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The core mission of the International Game Developers
Association (IGDA) is clear: to empower game developers
worldwide in building fulfilling, sustainable careers. We work
every day to ensure creators have access to the resources,
community, and support systems that enable them to thrive.

Scotland’s games community has long demonstrated
exceptional creativity, technical excellence, and global
influence. Yet as we see in many regions around the world,
talent alone cannot sustain an ecosystem. Developers
succeed when they are supported by evidence-based
structures that uplift careers, encourage innovation, and
reduce the barriers to building and scaling game projects.

What makes the Games Action Plan for Scotland especially
compelling is its foundation in community feedback. This
strategy emerged through extensive consultation with
studios, developers, educators, and practitioners across
the ecosystem, ensuring it reflects the real conditions

and aspirations of the people it aims to serve. It stands

as a model of how industry-led insight can guide
long-term strategy.

foreword

The Games Action Plan takes a holistic, ecosystem-focused
approach to solving critical industry challenges while
keeping collaboration, inclusion, and sustainable growth

at the core of Scotland’s games sector. It recognises the
cultural, economic, and cross-sector value that game
developers contribute, as well as the important role

these skills play across the wider digital economy.

The IGDA is excited to see the Scottish games community
take this ambitious, structured step toward a more
connected and supportive environment for developers.

By prioritising people, skills, and long-term sustainability,
this Action Plan contributes to a stronger global ecosystem
and reflects the type of developer-centred thinking that is
needed in today’s rapidly evolving industry landscape.
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Jakin Vela Executive Director,
International Game Developers Association (IGDA)
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B Executive Summary

Scotland's world-class games sector is an
economic powerhouse and a catalyst for
innovation. Yet, for too long, its full potential has
been held back by a lack of a unified national
strategy. This changes now. The Scottish Games
Action Plan is the decisive, evidence-based solu-
tion - a community-driven blueprint to position
Scotland as the UK's first "games supercluster" and
a global leader in creative technology (createch).

B Phase One:

A Two-Year Pilot: This low-cost phase focuses on
building foundational structures and providing a
high return on investment. It includes four core
recommendations:

» Recommendation 1:

Strategic Alignment: Create a cross-portfolio
working group for games, led by a dedicated

Chief Games Officer (CGO) who reports to the
Chief Entrepreneur. This will provide immediate
strategic coherence and expert leadership, directly
supporting the National Strategy for Economic
Transformation (NSET), the Scottish Technology
Ecosystem Review (STER) and other strategic plans.

» Recommendation 2:

Games Growth Catalyst Pilot Fund: Establish the
feasibility for and prototype a targeted fund to
support new intellectual property (IP) and the
work-for-hire sector, a low-cost pilot that leverages
private investment to prove the plan’s economic
viability.

» Recommendation 3:

National Games Skills & Education Forum:
Convene a collaborative body to establish industry
needs with education, identify critical skills gaps
and build a lifelong learning pipeline connecting
each stage of education and supporting ongoing
professional development.

This is not a plan for a single organisation; it is a
unified vision for a national agenda. Developed
over 18 months of intensive industry consultation
with over 250 individuals and companies, this
document is the community’s vision for its own
future. It is a collaborative strategy that leverages
existing government resources and infrastructure
to build a robust, sustainable, successful ecosystem.

Q THE PLAN IS DESIGNED AS A PHASED, DE-RISKED BLUEPRINT FOR GROWTH:

» Recommendation 4:

Games Enterprise & Sustainability Service: Launch
a dedicated service to provide on-demand business
support and mentorship to new and growing studi-
os, delivered through existing enterprise agencies.

B Phase Two:

The National Games Innovation Centre: This is the
long-term vision, with a full business case to be
built during the two-year pilot.

Deliver the full Games Growth Catalyst Pilot Fund
and implement the findings of the National Games
Skills & Education Forum for curricular reform and
comprehensive scaling-up support.

» Recommendation 5:

National Games Innovation Centre: Establish a
physical and strategic hub that consolidates
Phase One efforts, driving long-term growth
and cross-sectoral innovation, and becoming a
world-leading centre for creative technology.

] —

This is more than a strategy. It is a
community-driven call to action. It offers
Scotland a clear path to a billion-pound
industry, valuable new jobs and

businesses, and a unique opportunity to
build more integrated and modern digital
and creative economies, rooted in innovation.
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B INTRODUCTION

Scotland's Secret Weapon - A Vision for 2030

The Scottish games ecosystem has a proud history,

from the pioneering days of DMA Design to the
world-class studios of today. Yet, for too long, its
full potential has been held back by a lack of a

unified national vision or strategy. This absence has

left the sector fragmented and volatile within the

rapidly evolving $200 billion global games market.

This Action Plan is the decisive, evidence-based
solution. It provides a community-driven blueprint
to transform our individually successful cities and
companies into the first cohesive ‘games
supercluster’ in the UK by 2030.

This plan delivers a unified vision for a national
agenda - and the ecosystem’s own vision for the
future. As an economic and cultural force, games
are Scotland's secret weapon: an under-valued
asset with an exceptional capacity for growth, job
creation, transformational impact and international
influence.

M The Case For Investment

Scotland’s games sector is not a speculative
venture; it is an existing, high-value global
economic industry. Our productivity is already
world-class, generating £151,382 in Gross Value
Add (GVA) per head - more than double the
Scottish average. This Action Plan is not a request
for support; it is an opportunity to invest in a
proven, Scottish high-yield asset with a track
record of growth and innovation.

Around the world, nations and regions are no
longer asking if or why they should support their
games industries; they are asking how. Countries
with similar populations to Scotland are now world
leaders because of dedicated government support:

Finland’s industry, driven by proactive policy, now
has a turnover of €2.85 billion, and its public
funding has returned an exceptional £22 in tax
revenue for every £1invested.
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Australia’s Victorian government has seen an

85% increase in new projects and a 1:11 return on
investment from a targeted, pilot-based funding
model - the same approach our plan recommends.

The return on public investment has also been
proven right here in Scotland and across the UK.
Targeted funding models such as the UK Games
Fund and Scotland's own INGAME innovation
centre have delivered a substantial return for every
pound invested.

