Project Brief
The Programme Manager will design and manage a programme of support to local partners to improve outcomes for young people leaving care in Scotland. 
The need for the Programme 

The outcomes for young people leaving care in Scotland have remained stubbornly and unacceptably poor despite the duty on local authorities to provide them with throughcare and aftercare support. For example:

Employability – care leavers are less likely to have educational qualifications, to have skills for work or a general awareness of the world of work as a positive destination.  In the 2007/08 School Census approximately 1,000 school leavers were recorded as looked after.  Of these 32.8% recorded “unemployed” as their initial “destination” on leaving school compared with 10.5% of non care leavers making the same declaration.  

Education - Looked after young people are much less likely to go onto higher education – 3.9% compared to 31.6% of their non care peers. 

Health and well-being – half of young women leaving care became pregnant within 18-24 months.  40% of looked after children and young people have a mental health problem, compared to 8% of the general population.

A number of recent publications have highlighted serious issues around the provision of services to this group of young people.  In April 2008 the then Commissioner for Children and Young People, Kathleen Marshall published her report on the age of leaving care, Sweet 16?, which found that while legislation and policy were in place, practice was not delivering for young people.  This was further highlighted in her follow-up report One Year On – Is Life Any Sweeter? published in 2009.  

In addition the Care Commission Bulletin January 2009 – Throughcare and Aftercare provided for children and young people in residential care, Are services meeting the standards? - made requirements or recommendations in 50% of residential units where they were not adequately helping young people leave appropriately.

The Life After Care report from the Forum’s Debate Project in December 2009 which reflected the views and experience of 40 young care leavers from across Scotland found that they were not getting the stable accommodation and emotional support they needed on leaving care.

Leaving care services

The 2004 Leaving Care Regulations and guidance envisaged a significant improvement in the experience of young people moving from the care system into adult living.  This has not been the case with progress slower than expected.  

A survey of throughcare and aftercare services in Scotland in 2002 found that most authorities offered a planned throughcare programme but less than half of young people in the survey had received one and 40% had not had a formal leaving care review.   

The latest Children Looked After Statistics for 2008-09 show that only 40% of young people ceasing to be looked after beyond minimum school leaving age during 2008-09 had a pathway plan on the date they were discharged.  

A recent survey by the Scottish Throughcare and Aftercare Forum of local authorities and their use of Pathways found that of the 15 who replied two-thirds did not have Pathway Plans for their young people looked after at home.

Throughcare and Aftercare – key features of a Programme
To have a significant impact on improving the stubbornly poor outcomes for care leavers, a focused and practical intervention at local level is needed, working in willing partnership with local authorities and fellow corporate parents. A programme of support that scrutinises current practice and spending choices, builds on existing good practice and identifies and tackles any barriers to improvement.

Working locally - In post-Concordat Scotland, improvement in the outcomes for care leavers will best be gained by working at local authority level. A rolling programme of support to individual councils and their corporate parent partners will build learning as it goes while acknowledging and addressing the different challenges each area faces.

Thinking broadly - The Forum’s experience as a national network of leaving care services and practitioners across Scotland has taught us that the complexity of improving support and outcomes for care leavers requires real breadth of thinking and many different partnerships. It is not enough to work with Throughcare & Aftercare teams in isolation.

The programme will support the development of cross-departmental and interagency working at a local level, and explore the potential of regional working. 

Invest to Save - A focus on investing to save is essential for the success of this initiative, given the current financial climate. The programme will support corporate parents to compare the real cost of their failure to the cost of a young person’s success, encouraging a broad look at budgets at a high level of decision making. 

It will also promote good practice which has little or no cost implications, or can immediately cut costs, such as the Supported Lodgings model.

If we cost a typical scenario budget for what happens when they fail to support someone, and then cost investment in a young person against that budget – suddenly their success looks like the affordable option.

How will the Programme work?

The programme will consist mainly of bilateral consultancy support to each local authority across Scotland in respect of their throughcare and aftercare services. The primary vehicle for this will be through facilitated discussion and planning sessions, which will include an element of training.

The sessions will be tailored to each authority, but they will be designed to overcome key local issues, for example, poor links between decision makers or tackling the gaps between ambitious pathway plans and support actually provided. Sessions will target decision makers and practitioners at all levels, including elected members. The sessions will be run by staff who are suitably qualified (in management theory, for example) and experienced and which aim to do the following:

· Secure buy-in at high level from the outset to make the necessary changes

· Map the authority’s vision and objectives for care leavers

· Map existing practice

· Develop collective sense of what good practice looks like

· Identify existing strengths and weaknesses

· Identify solutions and clear actions

· Secure commitment by decision makers and practitioners to implement them

· Make links with authority planning / budgeting cycle to ensure learning isn’t lost as a result of, for example, timing issues

· Ensure authority sets up process for continuous improvement, building on what is learned under the programme

· Raise awareness and motivate 

· Build and strengthen partnership working

· Engage and support care leavers participation

· Share best practice and principles

· Review progress on plan

· Evaluate and continue learning

· Celebrate success

Pre-consultancy research and dialogue with authority – the programme manager will ensure detailed information is gathered on each authority before sessions take place to ensure sessions are held in the context of relevant local knowledge. The programme will also act as a repository of good practice from around Scotland, the UK and abroad and will make use of this information in practice improvement sessions and any subsequent follow-up work.

