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Adult Social Care
Workforce Recruitment and Retention Strategy 2022 to 2025

1. [bookmark: _Toc101433048]Introduction

The internal Gloucestershire County Council (GCC) social care workforce supports the most vulnerable in our society to enable them to live healthy, independent and safe lives within our communities. This is a highly rewarding and challenging role. Gloucestershire has attracted many talented and committed people, but we face a shortage of permanent social care staff. 
This strategy, which aligns with the wider GCC workforce priorities, sets out how Gloucestershire County Council (GCC) will: 
· Improve the recruitment and retention of permanent social care staff 
· Ensure the ongoing development of a skilled and highly motivated workforce who actively choose to stay with GCC
· Ensure that staffing budgets remain within the allocated resource. 
The overall strategic vision for Adults’ Social Care, as detailed in the Build Back Better Strategy, is reliant on a quality, permanent workforce and the level of demand across social care services continues to rise. We need to attract, develop and retain an engaged workforce with sufficient capacity and the right skills, knowledge and capabilities to meet a range of complex needs in a flexible way and reduce reliance on statutory services. We need a committed and consistent social care workforce who are driven to deliver excellent service to adults, their families and carers and who are committed to achieving the council’s strategic vision. 
We will achieve this by: 
· Putting our purpose, values and behaviours at the heart of all we do;
· Ensuring an appealing offer for all our staff which includes fair pay and a central focus on learning and development, career pathways and employee wellbeing;
· Providing agile ways of working and a modern workplace with tools to match;
· Developing skilled and confident leaders who care and who build inclusive and motivated teams and a safe place to do good work.
2. [bookmark: _Toc101433049]Context

Local and national drivers have informed this strategy, these are outlined in this section. 


[bookmark: _Toc101433050]2a. Political and legislative drivers

The Government’s workforce policy paper ‘Health and social care integration: joining up care for people, places, and populations’[footnoteRef:1] sets out proposals to ensure that staff working in health and care settings are supported to provide integrated services focused on the needs of people. These proposals strengthen those laid out in the workforce chapter of the adult social care reform white paper, People at the Heart of Care[footnoteRef:2]  [1:  Health and social care integration: joining up care for people, places and populations - GOV.UK (www.gov.uk)]  [2:  https://www.gov.uk/government/publications/people-at-the-heart-of-care-adult-social-care-reform-white-paper ] 

The Government’s ‘Building Back Better: Our Plan for Health and Social Care’ report details the key reforms expected for adult social care. [footnoteRef:3] [3:  6.7688_CO_Command paper cover_060921 (publishing.service.gov.uk)] 

