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Finance Committee 

 

Draft Budget 2012-13 

 

Submission from Includem 

 

Includem welcomes the opportunity to make this submission to the Finance 

Committee to support scrutiny of the forthcoming Scottish budget.   

 

Focus on early intervention and prevention 

 

The need for early intervention and preventative spend was recognised by the 

Finance Committee in its report on preventative spending, by the Scottish 

Government and in the report of the Christie Commission.    

 

While we recognise the importance of early years services to preventing future harm, 

including economic harm, we believe that there has been an over-identification 

of early years services with early intervention and preventative approaches.  

This has led to neglect of other areas where significant gains can be made by 

intervening early and with a well-evidenced approach.   There is a clear case for 

significant changes to policy and to patterns of spend and the possibility of significant 

short, medium and long term savings from preventative approaches for teenagers 

and young people.    

 

We are particularly concerned by the neglect of evidence of „what works‟ in reducing 

the flow of young people into the care system and from there into the adult criminal 

justice system.   

 

In Includems experience spending on preventative services and approaches in this 

area of work is reducing in contradiction of the evidence that we and others 

presented.  Despite the relatively small numbers of these young people, the cost of 

continuing to get the balance of preventative/reactive spend right is very high, both 

financially and socially.   

 

If we set out to devise the most expensive and harmful youth service we could not 

surpass our current system – which costs more than the most expensive education 

at Eton or Fettes for each young person processed and imprisoned, and yet 

increases the risks of homelessness, rootlessness, unemployment, ignorance and 

life-long bad associations and habits.   

 

In this submission we point to the way out of this waste of lives and of money, and to 

fresh evidence for the strategic and innovative approach to the needs and deeds of 

high risk, chaotic and vulnerable young people. 
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Our work and why it matters 

 

Includem was set up 11 years ago to focus exclusively on „hard to reach‟, 

challenging and high risk young people who pose the highest risks to themselves, 

others and their communities.  This is a relatively small  group  of young people 

whose “needs and deeds”1 must both be properly recognised and addressed by both 

the child care and justice systems if long term costs to  young people and society are 

to be averted .  Includem‟s unique focus is specifically on those who have exhausted 

the resources of other agencies, whose lives are chaotic and where engagement 

and sustaining contact is difficult. These are young people who are usually „screened 

out‟ by other services due to drinking, drug taking, violent or sexually harmful 

behaviours.  Most young people referred have been known to care systems since 

the age of 8 and many have been subject to extremes of emotional, physical or 

sexual abuse.    

 

These are the same characteristics of the current prison population.  While relatively 

small in number, success in diverting fresh supplies of young people away from the 

adult criminal justice system would result in substantial immediate and long term 

savings, and significant benefits for the young people, their families and 

communities, and society as a whole.  Preventing their progression into the adult 

system would provide enormous financial and social implications.  

 

Includem’s intensive community based support service provides a successful 

and cost effective alternative to secure care or young offenders’ institution for 

young people.   

 

Includem’s intensive support and its costs 

 

The key feature of our service is one-to-one intensive engagement in which staff “get 

alongside” the young person, sticking with them and persisting in engaging with them 

regardless of the crises or problems which develop.  This requires flexible working 

hours and organisational processes to enable continual review and deployment of 

staff in the context of continually shifting crises and risks. Hence we ensure that 

despite resistance and chaotic lives we make and sustain contact with these young 

people and their families. 

 

More than a third of all of our work is outwith the 9-5 Monday to Friday pattern which 

characterises many other non residential care and custody options.  In addition to 

planned contacts, support is available to the young person and their parent(s) 

through dedicated 24/7 Helplines. In 2010/2011 6642 were calls made to the 

helpline. 60% of these calls were after 5pm or at the weekend. 

                                                           
1 The underpinning ethos of the work of the Childrens Hearing system is a recognition that needs and deeds 
must both be addressed for effective work with troubled young people  



 3 

At approximately £12,500 for an average package inclusive of stages for initial crisis, 

intensive, transitional and relapse prevention, Includem Support is more expensive 

than other less intensive community based services.  These typically work 9-5 

Monday to Friday, and do not have the structures to ensure „stickability‟. Young 

people who „fail appointments‟ or relapse into alcohol and drug use often no longer 

meet service criteria  and are excluded, especially if the service works with groups 

and individual young people are disruptive.    

 

However, at an equivalent full year cost of approximately £20,000 Includem Support 

is much less expensive than residential care or prison. The cost of residential care 

averages £60,000 per annum the cost of secure care £200,000 and the cost of 

prison £40,000 for a full year for one young person.  

 

Fresh evidence  

 

The 2010 Audit Scotland2  study of residential care found that  

 

„At least £250 million is spent on residential child care every year, with the total cost 

of care unknown as there are no full estimates of indirect costs. Expenditure 

increased by 68% between 2001/02 and 2008/09 and may rise further.....Around 

1,600 children and young people are living in residential care at any one time. They 

are some of the most vulnerable people in society and many have very complex and 

challenging needs. Some children thrive, but many have poor educational attainment 

and experience major problems as adults, such as unemployment, homelessness, 

spending time in prison and mental health problems‟.  

 

The report goes on to state that „needs to be a greater emphasis on the long-term 

outcomes and life chances of children in residential care. Many children‟s care plans 

lack clear action points and long-term goals‟. 

