leaders to explain the organisation’s personalisation 
strategy?  

ü Who are your supporters?  
ü Who are going to be the driving force in your organisation?  
ü Are you one of them?  
ü Who do you need to share your thoughts/ideas/plans with, to help take it to the next stage?  
ü Is there ‘buy-in’ from everybody in the organisation? 
ü At the moment, who knows about Self-directed Support – and who needs to know? 
ü How do you work with people if they have not ‘invited’ you to do so?  
ü How do you get staff engaged and not feeling it’s just another task? 
ü How can you help staff to feel that this is something that will help them?  
ü What are their shared needs?  
ü What’s in it for them? 
ü Is it that you need confidence in them? Or that they need confidence in you? Or in 

themselves?  
ü Could buy-in be sought through emphasising creativity and improved outcomes for service 

users? 
ü Finance officers and ‘back office’ aren’t talking about Self-directed Support on a regular 

basis like we are – are there problems about ‘buy-in’ – or is it about communication? 
ü Working with people who use services  
ü What are the opportunities for people to tell you what they want?  
ü Is there a way for service users to become volunteers, Self-directed Support champions?  
ü Is there a role for people with lived experience to be a resource, or litmus test on how Self-

directed Support is progressing? 
ü Do they feel they’ve had an impact?  
ü How do you work with people unless they ‘invite’ you to do so? 

Working with other organisations and partners 
 

ü Will have a different engagement strategy for different people? 
ü Are the people driving the change powerful enough to make it happen?  
ü Will systems change if it’s only driven from one ‘side’? 
ü Should you seek allies in other providers for this piece of work? 
ü Who else could benefit from your learning? 
ü Would using your project as a ‘feather in the Local Authority’s cap’ be a useful strategy? 
ü Do you know what you need from Local Authorities? 
ü Are there opportunities to learn together with Local Authorities? 
ü Could you have a role as a mentoring organisation? 
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Focus and clarity of purpose 
 

ü Where does your post fit into a bigger strategy?  
ü Who are going to be the driving forces in your organisation? Are you one of them?  
ü Where’s the most useful place to put your energy?  
ü How do other people play their part?  
ü Are you clear in your mind about what people in your organisation need to do? 
ü Does everyone understand what your role is? 
ü Do you acknowledge your own goals? What are you getting out of it?  
ü At what point does this become a bad use of time?  
ü When do you need to step back? 

Gathering support 
 

ü Do you feel that you have support in your organisation?  
ü Who supports your perspective? Polarised? Old guard, new guard?  
ü Would it be worth stakeholder mapping?  
ü Are the right people around the table?  
ü What do you think are their reasons for being involved? Where is the leadership/ ownership 

in this process?  
ü Who do you need to share your thoughts/ideas/plans with to help you take it to the next 

stage? 

Sources of influence 
 

ü What types and sources of information do people in your organisation respond to, and how 
can you build on that?  

ü Could buy-in be sought through emphasising creativity and improved outcomes for service 
users?  

ü Would linking your proposals to the needs/concerns of ‘paying customers’ help?  
ü Is there a way to get people to identify with Self-directed Support, to help them change?  
ü At the moment, who knows about Self-directed Support, and who needs to know?  
ü Are there ways of demonstrating the importance of your work to bring other people  
ü on board?  
ü As well as training, do you have informal opportunities to influence people?  
ü Is it possible to empower others? Or can you support them to empower themselves?  
ü Do you have small examples of when you were able to provoke change? Signs of positive 

change?  
ü What is the impact of not changing? Who would feel it? Do people know that? 
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Personal influence 
 

ü If you have experience as a service manager, are you making the most of it?  
ü Is that perspective being heard? 
ü Can you reconsider the dialogue you have ‘up the way’ in the organisation? 
ü If you need to plan difficult conversations – what’s the best/worst that could happen? What 

can you do to prepare?  
ü Do you have belief and confidence in your arguments – and yourself?  
ü How comfortable are you with ‘provoking’?  
ü What other strategies might you try? 

