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This ambitious strategic plan has been put together following an extensive consultation
period with stakeholders from throughout the organisation. It gives a clear direction of travel
as we look towards a future where we continue to hold the vision and values of Harmeny at
the centre of every decision made, while adapting to an ever changing landscape in
residential care and education and in our grant-aided status. 

Each of the priorities has equal weight in the development of Harmeny, but all of them have
been designed with the welfare of our remarkable young people and those who will join us in
the future in mind. 

As we move towards the thirtieth anniversary of the founding of Harmeny Education Trust, I
am confident that, while recognising that all change is daunting, we have a bright future as
a place  where young people will have the love, encouragement and nourishment needed to
grow and reach their potential.

A warm
welcome

On behalf of the Board of Trustees I am delighted to introduce this strategic plan covering
the next five years. This period takes us up to the removal of the Scottish Government Grant
and therefore it is essential we plan for this financially uncertain future whilst maintaining
and growing the core high quality care and education services which are the foundation of
Harmeny.

Our purpose, our vision and our values reflect that children and young people are at the
heart of every decision we make.  I am confident that the five strategic priorities in this new
plan take account of all the areas that we need to focus on to ensure we grow our
organisation making it fit for the future, keeping the needs of young people and employees
at its centre, whilst maintaining the highest standards and making the best use of our
beautiful 35 acre estate to further embed and expand our therapeutic environment. 

Gavin Calder - Chief Executive

Jennifer Scott - Chair of Trustees



Harmeny Education Trust was established in December 1995 as the new guardians of Harmeny
School following the Kahan report which recommended that Save the Children, who ran the school
since 1958, relinquish control of Harmeny as their national charitable priorities had changed, and
improved local governance was needed. 

Harmeny School as a concept originated in the 1950’s following an inspirational speech to the local
committee of Save the Children by Dumfries-based psychologist Dr Blatchford-Rodgers about the
way that “maladjusted children” required therapeutic nurture rather than the norms of the day.
This struck a chord with Nora King of the Youngers Brewing Dynasty who donated her family home
and its 35 acres in perpetuity for the setting up of a grant-aided school meeting these aims. 

Significant progress has been made in the individual care and attention given to Harmeny’s
remarkable young children in the last 30 years. Since the 1990s, the scope of the services provided
has grown with residential care now being provided 24 hours per day, 365 days a year. The age
range of young people supported has also been extended with the service originally supporting
children aged 5-12 then moving up to age 14 in 2008. Today, thanks to significant investment and
the generosity of individuals, funders and the local community, Harmeny can now provide
residential care and education up to age 18. Our therapeutic offering has also expanded with art,
music, speech and language and psychotherapy now available for our young people, and a wide
variety of outdoor, vocational and skills-based learning delivered throughout our curricula.

In 2025, Gavin Calder, our current Chief Executive, appeared at the Scottish Child Abuse Inquiry with
a transparent goal of learning from the past and apologising for any previous wrongs done.

This ambitious strategy looks towards a future where grant-aided status is due to end as a
concept in 2029 and where there is significant strain on local authority funding. Within this context
Harmeny remains committed to delivering the best care and education for our  remarkable young
people to ensure that they continue to have the love, encouragement and nourishment they need
to grow and reach their potential.

History of
Harmeny Education Trust
30 years of care and education

Former pupil

“Harmeny will always be a
part of me, and I’ll always be

part of Harmeny” 



We believe in compassionate, nurturing
relationships, for we know that they
build trust, respect and understanding.

We believe in helping each other to
thrive, for we are a community which is
welcoming, supportive and celebrates
difference, enabling everyone to
flourish.

Community

We believe that children and young
people are at the heart, as they come
first in all that we do.

Child-Centred

We believe that learning is a passport
to life because we have seen that
creative and engaging education has
the power to transform lives.

Learning

Relationships

Our values

Our vision
For children and young people to

have the love, encouragement
and nourishment they need to
grow and reach their potential.

Our purpose
To provide therapeutic care and

education which helps children and
young people overcome trauma and

adversity, discover the
joy of learning, and lead happy,

fulfilling lives.



Shaping our future
Our five strategic priorities

Unique
therapeutic

approach

We continue to
improve the lives of our

children and young
people through The

Harmeny Way.

