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Preface

Educating through Care Scotland (EtCS) is the network for 27 independent care and education services 
including secure care services, that support some of Scotland’s children and young people who require the 
highest level of skilled, intensive support.  Not all independent care and education services are members 
of EtCS. 

EtCS services, which are located across Scotland, provide 24 hour care and education as well as specialist 
day education for children and young people whose significant and complex needs could not be met 
within their local authority. 
The status of services in the EtCS network vary and include:
• Privately owned care and education services;
• Charity registered care and education services; 
• Grant Aided (special) Schools (GASS) which are independent of local authorities, but are supported 

financially, to an extent, by the Scottish Government; 
• Care and education services that are owned and managed by national organisations; and
• Secure Care Accommodation services run by independent charitable organisations.

The Independent Care Review and The Promise that emerged from it is 
welcomed by EtCS services as the opportunity to reflect on the strengths 
and challenges within the care system as a whole, but in particular within 
the independent care and education sector.  This report considers the future 
role of EtCS in delivering The Promise with all partners, for the benefit 
of Scotland’s children and young people who require the highest level of 
skilled, intensive support.
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Fiona Duncan, CEO of the Corra Foundation and Chair of the Independent Care review, believes that: 
‘for those children who can’t live with their own family and, (as per UNCRC Article 20) have the right 
to special protection and help, the promise to them will have been kept.’2  In the spring of 2008, the 
National Residential Child Care Initiative, led by the Scottish Institute of Residential Childcare, was 
established by Adam Ingram, Minister for Children and Early Years, to deliver on the government’s 
commitment ‘to work with partners to make residential care the first and best placement of choice for 
those children whose needs it serves.’ 

Our report seeks to demonstrate how EtCS services, along with their partners, work together to fulfil 
Ingram’s ambition and provide - in Fiona Duncan’s words - ‘special protection and help’ so that The 
Promise is kept for the children and young people whose needs have not been met within their local 
authority. 

Changing Scenarios
Since the first tranche of integrated inspections undertaken by HMIe and the Care Commission in 
2002, the number of independent care and education services in Scotland has decreased3. A further 
three services closed their doors during the pandemic. 

Services in Scotland are now generally small; few support more than 30 children and young people. 
The large Victorian institutional buildings of old are gone and have been replaced with welcoming 
attractive ‘family homes’. Young people live with only a few peers and are supported across 24 hours 
by agreed levels of well trained care and education staff. The services are regularly inspected by two 
Regulatory bodies: Care Inspectorate Scotland (CIS) and Education Scotland. 

The Needs of the Children and Young People
The independent care and education sector in Scotland cares for and educates less than one tenth of 
care experienced children and young people4. These children and young people can present with high 
levels of aggression and violence arising from trauma, grief and loss. Some children and young people 
display different, more subtle characteristics, such as lack of social communication skills often arising 
from high levels of anxiety and can exhibit a range of self-harm. The services also support children and 
young people whose neurodiverse and significant and complex needs require the highest levels of 
personal care and therapies and, for many, alternative means of communication. EtCS services report 
an increase in recent years in the significance and complexity of need of children and young people in 
both residential and day services. 

1. EtCS Context
EtCS Fundamentals

It is important to state that EtCS services fully support The Promise Family 
Foundation1 statement which says: ‘Where children are safe in their families and feel 
loved they must stay – and families must be given support together to nurture that 
love and overcome the difficulties which get in the way.’

1 The Promise (Page 9)
2 Fiona Duncan in a guest blog for CYCJ
3 Residential Care and Education (A joint report by the Care Commission and MHIE, 2005) 
4 Children’s Social Work Statistics Scotland, 2019-20

https://www.carereview.scot/wp-content/uploads/2020/02/The-Promise.pdf
https://www.cycj.org.uk/from-little-acorns/
https://www.gov.scot/publications/childrens-social-work-statistics-2019-20/pages/3/


The services deliver highly personalised, nurturing, creative and trauma-informed care that is carefully 
planned in line with GIRFEC principles and tightly coordinated. Care and education staff support 
children and young people across 24 hours in homes and schools in a way that ensures consistency 
of approach. Key to their success is the way in which they build relationships with children and young 
people, through listening carefully to them and enabling them to learn how to regain trust in adults. 
Services regularly support staff through critical, highly challenging incidents with relevant training. 
They ensure staff receive post-incident supervision and support. We believe in the importance 
of integrated care and education, since they are interdependent. Nurturing care in supportive 
environments improves the motivation to learn; success in learning improves self esteem and self 
regulation, and promotes aspirations for the future. 

Almost all children and young people who are placed in the services have experienced significant 
gaps in learning, often having been excluded from mainstream schools. The services meet the learning 
needs of the children and young people in their schools through using personalised learning pathways 
that take account of gaps in learning in a way that also recognise national guidance.  All schools are 
registered with the Registrar of Independent Schools and all teachers are registered with the General 
Teaching Council for Scotland (GTCS).  Teachers, who are supported by classroom assistants and others 
such as activity coordinators, educational psychologists and care staff, focus on individual strengths 
and interests while also improving basic literacy and numeracy skills. Health and well-being is at the 
heart of the curriculum. 

Aspiration and hope for positive future options are strongly promoted by both care and education 
staff so that previous failures and disappointments are overcome. Some children and young people 
access mainstream schools, often supported by adults from EtCS services. 

The increasing numbers of children and young people who do not live in the service’s homes but 
access day placements in EtCS services, can also present risky, challenging or withdrawn behaviour and 
receive the same trauma-informed personalised support as those in residential care. 