Bridging Strategic and Operational Worlds 
 

ü Has the strategy developed into a plan, and do operational leads support it?  
ü Are you clear in your mind about what people in your organisation need to do – and your 

role in making it happen?  
ü Do specific leaders need to be aware that parts of the org need to change?  
ü Does your organisational structure affect your ability to communicate with services?  
ü How would it feel if your work with operational colleagues could be used as an example of 

how Strategy and Operations can work together? 
ü How do operational leads perceive progress with personalisation? 
ü How much do operational leads understand about Self-directed Support – and your role?  
ü If your colleagues have beneficial knowledge to share, that could be a good way to involve 

them and acknowledge their expertise?  
ü Is it always desirable to have a personalisation team or officer? Or can they be isolated and 

miss out on embedding the learning across the organisation? 

Bridging operational and back-office roles 
 

ü What are the differences between back office and operational teams?  
ü Are finance and back office staff looking at Self-directed Support? 
ü Would highlighting service users’ needs and the gap in back office systems help? 
ü What would it take for the back office people to have the same passion as the frontline? 
ü How polarised is the organisation? Can you avoid an ‘us and them’ situation?  
ü Have you found out what people need?  
ü If they are not buying into the vision, is this due to lack of understanding, willingness, time, 

or ‘change’ fatigue? 
ü Could you do more for people to understand what you’re trying to achieve? 
ü If there were practical examples of what they need to do, would that help? 
ü What are the consequences of the system not catching up with the visions? Who would feel 

that? 
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Culture Change 
 

ü What is the organisation’s commitment to personalisation?  
ü Is the cultural change for Self-directed Support part of a bigger change?  
ü Is culture change the ‘end’ – or just the ‘means’?  
ü If change is difficult, does this reflect how important it is?  
ü Is it your job to resolve organisational tensions? Or to implement Self-directed Support – 

how interlinked are they? 
ü What do you have to do? Are there parts of your organisation you can’t change? 
ü Are small scale projects the way to go, or it is desirable to take a whole organisation 

approach? 
ü Is your organisation resistant to change in general? Or has there been a lot of 

organisational change recently?  
ü Could buy-in be sought through emphasising creativity and improved outcomes for service 

users?  
ü How do you create a sense of urgency?  
ü Do you recognise and acknowledge when you have completed a phase, and distinguish that 

from new phases?  
ü Is it Self-directed Support that is important? Or the processes/services that support choice 

and control?  
ü Do you need confidence in the team? Do they need confidence in you? Or in themselves?  
ü Do you have examples of positive change, even if they are small? 
ü What is the impact of not changing? Do people know that?  
ü Is it a communication or a prioritisation issue? 
ü Would linking it back to the needs/concerns of ‘paying customers’ help?  
ü Is there a way to get people to identify with Self-directed Support, to help them change? 

Innovation and learning 
 

ü Are you aware of any similar pieces of work? Could they be of use to you?  
ü Is there a Local Authority you’d be willing to develop pilots with? 
ü Is there an opportunity to share learning beyond the Local Authorities you currently work 

with?  
ü Could you link up with partner organisations to share learning?  
ü Is there an opportunity for your role to be a go-between to share learning between 

services/departments? 
ü Have you made sure that the people who are driving this are aware of the resource issues?  
ü Is the structure in place to feedback to the people driving this? 
ü Is it worth service managers talking together about shared approaches, what they’re doing? 
ü Who is the right person to find, e.g. someone who shares your frustration?  
ü To what degree can you do things to help senior management see issues?  
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Organisational strategies for Self-directed Support 
 

ü Do your senior managers know what they want to do next?  
ü Do you have any mechanisms for leaders to explain the organisation’s personalisation 

strategy? 
ü Do you have clarity of the full range of Self-directed Support options you offer?  
ü How do you get a view of what different local authorities are doing? 
ü Is there a role in your organisation to influence the purchasing environment? 
ü Is your organisation reluctant to change in general? Or has there been a lot of 

organisational change recently? 
ü Is it Self-directed Support that is important? Or the processes/services that support choice 

and control?  
ü Is there such a thing as strategic firefighting? Fire crews don’t rush in to tackle a blaze, they 

assess it, assign roles, monitor progress. What happens if you let some fires burn? 