The question is not if this model works, but how we
can scale its success.




This Action Plan provides the blueprint to build
upon the recent UK government Modern

Industrial Strategy and Creative Industries

Review and to make Scotland the UK's first "games
supercluster." In the increasingly competitive
consumer market and the wider games ecosystem,
Scotland has the opportunity to take its
pioneering heritage and transform it into a
world-leading future.

B A Cultural Force & A 'Golden Thread'
for the Future

While the economic case is strong, the true potential
of the games sector lies in its power as a cultural
and social force. Games are a dynamic and

powerful medium with a higher engagement rate
among young people than film, music, and literature
combined. They offer a new way to tell Scottish
stories, celebrate our creativity on the world stage,
and engage with our population in entirely

new ways.

Furthermore, games technology is a ‘golden thread’
running through our wider economy, powering
innovation in education, health, urban planning,
manufacturing, financial services, energy and
engineering. The £7.63 billion UK video games
consumer market generated an estimated £760
million in GDP from this technology spillover alone.

76N
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This is an investment not just in a single sector, but
in a central, cross-cutting technology that will build
Scotland's digital future.

B Strategic Alignment:
A Unified Vision for Growth

This Action Plan is designed to be a direct and
effective delivery mechanism for growth. It aligns
with Scotland’s own strategic goals, directly
supporting the National Strategy for Economic
Transformation (NSET) and the recommendations of
the Scottish Technology Ecosystem Review (STER)
and many of the other strategies and plans released
in recent years (a full breakdown of these plans and
how we align with them can be found in the
Implementation Annexe document).

Crucially, it also builds upon the UK Government’s
recent policies on the digital and creative
economies. It is a proactive response that addresses
the core findings of the UK’s Creative Industries
Review and directly supports the ambitions of the
UK Government’s Modern Industrial Strategy.

By investing in Scotland's games ecosystem, the
Scottish Government is not just backing a local
industry; it is leading the way in delivering a
united, ‘supercharged’ UK-wide vision for growth.
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H A ‘CANNY’ BLUEPRINT FOR GROWTH

This Action Plan is designed as a phased, de-risked
approach to growing Scotland’s games ecosystem.
It is not a request for a large, upfront investment,
but a pragmatic and evidence-based approach that
builds upon proven models of success.

B Phase One:

A Two-Year Pilot This initial phase is a low-cost,
high-impact pilot programme focused on
establishing foundational structures, providing
immediate strategic coherence, and delivering a
high return on investment. The five recommenda-
tions in this plan are all a part of this initial phase.

B Phase Two:

The National Games Innovation Centre The
long-term vision is to establish a National Games
Innovation Centre. This physical hub will be the
culmination of Phase One's successes, providing a
focal point for the sector, a catalyst for international
investment, and a legacy asset for Scotland. This
phase will only proceed after the business case is
proven by the successful delivery of Phase One.

This approach ensures that public funds are used
effectively and that every step of the journey is
backed by data and proven outcomes.

B AN INTERCONNECTED ECOSYSTEM

The Games Action Plan is a single, interconnected
solution to our fragmented ecosystem. The five
recommendations that follow are not isolated
ideas; they are interdependent components of a
single, strategic blueprint. Each part - from the
work across the education pipeline, to targeted
investment fund, and tailored business support - is
designed to work in concert with the others,
creating a single, comprehensive system for
creativity and growth. As shown by multiple
international benchmarks, a piecemeal approach
to support is ineffective. This plan is designed to
be a complete solution, which enables every
intervention to support every other.
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B Context: The Scottish games ecosystem has long
been characterised by fragmentation and a lack of
a unified, strategic voice. Independent academic
research has repeatedly identified the absence of
a dedicated, expert-led body as a key challenge
holding the sector back from its full potential. This
recommendation is the direct and evidence-based
solution to that problem. By creating a clear line
of leadership and formalising the sector's position
within government, we will provide the strategic
coherence and expert guidance required to

10 Level Up Scotland | 2025

deliver this plan effectively and ensure it is
embedded across all relevant government
departments.

This framework ensures the Action Plan serves as
a dedicated delivery mechanism for Scotland’s
existing National Innovation Strategy and the
Scottish Technology Ecosystem Review (STER),
formalising the games sector's critical contribution
to Scotland's innovation agenda.



B Actions:

» Appoint a Chief Games Officer (CGO) for
Scotland: This new, funded, interim post will be
the government's lead expert and the industry's
primary point of contact during the critical initial
phase. The CGO will be tasked with delivering all
Phase O1. functions outlined in this plan.

» Proactively Seek UK-Level and International
Funding: The CGO's mandate will explicitly
include leading a coordinated effort to access
new UK-wide and international funding streams
for the Scottish games ecosystem. This aligns
with a new interest at the UK level in creative
industries and positions Scotland to attract
significant external investment.

» Establish a Formal Cross-Portfolio Working
Group for Games: Chaired by the CGO and
championed by the Deputy First Minister's office,
this group will provide inter-departmental
alignment and expert advice on delivery.

» Embed Fair Work and Inclusion Principles:
All public support will mandate commitment to
Scotland's National Fair Work Convention and
the Pathways report, ensuring that the sector's
growth is both inclusive and sustainable.

» Define the Purpose of the Cross-Portfolio
Working Group: The primary function of this
group is to break down government silos,
ensuring that the games agenda is not isolated
within a single department. It will convene senior
officials and decision-makers from all relevant
portfolios - including culture, education, econo-
my, and digital - to ensure the plan is delivered as
a truly cross-governmental priority. This coordi-
nation is essential for maximising the impact of
interventions and limiting unintended outcomes.

» Embed the Games Sector into Key

National Strategies: The CGO's mandate will
include leading a coordinated effort to review
and where relevant, update and embed the
games sector into relevant national strategies
and policy documents, including the National
Strategy for Economic Transformation (NSET),
National Innovation Strategy, the Digital
Economy Skills Action Plan, Creative Industries
Strategy, etc. This ensures the games agenda
is not a standalone initiative but a cross-cutting
priority for government.