The Education (Additional Support Needs) (Scotland) Act 2004, as amended in 20175 clarifies that ‘it 
should be assumed that a looked after (care experienced) child will have additional support needs 
(ASN) unless the education authority, after assessment, determines they do not.’ ‘The 2004 Act also 
requires education authorities to consider whether each individual looked after child or young person 
requires a co-ordinated support plan. A short life working group has been established to review the 
issues and barriers which are affecting implementation of the legislation related to Co-ordinated 
Support Plans (CSPs) and to suggest ways to overcome them.’6 Few children in EtCS services have a 
co-ordinated support plan, and research by Professor Sheila Riddell from the University of Edinburgh7 
found that only 2.9% of Looked After Children had a CSP in 2018. 

5 Statutory guidance to the Education (Additional Support for Learning) (Scotland) Act 2004 as amended 
6 Short life working group on CSPs, December 2021
7 Scottish Government Education and skills committee, February 2019

https://archive2021.parliament.scot/S5_Education/Meeting%20Papers/20190227Meeting_papers.pdf
https://archive2021.parliament.scot/S5_Education/Meeting%20Papers/20190227Meeting_papers.pdf


Transition to EtCS Services
Decisions about transitions from local authority provision to EtCS services are generally made on 
the basis of data gathered by the child’s social worker and educational psychologist that can include 
information from health professionals, the Children’s Hearing and the views of the child and family 
who may be supported by an advocate. They may also be made as a result of a legal order or in a few 
cases following a successful appeal by the parents, or young people with capacity aged 12 to 15 years, 
to the Additional Support Jurisdiction (the ASN Tribunal) against the decision of the local authority not 
to transition the child or young person to the EtCS service.

The Role of EtCS Services within ‘a complex, fragmented, multi-purpose and 
multifaceted entity…’
There have been many reviews of (residential) child care services since as far back as 1992 when Angus 
Skinner’s “Another Kind of Home”8 focused on young people’s personal experience of these services 
with their immediate and long-term effects on individuals’ lives. However, Fiona Duncan believes that 
‘most previous reviews have examined only a discrete part of the system, reviewed and polished it, 
only to drop it back in to be swallowed and subsumed.’9 She continues: ‘This is not surprising when 
you consider that Scotland’s care system is no system at all. Rather it is a complex, fragmented, multi-
purpose and multifaceted entity which does not lend itself to easy definition; underpinned by 44 
pieces of legislation, 19 pieces of secondary legislation and 3 international conventions and straddles 6 
out of 9 Scottish policy areas.’ 

EtCS services agree completely with this statement. There is a real sense that EtCS services are viewed 
as a last resort, the placement when all other options have run their course but have still not met the 
needs of the child or young person. 

This report highlights the issues of fragmentation, complexity and challenges from EtCS perspective, 
and offers some possible solutions, particularly in terms of improved partnerships, possible changes 
to regulation and consideration of the balance between human and financial cost. The analysis of the 
evidence from our investigation is not a comparison of the quality of care in different settings nor 
is it criticism of what happens elsewhere. It makes the important point that the children and young 
people who are currently cared for in independent care and education services are there because their 
highly significant and complex needs were not met previously. Although individual EtCS services tend 
to focus and specialise in supporting particular needs, their approaches have to be flexible and their 
skillset has to be wide and continuously open to professional development.

8 Another Kind of Home
9 The Rules

https://www.celcis.org/application/files/5116/2308/2766/2017_Vol_16_3_Skinner_A_Residential_child_care_in_Scotland.pdf
https://www.carereview.scot/wp-content/uploads/2020/02/The-Rules_pages.pdf




There are many reports about the challenges facing Scotland that impact negatively on our children 
and young people who require the highest level of skilled support. They include: 
• Poverty, which ‘has been shown to have the strongest impact on children’s cognitive, social-

behavioural, educational attainment and health outcomes’10. The most recent Scottish Government
figures (2019-20) show that child poverty was rising even before the pandemic.11 While welcoming
the 2021 budget as ‘  absolutely the right thing to do’, John Dickie, CEO of Child Poverty Action
Group, says ‘More action will be needed in the years ahead to ensure child poverty targets are met
and every child grows up with adequate resources to give them a decent start in life;’

• Differences in health outcomes and health service use12 between care experienced children and
children in the general population, and reports that death rates among care experienced children
are five times higher than for those in the general population;

• High levels of drug and alcohol abuse and drug related deaths13 which have an increasingly
negative impact on children and young people who live within these households;

• ‘Reductions in local government funding over the past six years (which) are still larger than
in other areas of the Scottish Government budget.’14 Following the 2021 budget there is lack of
clarity between Scottish ministers who contend that the overall package of funding for councils will
actually rise next year and COSLA who believes that local authorities are facing a real-terms cut to
their core funding. An additional £120 million was provided in January;

• Negative perception about the quality of provision in the care system that is mostly
communicated through the media. The Slipping through the Cracks15 report states: ‘In some ways,
media and organisational narratives reinforce negative stereotypes of care experienced children’;

• Attainment of care experienced children and young people16 who, overall, continue to have
lower attainment than other school leavers;

• Impact of the pandemic and lockdowns as highlighted in the Promise Plan 21-2417 and in
the February 2022 Scottish government report18, which exacerbated all challenges and reduced
access to a range of universal and targeted support for many of Scotland’s children and young
people at risk or in need of safeguarding;

• The proposed National Care Service and the way in which it might impact on delivering The
Promise that is yet to be clarified; and

• Recruitment and retention of residential care staff whose pay levels do not always reflect the
significant challenges they face or the skills they require.

