
  SEPA 40/19 

1 

 

 
Agency Board Meeting  

24 September 2019 
 

Board Report Number: SEPA 40/19 
 

Achieving One Planet Prosperity: 
Organisational Change 

 
Summary: 
 
 

The purpose of this paper is to provide an update on organisational 
change in SEPA. It will cover: What we are trying to achieve, how we 
are setting ourselves up to achieve this, the work completed so far, 
the work in progress and the next target areas of work. 
 
The paper is supported by a change timeline (appendix 1) which 
shows the roadmap of change since the creation of the One Planet 
Prosperity Strategy and the draft list of next projects which will help us 
achieve our change objectives. The final list of projects and the 
scoping documents will be presented at the November Board 
Meeting. 
 

Risks: The major risk is that a lack of progress on change will jeopardise the 
delivery of One Planet Prosperity and the creation of a Phase 2 EPA.  
The other related key risk is that a lack of progress in change delivery 
will necessitate sub-optimal decisions in future years about financial 
allocations. This is because we would lack the long-term 
framework that facilitates strategic decisions about finances. 
 

Resource and 
Staffing 
Implications: 

The scale of change has required the creation of a Change Function. 
The Head of Change has been appointed and the recruitment of a 
small core team is underway, this will be added to by using staff 
across the organisation on specific projects.  There will also be 
staffing and resourcing implications from the outputs of this work over 
the next two to three years.  The Board will be appraised of these as 
specific proposals are developed.  We will continue to work closely 
with Unison and our workforce as this work is undertaken. 
 

Equalities: 
 

There are no direct equalities impacts from the undertaking of the 
change processes themselves.  However, the outcomes of the 
change processes (improved regulatory outcomes from implementing 
One Planet Prosperity, improved career opportunities for all staff, etc) 
will deliver equalities improvements. An equality impact assessment 
will be carried out for projects. 
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Environmental and 
Carbon Impact: 
 

There may be a short term environmental and carbon impact from the 
undertaking of the change processes themselves due to the need for 
visibility and engagement with staff.  However, the outcomes of the 
change processes may lead to improvements in our 
own environmental and carbon performance.  
 

Purpose and 
audience of the 
report: 
 

The paper is presented to (1) update the Board on change and and 
(2) seek the Board’s feedback and guidance on the approach and 
project areas. 
 

Report Authors: 
 

Catherine Cunningham, Head of Change 

Appendices: Draft Change Timeline  
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Achieving One Planet Prosperity: Organisational Change 

 
 
1. Introduction 
 
1.1 The purpose of this paper is to provide an update on organisational change in SEPA. 
 
 It will cover: 

 What we are trying to achieve. 

 How we are setting ourselves up to achieve this. 

 The work completed so far. 

 The work in progress, due for completion. 

 The next areas of work. 
 
1.2 The paper is supported by a change timeline (appendix 1) which shows the roadmap 

of change since the approval of the One Planet Prosperity Strategy and the draft list 
of the next projects which will help us achieve our major change objectives. The final 
list of projects and the scoping documents will be presented at the November Board 
Meeting. 

 
2. What we are trying to achieve? 
 
2.1 SEPA’s Statutory Purpose is to ‘Protect and improvement the environment 

(environmental success) in ways, that as far as possible, create: health and wellbeing 
benefits (social success) and sustainable economic growth (economic success)’. 

 
2.2 To support and achieve this we have our Corporate Plan, our One Planet Prosperity 

Strategy and Flooding Strategy underpinned by four Strategic Outcomes. These are 
translated into key internal plans and tools.  

 
2.3 We also need to work on a transformational change programme. This scale of change 

is necessary because of the scale of environmental challenge (ultimately, an 
existential one for our species) as humanity faces systemic problems such as climate 
change, biodiversity collapse, ocean destruction from plastics, etc. We are becoming 
the EPA we need to be to help Scotland tackle the real issues society faces.  

 
2.4 We are also facing significant challenges such as a reduction in funding and potential 

changes to our relationship with the European Union. The impact of these changes 
need to be taken into account but, not at the cost of our direction. We need to have a 
business model which addresses all these aspects and the work on organisational 
change will do this. 

 
2.5 To achieve these, we need to move from a phase 1 EPA to a phase 2 EPA. In Phase 

1, SEPA achieved a large number of successes however, the evidence we now have 
tells us we need to work in a very different way.  
 