» Establish a Robust National Data

Collection Framework and an Investment
Tracking Framework: This will provide accurate
Scottish benchmarks for the first time, track the
flow of capital into the ecosystem, and build
investor confidence.

Reference: A full Terms of Reference for the CGO role is available in the Implementation Annexe document.

n R .
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Recommendation 02:

Games Growth Catalyst Pilot Fund

To establish a dedicated pilot fund that provides comprehensive financial support for the entire
games ecosystem, with a dual focus on generating new Scottish IP and strengthening the
work-for-hire sector, thereby building an undeniable business case for long-term investment.

B Context: The public investment case for games is
clear and has been proven right here in the UK.
Dedicated funding models such as the UK Games
Fund have delivered a substantial return for every
pound invested. While Scotland has a proud track
record of creating world-class games, the

B Actions:

» Launch a Phase 01 Pilot Fund: A smaller-scale,
two-stream pilot fund designed to test key
assumptions, validate the delivery model, and
build the undeniable business case for a larger,
multi-year fund.

» Stream A: IP Incubation: Providing prototype
grants up to £50,000 per project to de-risk
‘creative experimentation' and the creation of
new Scottish IP.

P Stream B: Co-Development Competitiveness:

Providing targeted grants up to £100,000 per
project to help work-for-hire studios compete on
the global stage, with its continuation beyond
Phase 1subject to a positive ROI evaluation.

» Establish Administration & Governance: The
fund will be administered by an existing body
(e.g., Creative Scotland) to avoid duplication and
will have strategic oversight from the Interim
Chief Games Officer and an independent expert
panel to ensure decisions are made by games
industry professionals.

ecosystem has long been hampered by a lack of
access to dedicated funding. This recommendation
provides a direct and decisive solution, ensuring
that Scottish talent has the capital to grow and
retain intellectual property, which is where the
greatest long-term value is created.

» Determine Most Effective Funding
Relationships: As a core task, the Chief Games
Officer (CGO) will investigate and determine the
most effective relationships with existing Scottish
and UK-wide funding mechanisms (i.e., Scottish
EDGE competition, UK Games Fund, etc.).

» Establish a Clear Investment Pipeline: The
fund will be a critical first step in a clear
investment pathway, with a link to the Scottish
National Investment Bank (SNIB) for commercial
follow-on funding for successful projects.

Reference: Full details, including a proposed structure for the pilot fund and an analysis of its economic

impact, are available in the Implementation Annexe.
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Recommendation 03:

National Games Skills & Education Forum

To create a coherent, coordinated, and industry-focused talent pipeline that supports
individuals throughout their careers, from initial education and training to professional development

and upskilling.

B Context: The Scottish games ecosystem has long
been hampered by a significant and well-document-
ed skills gap. The absence of a formal, coordinated
mechanism to bridge the gap between education
and industry has left the sector with a "precarious"
talent pipeline. This recommendation is a direct and

B Actions:

P Establish a National Games Skills & Education
Forum: Convened and chaired by the CGO, this
professionally coordinated Forum will be the
engine for change, bringing together leaders
from industry, education, and government to
break down silos and align curriculum with
industry needs. This body will act as the

primary interface for Scotland with the new UK

Games Skills Council, ensuring our needs are met
and our expertise is shared.

» Launch a Dedicated 'Pathways to Games'
Initiative: This will directly and practically
improve diversity and inclusion and support
the 2023 Pathways Report within the games
ecosystem to support founders and talent from
underrepresented, disadvantaged and minority
backgrounds.

evidence-based solution. By establishing a
dedicated forum that brings all key stakeholders
together, we will ensure the curriculum aligns with
industry needs, talent is retained in Scotland, and
the sector can meet its ambitious growth targets in
a rapidly-evolving global marketplace.

» Develop a Lifelong Learning Framework
(Phase 01): This framework will create a clear
pathway for the existing workforce to access
Continuing Professional Development (CPD),
reskilling, and upskilling opportunities, with a
specific focus on supporting professionals with
3+ years of experience. This is a key
differentiator that will help retain and attract
senior talent to Scotland.

» Link the Talent Pipeline to Business
Development: This Forum will work in concert
with the Games Enterprise & Sustainability
Service (Recommendation 04) and the Games
Investment Fund (Recommendation 02) to
ensure that graduates and upskilled professionals
have clear pathways to becoming founders or
securing high-value employment within
Scotland's games ecosystem.

Reference: A proposed structure for the Forum is available in the Implementation Annexe.
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Recommendation 04:

Games Enterprise & Sustainability Serwce

To provide agile, specialist support that addresses the real-world challenges of founding,
sustaining and scaling a games business in Scotland, and to create a mature, professional, and
interconnected business environment that supports the entire ecosystem.

B Context: While Scotland’s games talent is
world-class, the ecosystem's growth has been
hampered by a lack of access to specialist business
support. This has contributed to a high rate of
company failure and a precarious business
environment. Research shows that a lack of business
knowledge is a major reason for games companies

B Actions:

» Provide a Business Creation Programme:
Offering specialist, on-demand support and
mentorship to potential founders and new games
startups to help them navigate the early stages
of business creation and identify potential funding.

» Support Companies to Scale: Provide expert,
tailored guidance to existing, sustainable
companies with high growth potential, helping

them to professionalise their operations and
scale to become major employers and global
players within Scotland.

» Facilitate Publisher & Investment
Connections: Actively coordinate and fund
attendance at international events and host
targeted meet-ups in Scotland to connect local
developers with global publishers and investors.
This will increase opportunities for project
funding and equity investment.

failing to scale and grow. This recommendation
directly addresses this gap by providing an agile,
on-demand service that integrates games-specific
expertise into existing national support
infrastructure, ensuring that studios have the tools
to professionalise, sustain and scale their businesses.

» Deliver an Investment-Readiness Programme:
The service will prepare companies to
successfully attract private capital, as well as help
them to access grants from the Dedicated Games
Investment Fund (Recommendation 02).

» Integrate With the Talent Pipeline: The service
will work in concert with the National Games
Skills & Education Forum (Recommendation 03)
to provide tailored guidance on how to attract,
recruit, and retain the best talent from the
pipeline.