[bookmark: _Toc101433054][bookmark: _Toc101433052]2b. 	Corporate strategy – ‘Building back better in Gloucestershire’
The ASC workforce strategy co-aligns with the following areas of the corporate strategy:
· Sustainable growth - Make sure that the skills, training, and education available are directly linked to the future jobs being created.
· Levelling up our communities - Working with local schools and academies to improve the quality of local education provision.
· Transforming Adult Social Care - Our ambition is aspiring to be one of the best Adult Social Care departments by citizens, colleagues, partners, and providers and by the Department of Health and Social Care and the Care Quality Commission in their assurance processes.
· Improving customer experience - Our ambition is to make it as easy as possible for all customers to get in touch with us, with staff consistently doing all they can to resolve their request or question quickly, fairly, and efficiently.
· Make early intervention and prevention, together with strength-based working, part of all aspects of our work across the adult Social Care System and in our proactive engagement with the developing Integrated Care System
· Deliver a technology strategy, exploring the potential of Technology to support carers and improve the quality-of-care people receive.
· We will build a world class ‘model’ of short term care (the enhanced Independence Offer) together with NHS and other partners: improving the impact of short term help to make sure people regain their confidence and independence whenever possible: for example, after a stay in hospital.
2c. 	Labour market
Skills for Care workforce statistics (2021) demonstrate that adult social care is a growing sector. In 2020/21 the adult social care sector was comprised of 17,700 organisations across 39,000 care locations and a workforce of around 1.67 million jobs. 1.56 million jobs were within local authorities, independent sector providers and jobs working for direct payment recipients. Demand is increasing and the ongoing need to grow the sector is clear.
Nationally and regionally job vacancies are at record levels across a broad swathe of professions, sectors and salary levels including social care. This is not considered to be a short-term phenomenon. The Office for National Statistics (ONS) reported in May 2022 that there were 1.3 million job vacancies in the UK, while the average unemployment rate fell to 3.8% indicating that the UK is facing its tightest labour market in decades. Hays’ recent national survey found that more than 80% of employers said they were struggling to attract the right talent and over half of employees said they were thinking about changing jobs in the next twelve months.  KPMG monitors the number of permanent candidates available compared to vacancies and found that in December, this had fallen for ten consecutive months.
The salaries for many social care jobs in the independent sector are not much more than the minimum wage with poor terms and conditions.  Increasing salaries in sectors like retail, hospitality and administration are attracting potential workers away from care roles in GCC and wider so our offer needs to be competitive in terms of clarity of purpose, career development and work/life balance as well as pay. 
[bookmark: _Toc100829123][bookmark: _Toc100829245][bookmark: _Toc100836452][bookmark: _Toc101433055][bookmark: _Toc101433056]2d.  	Demography and Geography:
The increasing proportion of our population who are aged 65 and over as well as higher numbers of people with disabilities will continue to contribute to increasing demand on social care.  These demographics as well as our rural geography in some parts of the county contribute to recruitment challenges and increase the complexity of workforce planning.  This adds to the case for an agile and flexible workforce.
[bookmark: _Toc101433053]2e. 	Social work
There are well established key factors in improving the recruitment and retention of social care staff; acknowledged by the British Association of Social Work (BASW), ADASS and Research in Practice: 
1 - Strong and clear social work framework    
2 - Effective workforce planning systems    
3 - Safe workloads and case allocation    
4 - Wellbeing    
5 - Supervision    
6 - Continuing Professional Development (CPD) 
7 - Professional registration    
8 - Strategic partnerships
While these are the essential factors for social work, they can easily be applied to good employment practice across the sector.  
3. Workforce Profile
3a. 	Current Workforce Profile
Our workforce in 2022 is predominantly female. It is a relatively older workforce with over 44% of the workforce in the 50+ age range, and 23% in the 40-49 range. ASC has a higher % of employees declaring a disability than the rest of the council; our GIS Department employee a number of people on supported employment programmes with the DWP.
Many employees within the council have declared their race (83.2%) and the proportion of employees from black, Asian and other ethnic minority background is 5.1% against 4.5% for the County as a geographic entity. The County’s ethnic minority workforce as a proportion of the whole workforce has remained fairly static at 6.8%.  Our adult’s workforce has a higher-than-average number of staff from black, Asian and other ethnic minorities.
	 Staffing profile as at April 2022
	Service Area/Department
	Headcount
	FTE
	Female
	Male
	BME
	Disabled
	Average Age

	Adult Support Services (FAB & GIS)
	132
	124.31
	38.6%
	61.4%
	7.4%
	25.8%
	48.6

	Adult Support Services (finance and cust services)
	53
	47.84
	71.7%
	28.3%
	14.3%
	15.1%
	41.1

	ASC Operations 
	382
	338.30
	86.1%
	13.9%
	8.2%
	5.0%
	45.3

	ASC In House 
	172
	135.72
	80.8%
	19.2%
	9.0%
	1.2%
	51.0

	Business Management 
	10
	6.46
	90.0%
	10.0%
	50.0%
	0.0%
	53.8

	Commissioning (including Brokerage)
	90
	86.29
	71.2%
	28.9%
	10.1%
	0.0%
	43.7

	Practice Development 
	7
	6.43
	85.7%
	14.3%
	0.0%
	14.3%
	50.1

	Safeguarding Adults
	41
	39.60
	85.4%
	14.6%
	7.9%
	12.2%
	49.1

	Senior Mgt
	3
	2.60
	66.7%
	33.3%
	0.0%
	0.0%
	55.7

	
	
	
	
	
	
	
	



Our annual staff turnover rate within adults is 14.1% in April 2022 an increase on the previous 5 years where turnover has been between 7-12%. Social worker turnover has remained at around 15% for the last 5 years. 

Current indicators are that the requirement for qualified social workers will grow. The complexity of the work they undertake will increase and draft guidance from Government reports around the Health and Social Care reforms suggests that an increased volume of work will only be undertaken by qualified social workers. We currently have 22 social work vacancies (30% vacancy rate) and indicating that we need to expand our recruitment pipelines including our ‘grow our own’ model significantly. 
[bookmark: _Toc101433061]3b.  Absence
Sickness absence has increased in quarter 4 of 2021/2022 to 12.14 working days lost as a Directorate when the target is 9 working days lost, previous years sickness absence has always being high within the adult’s directorate:-
	Year Q4 data
	Working days lost

	2021/2022
	12.14

	2020/2021
	8.21

	2019/2020
	10.2

	2018/2019
	9.8

	2017/2018
	10.93


Around a third of absence is related to stress / mental health. There are programmes in place to upskill managers in identifying and managing stress including new initiatives such as the Mind online programme.  There are also new initiatives specifically directed at the adults’ directorate including a specific health and wellbeing event for the directorate; employee health assessments; front line fatigue sessions and other opportunities for individuals to take positive preventative actions.  
	