Business development within the wider strategy 
 

ü Where does your Business Development post fit into a bigger strategy?  
ü Where’s the most useful place to put your energy? 
ü How do other people play their part?  
ü Are you working with a strategy that looks forward?  
ü Are there times that documents/strategies can be particularly helpful?  
ü How comfortable are you with the longer term strategic timescale, compared with the 

immediacy of Self-directed Support?  
ü Are you happy with the direction the strategy is taking you?  
ü Do you need a specific Personalisation post, or a specific team in the organisation?  
ü Are small scale projects the way to go, or it is desirable to take a whole organisation 

approach? 

Organisational processes 
 

ü Are finance and back office looking at Self-directed Support? 
ü What is your aspiration for how services should be? Is this reflected in the systems you use? 
ü How effective are support and supervision processes at reinforcing this?  
ü What is the appropriate place for people and groups who have been delegated to develop 

systems to share their findings? 
ü Do you have confidence that the people and groups are well-connected within the 

organisation? Are they checking back with operational teams?  
ü How can you help staff to see that new paperwork is not just a burden, but helps the 

supported person?  
ü Is all the paperwork used/helpful? What is it vital to record? How can you highlight the 

consequences of paperwork not being done? 
ü Is it worth service managers talking together to share approaches?  
ü Which functions/services are more important? 
ü How important are Finance and Administration functions?  
ü How important is it to resource things, i.e. rather than doing more, how can you do things 

more coherently? 



 
9 

Leadership -definitions and style 
 

ü How do you understand and define leadership?  
ü How comfortable are you with this? 
ü What is your default leadership style – and is it right for you now? 
ü Is there a style you want to emulate? 
ü Is strategy/business development a partnership with practice/operations?  
ü What time/support/opportunities do you get to reflect on your leadership role? 
ü Does your management structure affect your ability to communicate with services?  
ü Does everyone understand what your role is? 

Leadership- prioritising and focus 
 

ü Where’s the most useful place to put your energy? How do other people play their part? 
ü Where does your post fit into a bigger strategy? 
ü Do you know how you spend your time?  
ü Do you know how you would like be spending your time in future if you achieve your goals?  
ü Can you delegate and allow time for thinking more strategically?  
ü Do you acknowledge your own goals? What are you getting out of it? 
ü How far are you from your goal?  
ü At what point does this become a bad use of time? When do you need to step back? 
ü Are you making the most of your experience as a service manager? To get that perspective 

heard? 
ü Cost/benefit analysis of where you need to act and where you need to stand back?  
ü Options appraisal might let you walk away more comfortably once projects have been 

developed? 
ü Do your senior managers know what they want to do next? 
ü Is it your job to resolve organisational tension? Or to implement Self-directed Support – or 

are they interlinked? 

Leadership in context 
 

ü Where is the leadership/ownership in this process?  
ü Is the problem a lack of leadership from others?  
ü Have you made sure that the people who are driving this are aware of the resource issues? 
ü Do you have allies that are worried about the impact of Self-directed Support?  
ü How do you get staff engaged and not just feeling it’s another task? 
ü How do you help staff to see that this is something that will help them? 
ü Are there other ways for you to engage with services? 
ü How do you create a sense of urgency about Self-directed Support? 

 
 
 
 
 



 

 

About P&P 

P&P is a policy and practice change programme 
supporting providers to make Self-directed Support a 
reality. P&P is open to not for profit (third sector) 
providers and statutory partners. 

More about P&P http://www.ccpscotland.org/pp 
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