 

However the Audit Scotland study did not take on the larger question of why  

children come into care, and what results in them entering residential care, or the 

evidence for the benefits or otherwise of residential home/school as the placement of 

choice or compulsion for particular children and young people.   Despite the high 

costs per child there is no long term measurement of results beyond the level and 

number of qualifications achieved before discharge from care. This question is one 

that needs to be addressed before there can be any consensus about 

commissioning and costs of residential care.    

 

Another informative study, the large scale, longitudinal Edinburgh Study of Youth 

Crime and Transitions 3 (ESYCT) is providing much needed evidence of the 

                                                           
2 Getting it Right for children in Residential Care Audit Scotland 2010 
3 Edinburgh Study Youth Crime and Transitions (www.law.ed.ac.uk/cls/esytc) 



 4 

outcomes of various statutory interventions in the lives of young people who entered 

secondary school in 1998 and are now 23/24 years old. The study found a high rate 

of progression to the adult criminal justice system for young people who are 

excluded from school and those admitted to residential care.  Those committed to 

residential care by 16th birthday have a 77% conviction rate by age 22years, and 

31% have undergone a period of imprisonment by age 22 years.  By contrast, young 

people who had regular one to one contact with a social worker at age 15 years 

evidenced a statistically significant 50% reduction in offending compared to those 

with no regular contact.    

 

Funding should follow the evidence 

 

Despite the evidenced success of our work, and that of other preventative work in 

this field, we reported to the 2010 review of preventative spend our concern that the 

end of ring fencing for our and other cost effective services had resulted in a sharp 

reduction in these services.  This reduction in funding has continued in spite of the 

need for effective alternatives to residential and secure care.   

 

In our previous submission4 we drew attention to the need for a „more strategic and 

coordinated approach’ to the provision of services for this target group of young 

people.  We will go on to show that the cost of not managing the needs and deeds of 

this group in a coordinated and strategic way is very high.    

 

Key faultline at the point of transition from the children’s to the adult system.  

 

The characteristics of Includem‟s target group are the same as those of the prison 

population.    For this at risk group of young people, the cost of inadequate spending 

on effective community interventions by Local Authorities can be the high costs of 

residential or secure care and/or cost shunting to other agencies – the costs of adult 

justice processes and prison.   

 

If a  young person transits at age 16 years to adult courts and prisons then other 

parts of the Scottish Government :courts, legal aid, police, prosecution services pick 

up the bill over not just one or two years, but over many years. Therefore the policy 

objectives of, for example, the “Whole System Approach” for 16/17 year olds who 

offend, will only be fully achieved if: 

 

 Resource allocation is matched to the range of evidence based 

preventive interventions of which Includem provides an example for the 

most difficult to engage .  

 

                                                           
4 http://www.scotland.gov.uk/Resource/Doc/919/0102189.pdf 

http://www.scotland.gov.uk/Resource/Doc/919/0102189.pdf


 5 

 There is a plan to  transfer a target for  resources for 16-18 years olds 

which are currently within the adult system to preventative work 

 

Compulsory Competitive Tendering – a process of diminishing returns?  

 

There is an imbalance between the resources devoted to compulsory competitive 

tendering for any expenditure over £30,000 by any one authority. This can use up 

nearly £30000 worth of effort on the part of the tenderer of the service and the 

voluntary and private sector bidders.   

 

In contrast, singleton placements at crisis points at costs of between £60,000 and 

£200,000 can be and are purchased without any specification or evidence of outputs 

and outcome monitoring.   Children‟s hearings, in the face of inadequate community 

intensive supports in the community, make orders for removal to residential or 

secure placements, which in turn result in overspend in council budgets and a fresh 

round of cuts to preventative and effective spends.   

 

Counting the cost - the impact of short term decisions and silo budgets 

 

There needs to be a coordinated best value approach for this group of high risk 

young people who represent significantly high costs for a range of public services in 

both the short term and long term.  These services are paid for under many budget 

heads, all with their own decision-making, yet all the money ultimately comes from 

the one Scottish Government budget pot. 

 

 Because of the way budgets are set, there is little or no requirement on local 

councils, for example, to consider the impact of their decision-making on costs to 

other public agencies, for example the police, courts, prisons, health or to other 

community services. Even within councils, and within the same departments in 

councils, decisions can be made that not only „shunt‟ costs from one service to 

another, but increase the cost, and multiply it for many years ahead for the whole 

public service system.  The exclusion of troublesome children from school with no 

alternative in place to meet their needs is strongly linked to life long patterns of 

exclusion and offending. This is highly expensive and yet is a practice that continues 

to the detriment of the individuals and the public purse.  For this at risk group  of 

young people, these are often short term choices to spend the minimum with 

insufficient consideration of longer term costs to their own agency ( e.g. costs of 

residential or secure care) or other agencies (costs of adult justice processes and 

prison) .  

 

This is the group who are “throughput” to the adult justice system. There is a very 

strong case for the immediate benefits of adopting a national strategic approach high 

risk young people caught between the child care and adult justice systems.   Early 

years investment may provide longer term savings in the longer term.  Switching 
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investment from institutional care and custody to intensive community preventative 

spends would pay off almost immediately. 

 

      


