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CNS Process Evaluation Report 2021 
 
About CNS and our model of working 
 
Children’s Neighbourhoods Scotland (CNS) is a place-based programme working to 
improve outcomes for all children and young people in neighbourhoods with high 
levels of poverty. In partnership with children and young people, their families, and 
local public, private and third sector organisations, CNS supports efforts to reduce 
poverty and increase participation and capacity within communities. CNS is focused 
on strengthening the voices and promoting the priorities of children and young people 
through collaboration between local organisations and services.  
 
A total of six CNS sites have now been established. CNS is working in the urban 
communities of Bridgeton and Dalmarnock, Castlemilk and Drumchapel in Glasgow 
city, Radnor Park in Clydebank in West Dunbartonshire, and the rural community of 
Rigside and the small town of Lanark in South Lanarkshire. The first CNS site in 
Bridgeton and Dalmarnock was officially launched in March 2018. Our second site in 
Clydebank commenced in September 2019, and in October 2020, the CNS sites 
in Castlemilk, Drumchapel, Rigside and Lanark were established.  
 
CNS activity in each neighbourhood focuses on promoting the priorities of children 
and young people and supporting partnerships and collaboration between 
organisations. Priorities for action are distinctive to each area, responsive to existing 
local activity and demographics, and focused on developing context-specific 
responses and local solutions. This work is led by a CNS Local Coordinator, who is based 
in the neighbourhood and is the visible presence of the programme locally. In 
alignment with the Community Learning and Development Standards Council 
Competences Framework, CNS Local Coordinators bring a range of attributes and skills 
to the role.  
 
Introduction 
 
This report shares the initial findings from the CNS evaluation and provides a starting 
point for examining the role of place-based approaches in improving outcomes for 
children and young people. It presents an overview of findings from the first year of the 
CNS expansion to 6 sites, October 2019 – end of September 2020. Most of the data 
reported here, in relation to the implementation of the CNS approach, refers to pre-
pandemic conditions, however, the report also includes reflections on programme 
delivery during the early stages of the pandemic from the announcement of the 
national lockdown on 16 March 2020. 
 
The methodology for the CNS process evaluation is a realist-informed theory-based 
evaluation. The aim of a theory-based evaluation is to make explicit the ideas and 
assumptions that people have about how a programme works. Often these ideas and 
thoughts are unconscious and implicit, but they are critically important as a guide to 
everyday decisions and actions. When we refer to ‘theory’ in this report, we are referring 
to these unconscious assumptions about how the CNS programme works.  The 
premise of a realist evaluation is that programmes are influenced by the conditions 
under which the programme is delivered and the way in which participants and 
stakeholders respond to the programme activities. Realist evaluations attempt to 
answer questions such as - what works, for whom, in which circumstances, and why? 
The CNS evaluation design combines both theory-based and realist approaches. As 
such, the aims of the process evaluation are threefold: 

https://cldstandardscouncil.org.uk/resources/the-competences/
https://cldstandardscouncil.org.uk/resources/the-competences/
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- to identify the key design principles and characteristics of the activities 

that have the greatest potential to increase the agency and voice of children 
and young people 

 
- to gain insights into what works and what doesn’t in designing and delivering 

participation activities for children and young people in high 
poverty neighbourhoods  

 
-  to gain insights into what works and what doesn’t in designing and delivering 

collaboration activities for services working with children and young people in 
high poverty neighbourhoods  

 
The data for this evaluation report was drawn from 4 interviews working across 
programme design and operational programme delivery. The analysis was conducted 
using the qualitative data analysis software NVivo version 11. Data was analysed under 
themes that are pre-set by the evaluation design:  the theory of CNS and what it aims 
to achieve; learning from practice; reach and impact; the design and implementation 
of the programme; key aspects of context.  
 
This report focusses on how CNS staff think about CNS, how they articulate the process, 
and their everyday understanding of what CNS is trying to achieve. These findings 
could be used to refine the CNS Theory of Change model and to contribute to a wider 
body knowledge on place-based approaches and their potential to improve outcomes 
for children and young people. 
 
The CNS approach and what it aims to achieve 
 
Background 
 
In early days of CNS (2017-2019) the aim of the project was to close the educational 
attainment gap. This was to be achieved through a community/ place-based approach 
drawing on models such as Harlem Children’s Zone from the US (Dobbie and Fryer 
2009) and Children’s Communities in England (Save the Children and Sheffield 
Hallam). The idea was that ‘collective action’ between schools and local organisations 
would address the barriers to educational attainment ‘beyond the school gate’.  
 
Very quickly it became clear that the resources available to CNS would not be sufficient 
to achieve measurable outcomes in educational attainment. As such the aim of CNS 
shifted to the pre-conditions to attainment – understood as improving ‘wellbeing’ and 
‘outcomes’. The shift in thinking is described in the following quote, recalling the 
original set up on CNS: 
 

If you can improve overall wellbeing, if you can improve the circumstances for 
families, if you can improve outcomes, then maybe that attainment would also 
improve. It was about creating the right kind of conditions for children and 
young people to be able to grow up healthily, with good supports round about 
them, and a good network, and in a place that was safe to be in […] where they 
could grow up and thrive.  (P4) 

 
Gaining buy-in to the overall idea of a place-based approach to improving outcomes 
for children and young people was not difficult. Policy makers and practitioners saw 
the potential to align the aims of CNS to a range of key policy priorities and drivers at a 
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national and local level, building on the Christie Commission (2011); child poverty; 
children’s rights; health and well-being; and community empowerment: 
 

For the partners around the table, especially the City Council, the health board, 
the programme was kind of talking their language […] it was hitting quite a lot 
of the priorities that they had […]  (P4) 

 
On the other hand, the practice of operationalising this idea and putting the broad 
aims of ‘improving outcomes’ into practice, proved far more challenging: ‘I think 
people really struggled to know what it was, and what it looked like, and what it was 
going to do, and what difference it was going to make’. (P4) 
 
The first pilot neighbourhood in the East End of Glasgow was identified quickly, located 
in the same part of Glasgow as the Social Research Hub1 and in an area where Glasgow 
City Council had invested additional resources as part of its ‘Thriving Places’ policy. At 
that time the idea of a child-friend community base in the neighbourhood that would 
be the ‘hub’ for the project was also considered but was never progressed. 
 
The early vision was that CNS would expand to other neighbourhood sites and become 
a national programme. In 2019, following the pilot phase in the East End of Glasgow, 
CNS received funding from the Scottish Government’s Tackling Child Poverty Delivery 
Plan. This national expansion came earlier than some of those involved in the pilot had 
anticipated and it required an approach that was “properly conceptualised and 
described”. (P3) 
 
The following section describes the attempts that were made to articulate a common 
‘theory of change’ and to develop the first workable operational model. 
  
The theory of how the approach works 
 
Early conversations between the first national CNS Director, partners and staff revealed 
that CNS was understood as seeking to ‘improve outcomes’. Although it was not clear 
whether CNS partners and staff fully understood the meaning of outcomes and an 
outcome-based approach.   
 