Follow up support for participating areas.  The programme manager will retain an improvement monitoring and challenge role for each authority to track and support improvements agreed by the authority and to provide ad hoc assistance. The form of further support could include advice and “trouble shooting” support, support with ongoing planning and monitoring for continuous improvement, and access to learning resources and emerging good practice from the Programme as it develops. (Support beyond this, for example, training sessions for (more than a few) staff may warrant charging / cost recovery to ensure the programme remains focussed.)

A Project Board to oversee the Programme and provide feedback to the Scottish Government, with a wider Advisory Group. The programme manager will report regularly to the board with particular emphasis on the improvements expected in relation to the Outcomes and Children Looked After Statistics.

An initial agreement by participating local authority and corporate parent partners to commit to providing information on progress, barriers and learning as a result of the Programme

Timescales
The following are provisional but give some idea of key milestones and timescales.

2010

April

business case agreed

June

extra staff recruited 

July – Aug
project plan and programme resources developed

Sept 

launch of programme

Oct – Nov
work with first local authority area [to include 4 major facilitated sessions including training as well as series of consultancy meetings]

Dec

evaluate progress, review programme, report to Project Board

2011

Jan- Feb
work with second local authority area

Mar

evaluate progress, review programme, report to Project Board

Apr-May
work with third local authority area

Jun

evaluate progress, review programme, report to Project Board

Jul-Aug
new resources based on programme learning and external developments developed and shared

Sep-Oct
work with fourth local authority area

Nov

Forum’s National Conference promotes TACIMP learning and practice 

Nov-Dec
work with fifth local authority area

2012

Jan

evaluate progress, review programme, report to Project Board

Feb-Mar
work with sixth local authority area or cluster

April
evaluate local progress and programme success, plan how to maximise impact of learning

Programme outcomes

· Improvement in Children Looked After Statistics in relevant areas

· Better compliance with the law e.g. on care planning

· Shared vision and determination to improve by decision makers within each local area

· Direct (paid) experience to a care leaver and volunteering experience to others

· Greater commitment to improvement at all levels by all partners locally

· Stronger participation by young people leaving care in service design and evaluation

· A robust understanding of the scale and detail of change required locally, in terms of spending, policy and practice

· Evidence of improving outcomes for young people 

· Greater understanding at national level of local challenges and strengths in terms of policy, practice and spending decisions

· A growing resource bank of good practice and learning which can feed back into the Programme and be shared more widely

· Opportunities for joint working at regional level by corporate parents

· A practical understanding of whether any change to legislation, regulations, or policy is needed at national government level to support improvements locally

· Momentum for ongoing improvement from demonstrable “invest to save” financial gains made by taking part in the Programme and real improvements made to young people’s lives after care.

Programme strengths

The Forum 

The Forum is uniquely placed to support local authorities to improve their support for care leavers in this way. All Scotland’s local authorities are subscribing members of the Forum, along with the key voluntary organisations who deliver services on their behalf. 

The Forum has built up trust and a huge range of connections and partnerships over its 10 year existence, that provide an excellent platform for the Programme. The expertise and commitment that exists within the Forum’s Board, staff team and wider membership is a considerable resource.

We are already established as a trusted source of advice and support for practitioners, and produced the good practice guide, “How Good is Your Throughcare & Aftercare Service?” which is endorsed by the government and used by the Care Commission in their inspections. We were also on the working group which developed the “These Are Our Bairns” corporate parenting guide. 

The Forum provides training on supporting young people leaving care to workers from a wide range of agencies, including careers, housing, education, throughcare, and the voluntary sector. We deliver this on a multi-agency basis in different locations specifically to encourage the development of interagency links.

We support a number of local and regional leaving care forums that the Programme can build on. We also support thematic groups such as one for Supported Lodgings providers, and the Scottish Healthy Care Network. And we host a range of other events and conferences that help develop policy and share and promote good practice.

We offer a well-used advice and enquiry service, which the Programme can build on, and our newsletter and established website can help celebrate and promote the Programme’s success and learning

The Debate Project

The Forum has young care leavers at its heart through its Debate Project, which supports young people to contribute to policy and practice developments and gets their voices heard.

Their involvement brings a wide range of direct experience to the Programme, and allows for a sustainable long term input by young people. Alongside the “invest to save” argument, the voices and stories of young people are a powerful tool for engaging and influencing decision makers. The Debate project can provide these.

Transforming outcomes for care leavers in any local authority will involve young people there shaping and feeding back on the support they receive, and the Debate Project can offer peer education where appropriate.

Stakeholder Support

The support of the Scottish Government and of COSLA give the Programme credibility at a high level locally , which it will need if it is to secure real change.

The government’s commitment to the Programme’s aims and to its success will also assist in securing the active participation of other key national and local stakeholders.
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