P Utilise Existing Infrastructure: The service will
be a specialist layer coordinated by the CGO,
providing games-specific expertise to existing
support bodies, including Scottish Enterprise,
Techscaler, and Business Gateway, avoiding the
need to duplicate existing infrastructure.

Reference: The proposed operational plan for this service is detailed in the Implementation Annexe.
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Recommendation 05:

B Context: The five recommendations in this plan
are designed to build a unified, interconnected
ecosystem. This national institution is the culmina-
tion of those efforts and the long-term, sustainable
home for this strategy. It is the definitive solution
to the fragmentation and lack of a central hub that
has historically held the sector back from its full
potential. This institution will provide Scotland with
a ‘front door' - a catalyst for international
investment, and a permanent asset for a
world-leading sector.

Furthermore, it will enable the games ecosystem
to engage with and contribute to Scotland’s wider
innovation landscape, forging collaborations with
other innovation centres like The Data Lab, CENSIS,
and the Digital Health & Care Innovation Centre to
deliver even greater cross-sectoral economic and
social benefits.

This new, expert-led agency
is designed to grow the games ecosystem
through targeted investment, business
support, and market development. This hybrid
model will operate with the commercial agility
of a body like Screen Scotland, while
embodying the innovation-driven, data-led
principles of a hub like The Data Lab.

Based on the
success of the two-year pilot, a full business

case will be developed to establish a
physical hub. This hub will act as a force
multiplier, driving industry-academia
collaboration and housing initiatives like
the 'Ethical Al for Games' Lab.

A key
function of the new body will be to develop
a comprehensive business case for long-term
investment. Drawing on the proven
performance of Scotland's INnGAME R&D
centre, which generated £15.90 GVA for
every £1 of public funding, we project this
investment will generate a similar or
greater return.

Reference: A business case for this new institution is provided in the Implementation Annexe.
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B MEASURING OUR SUCCESS:

A Framework for Accountability

B Purpose: To establish a clear, data-driven
framework for measuring the performance of the
Action Plan against its strategic goals, ensuring
accountability and demonstrating a clear return
on public investment.

Bl Key Performance Indicators (KPIs): The success
of this Action Plan will be measured through a set of
interconnected KPIs, demonstrating both the direct
economic impact and the long-term health of the
ecosystem.

B Economic Impact:

» GVA: We will track the Gross Value Add contri-
bution of the Scottish games sector, with a target
of a £1 billion turnover by 2030. This is our primary
measure of economic productivity and is directly
tied to the sector's ability to create high-value output.

» Job Creation: We will monitor the number of
high-value jobs created across the ecosystem,
aiming to exceed 5,000 jobs by 2030. This
demonstrates the sector’s capacity to support
careers and contribute to national employment.

» Private Investment: We will track the amount of
private capital leveraged by public funding, with a
target of exceeding £1.40 of private investment for
every £1 of public funding. This is a key measure of
the plan’s ability to de-risk investment and attract
private capital.

» Exports: We will monitor the value and cultural
impact of exports of games and games-related
services from Scotland, with a target of a 25%
increase in both value and recognition (awards, etc.)
by 2028. This demonstrates the sector's
international competitiveness and cultural reach.

B Ecosystem Health:

» Studio Creation: We will track the number of
new studios founded and successfully incubated
(released more than one game sustainably), with a
target of 20 new studios by 2028. This measures
the health of the entrepreneurial pipeline.
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» IP Development: We will monitor the number of
new, original IPs created in Scotland, with a target
of 50 new IPs receiving prototype funding by 2028.
This measures the creative vitality of the ecosystem
and its potential for long-term value creation.

» Collaboration: We will measure the number of
collaborations between industry and academia
(e.g., joint R&D projects), with a target of 15 new
projects initiated annually through the national
institution by 2028. This measures the
interconnectedness of the ecosystem.

» Diversity & Inclusion: We will track the diversity
of founders and the workforce, with a target of
increasing the representation and retention of
underrepresented groups (women, ethnic minorities,
and people with disabilities) by 15% in the
workforce by 2028. This ensures the sector's

growth is both inclusive and sustainable.

M Talent & Skills:

P Talent Alignment: Increase the percentage of
graduates securing relevant games-sector
employment in Scotland within six months of
graduation (Baseline and target TBD by CGO).

» CPD/Retention: Build the number of experienced
professionals (3+ years) participating in the new
Lifelong Learning Framework across the games
ecosystem.

» Entrepreneurial Pathway: Increase the number
of games-related graduates accessing the Games
Enterprise Service to explore founding a studio.

» Talent Retention: We will track the percentage

of graduates who remain in Scotland to pursue a
career in the games sector through employment or
business creation, with a target of a 10% increase in
retention rate by 2028. This is a critical measure of
the ecosystem’s long-term health and a key indica-
tor of our success in becoming a global supercluster.



CONCLUSION

A Vision for a World-Leading Scotland

The Scottish Games Action Plan is not just the first step in a national
strategy; it is a shared vision to build Scotland’s digital future. For too long,
the sector’s fragmentation and lack of visibility have been vulnerabilities.
This plan enables a unified, interconnected ecosystem that is ready to
deliver on its world-class potential. Instead of a top-down agenda driven by
a few high-profile individuals, this is a community-led, bottom-up vision for

long-term, sustainable growth.

This is an offer to invest in a proven,
high-value asset. Our phased, de-risked
blueprint, led by a dedicated Chief Games
Officer, is designed to generate a
significant return on public investment
while creating a robust talent pipeline, a
sustainable business environment, and a
far more creative, connected and
collaborative resource for Scotland's
innovation agenda.

The moment for action is now. As other
nations race to recognise and support
their games sectors, Scotland stands
uniquely positioned with its own ‘secret

weapon’ - a creative, productive, and
resilient ecosystem ready for its moment
on the world stage.

This plan is not a request; it is a blueprint
for a future in which Scotland becomes
the UK’s first games supercluster and a
pioneer in the global creative technology
(createch) economy. By backing this plan,
the Scottish Government is not just
supporting a single sector; it is making a
strategic investment in the creative,
cultural, and economic future of

the nation.