2.6 A Phase 2 EPA will focus on compliance and also help organisations move beyond 
compliance. It will look at the whole of the system rather than site by site. Instead of 
being process based, it will work towards ambitious outcomes. Everyone in a Phase 2 
EPA will be involved in regulation, not just one portfolio. It will work more 
collaboratively using shared tools and a clear, shared understanding. The people in a 
Phase 2 EPA will feel supported, developed and that they are making a difference. 
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An overview of our agreed direction is as follows: 
 

Corporate Plan

One Planet Prosperity 
Regulatory Strategy 

4 Strategic Outcomes

Flooding Strategy

ANNUAL OPERATING 
PLAN

PEOPLE 
STRATEGY

DIGITAL 
STRATEGY

LONG TERM 
FINANCIAL 
STRATEGY

WORKFORCE 
STRATEGY

PDRs*

UNIT BUSINESS 
PLANS*

3 MATRICES*

Inputs to AOP:
a) 1 Pager for each Sector Plan*

b) Something similar for Flooding 
Work*

c) Something similar for Corporate 
work*

d) Maps for each our 9 areas*

External 
Service 

Strategies

Internal 
Strategies

* Need new 
or refreshed 

templates

 
 
2.7 Our Change Plan is a vital part of this. It identifies what we need to do to achieve this 

by looking at how we are structured, how we work, how we prioritise and how we 
deliver. It works to identify the right areas to focus on at the right time to set the 
organisation up to deliver. 

 
3. How we are setting ourselves up to achieve this? 
  
 The move from a phase 1 to a phase 2 EPA is an ambitious goal as it involves 

changing all aspects of SEPA including our culture, ways of working, skills base and 
focus.  

 
 To ensure we change quickly and in the right way, AMT has set up principles for 

change, agreed how change will be governed and is meeting fortnightly to work 
exclusively on change projects underway and to identify the next steps.    
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3.1  Change Principles 
 

The aim of our change work is to move us to a phase 2 EPA and set us up to achieve 
One Planet Prosperity. 

 
AMT has agreed three principles for leading and managing transformational change: 

 
•  All projects will be approved by AMT.  
•  All projects will have a 1 page scope document to include task, timescales, who is 

involved and outcomes to be achieved. 
•  Where possible, an individual from each portfolio will be involved in each project. 

 
3.2  Change Governance 
 

AMT has established a Change Function within the People and Property Portfolio. 
This function will have a small number of core staff and will use the expertise from 
across SEPA to design, implement and embed change. This way of working will 
ensure that change is part of how we work and that everyone in SEPA is involved. 

 
Governance arrangements have been set up to ensure successes. The organisation 
of this will be a Programme Board (AMT), a Delivery Board (members of SLT), a 
Change Team working on leading and co-ordinating work and a Senior Responsible 
Owner who is responsible for leadership, direction and priorities (CEO). 

 

  
 

This will be supported by a communications plan, timelines, project scope documents, 
reporting processes as well as programme and delivery board meetings.  Board 
Buddies (Bob Downes, Nicola Gordon and Martin Hill) have also been set up to 
advise on Transformational Change. 

 
4. Work Completed 
 
 The timeline in appendix 1 shows the work on change within SEPA since we 

developed our One Planet Prosperity Strategy. While this does not reflect all areas of 
work, it shows the key areas of work AMT has developed and implemented to move 
us to a phase 2 EPA.  

 
 The key achievements have been: 
 
4.1 Culture 

Changing the culture in SEPA is a significant challenge. While we have good people 
who want to protect and improve our environment, we have previously constrained 
them by silo working, not involving staff enough in decisions and having unclear and 
conflicting priorities. 
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The work to date has resulted in major improvements to our culture.  This is regularly 
commented on by staff.  A key challenge is to complement the cultural improvements 
with similar improvements in processes (e.g. business planning and budgeting that 
suits Phase 2, etc) so that the lack of clarity that currently frustrates many staff is 
reduced.  This will, in turn, mean the cultural improvements will drive greater benefit.  
While there is still more to do on cultural change, there have been several notable 
successes: 

 

 The creation of AMT committees (Regulation and Flooding) has ensured that the 
right people are involved in decision making. Previously, only AMT members 
usually attended to make decisions, but we now have people from across the 
organisation attending and helping make the right decisions. 

 The introduction of AMT and Board Observers has been well received in the 
organisation. Almost 200 staff have attended an AMT meeting as an observer 
and feedback shows this experience has helped them understand the 
organisation more and what we are trying to achieve. This is resulting in a more 
open and transparent culture of decision making.  

 Staff have experienced a significant change with AMT since the last staff survey. 
The results showed that confidence in AMT has increased with an increase of 
15% (from 24% to 39%) of staff noting that AMT are open and honest in their 
communications, an increase of 18% (from 26% to 44%) of staff believe AMT are 
leading by example and an increase of 13% (from 39% to 52%) of staff who feel 
AMT are interested in listening to staff opinions. 