We raise the standards
of care and education

across the sector.

We support all
colleagues to reach
their full potential. 

We provide a safe,
sustainable, and

therapeutic
environment.

We are nimble and
responsive to the

external environment in
which we operate.

Sector-
leading
practice

People & 
culture

Infrastructure
& environment

Fit for the
future



Unique therapeutic
approach
We continue to improve the lives of our
children and young people through
The Harmeny Way.

What we will do: What success looks like:
Over the next five years, we’ll further embed our unique therapeutic approach, The
Harmeny Way, which places children and young people at the centre of our decision-
making and care. In doing so, we will meet our commitments to the Promise and
ensure that our children and young people feel loved, safe, and respected. 

We’ll strengthen children’s voices through enhanced pupil councils and ensure that
they’re represented at the highest levels, including at our Board, as part of shaping
Harmeny’s future. We’ll support them to engage in rights-based work beyond
Harmeny, connecting them with national organisations and youth platforms.

Our bespoke Outcomes Framework will ensure that every child receives care and
education that reflects their individual needs. We’ll continue to embed our Play, Learn,
Attach, Relax (PLAR) model and strengthen links with CAMHS. New pupil-friendly
policies will reflect the realities of their lives. Reports written will be to and with the
children.
 
For older young people, we’ll expand living spaces, further develop our life skills
programmes, and prepare them for further study or work. Through personal and social
education, financial literacy, and family engagement, we’ll equip them for life beyond
Harmeny.

Together, these steps will ensure that The Harmeny Way continues to evolve and
remains responsive, inclusive and rooted in each child’s potential.

Children and young people:

are involved in their journey as well as
developments at Harmeny.

receive the sector-leading support and
interventions that they need to be able to
overcome their early years challenges.

are equipped with the skills and support that they
need to be able to thrive in a positive destination
when they leave our care.

maintain and form new bonds with family and
other important individuals where appropriate.



Sector-leading
practice
We raise the standards of care and
education across the sector.

We’re committed to continually evolving our practice: learning, sharing, and
improving so that children and young people receive the very best care,
education and support.

By embedding The Harmeny Way across our teams, policies, practices and
training, we’ll ensure that our approach remains consistent, reflective and
responsive to real-life needs; allowing our teams to deliver bespoke therapeutic
approaches for each of our children and young people.

Our intranet will offer an interactive learning experience, and we’ll explore
accreditation to ensure that our approach is recognised and replicable.

We’ll showcase our practice through conferences, podcasts, and contributing
to research; while building partnerships to strengthen systems and develop
new services. From skills development pathways to new models like Here4U
(our transitions and keeping in touch service), we’ll respond to emerging needs
and share our expertise with local authorities and national bodies.

By celebrating excellence and inviting collaboration, we will inspire change far
beyond our walls.

What we will do:

Achieving the highest possible grades at inspection.

The Harmeny Way is fully embedded in our ways of
working across all departments.

The Harmeny Way is recognised as a leading approach to
residential childcare and education.

Our staff are recognised as experts in the sector.

Our shared experiences inform the wider sector and
improve standards of care and education across
Scotland.

Here4U is enhanced and recognised as a national
exemplar of top quality throughcare and aftercare.

What success looks like:



What we will do:

People &
culture
We support all colleagues to reach
their full potential. 

At Harmeny, we know that our brilliant colleagues are key to us achieving
our goals, and to helping our children and young people to achieve theirs.

We understand that when our adults thrive, so do the children and young
people in our care. We’re developing a culture where every colleague feels
valued, supported and empowered to grow.

We’ll continue to listen and respond, gathering feedback, reviewing
policies, and making meaningful changes to improve staff experience and
offer excellent conditions and benefits. From induction to leadership
development, we’ll invest in learning and qualifications that help every
team member to flourish.

Our wellbeing strategy will be shaped by staff voices, and we’ll foster a
culture of psychological safety where people feel confident to take risks,
reflect, and learn. Through dedicated fora and inclusive practices, we’ll
champion equity, diversity, and inclusion at every level.