2. The Challenging and Changing Landscape

Despite this worrying, challenging and changing landscape, ‘There are fewer 
children entering the ‘care system’ in 2020 than in 2019 and this is a trend that is 
continuing19. ( that includes entering the independent care and education services).

10 Child Poverty in Scotland, NHS Health Scotland
11 Child Poverty in Scotland since the 1960s (Amanda Gavin)
12 Research: (The first longitudinal study of its kind in Scotland - led by the University of Glasgow and published in the BMJ 
Open Journal in September 2021)
13 Getting our Priorities Right: Scottish Government 2013
14 Local Government in Scotland Financial Overview 2019 - 2020, Audit Scotland 2021
15 Slipping through the Cracks (A FrameWorks Research Report, June 2018)
16 Who Cares ? Scotland: Statistics
17 The Plan 21-24
18 Impact of covid-19 on children and young people
19 The Plan 21-24

http://www.healthscotland.scot/media/2186/child-poverty-impact-inequalities-2018.pdf
https://digitalpublications.parliament.scot/ResearchBriefings/Report/2021/12/1/a53b6c2d-0d6a-445e-8bd3-413ee081f41b-1
https://bmjopen.bmj.com/content/11/9/e054664
https://www.gov.scot/publications/getting-priorities-right/pages/4/
https://www.frameworksinstitute.org/publication/slipping-through-the-cracks-comparing-media-and-organisational-discourse-on-the-childrens-care-system-in-scotland/
https://www.whocaresscotland.org/who-we-are/media-centre/statistics/
https://thepromise.scot/plan-21-24-pdf-spread.pdf
https://digitalpublications.parliament.scot/Committees/Report/ECYP/2022/2/11/9c0fcf62-e8ea-43ad-a05e-1d214ce00829-1#Introduction
https://thepromise.scot/plan-21-24-pdf-spread.pdf




EtCS services face additional challenges which, by implication, impact on Scotland’s children and 
young people who have the greatest need of specialist and intensive support, and include the 
following. 

• The belief of those who have worked in the sector over many years is that the increased level of
need of many children and young people currently in ‘open’ residential care is equivalent to the
level of need requiring the support provided in secure care, 10 years ago. This is exacerbated by
the increasing numbers of requests for placements from English authorities for young people with
the most significant needs. Similarly, the increased need and the level of risk of children and young
people who are now placed in day services is perceived to be equivalent to that of those previously
placed in residential care.

• Transitions between local authority provision and EtCS services can be traumatic for children and
young people.

• Moving into an independent care and education service is challenging for children and young
people particularly if decisions have been prolonged while needs escalate, or without clarity
about the reason for the transition having been carefully communicated to the young person.
Speedy transitions often on the basis of compulsory orders or for ‘emergency’ placements are
understandably traumatic.

• Being removed from a settled placement in independent care and education services
preemptively or against the wishes of certain professionals or disregarding the voice of the
young person and their family is distressing;

• The risks of exiting a care and education placement at an average age of between 16 and
18, the point at which the ‘care system’ effectively treats children as adults and expects
self-reliance20, are highlighted by agencies such as the Scottish Throughcare and Aftercare
Forum (STAF)21 and others. The October 2020 briefing from The Scottish Care Leavers
Covenant Alliance Collaborative Voice22  states: ‘Continuing care is evidenced as the single
most important factor in improving outcomes into adulthood for care leavers… Consistent
implementation has been, and remains an ongoing challenge.’

3. Additional Challenges for EtCS Services

‘Stability matters to positive experiences and future outcomes, but currently many 
children move frequently between homes, families and care settings. Multiple 
moves lead to missing school and trouble catching up, both of which have knock-on 
effects. A lack of planning around transitions out of care can mean young people 
risk homelessness.’23

20 CELCIS, 2015: (Staying put to move forward)
21 Scottish Throughcare and Aftercare Forum
22 The challenge of 2020 (Supporting care leavers in Scotland during the pandemic and beyond). 
23 The Money

https://www.celcis.org/knowledge-bank/search-bank/blog/2015/10/staying-put-move-forward
https://www.staf.scot/how-we-influence
https://www.celcis.org/application/files/1416/0379/1726/SCLC_Alliance_Collaborative_Voice_report_October_2020.pdf
https://www.carereview.scot/wp-content/uploads/2020/02/The-Money.pdf


• Financial considerations - the elephant in the room - exacerbated by reduced funding for local
authorities during the past six years24. This has resulted in hard pressed local authorities who are
seemingly reluctant to finance what they view as overly expensive placements. Some authorities
are renewing efforts to develop a range of in-house specialist provisions, in line with policies of
inclusion, with the result that fewer young people are referred to EtCS services;

• The procurement process, managed by Scotland’s Excel’s Procurement Service and the sense
within many EtCS services that the Children’s Residential Care and Education Services Framework
has driven down costs without recognising the greater levels of need or the increasing complexity
of needs of Scotland’s children and young people. The time-consuming bureaucracy of the
framework has resulted in several local authorities and independent care and education services
making their own arrangements: effectively agreeing their own terms ‘off the framework’;

• Erroneous perceptions of independent care and education services that they support large
cohorts of young people in old Victorian buildings using insufficient untrained staff, making ‘fewer
demands on them (sic children and young people)’.25  The belief is that the services deliver weak
education provision that results in poor outcomes and exist to profit from vulnerable children and
young people. This is the perception despite the interim Competition and Markets Authority (CMA)
report26 statement: ‘  For children’s homes across England, Scotland and Wales, we have provisionally
found that the prices charged to local authorities for private children’s homes placements are
typically not higher than the cost of providing placements in-house’;

• The Doran National Commissioning review27  that is considering how the grant of £11 million
currently paid to seven Grant-Aided Special Schools (GASS) is reallocated and how national
provision for children and young people with complex additional support needs should be
strategically commissioned; and

• The Scottish Child Abuse Inquiry28 findings which have (properly) focused on the misdeeds and
harm that occurred historically in unregulated large institutions and have quite rightly shone a light
on these atrocities. The potential of the indirect impact of Scotland’s Financial Redress Scheme29

in terms of professional credibility and financial damage upon EtCS services is yet to be fully
understood and may lead to greater negative perception of EtCS services and the demise of some.