 The creation of Staff Ideas Groups has helped staff from all across SEPA in 
different grades to help shape the organisation. There has been a good uptake 
from staff involvement in these groups. 

 We have a Senior Leadership Team who are leading the vision and new ways of 
working. This group are working in a phase 2 way and helping their functions to 
do the same. 

 We have started to invest in our managers. While we still have more to do, we 
have created a forum for managers to interact with other managers across SEPA 
to share experiences, address issues and help design the future. 

 
4.2 New Ways of working 
 

We have designed, developed and implemented new ways of working that we need 
as a phase 2 EPA. This development has helped with culture change as each area of 
work has involved people across SEPA. 

 
 The key areas have been: 
 

 Our Sector Planning approach has been welcomed across the organisation. Staff 
see this approach as a more effective way of planning our work, though they want 
more clarity about how it will all operate. In short, we have staff support, but the 
key is to do the work to help staff to work in this way by providing increased 
clarity about implementation processes.  The key achievement is that we have 
developed and published the first set sector plans which will result in a more 
systematic approach to compliance and help organisations we regulate go 
beyond compliance. 

 ‘Project One’ was set up to identify how we would regulate. This work involved 
over 40 members of staff and resulted in principles for how we regulate, how we 
will make decisions using our regulatory scheme of delegation and how we will 
set priorities. This project has defined how we will work as a phase 2 EPA. 

 Our Sustainable Growth Agreements have resulted in a new way of working for 
SEPA. They have not only helped our work with other organisations such as 
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SuperGlass and the Leven but, have motivated staff involved in these as they are 
clear partnerships set up to achieve real benefits.  

 We have changed how we are structured to ensure we can tackle the right things. 
There have been changes to Performance and Innovation, Compliance and 
Beyond, Circular Economy and People and Property. This work has helped in 
breaking silo working in SEPA and also set us up better to tackle outcomes in the 
right way. 

 Our Annual Operating Plan process has changed to detail clear priorities and how 
the work of staff contribute to these. The creation of matrices have allowed 
people to see who will be involved in the delivery of the priorities.  This is a useful 
first stage to further improvements. 

 
4.3 Engagement 
 

We have engaged with staff more than we have in the past. This has either been to 
share decisions, ask for ideas or involving individuals in designing the future. 

 
 The key areas have been: 
 

 CEO messages which provide important organisational updates, decisions made 
by AMT and requests for staff to become involved in SiGs, Sector Groups and 
other initiatives. 

 Office Roadshows where staff have been given more clarity about the direction 
and how we will get there, followed by time for questions and discussion. 

 More forums for staff to become involved such as AMT committees, SiGs and 
projects. 

 
5. Projects to be completed between September and November 2019 
 

A number of projects have been underway that are due for completion by the end of 
September 2019. These projects were identified as the next step in our change plan.   

  
5.1  The ‘Book’ 
  

The ‘Book’ is a document for staff which is designed to set out everything they need 
to know about why we are changing, what we are trying to achieve, how we will work, 
what we will do and the tools we will use..  This is a first draft which will contain 
multiple links to supporting documents, video messages, etc.  It will be a ‘live’ 
document that will be prominent on our intranet. 

 
5.2 Compliance and Beyond matching process  
 
 The matching process of 270 staff into the new Compliance & Beyond structure will 

be completed with the formal shift of all staff on 1 October. The matching process has 
been completed in a very different way, involved Unison and has resulted in more 
productive engagement with staff in this area. The next stage in this work is to embed 
the new ways of working into this structure. 

 
5.3 Regulatory Scheme of Delegation 
 
 The Regulatory Scheme of delegation has been reviewed to reflect our new ways of 

working. The scheme if now clearer and is based on collaborative decision making. 
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5.4 Definition of Remaining sectors 
 

The final list of a further 17 Sector Plans has already been approved by AMT and a 
schedule is being created for all 17 to be developed and finalised by 31 March 2021. 
 This will include a halving of the FTEs required to develop a plan. 
 

5.5 Sector Sponsors 
 
Sector Sponsors will be allocated for the full list of 33 Sector Plans. Sector Sponsors 
have already been approved by AMT for the existing 16 Sector Plans and the other 
17 will be allocated by the end of October. 
 

5.6 Relationship Management 
 
A ‘Relationship Management’ system will be established in which a key contact will be 
assigned for all organisations with regular interaction with SEPA.  Examples include 
regulated businesses, local councils, NGOs, universities, etc. By the end of 
September we will have the list of organisations identified and the allocation of staff to 
at least half of these organisations will be completed by the end of November. 

