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February 01, 2018 
   
Public Audit and Post-Legislative Scrutiny Committee 
Scottish Parliament  
 
Dear Alison, 
 
Thank you for your email of 15th of January requesting that we provide further information on 
the resources required to fully implement self-directed support (SDS), as discussed at the 
Committee’s meeting of 14th of December. 
 
Both COSLA and the Scottish Government highlighted the difficulties in accurately estimating 
SDS implementation costs at the time of the Act’s passage through Parliament.  This is mainly 
due to the changes to infrastructure required being difficult to isolate within each council’s 
social care and other budgets in a consistent way – for example, the costs of moving to new 
procurement models to support commissioning for individuals; developing and embedding 
resource allocation systems to identify individual budgets; changing finance and IT systems, 
shifting cultures and mainstreaming the SDS approach across all relevant services.   
 
Further costs arise from having to run two systems at once for a significant but undetermined 
period of time, and these are also difficult to quantify in a consistent way. For example, where 
some of the individuals using traditional services such as day centres chose to take a direct 
payment instead, the overhead costs of running that centre do not drop in equal proportion to 
the amount paid out in the direct payment.  Councils must meet both the day centre costs and 
the direct payment costs until such a time as the day centre can been closed.  In some areas 
councils face these dual running costs on an ongoing basis as they face challenges in winding 
down or removing traditional services where there is residual demand and an expectation that 
choice and control means that that option will be available for those who want to choose it.   
 
While the impact of this relationship between overhead costs in existing services and spend 
on alternatives is certainly felt on the bottom line, it would be difficult to accurately identify 
within social care budgets in a consistent manner without substantial primary research and 
changes to data capture systems which are far from cost neutral.  Furthermore, this would 
only tell us what councils have been able to do within the resource envelope that was made 
available to them.   
 
To answer the Committee’s question therefore of how much resource would have been 
needed to fully implement SDS, we would have to undertake modelling of different 
implementation trajectories, timescales and resource profiles. This is clearly  difficult and 
perhaps not as useful as answering the further question of how much is now needed to ensure 



the SDS Act is implemented. COSLA would be best placed to do this if it was a joint 
endeavour between with Scottish Government analysts on the basis of shared and 
transparent assumptions. Clearly, COSLA does not have the ability to direct Scottish 
Government capacity and so such a request may need to come from the Committee itself. 

What is clear from Audit Scotland’s recent work is that councils are facing ongoing challenges 
in implementing SDS. What is also clear, is that transformation funding to councils has 
dropped significantly to just £3.52m per annum.  This pays for one ‘SDS Lead’ in each council, 
with the remainder being allocated on a distribution basis and amounting to just a small 
development budget in most councils. SDS requires transformational change across the whole 
system on a scale comparable with integration, with councils facing substantial and ongoing 
challenges which clearly cannot be met by resourcing just one lead post. 

As set out in our two previous written submissions to this Committee, councils and Integration 
Authorities are increasingly subject to central commitments and initiatives which focus on 
‘add-ons’, rather than the fundamental question of how we ensure a sustainable social care 
system into the future. Audit Scotland have raised similar concerns in their 2016 report on 
Social Work in Scotland, which commented on the impact of increasing amounts of new duties 
on councils, supported by financial memoranda have sometimes proved inaccurate (pg15).  

Where insufficient resource is available to meet a high volume of new duties and priorities, a 
major unintended consequence is that those priorities end up in competition with  each other.  
Recent examples include SDS, integration, early years expansion, the Carers Act, free 
personal care for the under 65s, and many others.  Local government has not been sufficiently 
resourced to meet all of these Scottish Government commitments, at the same time as our 
core budgets have been cut.  

There is an urgent need for a frank recognition of that fact and for decisions to be taken about 
what will and won’t be delivered within that context. Given that these are both Scottish 
Government and Parliamentary priorities, Local Government cannot, as suggested by the 
Director General, propose which of these policies to prioritise and which to deprioritise. Our 
expectation would be that Scottish Government is assured that a policy is both affordable  and 
deliverable before it is enacted in law.  

The Public Audit and Post-Legislative Scrutiny Committee is in a unique position to take a 
strategic view across the totality of new duties imposed on councils, and, through its 
relationship with the Finance Committee, to examine how Scottish Government fiscal 
decisions are impacting on deliverability across the piece and to hold the Government to 
account for the deliverability of the health and social care commitments.   

COSLA appreciates the opportunity to support the Committee’s work in this area and looks 
forward to further dialogue in the future if that would be helpful.  

Yours sincerely, 

John Wood 
Chief Officer, Health and Social Care 
COSLA 