24 Local government in Scotland Financial overview 2019/2020 (Audit Scotland, January 2021) 
25 The Promise, Page 79
26 Competition and Markets Authority (Interim report of the October 2021)
27 Doran Commissioning Group
28 Scottish Child Abuse Inquiry
29 CELCIS, March 2021

https://www.audit-scotland.gov.uk/uploads/docs/report/2021/nr_210126_local_government_finance.pdf
https://www.carereview.scot/wp-content/uploads/2020/02/The-Promise.pdf
https://www.gov.uk/government/publications/childrens-social-care-market-study-interim-report/interim-report
https://www.gov.scot/publications/right-help-right-time-right-place-scotlands-ten-year-strategy-learning-provision-children-young-people-complex-additional-support-needs/pages/9/
https://www.childabuseinquiry.scot/
https://www.celcis.org/news/news-pages/scotlands-legislation-financial-redress-scheme-approved


4. The Care and Education Journeys
Introduction
In order to demonstrate how EtCS services work to meet the most significant and complex needs 
within this challenging and changing landscape, the life stories of nineteen children and young people 
across fourteen different care and education journeys were listened to. The children and young people 
had different needs, came from different local authorities and shared their care and education journeys 
to help reflect on and learn from the way in which the wider care system and EtCS services respond to 
their significant and complex needs. EtCS services, along with their partners including social workers 
and parents, identified children and young people whose stories describe the positives the sector 
brings to Scotland’s care system and highlight the barriers and challenges that impact on children, 
young people and their families. The journeys were not chosen as ‘best case’ scenarios and not all 
demonstrate positive outcomes. Although the journeys focus on nineteen children and young people, 
their stories are arguably typical of the majority of those in EtCS services. 

Methodology and Ethical Considerations
In gathering data, EtCS took full account of the guidance provided by the Economic and Social 
Research Council (ESRC) in relation to confidentiality. All young people and/or parents and/or social 
workers were informed about the context of the research prior to interviews. Following virtual 
meetings when the journeys were related to two interviewers, a written account of the journeys was 
sent to the key adult from the service who shared it with the young person, their social worker and/
or family member for their approval, and edited it as needed. Two face to face meetings with young 
people were also undertaken by the two interviewers. Names of all children and young people have 
been changed. Services are not named. 

In order to provide consent to their journeys being published, disclaimers were signed by young 
people over 18 years, providing they had capacity.  If they lacked capacity, permission was granted by 
their parents or carers. Permission for writing the journeys of children and young people under the age 
of eighteen, was also granted by their social worker or family member. 

Two young people asked to be filmed so that the resilience and confidence they gained through their 
experiences could shine through and hopefully change perceptions of those in society whose view 
of children and young people who have experienced care, and their opinion of residential care, can 
be negative. Other young people were unwilling to be filmed as they did not wish to be identified or 
labelled in the future as having been in care. We must be mindful that care experience is not a life 
choice that these young people have made.



4. The Care and Education Journeys
The Care and Education Journeys include those of: 

• Emma and Anita whose early lives were extremely traumatic and challenging, both having
experienced in excess of six foster care placements prior to their move to the independent care and
education service. Both presented with highly challenging and disturbed behaviour on arrival but
following 24 hour intensive support throughout six years they built resilience and progressed in
learning and have recently moved on to tertiary education.

• Angie, Kieron and Luke all of whom presented with a range of complex needs and challenging
behaviour on arrival at their independent care and education services. Following intensive 24 hour
support that lasted respectively for four months, six months and two years that helped them to
self regulate their behaviour, re-engage in learning and leave their services with resilience and
increased self esteem, all returned to their local community, two to kinship care.

• Brother and sister Robert and Joan, who lived with 22 foster carers prior to their placement,
together, in their independent care and education service. Their significant emotional distress
on arrival was addressed by a highly skilled trauma-informed team working across 24 hours for
approximately two years to the extent that the children’s social worker, in partnership with the
service, is now exploring the possibility of the children returning to a foster care family in their local
community.

• Louise and Edward, whose feelings of failure in mainstream schools due to high levels of anxiety,
transitioned as day pupils to nurturing environments in independent care and education services
where they were supported by a skilled staff team who focused on wellbeing, identified their
strengths and promoted improved outcomes.

• Sophie, Martin, John and James, whose significant and complex health and physical disabilities
could no longer be met in their family homes and who are now supported by skilled staff across 24
hours in suitably adapted environments.

• Bilal who lived in ten non-residential care settings from the age of two. The disruption of his
education at primary/ secondary transition and a change in care placement resulted in an
escalation in his challenging behaviour and more than a year’s absence from school. Following
placement in an independent care and education service, significant support across 24 hours, re-
engagement in learning and success in a college course, Bilal has now returned to the service as a
support worker.

