
10 steps to set up a 
Transformation Space

Create the 
conditions

Align all 
stakeholders

Investing in the professional 
development of your leadership team 
to ensure they are driven by a set of 
agreed values is essential to making 
a Transformation Space effective.

Take time with local leaders across 
services to build trust, challenge 
existing mindsets, and align around  
a shared purpose.

Ensure elected members  
engage similarly.

Invest the time with legal, 
finance, procurement and other 
department leads bringing them 
together with communities  
(on multiple occasions) to  
secure the vision for the work. 

Engage with scrutiny bodies 
such as Audit Scotland and the 
Improvement Service to ensure  
the work is supported.

Collectively agree a small number 
of clear, voice led, community 
owned objectives. 

These should be measurable and 
relate to wider policy objectively and 
MUST be grounded in local needs. 
They may also include attracting 
additional funding into the area.

Set out what you 
want to achieveThose responsible for existing 

governance arrangements will often 
want to retain a degree of oversight, 
while potential funders will look 
for independence from the local 
authority. Your legal framework must 
balance assurance, accountability, 
and genuine autonomy.

Define an 
appropriate 
legal framework

Establish the  
right structure

Internally, you will need to create a team of 
partners to ensure that the Transformation 
Space runs effectively once set up. 

You may want to include a Fund Manager  
(unless you are setting up your own 
independent organisation), a learning 
partner, and specialist resources to work 
with communities in a new power dynamic. 



Scale 
the work

Build on what has been learned 
to attract further investment 
and deepen impact. 

Share evidence, stories, and 
outcomes to influence wider 
systems, embed new ways of 
working, and scale the impact.

Engage the 
community

Start engaging the community early. 

Be clear about what is being created, why 
it matters, and the different ways people 
can be involved — as panel members, 
funded organisations, or beneficiaries of 
investment. This will involve meeting them 
physically and contextually where they 
are. This takes time and cannot be rushed. 

You must always follow through on 
commitments and be honest where 
things are difficult.

Establish your 
Community Voice

Bring together a panel of local residents 
and invest time in building them into a 
collective. Keep them regularly informed 
of progress, including during periods when 
they are not directly involved in decisions. 

Utilise your communication networks to 
tell their stories to your wider community 
again and again to show that change is 
possible and happening.

Align funds and 
blur boundaries

Identify funding that can be 
aligned or transferred into the 
Transformation Space. 

This may include existing local 
budgets, pooled resources, or 
funding secured specifically because 
of the community-led approach.

Test the  
processes  
many times

Run multiple waves of funding 
and activity, reflecting and 
learning as you go. 

Use this learning to refine 
governance, processes, and 
decision-making and involve 
Community Voice wherever 
possible to build trust and 
shared ownership.
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