The second purpose of CNS was described as ‘tackling disadvantage’. The Director 
noted that amongst some of the people she spoke to, there was scepticism regarding 
the potential of a place-based approach to have an impact on measures of poverty at 
this scale of intervention. The Director recalled that there was a ‘healthy recognition’ of 
the risk in place-based approaches of ‘tinkering around the edges’, rather than really 
looking at addressing underlying issues’ (P3). As such the language around CNS shifted 
from ‘tackling child poverty’ to ‘mitigating the negative impacts of child poverty’.  
 
Despite, the ambiguity surrounding ‘outcomes’ and ‘tackling disadvantage’; two key 
strands of the CNS approach have remained remarkably consistent throughout the 
first two years of the national programme. These key themes were described as: 
 
• children and young people’s voice - working with children and young people 

through schools and youth groups to explore their priorities and agency 
• connecting local activity - working with local community partners to share 

resources, share capacity, share people, and share information. 
 

 
1 an office shared by Glasgow Centre for Population Health and the University of Glasgow 
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In 2019 CNS leaders, director and staff undertook a Theory of Change activity. This was 
a two stage externally facilitated process that resulted in a diagram which represents 
the key activities, mechanisms and outcomes and different levels of systems change. 
The logic model attempts to represent the multiple pathways and spheres of influence 
that were thought to be relevant at that time (see Figure 1). 
 
The research theory underpinning the Theory of Change model drew on a range of 
mid-range social science theories. These include collective impact (Kania & Kramer 
2011; 2013; Wolff, 2016); collaborative rationality (Innes & Booher (2010); asset-based 
community development (Kretzmann & McKnight 1996; García, 2020) and capabilities 
theory (Sen 1999; Walker 2005). These theories or frameworks helped programme 
designers and researchers develop a framework for researching wellbeing 
(capabilities); identifying the key conditions and dynamics in local collaboration (the 
local collaboration survey); identifying the aspects of context that might be relevant 
(context analysis).  
 
In the everyday practice of delivering the CNS programme, Local Coordinators (LCs) 
tended to think about the theory of CNS as ‘a form of community development, with a 
research strand to it.’ (P2). Community development is a field of professional practice 
that involves enabling people to identify collective goals, engage in learning and take 
action “to bring about change for themselves and their communities” (CLD Standards’ 
Council; 2021).  
 
This process aligns very closely to the capabilities participatory research methodology 
used by the CNS research team, providing both a ‘theory’ and a mechanism of change 
(see the Capabilities Research model).   
 

Tactics/
Activities [done with 
families/YP] 

Learning/
outcomes 

Frontline 
workers  12 

Children 10

Families 11 

Predominant 
Reach 

Needs assessment & 
strengths and asset 
mapping                    2 

Local engagement and recruitment  5

Participative and 
collaborative Action 
Research                    23  

Identifying challenges 
/strengths for 
influence and 
improvement             4

Building professional & social capital: 
developing co-researchers; providing 
learning opportunities;
buddying/mentoring; and,
support for innovation.                   7

Support for advocacy  26 

Identifying opportunities, 
brokering and facilitating 
learning  for local leaders 
[e.g. in power sharing/ 
using local voices and 
learning]                       27

Building professional skills, 
knowledge and agency  
[e.g. networks, learning 
sets, secondments etc.] 28 

Local and/or 
transferable domain/ 
topic solutions 14

Local and /or 
transferable 
structure, 
organisational/ 
agency solutions 15

Individual/ professional 
social capital, skills, 
knowledge & agency 16

Social and physical 
infrastructure   17

[Local] Private 
sector               35

Local Authority/
CPP/JHSCPs     33

Arms length Org: 
e.g. Glasgow Life,  
City Building; 
GCPH, HE/FE , SDS 
etc.                     3

[Local] Third 
sector                34

Reach Learning/  outcomes 

Children /YP and their 
families’ voices are heard 
and acted upon [inc. in 
relation to poverty, 
inclusion and diversity]  36

Service improvement and 
poverty mitigation  resulting 
from local innovation/ 
participation                    37

More  authentic 
partnerships between local 
people and services and 
service to service             38 

Co-production is embedded 
39

WHY? 
Mechanisms

Shared understanding 
of local issues, vision  
and priorities     18

‘Buy in’ to and delivery of agreed evidence
informed plans/policies                              31         

Agendas, processes, actions are aligned and 
reinforcing and appropriate data shared     30                                        

Improved 
communication,  
engagement & 
participation         19 

Greater trust/ goodwill, 
sense of influence 20  

Positive local relationships, partnerships  & 
networks across all sectors          29    

Those working in local services feel supported/  
empowered to take risks and innovate         32

Better knowledge and 
skills to advocate for local 
needs and children’s 
issues                               21

Local Authorities and 
partnerships are learning 
organisations that routinely 
use evidence to inform 
decisions                            40

Tactics/
Activities 

Scaling/
spreading of 
CNS, networks,
solutions       46

Consultation 
responses      47

Policy briefing 
papers             48

SG, LA, Funder 
reporting         49

Learning and 
dissemination 
outputs /
events              50

Scottish Govt./ 
national agencies, LAs, 
funders, place based 
and third sector 
organsiations 53

Reach 

UK and international 
partners              54

Learning/ outcomes 

Sustained 
funding for 
CNS            60

Enhanced 
evidence/ 
learning  about 
child poverty 
mitigation [via 
place based
approaches] 57

Children’s Neighbourhoods Scotland TOC V4: 
Working to mitigate child poverty locally and influence policy nationally 

Capability building 

Motivation building 

Opportunity 

KEY based on elements of COM-B model 

Tactics/
Activities  [done 
with families/YP] 

3 Strategic National Prog.2 Strategic Local Prog.

Cumulative learning from multiple projects within/across  neighborhoods and networks  

INPUTS :
Resources, Coordinator, back bone 
organisation, partner contributions  9  

Additional children’s 
neighbourhoods 55 

Contextualizing evidence 3

Sharing & supporting 
implementation of  
learning                         25

CONTRIBUTION TO LOCAL/NPF IMPACTS:
Tackle poverty by sharing opportunities, 
wealth and power more equally  

We live in communities that are inclusive, 
empowered, resilient and safe            42

HOW ? WHAT ?

Stakeholders are won over by  
evaluation evidence 62

Political buy in   61 

HOW ? WHAT ?

WHY? Mechanisms

HOW ? WHAT ?