"The moment i
for actlon
IS now."
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H INTRODUCTION

This document serves as the Implementation J ‘
Annexe for the Level Up Scotland: A National Made in Scotland
Action Plan for the Scottish Games Sector. It is

a companion to the main Action Plan, containing

the detailed sub-recommendations, operational

frameworks, and evidence base that underpin the

high-level strategic recommendations. The

purpose of this document is to provide a clear,

actionable guide for the delivery partners,

ensuring a seamless and effective transition

from strategy to action.
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B SECTION A: STRATEGIC ALIGNMENT

A.1: Governance Framework: A Visual Guide

This diagram clarifies the reporting lines and responsibilities, demonstrating that the new structure is

integrated into existing government frameworks.

Cabinet Sponsor:
Deputy First Minister (DFM)

Lead Executive Sponsor:

L Chief Entrepreneur (CE)

i Operational Lead:

Chief Games Officer (CGO)
v Cross-Portfolio Working
Group For Games
\' Delivery Partners

Holds the ultimate vision for the strategy.

The CGO reports directly to this role,
aligning the plan with the national
entrepreneurial agenda.

The dedicated, full-time expert responsible for
piloting the Phase One Action Plan.

Advisory. Provides inter-departmental /
cross-directorate alignment and
expert advice on delivery.

Execution. The CGO works with existing
delivery bodies to implement the plan.

Delivery partners should include: Creative Scotland, Scottish Enterprise, Skills Development Scotland,
Scottish Development International, Scottish National Investment Bank, Techscaler, South of Scotland
Enterprise, Highlands and Islands Enterprise, Business Gateway, etc.

A.2: Full Terms of Reference for the Interim Chief Games

Officer (CGO) Role

Bl Role: The Interim CGO is a fixed-term, expert
leadership post responsible for piloting the
implementation of the Phase One Action Plan.
This role is crucial to overcoming the historical
fragmentation of the Scottish ecosystem.

B Reporting: The CGO will report to the Chief
Entrepreneur.

H Key Responsibilities:

» Oversee the delivery of all Phase One initiatives,
including the Games Growth Catalyst Fund and the
National Games Skills & Education Forum.

» Act as the primary point of contact for the indus-
try, providing expert advice to the government.

P Proactively leverage UK-level and international
funding streams: A key mandate of the CGO will be
to identify and secure funding from sources outside
Scotland, such as the new UK-wide creative
industries initiatives, to support the growth of the
Scottish games ecosystem.

» Champion the Action Plan and a national games
strategy across all government and public sector
bodies.
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B SECTION B: GAMES GROWTH
CATALYST PILOT FUND

B.1: Proposed Structure for the Scottish Games Growth

Catalyst Pilot Fund

This diagram clarifies the reporting lines and responsibilities, demonstrating that the new structure is

integrated into existing government frameworks.

B Purpose: To provide targeted financial support
for new Scottish intellectual property (IP) and to
strengthen the work-for-hire sector.

B Model: A two-stream, £5 million pilot fund,
modelled on the successful UK Games Fund and
Australia’s Federal Production Fund and the
Victorian Regional Production Fund, which provides
non-dilutive support.

B Fund Administration & Governance: The Phase
01 Pilot Fund will be administered by an existing
body to avoid unnecessary overhead and bureau-
cracy. This will be a core task for the Interim Chief
Games Officer (CGO) to determine. Potential
options include leveraging the administrative

expertise of a body like Creative Scotland or the
Scottish National Investment Bank (SNIB). The CGO,
alongside an independent expert panel composed
of games industry professionals, will provide strate-
gic input and final sign-off, ensuring that the fund is
agile and responsive to the needs of the ecosystem.

H Stream A: IP Incubation: Providing prototype
grants up to £50,000 per project to de-risk the
creation of new Scottish Intellectual Property (IP).

H Stream B: Co-Development Competitiveness:
Providing targeted grants up to £100,000 per
project to help work-for-hire studios compete on the
global stage.

B.2: Business Case for Co-Development Competitiveness

While the creation of new Scottish intellectual
property (IP) is a vital goal, this fund’s dual-stream
approach is a strategic investment in the founda-
tional strength of the ecosystem. Work-for-hire and
co-development studios are often the silent engine
of the Scottish games sector. Their consistent
revenue and highly skilled workforce contribute a
significant portion of the sector's exceptional GVA
per head of £151,382. This support is not a subsidy
for international IP holders. It is a targeted
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investment in Scottish companies, empowering
them to compete for global contracts they might
otherwise miss. It provides the stable, high-value
employment that allows studios to de-risk their
business, retain talent, and, crucially, self-fund
their own IP development over time. By supporting
our most reliable economic engine, we are creating
a more resilient, sustainable, and diversified
industry that will be a global leader in both IP

and co-development excellence.





B.3: Business Case & International Benchmarks

The public investment case is well documented by
the Dundee-headquartered UK Games Fund. Its
2025 Impact Report provides a powerful, govern-
ment-backed benchmark for success. The report
projects that the fund's latest three-year iteration
will generate £30 million to £58 million in
productivity benefits for the UK economy,

representing a strong benefit-cost ratio (BCR) of
up to 7.3. It also found that for every £13 million in
public investment, the fund leveraged an
additional £18.2 million in private funding. This
data validates our approach and demonstrates
that a targeted, pilot-based fund is a de-risked
investment with a proven return.

B.3: Phase one High-Level Cost Summary

This table provides the estimated upfront investment costs for Phase one.

Year 1 Cost Estimate (£) | Year 2 Cost Estimate (£) Key Function

Rec 1:
Strategic ~150,000 - 200,000
Governance
Rec 2:
Games ~2.5 million

Investment Fund

Rec 3 & 4:

Talent & Enterprise ~200,000 - 300,000

Total
Phase one
Costs

~ £2.85M - £2.95M

Interim CGO salary

~1 -2 i
50,000 - 200,000 & operational costs.

Pilot Fund grants

~2.5 million & admin.