	
	

	
	
	
	


4. GCC Workforce Strategy
GCC’s corporate workforce priorities are based on three key themes of Culture, Capacity and Capability.  This strategy for Adults Social Care follows the same themes.
4.1 Culture:	we will ensure that our purpose, values and behaviours are embedded across the workforce, at the heart of everything we do.
Key aims:
· Grow GCC’s reputation as a caring employer
· Co-create a clear vision, mission and purpose for our ASC workforce
· Ensure honest, transparent and successful two-way communication and employee engagement
· Recruit & retain a stable, committed and effective workforce that responds positively to development and change
· Co-produce an employee ‘deal’, a clear statement of our workforce offer and what we expect from employees in return.  
· Managers are skilled and able to create a positive working culture where employees feel safe, supported, trusted and therefore highly motivated.

We will ensure our recruitment of employees is values driven and will create selection methods to meet this aim.  We will ensure all staff have regular supervision and performance conversations with opportunities to discuss their development and wellbeing as well as their work contribution.   We have created new supervision processes within Social Work and In House services and have incorporated the values into these.  
We will ensure our managers are equipped to better manage mental health and stress.  We will continue to regularly promote our wellbeing programme and look to extend this across the adult’s workforce.  
We have re-invigorated our employee voice group and will continue to expand this work.  We aim to gain the views of our workforce through this group and via our new directorate newsletter.  
Within adults we are reviewing our agile and hybrid working offers having learnt from the covid experience that we can do things differently.  We will take a ‘bottom up’ approach to agreeing our agile / hybrid working principles.
One key aim of the adult’s directorate is to increase the use of digitisation and assistive technologies within the offer of the service.  There is a separate strategy which details the aims of this project.  This will require a learning and development programme for our teams as they learn about the benefits and the practicalities of how to use the technology available which will change the culture of how we work with people in the community and greater working with libraries and other community venues as we adapt to the new technologies.  

4.2  Capacity:	we will plan our staffing to ensure that we have the right number of appropriately skilled and experienced staff available to deliver services, anticipating future variations in demand, and technological advances. We aim to make GCC an employer of choice, to recruit and retain the right people and to create a culture that reflects the organisational values and vision.
Key aims:
· to understand the gap between current and future capacity and skills and to develop a workforce plan to meet the needs of today and the future.
· to maximise the recruitment and retention staff through the right offer including pay, career development, effective management and team culture.
· develop an ASC brand to ensure that the council and our adults services is seen as an attractive place to work in an increasingly competitive recruitment market.
· Raise the profile of health and social care as a career choice and develop pipelines into the ASC sector particularly targeting under-represented groups
· introduce effective ‘grow our own’ programmes .
· Ensure our workforce profile is more representative of our service user community with regards to ethnicity, gender and disability.
We will embed a workforce planning approach and have a ‘grow your own model’ where we are increasing the number of internal apprenticeships or other development programmes across the service to ensure we upskill those who wish to progress in their careers are able to do so and where possible remain within the council.  We aim to increase the number of social work apprenticeships year on year as well as other management development programmes.  

We will prioritise social worker recruitment to replace our existing vacancies.  We will also create new positions within the social care practitioner level to both create more potential for our grow your own model as well as to meet the change in priorities and need with the back log of reviews and the upcoming changes of the care act and funding.  In previous years we have not actively recruited to our in-house services, and this is another area where we are prioritising our resources to ensure we are back to established vacancies in the right places.

One of the county’s key priorities in its workforce strategy is to increase the diversity of the workforce and better enable promotion of under-represented group.  To meet the challenges of the future, within adult’s we will need to attract a diverse workforce. Traditional patterns of recruitment, structures and working practices will have to change to enable us to develop services that can deliver safe, effective, and flexible responses.  We will work with other key partners to develop the profile of social care opportunities.  We aim to ensure through these practices that we change the overall demographic profile of our workforce over the next 3-5 years to be more representative of the service users within our community in terms of ethnicity, gender and disability. 

Building a diverse workforce will focus on ensuring that individuals have a portfolio of careers that cross the continuum between health, social care, mutuality and support. Within the context of this diverse workforce, there will be a need to ensure consistency in terms of the quality of the workforce, the core values that underpin social care work and the skills and competencies that staff will need to acquire.