• Darren, whose extreme adverse childhood experiences and eight foster care placements prior to
moving to an independent care and education service aged eight years, required intensive 24 hour
trauma-informed support over many years. His journey highlights the need for continued support
beyond school-leaving age.

• Four young adults who have left a residential service but whose future journeys remain
precarious, requiring continued support and guidance.

The details of the journeys are contained in the separate document: Learning from Care and Education 
Journeys: Delivering The Promise



5. Overcoming the Challenges
Listening to the Messages
The journeys provided consistent messages from the children and young people, their families and 
carers. They described the practice they believed worked for them and also highlighted the challenges 
to be overcome if Scotland is to keep The Promise. At the heart of it all is the need to have a shared 
understanding, across care and education providers in all settings including those who commission 
services, about how best to meet the highest level of significant and complex needs. 

Unmet Needs
The journeys demonstrated the escalating degree of challenging needs of children and young people 
prior to their transition to EtCS services. While some children and young people remembered the 
kindness of foster carers, spoke of their strong and important links with kinship carers, praised the 
support they had received in primary school and from some social workers, there was a degree of 
consistency in what caused them distress. The children and young people needed intensive specialist 
care for the following reasons. 
• Family breakdown as a result of drugs or alcohol misuse, abuse or violence;
• Behavioural challenges which family members could not manage;
• The need for such a high degree of personal, health and therapeutic care that family members

were no longer able to provide; and
• Unmet emotional or learning needs in previous schools.

Other challenges the children and young people mentioned included the following: 
• Numbers of kinship or foster or residential care placements including secure accommodation, they

had experienced;
• Numbers of exclusions from or non-attendance at school; or transitions to different schools

because of changes of care placements, resulting in gaps in learning;
• No memory of continuity of support from social work; and
• High level of anxiety and confusion when they arrived at the residential service.

There is no doubt that many professionals and carers had worked hard to try to meet these children’s 
needs at different stages. However, as different supports and interventions did not meet needs or as 
needs or circumstances changed, the challenges for children, young people and their families, carers, 
teachers and providers, escalated. The significant and complex needs of the children and young 
people whose journeys are described, were unmet.

For the children and young people whose journeys are described, their previous 
provision was unable to meet their significant and complex needs.



The challenges and range of specialist provision across Scotland’s local authorities varies. The ‘right 
help, at the right time, in the right place’30 is a variable concept and relies completely on the context 
in which each child or young person lives and learns. Nevertheless, the route to the decision that 
significant and complex needs can no longer be met within a local authority’s resources is often not 
easily transparent and is certainly not easy for the authority, the child, young person, or their family or 
carers. 

EtCS services believe the journeys along with positive regulatory reports of their services highlight the 
important role they play in meeting the most significant unmet needs through highly personalised and 
specialist integrated care and education: matching needs to specialist provision. 

The journeys demonstrate the services’ ability to work to many of the Fundamentals of The Promise 
and their important national contribution in ‘a country that cares, made up of services that work to 
meet the needs of children and families and that stand ready to be accessed where they are needed, 
when they are needed.’ 31

The journeys also illustrate a key role for EtCS for some of the children and young people who can 
no longer live with their own family in a way that ensures that they can ‘belong to a loving home, 
staying there for as long as needed’, ‘be listened to and meaningfully and appropriately involved in 
decision-making about their care’ surrounded by ‘a compassionate, caring, decision-making culture 
focused on children and those they trust’.’32

30 The Doran Review Report
31 The Plan 21-24
32 Fiona Duncan in a guest blog for CYCJ

https://www.gov.scot/publications/right-help-right-time-right-place-scotlands-ten-year-strategy-learning-provision-children-young-people-complex-additional-support-needs/pages/6/
https://thepromise.scot/plan-21-24-pdf-spread.pdf
https://www.cycj.org.uk/from-little-acorns/


Matching Needs to Specialist Provision
The journeys demonstrate how unmet needs were addressed, and highlight what worked well for the 
children and young people in EtCS services. Positive messages and strategies include the following:
• Living in small comfortable houses or cottages with only a few other children;
• Happy mealtimes with ‘family type’ conversations;
• The way in which the adults in the homes and schools welcomed children and young people,

listened to them and worked hard to build trusting relationships;
• The role of key worker/s;
• Positive trauma-informed care and support - able to be accessed immediately - during the day,

evenings, weekends, and when needed during the night;
• The importance of consistent boundaries and support strategies across all settings;
• Having a brother or sister in the same service and the support received to (re)build their

relationship;
• Promotion of contact with family members, where legally permitted;
• Harnessing of strengths;
• Opportunities to develop new interests and skills;
• Integrated care and education;
• Progress in learning;
• Forward planning of a positive destination in collaboration with the young person; and
• Continued contact and support after leaving the service.

EtCS services have developed and made considerable changes during the past twenty years, 
particularly since the 2002 Regulation of Care Act33, to take account of the ever changing and 
increasingly challenging landscape, alongside rigorous regulatory scrutiny.  As local authorities include 
more of their children and young people within their own services, the significance and complexity 
of needs of the children and young people who transition to EtCS services have increased. Societal 
challenges outlined earlier have also impacted negatively on children and young people and increased 
their needs. Matching escalating needs to appropriate specialist provision is a constant challenge.

One of the strengths of EtCS’ services is in assessing, understanding and addressing the uniqueness 
of the needs of each child or young person in order that the nature of the environment and the 
understanding and skills of staff can deliver what is necessary to harness strengths and meet needs. 
Increased staffing levels and continuous professional development within EtCS services have reflected 
the escalating challenges of increased needs. 