 
6. The next set of projects 
 
 The timeline in Appendix 1 shows the draft of the project areas from October to March 

2020. AMT has identified these as the next areas that are key to implementing 
change.  

 
Below is a list of the main areas and a brief summary of the focus. The project scopes 
of these are currently being drafted and will be available for the November Board 
meeting. We will use the results from the People survey in April 2020 to help us 
monitor progress. 

 
6.1  Prioritisation and Allocation of work 

To develop a business planning model and process which implements the sector 
plans, prioritises work and helps provide support for teams to work in a phase 2 way.  

 
6.2  Job Evaluation 

To agree the principles of a new job evaluation scheme for SEPA which reflects our 
direction. 

 
6.3 Workforce Planning 

To create a workforce plan which identifies the most critical skills and how to bridge 
the gap. 

 
6.4 Maximising the value of our Administrative work 
  Scope what we need in our administrative functions for the future. 
 
6.5 Working Flexibly 
 Pilot flexible working within SEPA. 
 
6.7 Simplification of our work 

Develop our approach and principles for simplification and moving to a phase 2 EPA. 
This includes areas to improve, areas to stop and areas to create. 

 
6.8 Area Based Planning 

Further develop ‘area based planning’ in our new regional structure and begin 
working on a few areas. 
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6.9 Financial Planning 
 Further develop a longer term financial plan. 
 
6.10 Implementation of Relationship Management 
 Implement the relationship management system in SEPA. 
 
7. Recommendations 
 

 The Agency Board are asked to note the progress so far and to discuss and provide 
feedback on the approach and project areas.  

 
 
Catherine Cunningham 
5 September 2019 



October 2015 to April 

2016

April 2016 to September 

2016

October 2016 to March 

2017

April 2017 to September 

2017
October 2017-March 2018

April 2018 to September 

2018

October 2018 to March 

2019

April 2019 to 

September 2019
October 2019 to March 2020 April 2020 to September 2020 October 2020 to March 2021

Development of One 

Planet Prosperity 

Strategy

Creation of AMT Flooding 

and Regulation 

Committees

People Strategy 

Developed
Corporate Plan Published

Development of SEPA's 

Operating Model

Flooding Strategy 

Developed

AOP and 1 Page Matrices 

developed
Creation of the 'Book'

Prioritisation and Allocation of work: Develop a Business 

Planning Model and process, this will also implement actions 

within the sector plans. This includes working with all teams 

to provide support for working in a phase 2 way.

Sustainable Growth 

Agreements designed
First SGA with SuperGlass Job Evaluation: Agree the principles of a new JE scheme

Office visits to engage on 

our strategy
Staff Ideas Groups set up

Young Shadowers, AMT 

and Board Observers 

Schemes set up

Senior Leaders Team and 

All Managers events 

created 

Office visits to engage 

on our regulatory 

model

Workforce Plan: Create a workforce plan which identifies 

the most critical skills and how to bridge the gap

Maximising the value of our Administrative work: Scope 

what we need in a phase 2 EPA.

Commercial Services 

Portfolio created

Commercial Services 

Strategy Launched
Working Flexibly: Pilot flexible working across SEPA

Design of Enforcement 

tools

Review of first 

Enforcement Undertaking
Enforcement Team created

Simplification of our work: Develop our approach and 

principles for simplification and moving to phase 2. This 

includes: Areas to be improved, areas to stop and areas to 

create.
Develop the Sector 

Planning thinking
Sector Team in Place

Area Based Planning: Further develop 'area based planning' 

and begin working on a few areas.
Integrated Authorisation 

Framework Consultation
Permitting Team in Place

Simplification of Permits: Continue the work to simplify our 

permits
eDNA 

Implementation

eDNA Implementation: Continue the work to implement 

the eDNA system

Project 1: Designing how 

we will regulate

Regulatory Scheme of 

Delegation amended

Financial Planning: Develop a longer term financial plan to 

cover April 2020 onwards

Develop relationship 

management principles

List of areas where 

relationship 

management is 

needed and begin 

allocation.

Implement Relationship Management : Complete the 

allocation of individuals to organisations, scope a system 

used to record and track these.

Scoping of our system needs

Key: Strategy
People

Structure
Tools and Processes

DRAFT

Development of a new JE Scheme

Design and implementation of tools to develop staff skills.

Sector Plans developed and published

Performance & Innovation portfolio designed and 

Implemented

Creation of Circular Economy and Compliance & 

Beyond Portfolios
Compliance and Beyond Matching Process

Scoping of our system needs

The Change Plan sets out incremental work which will transform SEPA into a Phase 2 EPA, Develop our staff, manage our budget and achieve our One Planet Prosperity Strategy

eDNA development

Simplification of permits 

OCTOBER 2015 TO OCTOBER 2019