[Contribution to] 
strengthened   
implementation 
and practice -
National Policy 58

Building relationships, 
partnerships and 
networks                     1

Co-production of joint solutions 
[C, F, YP & Services ]  6

Plus -
Others  13 

Improved agency  and 
empowerment            22

1 Local Prog.

Using local evidence & 
networks to influence 
decision makers and 
decisions                     24

ACTIVITIES COMMON ACROSS ALL STAGES:
Resources management and generation; 
communications; 
data and learning management; and, 
monitoring and evaluation                8

Leaders are seen as/are  committed to tackling 
child poverty within and across organisations 31

Commitment to seek new/ redistribute existing resources [or services] where directed by evidence        45

Increasing poverty 
mitigation opportunities 
and uptake of these  by local 
people                        41

Building evidence 
and academic 
outputs            51

Sustaining and 
growing 
networks/
alliances of 
influence          52

Links with other 
relevant national 
evaluations              56

The impact of 
place based
approaches is 
demonstrated/
proven          59

WHY? Mechanisms

https://childrensneighbourhoods.scot/wp-content/uploads/2020/08/Capabilities-Research-Model-Final-Booklet-Design-A4-1.pdf
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Key learning from practice 
 
The role of local coordinators and researchers 
 
Every CNS site has a dedicated Local Coordinator who is based in the neighbourhood, 
and who is the visible presence of the programme in the local community.  Although 
the six CNS sites are contextually and demographically different, the approaches taken 
by Local Coordinators demonstrate a shared set of principles, approaches and 
methodologies for outreach and engagement. 
  
Local Coordinators enable and facilitate collaboration between local organisations, 
families, and children and young people, providing support over time and aligning 
efforts to support change.  
  
At the heart of the role, and in line with programme outcomes, CNS Local Coordinators 
work at the community level and seek to understand what the real issues, priorities 
and concerns are for those who live and work there. 
  
Local Coordinators communicate with children and young people to learn about their 
views, interests, worries, ideas and solutions, and to understand what action can be 
delivered to mitigate the effects of disadvantage and support their wellbeing. They 
build and maintain strong and effective relationships with local third and public sector 
organisations, to enable an awareness and understanding of local histories and politics 
the local context. They then identify, develop and co-produce opportunities, activities 
and projects that are site-responsive and involve children and young people, families 
and partners at every stage. These projects vary in scale, scope and nature, and look 
different in each location, due to the unique working context of each community.  
  
The CNS Research and Evaluation team has responsibility for participatory research 
and context analysis in each of the CNS sites and for monitoring and evaluating the 
overall work of the CNS programme. Researchers undertake qualitative and 
quantitative data collection, deliver a programme of capabilities research in schools 
and youth groups, produce and disseminate research reports and findings and 
through local collaboration, develop opportunities for future activity and action. This 
report in an output from the ‘process evaluation’ of CNS for year 1 of the programme 
covering 6 sites.   
 
Capabilities research and the CNS programme 
 
The role of the capabilities research within the CNS programme and the theory of how 
CNS works is a key area of learning from the first year of the national programme. 
Programme directors and local coordinators negotiate and agree the workplan for 
each site with local funders and stakeholders. This process is separate from the 
capabilities research. Local Coordinators and researchers deliver the capabilities 
research to groups of young people together. The rationale for engaging LCs directly 
in the research process is to enable the LCs to build relationships with young people 
and to begin the process of co-designing actions.2  
 
One of the challenges for LCs was how to align the activities requested by local 
partners with the goals arising from the capabilities research. This was described by 

 
2 During the COVID-19 lockdown, face to face delivery of the programme was not possible. The need to move the 
capabilities research into a digital format for online delivery resulted in an intensive period of work led by LCs. An 
unintended outcome of this exercise was that LCs were able to gain more ownership and creative engagement 
with the capabilities framework and have since increased their confidence in delivering the programme. 
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one LC as a feeling of being ‘pulled in all directions’ (P2). The challenge at the local 
programme delivery level is balancing these (sometimes) competing requirements, in 
order to create “a shared vision that works with what the third sector partners want, or 
want to achieve, and stays true to the children’s voice, the young people’s voice, and 
principles of Children’s Neighbourhoods.” (P2) 
 

I think […] that the marrying of the two, of the local coordinator work and the 
research outcomes, really needs to be reinforced […] [I]f my work is supposed to 
respond to the research, and I've already set up loads of projects, do I just stop 
those projects dead, and then do new ones based on the research? (P2) 
 

Learning from practice demonstrates that the capabilities research provides a viable 
mechanism identifying priority wellbeing outcomes based on participatory research 
with children and young people. However, currently the research findings work 
alongside rather than directly inform the development of local CNS workplans.  
 
A second challenge arising from the first year of the CNS programme was how to 
match the resource of one Local Coordinator allocated to a neighbourhood to the scale 
of ambition. One LC articulated the challenge as follows: 
 

‘You’ve to respond to the area, and what children and young people say, and 
find a way to improve their outcomes.  That’s so huge, and non-specific.’ (P2) 

  
Balancing the time to develop a strategic approach to the local programme with the 
pressure to deliver visible results and quick wins was a key dilemma:   
 

‘I definitely felt quite quickly, like we needed tangible examples of things that 
were happening, rather than, oh we’re just exploring things, and we’re 
surveying it, and we’re taking our time.  […]  I understand that things move 
quickly, and that people want to see, […] what you're actually doing.  But then I 
also sometimes think that plans had to be put into action, maybe too early.  
Because what would be really more beneficial, is a more strategic approach, and 
I sometimes felt like that fell by the wayside a little bit, because people wanted 
to see stuff happening.’ (P2) 

 
Interviews revealed that LCs felt that they needed support to set realistic expectations 
of what they could actually achieve through organising activities at this scale of 
intervention. Some LCs felt that there was pressure from local partners and funders to 
spread effort too thinly across a range of disparate activities. CNS outcomes needed to 
be more specific, focussed and deliverable within the resources available.   
 
Key learning/recommendation: 
 
Local workplans aim to build on existing local partner activity, however the actions 
could be more explicitly and directly children and young people-led and informed by 
a more robust process of consensus building. The CNS capabilities research gathers 
data on what children and young people value in their lives and what matters for their 
well-being. 
 
This research can have a key influencing role in policy and practice as well as in 
providing a starting point for the process of planning action research projects in CNS 
sites. However, research processes and analysis take time. The capabilities research 
provides a medium- to long-term approach to identifying and addressing the well-
being goals of CYP. In the short-term, LCs need to be in a position to respond to 
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immediate opportunities to work with young people, community members and local 
partners.  
 
Areas of potential that have arisen in the post-COVID-19 context include organising 
litter-picking, community gardening, supporting youth forums, food banks and 
facilitating local forums. These activities enable LCs to apply their professional 
judgement and skill and to begin to establish their own contacts with young people, 
thereby becoming less reliant on local youth organisations. These activities could be 
shaped and developed overtime to align with the longer-term goals that young people 
have identified in the capabilities research.  
 
While these ‘quick wins’ may respond to the immediate needs of partners, they might 
not link to wider policy agendas and be sustainable over the longer-term. A balance 
needs to be struck between short-term responsiveness and long-term planning 
towards outcomes at different levels of systems change. The achievement of CNS 
medium- to long-term outcomes could be enabled by the capabilities research 
process, as a core change mechanism within the CNS programme. 
 
Reach and impact - who does this approach work for? 
 
The data on the groups and individuals reached by CNS is drawn from the monitoring 
spreadsheet which is completed by LCs on a monthly basis. 
 