EtCS services are committed to continue to change and adapt so that Scotland’s neediest children and 
young people are able to ‘grow up loved, safe and respected…and reach their potential’34.  

33 Regulation of Care Act 
34 GIRFEC

https://www.legislation.gov.uk/ssi/2002/114/made
https://www.gov.scot/policies/girfec/


Meeting Needs through Positive Partnerships

The journeys highlight the greater possibility of progress and success when EtCS services work closely 
and positively with the family and local authority personnel and others, including third sector agencies. 
The interconnectedness of EtCS services and the local authority as the ‘corporate parent’ is key to 
ensure significant and complex needs are met. EtCS is keen to establish improved ways of working 
with local authorities to ease transitions of children and young people into and out of their services in 
order that the young people who need this provision have smooth access to ‘intensive support, a right 
to education and an emphasis on the importance of relationships.’38 .

The strong desire of EtCS is to work as flexibly as possible in partnership with local authorities is 
illustrated in the journeys and through their willingness and ability to: 
• work closely with families;
• provide flexible options in terms of 52/43/39/other- week provision as well as day provision;
• provide ‘short stay’ provision enabling the child or young person to return to local resources when

identified needs are met;
• work towards returning children ‘home’ when appropriate to do so;
• share assessments, plans, strategies and training with authority social workers, educational

psychologists and others;
• encourage re-engagement and progress in learning evidenced through Scottish Government

Attainment Data39 which highlights that young people living in independent residential care and
education services, including secure care, attain the same level of qualification at Level 4 as those in
local authority homes. However, they outperform care experienced young people in local authority
residential accommodation at SQA Levels 5,6 and 7;

• accommodate brothers and sisters when appropriate; and
• provide continuing support, including in some cases accommodation, for young people beyond

school leaving age.

The 2011 Christie Report on the future delivery of public services40 emphasises the need for strong 
partnership to ensure greater efficiency. The report states: 
• ‘Public service providers must work more closely in partnership, integrating service provision to

improve their outcomes; and
• The Public services system - public, third and private sectors - must reduce duplication and share

services to become more efficient’.

All services across EtCS are strongly focused on improvement and change in line with the 
philosophy of The Promise, but their individual endeavours and this EtCS-wide report 
examines ‘only a discrete part of the ‘system’’35 The EtCS network will continue to ‘review 
and polish’36 their services.  However, they cannot do this in isolation or their services will 
‘only drop back in to be swallowed and subsumed.37’

EtCS services are keen to work more closely and strategically with their local authority partners across 
Scotland, reducing duplication and sharing practice in order that, together, the significant and complex 
needs of children and young people can be better met.
35,36,37 Fiona Duncan in a guest blog for CYCJ
38 The Plan 21-24
39 Attainment data for care experienced young people
40 Christie Report

https://www.cycj.org.uk/from-little-acorns/
https://thepromise.scot/plan-21-24-pdf-spread.pdf
https://www.gov.scot/publications/education-outcomes-looked-children-2019-20/pages/3/
https://www.gov.scot/publications/commission-future-delivery-public-services/


Balancing ‘Costs’

Follow the Money
Balancing human costs versus financial cost is challenging and Dr Katherine Trebeck’s reflections in the 
report Follow the Money42 that ‘the lifelong cost of the ‘care system’ is borne by the person who has 
experienced it’, is truly alarming. 

The cost of not meeting needs in human terms is well documented by Trebeck. Her report does not 
differentiate between different care settings but states that - overall - it is care experienced children 
who bear the lifelong cost of care and are: 
• almost two and a half times more likely to be excluded from school up to age 16;
• almost one and a half times more likely to have anxiety at 16;
• almost twice as likely to moderately use drugs at 16; and
• almost one and a half times more likely to have unauthorised absences at school at 16.

Trebeck continues, ‘This failure of the ‘care system’ to meet the needs of children and adults and the 
impact this has on their lives also has an economic impact for Scotland…’

Supporting Scotland’s care experienced young people to become effective contributors to society 
in the future is paramount both in human and financial terms. Our journeys show the potential of 
many of the young people who as young children had a hugely challenging start to life, yet have 
been supported to heal, now have aspirations and lifetime goals and will be successful contributors to 
society in the future. 

EtCS services are keenly aware of budget constraints within local authorities, but wish to point to 
Appendix A in the interim CMA report43 that states ‘We found local authority operating costs have 
been approximately 26% higher, on average between 2016 and 2020, than the equivalent for the large 
private providers whose accounts we have examined. It therefore appears that the amount paid for a 
place in the private sector, even allowing for profits, is not obviously higher than that paid by a local 
authority to provide an in-house place.’

The CMA report also states: ’Local authorities have told us they believe their provision costs less or is 
better value for money and the most frequently given reason is that private providers need to make a 
profit. Independent providers we have heard from, dispute this and argue that local authorities don’t 
always understand their own costs and do not make like-for-like comparisons.’

Trebeck reports: ‘It is about welcoming the value to be created rather than simply weighing up the cost 
of delivery... Viewing public sector budgets in isolation similarly ignores how investment in one area 
often results in savings in another.’44 

The Promise Money report41 states: ‘The financial discussion reveals that building 
a better ‘care system’ is entirely do-able, not least as substantial amounts of 
money are already being spent, but for very poor outcomes.’