By embedding The Harmeny Way into our people strategy, we’ll create an
environment where potential is nurtured, leadership is encouraged, and
everyone feels part of something bigger.

We continue to provide an environment that attracts, retains,
and develops the best people, and we are recognised as an
exceptional place to work.

We have a highly qualified and skilled team.

Colleagues have a clear development pathway for their role.

Wellbeing continues to be a priority.

Colleagues feel able to voice feedback and opinions and feel
that they are listened to.

We actively promote equality, diversity, and inclusion within
Harmeny.

We create a culture of empowerment, performance, and
accountability.

What success looks like:



What we will do:

Infrastructure &
environment
We provide a safe, sustainable, and
therapeutic environment.

Creating the right environment, physically and digitally, is essential to the
wellbeing and development of our children, young people and staff.

We’ll continue to invest in safe, therapeutic spaces that grow with our
community, from upgraded classrooms and accommodation, to new areas in
our 35-acre estate designed for independent living and outdoor learning.

We’ll evolve our estates strategy so that it balances ambition with sustainability,
making the best use of space and resources, and planning improvements that
provide versatility, reflect the evolving needs of our organisation, and reduce our
environmental impact.

Behind the scenes, our digital transformation projects will streamline systems
and embrace technology, from smarter data management to improved
communication and collaboration tools, giving staff more time to focus on what
matters. We’ll strengthen cybersecurity, enhance access to hardware, and
explore innovative tools like AI to support our work.

Every improvement will be designed to make Harmeny a place where people feel
safe, supported and inspired.

We create facilities to support our young people as
they grow and become more independent.

Our facilities can adapt to meet the evolving needs of
our children and young people, as well as our teams.

The grounds are maintained to the highest standard,
with innovative changes made to meet the needs of
all at Harmeny.

Our ways of working support a reduction in our
carbon footprint.

Establishment of an enhanced digital vision to
develop IT systems to improve efficiency, so that
teams spend less time processing paperwork and are
able to focus more on the delivery of high-quality
care and education.

What success looks like:



What we will do:

Fit for the
future
We are nimble and responsive to the external
environment in which we operate.

To stay responsive in a changing world, we’ll strengthen our networks and
partnerships with local authorities, government, and sector partners,
promoting our work, and ensuring that Harmeny remains visible, valued, and
well-positioned to meet developing needs.

We’ll promote a strong income pipeline as we refine our referrals process,
using research and data to improve strategic decision making, and explore
new service areas such as early years interventions, respite care, and
specialist assessments.

We’ll continue to prioritise strong organisational financial health. Modelling
tools and regular reviews will help us to respond quickly to a changing
financial landscape, while responsible spending will be embedded across the
organisation.

We’ll assess opportunities to share The Harmeny Way more widely, including
as an accredited training programme, and explore how technology can
support smarter, more efficient ways of working.

Through ongoing analysis, collaboration, and strategic planning, we’ll remain
agile and forward-thinking, ready to adapt, advocate, and grow in ways that
benefit the children and young people in our care.

Robust financial planning to ensure that we remain
sustainable in the years to come.

We assess alternative income opportunities and make
decisions based on viability and funding.

We meet our ambitious fundraising targets.

We keep abreast of known and potential political, social,
and legal developments, plan accordingly, and make
necessary changes to remain safe, compliant, and
prepared for the future.

What success looks like:



This document represents a summary outline of the strategic plan
which will shape Harmeny in the short, medium and long-term.
Detailed action plans are evolving with different Senior Leadership
Team members leading on the priorities that are most connected to
their particular area of the organisation. These will be revised on an
annual basis.

While it is easy to get bogged down in the minutiae of daily life at
Harmeny, we are working with colleagues to make sure that there is a
momentum behind this plan, and that it is at the heart of our work
streams with a view towards future horizons.

The Board of Trustees is fully behind this plan and has a crucial role to
play in ensuring that key performance indicators are met and that the
aforementioned momentum is maintained. A report on progress
towards each strategic goal will be produced at each board meeting.

From 2026 the annual report published each autumn will refer directly
to the strategic plan as we progress towards the end of the decade. 

What comes next



Keep up to date
with our progress
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Scan the QR code to
find out more about
our approach

@HarmenyEd
harmeny.org.uk 