The data below is separated into the first year of operation in two sites in Radnor Park 
(West Dunbartonshire) and Bridgeton & Dalmarnock (Glasgow) (Oct 2019 – end Sept 
2020), and six months of the programme covering six sites: Radnor Park (West 
Dunbartonshire); Bridgeton and Dalmarnock (Glasgow) Castlemilk (Glasgow); 
Drumchapel (Glasgow); Lanark (South Lanarkshire); Rigside (South Lanarkshire) 
(October 2020 to end March 2021).   
 
In addition to the wide range of contacts and relationships developed, in two 
neighbourhoods CNS commissioned a facilitator to work with local networks to review 
their strategic goals and action plans for the pandemic recovery context. 
 
October 2019 – end of September 2020 
 
Radnor Park, West Dunbartonshire and Bridgeton & Dalmarnock; Glasgow City  

Category Number reached 
Children and young people (aged 7-21 years)  611 
Family members or carers  140 
Frontline professionals 322 
Early years  4 
Local people  96 
Grand total 1,173 

Table 1, Number of different groups reached across the two sites in the 12 months between October 2019 – 
September 2020 

 
In the first year, October 2019 – end of September 2020, CNS Local Coordinators in 2 
sites engaged with 24 different organisations, networks and teams. October 2020 – end 
March 2021, across 6 CNS sites Local Coordinators engaged with 85 different 
organisations, networks and teams during this period, many on numerous occasions. 
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Where and with who does the CNS approach work best? 

Early findings suggest that the CNS approach works well for schools.  The capabilities 
programme provides a flexible and structured approach that can be adapted for 
different timetables and conditions.  During the pandemic the capabilities approach 
was adapted for online delivery, although in practice the digital version of the 
capabilities research has only been used occasionally.  In the post-pandemic lockdown 
period schools have preferred that CNS deliver in-person sessions with young people 
while taking all the necessary precautions within government guidelines. 

The CNS approach targets a neighbourhood / area rather than a specific demographic 
or population group. Therefore, children who participate in the capabilities research 
through school may not live in the CNS neighbourhood area. The school catchment 
area is likely to be wider, particularly for secondary schools.  In the process of selection 
and recruitment for the capabilities programme, some of the schools selected children 
with more complex behavioural needs, in others the group was mixed, and in others 
the group was an existing class or group set up for another purpose. In general, there 
has been a diversity of children and backgrounds involved in the capabilities research, 
with mixed abilities and backgrounds, however selection has relied on the judgement 
of local teachers and for pragmatic reasons has not been consistent across all the 
sites.  

Key learning: 

The selection process, including the coverage of schools as well as youth work 
and other community settings, should be reviewed for each site to ensure diverse 
and inclusive youth participation that is broadly representative of the wider 
population of children and young people in the area, with weighting towards 
working with disadvantaged and marginalised groups. 

Design and implementation of the local CNS programme 

The design and implementation of the national programme in each neighbourhood 
has involved a number of clear steps or stages: 

Identification of potential sites   
Strategic and local community discussions 
Partnership recruitment of the Local Coordinator 
Local research offer 
Locally agreed workplans 

Crucial to set up has been the partnership approach to the recruitment of the Local 
Coordinators involving local third and public sector partners. With the Local 
Coordinator in place, the in-depth work then could begin to assess what activities 
might be possible and develop tailored responses, resulting in a ‘community 
workplan’ agreed with funders and stakeholders.  This core process was described as 
common across the sites, with each local workplan tailored according to the priorities 
identified for each site. 

This section examines how the CNS approach was implemented in practice in the early 
sites and draws lessons for future programme development. 
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The Local Coordinator role 
 
The broad remit, openness and flexibility of the CNS approach offered some 
advantages in not being overly prescriptive allowing LCs to draw on their own personal 
professional and knowledge and experience. On the other hand, the openness of the 
programme led to some challenges in describing the programme and specifying the 
role of the LC. Not being able to clearly define what type of professional a Local 
Coordinator is could make introductory conversations difficult: ‘people like to be able 
to put you into a box of, ‘right, okay, this is what they're here to do’. (P2). One LC recalled 
how she was introduced in a meeting. ‘Somebody introduced me as ‘if you want 
something done, she can make it happen’, or something like that. […] (P2). 
 
The CNS Director recognised the local coordinator role as a new type of role. As such it 
was emphasized that there was a need to devote time as a team on developing a 
shared understanding of the role and purpose of the position. Although the scale of 
intervention for CNS is similar to community work – at the micro-level, neighbourhood 
scale (approx. 8-10,000 population), the LC is not a normal community or youth work 
position. Distinctive features of the role are being employed by a university, with an 
emphasis on cross-sector multi agency partnership directing the work. 
 
 
In developing the local actions and achieving change, Local Coordinators worked to 
adapt to the local context. This required a deep understanding of the social dynamics 
and relationships, histories and the ability to apply professional skills to design tailored 
activities for young people that responded to their understanding of the context.  This 
is discussed further below in the section on ‘Building relationships with local 
organisations / stakeholders’. 
 
Relational and communication skills 
 
Good relational and communication skills are critical to the LC role. This begins with 
good introductions, explaining the purpose of the programme and gaining interest 
and establishing some credibility. A key skill of all CNS employees is to communicate 
the purpose and approach of CNS in such a way as to be meaningful and relatable to 
diverse organisations and audiences.  
 
This requires a degree of adaption and translation and can be especially challenging 
when building relationships as ‘the outsider’. When speaking to community and 
voluntary sector organisations, LCs tended to focus on practical actions that were 
immediate and deliverable, whereas in communication with education officials they 
gave greater emphasis to the research and evidence-led approach. It was important to 
listen carefully to pick up the implicit and shared understandings, cultures, practices 
amongst the organisations already operating in the area: “understanding what that 
common thread was, and how you talk about it, was really important, and hard to do, 
early on” (P3) 
 
Facilitative mindset 
 
While recognising differences in perspective across local organisations, one LC felt that 
it was important for everyone to be included in collaborative work. Through adapting 
a facilitative mindset, it is possible to notice the differences in values and approach but 
not react to them and hold the space open for different ways of thinking to have 
mutual influence on each other. 
 



 10 

“everyone’s different, we’re not all going to have the same approach and same 
values, but if you can find that common ground, which you usually always can, 
which generally is the community or local people or young people, […] whoever 
it is you are working with, then yeah, that’s what’s most important. And politics 
and histories and stuff, they could eventually be resolved…they sometimes need 
to be put to the side, especially in a crisis.” (P1) 

 
Understanding vulnerability 
 
Another area of skill and judgement that required the experience of practice was the 
ability to recognise professional boundaries and the limits of the LC role. Knowing 
when an issue needs to be handled by another professional, can be difficult to judge. 
As one LC explained “everyone’s got their own sort of thresholds on how far they’ll go, 
but then people also need to recognise the professional boundary as well.” (P1). 
Managing boundaries is a key aspect of support and supervision. This also requires 
knowledge and understanding of the infrastructure of services available for vulnerable 
children and knowing at what stage to signpost to other services. Unlike the health 
service, the boundaries between roles and support for vulnerable people is not as clear 
cut in community youth work and therefore the supervision becomes important in 
negotiating those boundaries.  
 