41 The Money 42 Follow the Money
43 CMA Interim Report 44 The Money

https://www.carereview.scot/wp-content/uploads/2020/02/The-Money.pdf
https://www.carereview.scot/wp-content/uploads/2020/02/Follow-the-money.pdf
https://www.gov.uk/government/publications/childrens-social-care-market-study-interim-report/interim-report
https://www.carereview.scot/wp-content/uploads/2020/02/The-Money.pdf


The Christie Commission Report
In a similar vein, the Christie Commission Report 2011,45 states: ‘Expenditure must be prioritised on 
public services which prevent negative outcomes’. The same message was reiterated at a roundtable 
event in July 2021, organised by the University of Glasgow/Policy Scotland and University of Edinburgh, 
entitled The Christie Commission 10 years on.46  That event reflected on the recommendations of the 
2011 report with the focus on reinvigorating the Christie approach.  A key agreement was the need for 
‘specific presumption in favour of prioritising preventative action, and action to tackle inequalities will 
need to be attended to with even greater force ten years on.’ 

Scotland Excel National Framework for Children’s Residential Care and Education Services 
As providers of high quality intensive care, it is important that costs whether determined via the 
Scotland Excel National Framework or ‘off the Framework’ take full account of the need for the services 
to have a wide range of specialist staff, high staffing levels and continuous professional development 
along with regular environmental improvements. Nationally agreed increases in social care and teacher 
salaries have a significant impact on EtCS services budgets, of which approximately 90% meets staffing 
costs. This is not reflected in the National Framework. Unlike in adult social care, funding has not been 
provided centrally by the Scottish Government to support increases in staffing costs in residential child 
care.

Following information communicated to EtCS services from Scotland Excel in January 2022 local 
authority Directors of Finance have intimated that ‘increases of any size would need to be carefully 
considered and managed in conjunction with education and social care departments.’... (and) local 
authorities have generally been unable to allow for any increase to their budgets for commissioned 
children’s services given the budget settlement this year (April 2022 and beyond). Therefore any 
increase needs to be considered in line with significant budgetary restrictions.’

A recent statement from Scotland Excel informs independent services that ‘as well as sharing 
information provided with local authorities Scotland Excel may also share submitted information with 
C.Co (CIPFA)47 , public sector change experts, (who have) been commissioned by Scotland Excel to 
support the review and analysis of fee variation requests from providers.’

C.Co believes ‘Our approach recognises that good commissioning practice requires an understanding 
of both the market and provider costs incurred in running a business. We understand that critical
to sustainable provision is that providers have sufficient cash flow to service costs and a sufficient 
return to ensure continuation of business in the long term – meaning the outcome of any cost of care 
exercise has to be affordable, reasonable and most importantly fair.’ EtCS wishes to emphasise the 
tension between financial and human cost, and to ensure the needs of the young people described in 
the journeys are not lost within financial spreadsheets.

The reduction in numbers of referrals to EtCS services during the pandemic and the consequent 
recent demise of three EtCS services, along with these recent statements from Scotland Excel about 

45 The Christie Commission Report
46 The Christie Commission 10 years on
47 CCo (CIPFA)

https://www.gov.scot/publications/commission-future-delivery-public-services/
https://policyscotland.gla.ac.uk/the-christie-commission-10-years-reflections-on-progress/
https://wearec.co/


the viability and future of the sector raise real concerns. The CMA report highlights these concerns 
and states that ‘the high and increasing levels of debt we observe among independent providers may 
be creating a higher risk of unexpected disorderly exit from the sector. Given the potential negative 
impact such an exit could have on children and local authorities, this is a concern.’48 The current climate 
does not encourage the creation of new services as providers find it difficult to predict what the likely 
demand will be. 

Fostering professional credibility between local authorities and EtCS services in terms of ‘best value’ 
that achieves the best outcomes for Scotland’s children and young people, is vital. The voices of local 
authority social workers, educational psychologists, involved professionals and families should play a 
key role in assessing needs and informing decisions about which services will be best placed to meet 
that level of complex and significant needs.

Regulatory Approaches

The Promise states: ‘Inspection and Regulation Scotland must fundamentally alter 
the way in which it inspects services for children and the way it regulates and 
supports its workforce.’49

The 2018 ‘Slipping through the Cracks’ report advises: ‘For the public to understand the care system 
as a set of interconnected, integrated programmes and services, communicators should use every 
opportunity to widely define the system and help people see the range of services it provides…
Without a countervailing explanation of the ways that interventions can address trauma and lead 
to positive child outcomes, the public is likely to continue to see individuals with care experience as 
damaged and ‘other’. 50 

‘Accountability and what is measured has a profound impact on the way professionals behave and 
services are run.’51 It seems logical that accountability for caring and educating Scotland’s children who 
are in out-of-authority placements must remain with the local authority as the ‘corporate parent’, as 
well as jointly with the independent care and education service. 

The evidence of the challenges, distress and failure experienced by many children and young people 
prior to an out-of-authority 24 hour care and education placement is highlighted in our journeys.  
Evaluation by CIS and Education Scotland of the care and education journeys prior to placement 
- as well as to date - could provide a fairer context from which to judge the extent to which an 
independent care and education service, working closely with local authorities, has added value to 
the social, emotional, sensory and physical health needs, and progress in learning, of each young 
person. Important lessons could be learned and partnerships strengthened if a shift in inspection focus 
highlighted:

48 CMA Interim report
49 The Promise, Page 120
50 Each and Every Child - Slipping Through The Cracks (The Robertson MCFFA, 2018)
51 The Promise, Page 119

https://www.gov.uk/government/publications/childrens-social-care-market-study-interim-report/interim-report
https://www.carereview.scot/wp-content/uploads/2020/03/The-Promise_v7.pdf
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https://www.carereview.scot/wp-content/uploads/2020/02/The-Promise.pdf


• the nature and quality of assessment, intervention and support prior to the decision to move a
young person to an out-of-authority placement;

• care and education for children and young people as a set of interconnected, integrated
programmes and services;

• the quality of partnership between the local authority and independent service;
• how well transitions between the local authority and EtCS services are planned; and
• how ‘investing’ in our children and young people whose needs are significant and complex ‘at the

right time in the right place’ promotes improved outcomes.