Establish a new National
Games Skills Forum and
an agile Enterprise &
Sustainability Service.

~200,000 - 300,000

Total cost for the first

~ £2.85M - £2.95M
two years.

B.4: Proposed Role of the Scottish National Investment

Bank (SNIB)

Purpose: To provide a clear path for commercial follow-on investment for successful studios, acting as a

crucial partner in the investment lifecycle.
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B SECTION C: NATIONAL GAMES
SKILLS & EDUCATION FORUM

C.1: Proposed Structure for the National Games Skills
& Education Forum

B Purpose: To create a professionally coordinated B Learning from Others: This model is inspired by
body to align the education system with the needs similar successful initiatives in Finland, Wales and
of the industry, interface with the new UK-wide Northern Ireland, such as the Games Developer
games skill organisation and address the Foundry Wales initiative.

well-documented skills gap.

B Mandate: Review and align curriculum standards,
develop a National 'Game-Based Learning'
Programme, create a lifelong learning framework,
and build a strategy for improving diversity and
inclusion.

B SECTION D: GAMES ENTERPRISE &
SUSTAINABILITY SERVICE

D.1: Operational Plan for the Enterprise
and Sustainability Service

Bl Delivery Model: A flexible "service layer"
coordinated by the CGO, providing on-demand,
specialist support to help studios at all stages
of growth.

B Learning from Others: This is a direct response
to the situation in Wales, where a lack of dedicated
business knowledge and support is a major reason
for company failure. We aim to formalise and
professionalise a support system that bridges the
gap between creative ambition and business reality,
using the existing business support infrastructure
and organisations.
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B SECTION E: INTERNATIONAL
BENCHMARKS & COMPETITIVE
POSITIONING

This annexe provides a snapshot of games industry
support models in other nations. It demonstrates
how Scotland is positioned against key competitors

and pioneers, and underscores the urgency of this
Action Plan.

Industry Size & Metrics

- Turnover: €2.85 billion
(2024).

Jobs: 4,300 people.
ROI: £22 in tax
revenue for every £1
of public funding.

£431 million target (2022-26).
Talent Growth: Workforce

Northern grew 33.5% (2021-23).

Ireland

direct spend return in the
Interactive sector.

- Companies: 103
companies (2024).
Problem: Shrinking workforce
despite company growth.
Funding Gap: Clwstwr Games
Survey Wales (2021) confirmed
a "poor take-up of funding."

- Games Spend: $49.8
million in direct expenditure
(2023/24). Project Growth:
85% increase in new game
projects. ROI: 1:11 return on
investment.

Victoria

(Australia)

- Screen Industry Direct Spend:

Funding Ratio: Achieved a 4.6:1

Key Support Models

- R&D-focused grants via
Business Finland. Games as a
Service model for longevity.

- Integrated Screen agency
(NI Screen). Dedicated hub:
The Pixel Mill for incubation
and skills. Major infrastructure
investment: £72m Studio
Ulster for virtual production.

- Games Scale Up Fund:
£850,000 fund to help studios
grow from pilot to market.
Creative Skills Fund: Targeted
grants up to £125,000 for skills
and training.

- Dedicated Digital Screen
Rebate pilot program.
Market-making: Play Now
Melbourne to connect
developers with international
publishers. Talent: Originating
Games to support new IP
and talent. Support new
IP and talent.
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Strategic Takeaway for Scotland

Invest for ROI: Finland's model proves
that strategic, long-term public funding
is a powerful catalyst for a globally
competitive, export-driven industry.

Integrate & Diversify: An umbrella
agency that includes games can
diversify risk and drive massive

infrastructure projects that benefit the
entire creative ecosystem.

Address Fragmentation: Wales is a
cautionary tale. A lack of coordinated
support and a shrinking talent pool can
prevent a promising ecosystem from
reaching its full potential. Our plan directly
addresses these gaps.

Be a Pioneer: Victoria's agile approach
with a dedicated rebate and a focus on
market-making shows that a smaller player
can punch above its weight and achieve
rapid, quantifiable growth (World-famous IP
funded by VicScreen: Untitled Goose Game,
Cult of the Lamb, Wayward Strand,
Stray Gods, Armello, etc.
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H A Global Blueprint for Action: The value of
government intervention is being proven
internationally. Brazil has passed a new legal
framework to recognise games as a cultural and
business engine, and Indonesia has a new presiden-
tial order to accelerate its national gaming industry.
In Europe, the creation of initiatives like Portugal’s
eGames Lab is helping to consolidate a fragmented
sector and make the country globally competitive.

B The Problem: While Scotland has a strong games
legacy, it is currently "under-developed and less
well understood than the film and TV sectors."
Despite having a far greater cultural, social and
financial impact than either. Without a national body
and strategy, Scotland risks following the path of
Wales, where the proportion of games development
staff is significantly lower than in other UK regions.

B The Opportunity: By learning from a market like
Finland, which has seen an exceptional return on
public investment, Scotland can seize a generational
opportunity.

B SECTION F: NATIONAL GAMES
INNOVATION CENTRE

F.1: The Economic Vision and Business Case
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B Vision: To create a single national institution that
serves as the strategic, physical, and operational
core of Scotland’s games supercluster. The
proposed model is a hybrid, combining the
commercial and market-making functions of a body
like Screen Scotland with the innovation-driven,
data-led ecosystem approach of The Data Lab and
INGAME. The new body will investigate the (Phase
Two) business case for a physical centre of
excellence, which will become a hub for the entire
ecosystem, housing initiatives such as the 'Ethical Al
for Games Lab.

B Economic Impact Model: Drawing on the
proven performance of Scotland's INnGAME R&D
centre, which generated £15.90 GVA for every £1
of public funding, our model projects a similar or
greater return for the National Innovation Centre.





B SECTION G: STRATEGIC ALIGNMENT

This section demonstrates how the Games Action Plan serves as a direct delivery mechanism for wider
national policies, making it more resilient to political scrutiny.

G.1: Alignment with the Scottish Government's 'National
Strategy for Economic Transformation (NSET)'

B Our plan aligns with NSET's goals by creating a Dedicated Games Investment Fund (Recommendation 02)
and a Games Enterprise & Sustainability Service (Recommendation 04), which provide targeted support
for studio growth and IP creation.