We are creating career pathways through the service and will work with the wider ICS on routes through the whole health and social care system as part of the One Gloucestershire People Strategy.   This will include working with the ICB on creating a clear route for employees working in shared service areas within commissioning to be able to apply for roles across One Gloucestershire while maintaining their terms and conditions of service.
We are increasing the number and variety of apprenticeships, AYSE placements and other programmes across the service.  We are looking at entry routes into care roles and considering how we increase these types of roles within the service to enable our ‘grow our own’ model to continue to supply new employees and career progression over a period of five to ten years.
We are working collaboratively with One Gloucestershire on providing information and advice to schools to encourage secondary and college students into care roles across the sector.  This is a developing area of work, some of which is funded from the ICS HEE development fund.
We are reviewing our in-house services offer in terms of role design, parity of grades and enhanced rates of pay to ensure they are meeting the service needs and are comparable to the external market.
We are developing a council wide employer brand to attracting talent to GCC and to Gloucestershire and ASC is one of the priority areas for this project. In collaboration with Children’s Services, we will launch a new social work recruitment campaign via social media.  We aim to fill our existing vacancies and are considering over recruiting given our turnover and the medium-term challenges linked to statutory changes.  
We will work across the council to build our recruitment team to create a professional recruitment function.  Through this we will address our structural barriers and opportunities within recruitment, reviewing all our processes and practices within recruitment and selection.

4.3  Capability:	we will cultivate a caring, committed and competent workforce, that includes skilled and confident leaders at all levels, able to provide the transformational leadership we need to meet changing operational circumstances and ensure good quality provision. 
Key aims:
· Ensure consistent and high-quality social care practice across all services and localities
· Retain a skilled and stable workforce enabling continuity of care
· An effective induction, probation and development offer for all ASC staff to encourage a culture of learning and flexibility to meet changing needs and priorities 
· Clear career and personal development pathways across our social care services
· Embed the GCC manager framework supported by leadership development programme that systematically improvement management competencies at all levels.

We have increased the number of people attending ICS One Gloucestershire leadership offer to improve connections, understanding and working relationships across the ICS.  We will support managers via the council’s ‘growing great managers’ programmes and promote the coaching and mentoring corporate offer.
We are refreshing our mandatory training offer for our in-house services to ensure the right programme is available for all.  
We have expanded our on-line learning offer through Learnpro, creating pathways of mandatory and recommended training modules for specific roles and are working on expanding this programme and pathways throughout the directorate. The system pro-actively prompts employees to undertake training and updates and provides up to date reporting for managers to better manage their teams. We will assess our training needs and expand the learning offer for all to both ensure that we improve our services and enable career development and retention. We have extended our internal transfer policy across all teams, making it easier for people to express an interest and move more fluidly through the department to gain skills and experience.
We will have reference to the 70/20/10 model of workforce learning which centres around the idea that the majority (around 70%) of learning comes through experience, around 20% comes from social learning with colleagues and 10% comes from more formal learning (such as formal training in a classroom, or online courses, rather than an outdated overreliance on formal training sessions and courses.  
Our Practice development team are working in collaboration with the University of Gloucestershire on post qualifying modules for Social Workers to further enhance their practice.  The team have also introduced live scenarios into update training within mental capacity and safeguarding to ensure that standards remain relevant, professional discussions take place and learning is gained from real examples. ‘Make the Difference’ training continues to run with various stages dependant on a person’s experience and skill level.  The model of the three-tier conversation is being expanded as a practice model to other areas within the service.
Wellbeing sessions are run by the team on matters identified through teams such as experience of loss and death and trauma informed responses.  These are ensuring we provide the support relevant to the teams and staff alongside the mandatory and legislative updates.  Teams all benefit from the corporate offers with regards to health and wellbeing and have been prioritised for frontline fatigue; health and well being checks and other sessions run through our occupational health department.  
We have created practice standards, aligned to values for social care and the GCC values as well as writing standards for assessment which have been rolled out alongside knowledge and skills statements allowing social workers to self-assess and seek support where needed.  The implementation of these and are being evaluated through regular internal audits, moderation and attendance at key meetings and huddles to ensure they are being successfully implemented.  
We are working with Procurement to ensure we implement the best practice standards and to upskill our staff in all aspects of the commissioning cycle. 
5. Delivery
The actions to deliver this strategy are set out in the Adults Transformation Programme Workforce workstream project plan, which will include key milestones and the metrics to be used to measure success.
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