Changing Perceptions

The Slipping through the Cracks report states: ‘The political climate for 
comprehensive reform of Scotland’s care system is certainly promising. However, 
advocates face a key challenge: the problematic representation of the children’s care 
system and care experienced individuals in public discourse.’52

Changing perception about independent care and education services is not easy. Media reports about 
the ongoing historic abuse inquiry have quite rightly shone a light on these atrocities that occurred 
historically in unregulated large institutions. The media reports shape public opinion and promote 
stereotyping.

Only through a better understanding of EtCS services and their commitment to some of Scotland’s 
most vulnerable children and young people can the perceptions of some policy makers and those who 
commission services be changed from believing that independent services are business-oriented, who 
aim to profit from these most vulnerable children, to recognising their true value in both monetary and 
human terms.  

The Promise has already attracted significant media attention. As changes and improvements are 
implemented as a result of all services striving to meet the demands of The Promise, regular positive 
media coverage can help to shift the nature of communication about Scotland’s ‘care system’, 
including independent care and education services. This might help to shift the negative perception 
that currently exists.  

The excellent work of agencies such as STAF53, Who Cares? Scotland54, Together55 and Scottish 
Attachment in Action (SAIA)56 encourages and supports care experienced young people and adults 
to use their voice to inform society about the reasons they were in care, what life is like in care across 
different contexts and most importantly how we can do better. These agencies must be recognised 
and supported to play a vital role in the rollout of The Promise, conveying hopeful messages from care 
experienced individuals who can describe their positive journeys into adulthood.

52 Each and Every Child - Slipping Through The Cracks (The Robertson MCFFA, 2018)
53 STAF
54 Who Cares? Scotland
55 Together
56 SAIA

https://www.therobertsontrust.org.uk/publications/each-and-every-child-slipping-through-the-cracks/
https://www.staf.scot/care-experienced-voice
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https://scottishattachmentinaction.org/


6. Making The Promise Happen
Who needs to listen?
Reviews of care services in Scotland, in particular residential care services, are too numerous to 
mention. It is exactly 30 years since Angus Skinner’s report “Another Kind of Home”,57 the findings of 
which are based on meeting children and young people and seeing the conditions in which they were 
living, rather than drawing solely on second-hand experience. Some of his conclusions are not so 
different from those in the recent Independent Care Review and he did recommend ‘Residential care 
should be considered a positive option, especially where chosen by older children.’ 

In 2022 the needs of many of our care experienced children and young people are still not being 
met. 

The whole hearted cross-party acceptance of the conclusions of the Independent Care Review 
in February 2020 and the political commitment to Keep The Promise following the rigorous and 
enlightening work of the Promise Board and others, is hugely encouraging. The Promise has won 
hearts and minds. However, there is no doubt that the current ‘care system’ ‘is no system at all’58, is 
unwieldy and has many stakeholders who hold different perspectives. 

Nevertheless, at the heart of it all are Scotland’s children and young people, nineteen of whom 
are highlighted in the EtCS journeys as well as throse described in the composite stories in the 
Independent Care Review, whose significant and complex needs are not being met. 

So - more important than simply listening, who needs to act? 

Who will implement the Future Strategy?
As the Christie Commission 10 years on59 advises: ‘Reforms must aim to empower individuals and 
communities by involving them in design and delivery of the services.’ 

Together, representatives from all services need to be bold and brave, have children’s needs at the 
heart of their thinking and implement significant strategic changes that are informed by young 
people with lived experience and their families along with skilled practitioners at the chalk face and 
their experienced senior managers and regulatory bodies. 

In doing so EtCS believes that it is important that the ‘implementers’: 
• recognise the worth of (individual) services ‘that work to meet the needs of children and families

and that stand ready to be accessed where they are needed, when they are needed’60 ;
• clarify the place and role of different essential services, including independent care and education

services, in delivering The Promise;
• recognise the interdependence of care and education;
• consider a change to regulatory approaches that recognises the importance of the

interconnectedness of services;
• improve the negative perceptions of the ‘care system’; and
• make the best financial decisions to ensure the best outcomes for Scotland’s neediest  children and

young people, and in doing so benefit Scotland’s future as a society.

57 Another Kind of Home
58 The Rules
59 The Christie Commission 10 years on 
60 The Plan 21-24
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It is not the place of EtCS services to recommend who should lead or manage such strategic change.  
EtCS services stand ready to work with all partners and extend an invitation to have further dialogue to 
implement change and improvement in ways that ensure that all Scotland’s children and young people 
can ‘grow up loved, safe and respected...and reach their potential’. 

There is a huge commitment for getting it right for every child in Scotland. Let’s harness that 
commitment and ensure there is no implementation gap.

Thirty years on from the Skinner report, let’s close the gap between rhetoric and practice.

This report, funded by The Promise Partnership, 
has been written on behalf of Educating through 
Care Scotland.

March 2022

‘People who are leaders must make sure they are behaving in a way they expect 
people close to children and families to behave. Leaders must be the best leaders 
they can be’.61

61 Pinky-Promise

The future is NOW for Scotland’s children and young people.

Let us work together to Keep the Promise

https://www.carereview.scot/wp-content/uploads/2020/02/Pinky-Promise.pdf
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