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Session overview

Session 1 - James
• The Promise – aspirations, risks and 

issues;

• Key challenges to #KeepThePromise

Session 2 - Andrew
• Can buying together revolutionise

market shaping in children’s social 
care?

Summary
• Learning for Scotland

Coffee break

Q&A session

Feedback and discussion:
• Scotland Excel’s positioning for the 

future



So, what is “The Promise”?

Independent 
Care Review

“Scotland would come 
together and love its 

most vulnerable 
children to give them 

the childhood they 
deserve.”

The Promise
“We grow up loved, 
safe, and respected 

so that we realise our 
full potential.”

10-year plan
“Scotland needs its route map to 
be dynamic and able to flex and 

change as the world changes, 
making sure the focus stays on 

doing what is needed to make the 
changes demanded.”



The Promise – key highlights

“When reading The Promise, do not look for the place, role and purpose of the current features of the 
‘care system.’ 

Whilst certain aspects of the current structures are referenced, The Promise sets out an overall view of 
what the new approach should be.”



#KeepthePromise – The Plans

“There will be in-built 
obsolescence of those services 
operating at the crisis end of 

delivery.”

Plan One

Five priority areas:
• A good childhood

• Whole family support

• Supporting the workforce

• Planning

• Building capacity

Plan 21-24

2025 – Halfway mark.

Developing sense of urgency.

• Consultation.

• Legislation.

• System challenge.

Plan 24-30



Halfway, but not halfway

“2025 marks the halfway point to 
2030, but Scotland is not halfway 

to keeping The Promise”



Halfway, but not halfway



Five core challenges



Changing demands and requirements



Social Work Scotland Statistics

Table 2.2 Number of looked after children by placement type, 2020-2024

Placement type category Placement type subcategory 2020 2021 2022 2023 2024

2024

Percentage of 

total

In the community At home with parents 3,563 2,853 2,584 2,435 2,313 20%

In the community Kinship Carers: friends/relatives 4,456 4,410 4,226 4,148 4,099 35%

In the community Foster Carers 4,744 4,446 4,115 3,890 3,683 31%

In the community Prospective adopters 185 140 156 139 159 1%

In the community In other community 74 84 104 186 264 2%

In the community Total 13,022 11,933 11,185 10,798 10,518 89%

Residential accommodation Local authority home 556 516 547 564 533 5%

Residential accommodation Voluntary home 130 94 80 68 75 1%

Residential accommodation Residential school 329 319 311 302 305 3%

Residential accommodation Secure accommodation 59 38 47 47 46 0%

Residential accommodation In other residential 362 300 277 304 365 3%

Residential accommodation Total 1,436 1,267 1,262 1,285 1,324 11%

All Total looked after children 14,458 13,200 12,447 12,084 11,842 100%



The Cost and Complexity of Care



The Cost of Care, 2023-24

Gross expenditure: 

Children & Families 
social work services

£1,190,959,000

31% spent on 
accommodation-

based services

36% on 
community-based 

services
~10,798 children

~1,285 children
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Cost per child - community



Cost per child - residential



Profit and loss



Profit and the cost of care



Secure care



Secure care capacity



National Contingency Resource(s)



The Workforce



Recruitment and retention



What the future holds



Not alone…



Can buying together 
Revolutionise Market 
Shaping in Children’s 
Social Care

Andrew Rome









• RCCs: Plan and commission regionally

• Minimum requirements
• Regional data
• Regional sufficiency
• Working as ONE CUSTOMER
• Regional fostering recruitment
• Develop new regional capacity
• Leadership and governance 

• We expect RCCs to gain 
economies of scale and harness 
the collective buying power of 
individual local authorities



Looked After Children 
Expenditure 2023/24: Private 
and Voluntary

£m
North East 244
North West 720
Yorkshire and The Humber 424
East Midlands 425
West Midlands 549
East of England 312
South East 754
South West 447
Inner London 295
Outer London 350

Total 4,520
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Can we buy better together?
• Does aggregation of purchasing power work?

• Are providers comfortable in the spot markets?

• Will they respond to aggregated purchasing?

• Can a group of LAs coordinate their activity to make 
use of that power?

• Does a commercial focus risk overlooking needs 
and matching?



Buying together 
programme

1. Spending analysis across a region

2. Design of alternative commercial structures to 
leverage regional spend and reflection into 
partnership arrangements between LAs

3. Engagement with commissioners and providers 
to test structures – codesign intent

4. Deal making and procurement

5. Resourcing: Monitoring and management



Larger providers: Activity with many or all RCC LAs

Mid range providers: Activity with several RCC LAs

Smaller or more infrequently used providers: Activity with 
only one or two RCC LAs
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£ terms Local Guarantee



Reflections on provider engagement

• Significant appetite to improve how providers and authorities work 
together – 100% positive response rate to 1-1 meetings. 

• Written/documented offers based on “what makes most sense for 
you?”

• Solutions may need common elements and bespoke arrangements
• Variety of methods of moving the risk boundaries
• Preferred or exclusive local access
• Opportunity to deal with uplift dissonance
• Innovation trials
• Procurement: Existing vs new Procurement Act 2023 flexibilities.
• Relationships within these new arrangements are the key



Widening the strategic approach
• When does a large block 

contract start to look 
more like a joint venture?

• Ownership options. LA 
ownership.
Government capital. 
Invest with care!

• LAPF Investments 
(remember Ontario 
Teacher’s Pension Fund)
Natural hedging.



Learning for Scotland

Future positioning of Scotland Excel



Strategic Commissioning

Adult Social 
Care 

National Care 
Home Contract

Digital
Children and 

Families

Data, intelligence and commercial.

Tendering and contact administration.



Future of Social Care in Scotland Excel

Exit
Support for 

local 
commissioning

Refocussed 
version of 

current 
offering

Current 
offering

Active 
commissioning

Expansion



Thought provokers

Personal/ professional reflections

• Which challenges are most key 
to you in your role and area?

• What challenges from your 
context have we missed?

• What opportunities are there for 
procurement and commissioning 
in what you’ve heard?

National considerations

• What do you need from national 
partners to help?

• As we consider the future of 
social care, where should 
Scotland Excel position itself to 
be of greatest benefit?



Coffee break



Q&A Session



Feedback & Discussion

• Alternative approaches in 
Scotland (locally, regionally, 
nationally).

• Future of Social Care in Scotland 
Excel – how can we best support 
social care in the future?



Thank you

Contact:
andrew.rome@revolution-consulting.org

James.mackenzie@scotland-excel.org.uk



Spot and Block are very different models:
 Is there anything in-between?
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