LCs have significant autonomy and independence in their role but at the same time 
this can increase the potential for feeling isolated ‘it can definitely feel quite lonely at 
times’.  In practice LCs have found that while it can be difficult to build relationships, 
on the other hand being perceived as a neutral outsider can lead to employees of 
voluntary organisations and young people disclosing their difficulties to the LC, more 
readily than people they know well.  One LC was surprised by the speed at which young 
people, were willing to trust her and share personal information. It is important that 
LCs maintain their neutrality however difficult that may be.  This can be a significant 
strain on LCs and requires careful supervision and support. When LCs are working with 
vulnerable people, they can become vulnerable themselves. It is important that 
directors and managers are aware of, and mitigate, these risks. 
 
Key learning 
 
- The LC role shares characteristics with a range of professions including 

community / youth workers, facilitators, mediators, policy officers and knowledge 
brokers. There is a need for a clearer articulation of the LC role and its boundaries. 
 

- LCs need time to develop a deep understanding of the local context and all its 
complexities. This has been significantly limited by the on-line medium of 
interaction during the pandemic.  Informal conversations that occur outside 
meetings (in car parks/ cafes and hallways) are often the most productive for 
making new connections and developing ideas. 
 

- It is important to reflect on the types of relational and communication skills 
needed in the LC role and how these skills can be supported and developed. 
 

- Careful supervision is needed to manage the boundaries of this type of role and 
to maintain neutrality. 
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Building relationships with local organisations/stakeholders  
 
Gaining trust and credibility 
 
At the director level, communicating in the local governance space required careful 
attention to the strategic organisational context and skills in how to ‘to position, and 
listen, and present: 
 

‘a real, knife-edge sensitivity, is how I almost describe it, you know, that ultra, 
ultra-sensitivity, that doing your homework, that trying to understand all of the 
organisations around the table.’ – ‘a boundary spanner’. (P3) 

 
Skills in careful positioning and communication applied to partnership meetings as 
well as in all forms of communication.  Positioning involved having plans for the CNS 
programme but keeping the space open, asking partners for their feedback and 
thoughts and for their input, recognising their knowledge and skills and linking to 
existing plans and work in the area.   
 
Key communication challenges included providing practical examples of CNS work 
and addressing misrepresentations or misunderstandings regarding expectations.  
These were overcome by building well-evidenced examples from the practice as the 
work developed and what one interviewee described as ‘personality, patience, and 
perseverance’ (P4).  
 

You go in, and you listen, and I suppose, be quite humble about it, as well, about 
what you can bring, and the work that’s already going on, and how you can build 
on it, and work with them.  And just, perseverance, to work at their pace, as well, 
is really important.  And not to rush them into decisions about what can and 
can't happen […] (P4) 
 

High poverty neighbourhoods in Scotland have been sites for policy innovation and 
experimentation for many years.  They experience a constant stream of new projects 
and understandably local organisations that are embedded and committed to the 
local area over the long-term term often respond with scepticism and sometimes 
hostility to new organisations coming into the area.   
 
For one Local Coordinator, it was important that LCs understood their position as ‘the 
outsider coming in’ and the need to gain the trust and buy in from local organisations 
before acting. Credibility and respect from local organisations could be achieved by 
making sure that people were aware of the professional background of the LC and 
through seeking opportunities to demonstrate practical skills as soon as possible. 
 

‘I started asking if I could just slot into their programmes and be an extra set of 
hands initially so I could see what they did and get to know the children and 
young people.’ (P1) 

 
Developing relationships through demonstrating practical skills in community and 
youth work was key, while being sensitive to the nature of the work that was already 
taking place in a neighbourhood. Time working alongside local organisations was 
needed for gaps and opportunities for partnership projects to emerge. One LC 
reflected that if this process is too rushed the projects that emerge are unlikely to meet 
long-term needs and be sustainable over the longer-term. 
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Working for a university  
 
Universities are not normally associated with community / place-based work, and this 
presented both challenges and opportunities: 
 

So, being in the university is a good thing, in that for some people it's helpful 
because the name of the university is helpful, it's a well-known institution, it's a 
respected institution, so actually having that name is helpful.  The flip side of 
that is that for some people, that is not a positive thing, and they associate the 
university, depending on their experience of it, as, […] an ivory tower, that it's not 
relevant, that it has no place in this kind of work.  So, when you go into a room 
with a group of people, you don't know which side of the fence they sit on, so 
you have to work that out quite quickly (P3) 

 
At the neighbourhood level, working for a university had some disadvantages in 
building relationships: ‘if they hear Glasgow University, they think research and 
academia, which people don’t always have a positive impression of, unfortunately.’ (P1) 
On the other hand, the research aspect of CNS was useful in getting attention and 
being seen as a neutral party, coming in from a university, also could be an advantage. 
 

the councils, like the schools, the fact that it's Glasgow University, and the fact 
that it's this government funded big research project, that really helps with that 
buy-in.  And I think, [..] , people […] pay a bit more attention (P3).   

 
In practice CNS staff have found that being attached to a university is both a blessing 
and a burden. A blessing in the ability to respond quickly to the changing context and 
offer research as an alternative to programme delivery. A burden when trying to build 
relationships in communities with negative perceptions of research and universities.  
 
Developing local workplans 
 
A key challenge in developing the local workplan was conflicting perspectives on what 
was already being done locally and what the gaps were: 
 

‘you run into situations where they're going, ‘but we’re doing that, we’re doing 
that’. …whereas on the other hand you're being told about other organisations 
that there isn't, we’re not doing that, there isn't a way to do that’. (P3) 

 
These differences in perspective could come from different levels of the system, with 
the strategic level perceiving a gap that is not recognised at the frontline. At the local 
level there can be protectionism and a risk of ‘treading on toes’ or ‘upsetting apple 
carts’ especially ‘if they feel that maybe you are encroaching on something they're 
already doing’ (P3). 
 
One LC wanted to build a shared understanding with local partners that would have 
supported CNS activities and widened their reach and impact over the long-term. In 
practice she found that the pressure to meet the agendas of the local funders and 
partners was at times at odds with an evidence and youth-led approach to programme 
design: 
 

‘I definitely felt like there came a point where it was about, capitulating to what 
the third sector organisations wanted. Rather than really, drawing upon what 
we had found.’ (P2) 
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‘what is […] really tricky about this role is that, on paper […] you're part of this 
project, that is funded by the government, so you have this […] space to really 
use your professional judgment to take a step back to look at what’s needed, 
and to implement based on the research that’s being done […] and your 
understanding of the site.  But in practice, some of the money that is funding 
you comes from these local authorities, and so  […] I think it can be really, really 
difficult’. (P2) 

 
Managing the micro-politics of funders, different agendas and the local context of 
organisations and resources was a key challenge of the role in some areas and an issue 
that is picked up later in the report under ‘Key Aspects of Context’. 
 