G.2: Alignment with the Scottish Technology Ecosystem
Review (The Logan Report)

B The Action Plan is a direct implementation of B Games supercluster definition: A Games

the Logan Report's core tenets by proposing a Supercluster is defined as a high-density,
dedicated National Games Skills & Education interconnected ecosystem, covering more than
Forum (Recommendation 03), a National Games one city/region, characterised by sustained, rapid
Innovation Centre (Recommendation 05), and a growth (exceeding national sector average), deep
bespoke Dedicated Games Investment Fund collaboration between industry, academia, and
(Recommendation 02). government (Triple Helix), and a specialised focus

on IP creation and high-value creative technolo-
gy (‘createch’) output. Our target GVA per head
(£151,382) demonstrates that the potential for this
high-density growth already exists.

G.3: Alignment with the Scottish Al Strategy

B Context: The Scottish Government's Artificial B How We Align: Our proposed National
Intelligence Strategy is a key national document Institution for Games (Recommendation 05) will
focused on developing a trustworthy, ethical, and include a dedicated Ethical Al for Games Lab. This
inclusive Al ecosystem. It is being delivered in directly contributes to the Al strategy's vision by
partnership with The Data Lab, a foundational applying its principles within a commercially viable
partner in our own plan. sector. This will enable Scottish companies to lead in

the responsible development of Al tools for game
design, a rapidly emerging global trend.
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G.4: Alignment with the Digital Economy Skills Action
Plan and Entrepreneurial Campus Report

H Context: The Digital Economy Skills Action Plan is
a government-wide priority to address digital skills
gaps. The Entrepreneurial Campus initiative focuses
on fostering a culture of innovation and enterprise
across universities and colleges.

B How We Align: Our National Games Skills &
Education Forum (Recommendation 03) directly
acts as a delivery mechanism for the Digital Econo-
my Skills Action Plan by creating a coordinated,
industry-led talent pipeline. Furthermore, our
Games Enterprise & Sustainability Service
(Recommendation 04) supports the Entrepreneur-
ial Campus goal by providing specialised business
and mentorship support to help new games
companies form and scale successfully. This model
avoids duplication and provides a targeted,
expert-led layer to existing support infrastructure.

TECH

G.5: Alignment with Scotland's Games Ecosystem Review

B Review Findings: The 2022 review from the
Universities of Glasgow & Stirling explicitly
identified a lack of industry leadership, a skills
gap, and fragmentation in the ecosystem as key
challenges. This research was based on data from
the Scottish Games Network and INGAME.

B How We Align: Our plan is a direct,
evidence-based response to these academic
findings. We directly address the identified
challenges by:
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B Leadership: Proposing a Chief Games Officer
(Recommendation 01) to provide the single,
accountable point of leadership that the review
found was missing.

B Skills: Establishing a National Games Skills & Ed-
ucation Forum (Recommendation 03) to bridge the
skills gap and align education with industry needs.

B Fragmentation: Consolidating efforts into a
cohesive plan and proposing a central National
Games Innovation Centre (Recommendation 05)
to serve as a focal point for the community.





G.6: Alignment with the Games Skills Report from Skills
Development Scotland (SDS, 2025)

B Report Findings: During 2024/25, SDS
collaborated with the Scottish Games Network to
better understand the Scottish games landscape
and the industry demand for gaming skills. The
study identified that the Scottish games sector
generates a GVA per head of £151,000, which is
more than double the average for the Scottish
economy, and that gaming technologies play

a critical role by supporting adjacent sectors

to innovate.

The study also noted that despite limited funding,
the Scottish Games Network has played an
important role in coalescing industry and
stakeholders to co-deliver events such as the
Scottish Games Week, and more recently to
co-develop the new Games Action Plan.

Industry feedback confirmed that whilst many
employers talk positively about the quality of
Scottish games courses, many are also experiencing
skills gaps and shortages in technical areas such

as programming and data, as well as in back-office
business skills, including funding, finance and
administration.

The study also identified areas of opportunity, such
as engaging more employers in Apprenticeships,
which appear to be an untapped recruitment tool
and encouraging more games employers to engage
with existing digital skills and careers interventions.

B The sector has a significant skills gap, particularly
in programming (50%), data skills (43%), and
funding/finance (36%).

B Apprenticeships are a largely unused
recruitment tool.

B How We Align: Our Action Plan is a direct,
evidence-based response to these findings. We
propose a dedicated Chief Games Officer (CGO)

to provide the single, accountable leadership that
would also support talent and skills development.
Our National Games Skills & Education Forum
(Recommendation 03) and Games Enterprise &
Sustainability Service (Recommendation 04) are
precisely the tools needed to address the quantified
skills and funding gaps identified in the research.
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B SECTION H: MANAGING RISKS

TO SUCCESS

This section outlines the key risks associated with the delivery of the Games Action Plan and details the
mitigation strategies designed to ensure a seamless and effective implementation. The proactive
management of these risks is a core function of the Chief Games Officer (CGO) and the Cross-Portfolio

Working Group.

1. Risk: Political Disengagement or Opposition

B Description: The plan may face political
opposition or a lack of engagement from key
government departments and stakeholders, which
could lead to its being stalled or dismantled.

H Mitigation:

» Proactive Strategic Alignment: The plan is
explicitly aligned with existing national strategies
and policies (e.g., NSET, STER) to ensure it is seen as
a delivery mechanism for government priorities, not
a separate, standalone initiative.

» Cross-Portfolio Leadership: The appointment of a
CGO and the establishment of a formal Cross-Port-
folio Working Group, chaired by a Cabinet-level
champion, will create a clear line of leadership and
accountability, making it difficult for the plan to be
isolated within a single department.

» Community-Led Mandate: The plan's

foundation in two years of intensive industry
consultation gives it a powerful, grassroots mandate
that directly counters any claims of a ‘lack of
consensus’ or ‘industry backing.