Values and language 
 
LCs observed that the common values underpinning the CNS approach could help to 
engage other organisations “strong on children’s voice and it being youth-led” (P1). 
However, there are also differences in the language and ethos of local partners that 
were important to understand and respond to. Key areas of contention include the use 
of language that can be empowering or disempowering; dignified or undignified food 
provision, attitudes to self-promotion and publicising efforts to ‘feed the poor’ and 
‘being the ‘white saviour’. 
 
Key learning: 
 
- Building relationships and gaining buy into the programme can be tricky and 

requires the ability to quickly adapt to the context and to ‘read the room’ in order 
to position CNS. 

- Maintaining relationships at different points in the system requires constant and 
regular attention to the relationship dynamics and micro-politics of the area. 
 

- Demonstrating practical skills in community and youth work is key, while being 
sensitive to the nature of the work that is already taking place in a 
neighbourhood. 
 

- There is a balance to be struck between leaving the space open for projects to 
emerge and having a clear agenda. 
 

- The challenge is how to scale up and link grassroots activities delivered by a 
single local coordinator to achieve medium to longer-term outcomes for the 
wider area. The theory of influencing actions and outcomes at other levels of the 
system needs to be unpacked further, in a review of the CNS approach.  
 

- CNS should consider the language and values underpinning its approach to 
community work, poverty and inequality. A potential area for training within CNS 
is awareness of language and the framing around poverty and dignity, race, 
gender and inequality and how to re-frame issues of poverty and inequality to 
prevent further stigmatising or unconsciously promoting a particular 
construction of poverty. 

 
Building relationships with young people 
 
LCs mainly relied on local organisations who were already working with CYP for access 
to CYP and to build relationships with them.  As an LC became more established, they 
planned to hold their own events and get more young people involved. The other 
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approach to recruiting children and young people was through the capabilities 
research. 
 
Managing diverse needs 

 
In the set-up of activities LCs emphasised the importance of understanding the 
individual contexts and backgrounds of the children coming to CNS activities. Issues 
at home or at school could come to light in the process of building relationships with 
young people. Key to working with vulnerable children was knowing to handle 
safeguarding issues, disclosures of and issues of safety. This is especially relevant in the 
pandemic recovery context, given the psychological stress experienced by many 
children and young people. It was important for LCs to be aware of the needs and 
behaviours within the group to ensure the appropriate staff -child ratio.  This may mean 
a high ratio of staff to children especially for those struggling with trauma and high 
levels of vulnerability. 

 
Youth worker and teacher approaches 

 
One of the challenges of the LC role is how to balance and manage informality and 
formality and boundaries in working with children and young people.  
 

‘it's not peer to peer, because we’re not their peers, but you want to get a 
relationship that’s closer to that, more informal.  And I find that [young] people 
are then much more willing to offer feedback and say what they want to see’. 
(P2) 

 
The perspectives of teachers on behaviour are often different from the youth work 
approach and this was important to consider in advance of activities to? pre-empt any 
issues that might arise. A teacher attending a session may wish to reassert their 
boundaries and discipline. The LC approach is intentionally less formal and the purpose 
and reason for this may need to be explained to teachers to enable genuine dialogue 
with young people: 
 

‘I think if you're talking about doing something that’s really rooted in 
empowerment, then viewing it as this kind of conversational exchange, is really 
useful’. (P2) 
 

The COVID-19 pandemic 
 
With the COVID-19 pandemic and announcement of national lockdown the question 
that the CNS director asked was: ‘How do we do work in a place based way when we 
can't be in the place?” (P4). Meanwhile the pressure to deliver continued: ‘that doesn’t 
go away, despite that the world has gone upside down.’ (P3).  LC appointments and 
interviews went ahead, with all the operational difficulties and four new LCs began 
work in lockdown conditions. The new local coordinators responded to the challenges 
of their situation by using their creative and collaborative skills to get to know each 
other and to help each other, organising online interactive games, activities to build 
team spirit. The lock-down experience highlighted the importance of ‘a culture of 
reflection, and sharing, and learning from each other’s experiences’. 
 
Being located within a university proved to be an advantage for CNS during the 
pandemic. While programme delivery in the local sites was uncertain, the focus of CNS 
activity could flex to research. In the initial weeks of the first lockdown, CNS developed 
a new research study to examine the local responses to pandemic and the impact on 
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families and children and young people. Within a month CNS was reporting real-time 
findings from this study to the Scottish Government. LCs were redeployed to research 
and gained skills and experience that supported their professional development and 
future careers.  
 
Key learning: 
 
- The relationships that CNS has with local partners in high poverty 

neighbourhoods, allowed CNS to respond quickly to changing conditions and 
produce real time, local evidence. 
 

- Team working and peer support enabled CNS to flex and respond positively to a 
very challenging situation. 

 
Key aspects of local context  
 
One of the tensions and dynamics that can undermine efforts to work with 
organisations at a local level is the sense of ‘us’ and ‘them’ between small locally 
embedded organisations and larger organisations and institutions. Years of austerity 
and lack of sustained and secure resources means that these relationships can be at 
best strained and at worst antagonistic. Smaller organisations cannot easily turn down 
the offer to work with larger organisations who bring funding, but at the same time 
there can be resentment (both in the third and public sector) towards larger 
institutions like universities.  One LC described the feeling as ‘oh, here’s, the big 
institution marching in.’ (P1). Relationships with key gatekeepers / managers within 
organisations can be very fragile especially in a context people are in precarious short-
term employment.  
 
Lack of funding can lead to local tensions as well an atmosphere in the local authority 
of continual struggle and staff being overstretched. This atmosphere is a difficult one 
to describe and pin-down, but it leads to a potentially hostile environment for new 
initiatives. 
 

‘[it] feels like there's an anger, you know, because everything is such a struggle.  
And I'm not saying these people, I'm not saying they're terrible people, but 
people are really, working in the local authority, and working in the third sector, 
they are so overstretched’. (P2) 

 
This atmosphere can result in miscommunication and misunderstandings. LCs 
operating in these contexts need patience and the ability to step back and diffuse 
situations and may require significant senior support to manage these relationships. 
LCs often relied on working with groups who were struggling with high levels of staff 
turnover and loss of community venues. As a result of the pandemic some groups are 
no longer operating, and these are the groups that in normal circumstances LCs could 
have worked with.  
 
The communities that have been most receptive to the CNS approach have tended to 
be neighbourhoods where local organisations were already trying to work 
collaboratively to build resilience, capacity, and support children and young people 
towards better outcomes. One of the directors had anticipated negativity and 
resistance from the more organised and well-established communities and instead 
found that they welcomed the CNS approach.  
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‘...communities who are really thinking about these issues, who have already 
started to bring partners together.  Who all had that shared ambition and that 
shared interest in improving the outcomes for the children and young people 
who live there. So I think yeah, we were in a much better place to tell them about 
the programme, to be able to describe what it could offer, and how we could 
support them to also achieve the ambition that they had prior to us kind of 
coming in.  But we could build on the work that they'd already done, we could 
add value to that work, given the kind of resource and expertise that the 
programme could bring’ (P4). 

 
The suggestion here is that the CNS approach works best in neighbourhoods where 
there is already a social infrastructure involving communication and networking 
between local organisations. This offers the potential for CNS to build on existing 
relationships and the legacy of previous investments and policy initiatives and 
maximise the collaborative advantage.  The challenge in these contexts is evidencing 
that this collaborative work (sharing information, signposting, coordination etc) is 
making a difference. The nature of these processes and the wider structural 
inequalities that cause poor outcomes in the first place means that changing these 
outcomes, can take many years, if not decades to achieve and typically those that do 
well tend to leave high-poverty neighbourhoods, meaning that statistically the 
impacts are difficult to measure.  
 
This initial review indicates that the CNS approach will be more difficult to deliver in 
communities where relationships between local organisations are fractured and 
openly antagonistic. In these areas the CNS offer and ethos of working together may 
have less resonance. One LC described her neighbourhood as a hostile and 
traumatised community: 
 

‘you can feel the hostility when you’re going into different meetings and 
organisations, and it’s like you’re trying to figure out at first if that’s hostility 
towards you or if that’s towards another organisation or something else’. (P1) 

 
Working in a context where there is little or no cohesion and communication between 
local organisations, requires a different approach. In this context, long-term mediation, 
trust building, and dialogue may be needed with the aim of establishing an ability to 
work together, before any greater ambitions for change are possible.  
 
CNS is at an early stage but as the programme moves forward it will be important to 
examine these contexts in more depth and draw out the characteristics of the local 
areas which respond well to the CNS approach and provide the greatest potential. 
 
Lack of unstructured spaces 
  
An observation of one LC was the lack of unstructured ‘open’ spaces in the 
neighbourhood for young people to simply hang out. This LC believed that it was in 
the open space time, outside structured activities that the strong relationships 
between CYP and youth workers were built and where issues and problems were 
disclosed, and help sought.  This type of open-door policy meant that any young person 
regardless of their interests could go and over-time build relationships with supportive 
adults outside the family.  The LC reflected on how she had seen this work in the past: 
  

‘the youth workers were their sort of supportive adult, like they didn’t necessarily 
 have anybody else, and so having that space to get to build those relationships 
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 is so beneficial for the young people, especially if they don’t have anyone else 
 that they can really confide in or look to for support’. 
  
A good example of an ‘open space’ approach was a local outdoor activity project: 
  

‘[Outdoor activity group] […] it’s not just young people, they know whole families 
and, you know, support them with their welfare, it’s not just outdoor play’. 

  
‘They can be the listening ear and, yeah, being present for people. I think having, 

 yeah, a place just to be, a place to be is really important for people’. 
  
Open spaces/unstructured spaces and outdoor activities may offer advantages in 
building trusting relationships with marginalised young people. These settings could 
be considered as a focus for further research and evaluation. 
 
Conclusions and Recommendations 
 
Suggestions for future programme development 
 
CNS activity should be ‘driven by the ‘actionable ideas’ of young people’ (P2) and at the 
same time, these actionable ideas need to have the potential to be scaled up and to 
align with the aspirations of local services and organisations and ultimately to 
contribute to national policy agendas and outcomes. 
 
These requirements are described in the diagram below: 
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CNS timeline 
 
CNS is now in the position to develop a longer-term vision and 5–10-year strategic plan, 
subject to funding.  This could be achieved through high level conversations within the 
university on the civic and place-based role of the university.   
 
At the front-line a longer-term strategic vision and plan would enable LCs to gain the 
confidence and trust of local organisations to work on projects in the knowledge that 
the university will support and sustain this commitment. Examples of medium to long 
term projects include re-purposing derelict sites for outdoor activity and new 
community gardening spaces which would provide more accessible greenspaces for 
young people. 
 
Outcomes and inputs 
 
The outcomes and ambitions of CNS could be more clearly aligned to the level and 
scale of input and resource into each neighbourhood.  The founders of CNS recognised 
that tackling the attainment gap was too ambitious which resulted in a looser 
definition of the outcomes that could be achieved and a shifting language towards 
‘well-being’. The ambition to ‘improve the well-being’ needs to be more tightly defined 
and specified in relation to what it might be possible with a single staff member 
engaging with small groups of children, young people and local organisations in each 
area. 
 
The evidence on ability for community-based interventions, and measurable changes 
at an individual level over the longer-term, is very mixed and therefore expectations of 
what can be achieved at a local level need to be carefully calibrated and managed. The 
leadership and wider CNS team have a role in influencing change and facilitating 
collaboration at different levels and systems of governance. This influencing role is 
likely to be as important to achieving outcomes. 
 
The capabilities approach 
 
The capabilities research process offers another ‘way in’ to the neighbourhood for LCs. 
In particular the wellbeing focus of capabilities provided a ‘unifying framework’, and a 
more comprehensive approach covering the wellbeing indicators that GIRFEC does 
not cover. 
 
The link of capabilities to structural inequalities in health, life expectancy, poverty is 
critical. Well-being frameworks tend to overlook the impact of poverty on children’s 
well-being and therefore on their educational attainment and other outcomes.  The 
capabilities research has revealed that children consistently prioritise Standard of 
Living (having a safe and warm place to live, food and clothes) as amongst their top 
well-being priorities indicating that this is an important area for strengthening youth 
voice. 
 
Children’s voice and participation 
 
Despite children’s voice programmes in school, for schools, enabling children’s voice in 
the community context beyond school is more challenging. A key problem or 
challenge for local services is that children and young people’s voices are not often 
reflected in decisions that are made about them.  
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The new policy drivers around children’s voice coming out of the pandemic may offer 
an opportunity to develop a more strategic, long-term approach to local work 
planning. In particular, the UN Convention on the Rights of the Child (UNCRC) article 
12, ‘I have the right to be listened to and taken seriously’, may offer an opportunity to 
gain renewed support and agreement from local partners for a more explicitly 
children-led approach to the CNS local programme design, using the capabilities 
research as the key process mechanism. A key area for review is the number and types 
of activities LCs run and how these align to the CNS Theory of Change, focussing on 
the primacy of children and young people’s voices. 
 
Wider systems change and collaborative work will require alignment of the CNS work 
programme to local and national policy agendas, for example through the following 
networks: 
 

• involvement in the new Children's Services Planning Partnerships - there are 
30 across Scotland and a national forum for central issues and will be taking a 
lead on the implementation of UNCRC.  
 

• working with Together Scotland, an alliance of Scottish children's charities that 
works to improve the awareness, understanding and implementation of the 
UNCRC; and the GIRFEC framework. 

   
Other areas for programme development 
 
Selection:  CNS should consider the theory of what it is trying to achieve in relation to 
selection of young people, the risk of bias in the selection process towards children 
who are judged by teachers or youth workers to be most suitable for the programme. 
CNS should also consider key marginalised groups such as disabled children, refugee 
children and how they might be better supported to participate. 
 
Age groups:  it is not yet clear how effective CNS work is across different age groups. A 
future research priority is to gather evaluation data that can be compared across 
different age groups and community/ school-based settings. 
 