2. Risk: Funding and Financial Instability

B Description: The two-year pilot may fail to secure
the required funding, or it may not demonstrate a
sufficient return on investment to justify a long-term
commitment.

H Mitigation:

» De-risked Pilot Phase: The plan is a low-cost,
high-impact pilot designed specifically to build an
undeniable business case. The initial fund streams
are targeted to test key assumptions and validate
the delivery model.
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P Leveraging Existing Infrastructure: The plan
avoids the creation of new bureaucracy by
proposing to leverage existing administrative and
financial mechanisms, such as Creative Scotland,
Scottish Enterprise and/or the Scottish National
Investment Bank (SNIB).

» Proven ROI: The plan's recommendations are
grounded in the proven return on investment of
similar models, such as the UK Games Fund (up to
a 7.3 Benefit-Cost Ratio (BCR)) and the INGAME
innovation centre (£15.90 GVA for every £1
invested), which provides an evidence-based
guarantee of success.





3. Risk: Fragmentation of the Ecosystem

B Description: The various recommendations may
be implemented in isolation, failing to create a
coherent, interconnected system.

H Mitigation:

» CGO as the 'Connective Tissue': The CGO is
explicitly tasked with being the single point of
coordination for all recommendations, ensuring that
the talent pipeline, business support, and funding
streams are all working in concert.

4. Risk: Skills and Talent Drain

» Interdependent Design: The plan's
recommendations are not isolated ideas but are
explicitly designed to be interdependent
components of a single, strategic blueprint. For
example, the talent pipeline (Recommendation 03)
is designed to feed new ventures into the business
support service (Recommendation 04) and the
investment fund (Recommendation 02).

P Strategic Oversight: The Cross-Portfolio Working
Group will provide a forum for all delivery partners
to ensure that interventions are aligned and not
working at cross-purposes.

B Description: Scotland may continue to struggle
to attract and retain world-class talent, undermining
the long-term sustainability of the sector.

H Mitigation:

» Lifelong Learning Framework: The plan proposes
a dedicated framework for Continuing Professional
Development (CPD) with a focus on professionals
with 3+ years of experience, addressing a key
retention issue.

» Pathways to Entrepreneurship: The plan explicit-
ly links the talent pipeline to business creation,
ensuring that graduates and skilled professionals
have a clear pathway to becoming founders or
securing high-value employment within Scotland.

» Market-Led Curriculum: The National Games
Skills & Education Forum will ensure that education
aligns with industry needs, providing graduates with
the skills they need to succeed in the Scottish
ecosystem and reducing the need for talent to

seek opportunities elsewhere.
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B SECTION I: ACKNOWLEDGEMENTS

& THANKS

The Scottish Games Action Plan is the culmination
of an intensive 24-month consultation process with
the Scottish - and global - games community. This
is a sector-led strategy, forged through the
expertise and vision of hundreds of individuals

from across the ecosystem.

4] Studios

Abertay University

Ant Workshop

Astrodreamer Studio

Barclays Eagle Lab

Bearhammer Games

British Film Institute

Blackadders

Blazing Griffin

We extend our sincere thanks to all who gave their
time, shared their insights, and contributed to this
blueprint for Scotland's future. The following list is
a thank you to all of the organisations and
individuals that have contributed to this

project, which included:

Codebase GameSpace
Creative Edinburgh Glasgow City Council
Creative Scotland Glitchers

Creative UK Glasgow School of Art

The Cross-Party Group for

Scotland’s Games Ecosystem Gothboss Studios

Cyber Safe Scotland Hairy Heart Games

Devolver Digital Hyper Luminal Games

Independent Workers' Union
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Checkpoint Magazine

City of Glasgow College

Digitalnauts of Great Britain
. International Game
Direlark . .
Developers Association
Drimify Indie Lab

Dundee & Angus College
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Climax Scotland

Cobra Mobile

Codebase

Education Scotland

Elm Grove

Execution Labs

Firesprite

Fish Tin Games

North East Scotland College

The OR Strategy

Royal National Institute
for the Blind

ScotlandIS

Scottish Development
International

Scottish Games
Education Network

South of Scotland Enterprise

Sync.Quest

Dundee City Council

Edinburgh Futures Institute

Edinburgh Napier University

Elevator UK

Erena Sports

Fife College

Firestoke Games

Fuchsia Blue

Ninja Kiwi

Pocket Sized Hands

Robert Gordon University
(RGU)

Scottish Esports

Scottish Enterprise

Screen Scotland

Startup Grind

TechScaler

Konglomerate Games

Kythera Al

Madd Studio

Mastered

More Fun with Games

Neogames (Finland)

Neon Digital Arts

New Media Scotland

OFCOM

Polybius Games

Scotcreate

Scopely

Scottish Game Developers
Association

Skills Development Scotland

Stirling University

The Brave Jnr
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The Scarlet Bureau

University of Abertay Dundee

University of Stirling

Wardog Studios

Zsolnai

The UK Games Fund

University of Glasgow

University of the
West of Scotland

West College Scotland

UKIE

University of the
Highlands & Islands

VicScreen
(formerly Screen Victoria)

Yaldi Games
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This Action Plan represents an opportunity for truly transformational
change in the way games are understood and supported in Scotland,
creating something entirely new - a ‘supercluster’ in which education,
academia, and industry work together with expertise and
understanding across government.

When | started this project in November 2023, | had no idea that it
would consume the next two years of my life. The complexity was
immense, requiring the synthesis of thousands of data points and
an initially ludicrous list of 58 recommendations.

| would like to acknowledge the hard work of the several hundred
individuals and organisations who contributed. Their honesty,
expertise, and willingness to engage provided the bedrock for this
entire strategy. Our work was not to generate new ideas, but to filter
the chaos of fragmentation into a single, unified, and unassailable
vision and blueprint for Scotland's success.

The final five key recommendations are the proven consensus of that
immense collective effort.

This document is now complete. The community has provided the
blueprint for the creative, cultural, and economic transformation of our
sector. The time for consultation is over, and the time for shared action
begins. We now hand the responsibility for implementing this strategy
to our delivery partners, knowing that success depends on us building
this future, together.

Brian Baglow,
December 2025
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