Context:   As the programme moves forward it will be important to examine the social 
infrastructures, cultures and collaborative relationships in the local sites in more depth 
and draw out the characteristics of the local areas which respond well to the CNS 
approach and the relationships that offer the greatest potential. 
 
Delivering on promises and commitments:  COVID-19 and high CNS staff turnover can 
mean that commitments made are not followed through.  It is important that CNS 
identifies and meets those commitments and ensures continuity of support.  This will 
be key to building trust. 
 
Outdoor community: Outdoor spaces could become the youth and community 
centres of the future. Pandemic recovery offers an opportunity to re-think the use of 
the outdoors as an open space to share and build relationships in the way we once 
understood the function of the community centre. CNS could explore how the 
outdoors can become more accessible to young people and a space to be respected 
and cared for. With new COVID-19 realities, outdoor spaces might provide that sense 
of community connection that has been lost with the decline of community spaces 
and facilities. 
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What works in a place-based approach to improving well-being outcomes for 
children and young people? 
 
Initial findings from the CNS evaluation suggest that the following seven areas of 
programme design and implementation will be important in developing a place-
based approach that can achieve outcomes for children and young people (see Figure 
1): 
 
Commitment – the presence of a locally embedded practitioner, and organisational 
presence in the community, over time, building trust and delivering on promises 

 
Clarity of approach – making sure the approach is clearly conceptualised and 
described.  
 
Adapting to the local context - knowledge of the pre-existing relationships between 
local organisations, the physical and social infrastructure.  The ability to flex and change 
as the context changes.  
 
Relational and communication skills - listening and understanding, acting on 
commitments; building trust; working with and building on existing projects and 
programmes; communication and translation of core purposes; strategic level and 
front line buy in and alignment to policy drivers; working across sectors. 

 
Facilitative leadership – in working in multi-agency partnership spaces 
communication between local organisations and across different departments, 
services and sectors can be challenging. Facilitative leadership entails working in a 
different way to achieve outcomes – accepting diverse perspectives and approaches, 
holding the space open for dialogue and to find common ground, seeking alliances 
and networks, enabling others to lead.  

 
Understanding vulnerability and resilience (including trauma) of children and young 
people, and communities - including safeguarding, signposting to appropriate 
services and support, awareness of personal and professional boundaries and 
jurisdiction. 

 
Ethos and values - an ethic of care for young people and the local community, careful 
use of language to convey dignity and respect. 
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Figure 1: Key principles of place-based work with children and young people 
 
What doesn’t work? What can be a challenge? 
 
During the initial neighbourhood identification process, it is important to consider the 
local dynamics and micro-politics of the area and to explore if a collaborative approach 
will be welcomed or not. If there is open hostility between local organisations, CNS 
might not be suitable for the area and an approach that focusses on sustaining funding 
and mediation might be more effective. 
 
Short-term funding and short-termism undermines trust and collaborative working. 
Local organisations are unlikely to invest time in building relationships with CNS if the 
long-term viability of the programme is uncertain. Less than 3 years and the risk 
becomes too high. Achieving measurable changes in outcomes at neighbourhood 
level requires a long-term vision and strategy and a longitudinal approach to research 
design. Harlem’s Children’s zone is based on a 10-year strategic plan which was 
extended to 20 years.  
 
A key characteristic of the New Deal for Communities regeneration programme was 
its 10-year time horizon: the first evidence of any relationship between investment in 
the programme and outcome was after 8 years.  One of the reasons for this was that 
too much emphasis was placed on delivering projects and spending budgets and not 
enough importance given to developing ‘reflective, evidence-based strategic 
programmes that meet the particular needs’ of each of the localities (Lawless et al 2010 
p.265). In Scotland, the Corra Foundation launched a 10-year strategy in 2020, which 
includes a longer-term approach to grant funding to support grassroots charities, in 
recognition that ‘change takes time’. 
 
  

https://www.corra.scot/news/corra-foundation-launches-multi-year-unrestricted-funding-as-part-of-bold-new-10-year-strategy/
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Appendix 1.  Reporting timescales 
 
Monitoring reports are for internal use and are drawn from monthly spreadsheet of 
monitoring data and reflections from the practice journals. They help to inform the 
ongoing programme delivery. The original pattern of reporting is 6 monthly: 
 

• October 2019 - end of March 2020 - B&D and Clydebank  
• April 2020 – end Sept 2020 – B&D and Clydebank  
• October 2020 – end March 2021 - All sites  

 
We did not produce reports for March 2020 – Sept 2020 because most of this period 
was spent in lockdown and the team were redeployed to COVID-19 research.   
   
The first round of process evaluation interviews cover the period October 2019 
– October 2020 and provide a broader reflection and insight into how the programme 
is working across the sites. 
 
The next round of interviews is scheduled for November 2021. 
 
 
  

http://ssir.org/articles/entry/embracing_emergence_how_collective_impact_addresses_complexity
http://ssir.org/articles/entry/embracing_emergence_how_collective_impact_addresses_complexity


 23 

Appendix 2. Interview Guide 
 
When planning the CNS programme, could you describe how you imagined the CNS 
approach would work?  
      When you were meeting new people, how did you describe the CNS approach?  
  
Can you explain how your thinking about the approach has changed 
and developed over-time?   
  
What difficulties/ challenges have you faced and how has that altered your plans?  
  
For whom does the CNS approach seem to work and not work, and why?  
  
To what extent does it work or not work, for different groups or in different settings?   

When it works, how does it work?  
When it doesn’t work, why doesn’t it work?  

  
What matters about how the CNS approach is implemented, in order for it to work?   

What were the critical aspects of implementation, programme staffing, or 
organisational context that influenced how the programme operated?   

  
What matters about the contexts into which it is introduced, in order for the CNS 
approach to work?   

What were the critical features of culture, belief systems, population group, 
history and so on that influenced how the CNS approach worked in practice?  
  

What matters about the research, in order for the CNS approach to work?  
What were the critical features of research set up, design, methodology, 
timing and link to practice that influenced how the CNS approach worked?  
  

How did the COVID-19 pandemic change your approach?  
  
How could the CNS approach work in the new context of COVID-19?  
 
 
 
 



This report is published by Children’s Neighbourhoods Scotland.

A children’s neighbourhood is an initiative that brings together people, 
resources and organisations in a neighbourhood area, so that all of those 
things can work together towards better lives for the children living there.

Children’s Neighbourhoods Scotland is a collaborative centre, developed 
by Glasgow Centre for Population Health, Policy Scotland and Robert 
Owen Centre at the University of Glasgow. 

About us

Children’s Neighbourhoods Scotland, Third Floor, Olympia Building, 
Bridgeton Cross, Glasgow, G40 2QH.

Web: childrensneighbourhoods.scot
Twitter: @cnscotland
Email: childrens-neighbourhoods@glasgow.ac.uk

Children’s Neighbourhoods Scotland is funded by Scottish Government.

Get in touch


	CNS Process Evaluation Report 2021
	The CNS approach and what it aims to achieve
	Appendix 1.  Reporting timescales
	Appendix 2. Interview Guide


