
Information to support Directors 
of Adult Social Care develop a 

Strategic Workforce Plan 
and how it can be used to support the 
CQC Assurance process.



WM ADASS and WME are working in partnership 
to combine resources and develop a programme of 
initiatives to support the West Midlands Local Authorities 
Adult Social Care (ASC) Services. They are focussing 
on recruitment, retention, and resilience. A good 
Strategic Workforce Plan will assist with all three of these 
elements.

Understanding how a good workforce plan is developed 
is a useful tool for those who may be interviewed, 
or required to offer information, as part of the CQC 
Assurance process.

What is Strategic Workforce 
Planning
Understanding the difference between workforce 
planning and strategic workforce planning is key. 
Workforce planning and strategic workforce planning 
are conducted within different time periods. Workforce 
planning generally focuses on your current resource, the 
people you have in post now, and your operational plans 
for the year ahead, whereas strategic workforce planning 
looks towards a three- to five-year time horizon. 

Strategic workforce planning provides a framework for 
organisations of all sizes to meet the challenges they 
are facing in complex and uncertain circumstances. 
It is therefore essential that organisations constantly 
review their long-term approach to talent and critical 
skills required. By developing a robust people plan, 
organisations can ensure they have the skills and labour 
to continue delivering on their business objectives, 
against both expected and unexpected changes.

Any plan needs to be agile, evidence-based and 
analytical. By analysing your current workforce and 
determining your future workforce needs, you are 
identifying the gap between the workforce you have 
available now and your future needs. You can then 
implement the right solutions so your organisation 
can achieve its strategic plans. Workforce planning 

integrates with other HR interventions such as: 
organisational development, talent management, 
recruitment and retention, succession planning, learning 
and development, and career development. It therefore 
impacts everyone at all levels.

Your Council Plan
In order to develop a strategic workforce plan that sits 
comfortably within your own organisation, you need to be 
aware of (and have had input into), your Local Authorities 
(Council wide) Strategic Plan. You need to understand 
how your area of the organisation fits within this. It’s 
also important that your teams know how they fit into 
this. Essentially, you need to be aware of national and 
regional priorities and strategies and also the strategies 
your local stakeholders and partners are working to. 
These should be aligned where possible, so that there is 
support, collaboration, and strength in a shared vision.

Introduction



Steps to undertaking a Strategic 
Workforce Plan for Adult Social 
Care

Step 1 - Have input into your council 
wide plan
For an Adult Social Care workforce plan to develop, 
it’s helpful for there to be  acknowledgement in the 
Council wide plan (and other stakeholder and partners 
organisation wide strategic plans), that there is currently 
or will be in the near future an issue or problem that 
needs the support of all senior leaders. The council as a 
whole will need to understand the issues faced in ASC 
and how and where this fits with the Councils vision. This 
will give senior council leaders the framework to support 
plans, strategies and approve any funding or other 
innovative solutions, to enable the agreed actions to be 
fulfilled.

Partners such as the NHS, the independent sector, 
education and training bodies, Department for Work and 
Pensions (DWP), community groups, counsellors and 
other Local Authorities, and any other key stakeholders 
should also be given opportunity to input to the council 
wide strategic plan.

Finally, staff at all levels should be given opportunity to 
comment and offer solutions on how they think they can 
be rectified, (this can be done as a survey, or as part of 
focus groups and/or team or one to one meetings).

The council plan should be rolled out with a full 
engagement and communications strategy, so that 
everyone is aware of the whole councils’ priorities, but 
also where their service, department, and team fits into 
this and supports and works to those priorities too.

From Council Wide Plan to an ASC 
Strategic Workforce Plan
Step 2 - National and Regional Data
There is a lot of speculation around the state of adult 
social care. There is also a lot of clear evidential data 
both nationally, regionally, and locally. Data is key to your 
workforce plan.

It can’t be underestimated how Local Authorities have 
been affected by funding cuts.  Council revenue fell on 
average by 20% between 2009 and 2019. This was at a 
time that demand for services increased, particularly in 
ASC, due to our ageing population. 

Funding issues have made councils look at themselves 
in a different way and have made them smarter and 
more efficient. They now realise that they have to work 
more collaboratively with each other and partners and 
stakeholders. There is now a need to share resources,  
remove duplication, and become more competitive. 

Nationally
On 12th October 2024, Skills for Care released ‘The 
State of the adult social care sector and workforce in 
England report’. This included new data at a national, 
regional, and local level. The data comes from the Adult 
Social Care Workforce Dataset (ASC-WDS) which over 
20,000 care providers contribute to. This is an extremely 
useful tool and information taken from this is used to 
inform policy at a national and local level. DHSC and 
other decision makers rely on this information as the 
main source of intelligence about the adult social care 
workforce.

This gives a good basis for any Director to compare their 
own current workforce with the ASC national workforce 
but also trends and other demographics.	

As an overview the Skills for Care data shows that there 
are 1.52m people working in adult social care. It has 
an Economic contribution of £55.7 billion per annum. 
There are 39,000 care providing locations and 18,000 
organisations.

How to create 
a Strategic 
Workforce Plan for 
Adult Social Care



There is evidence that social care is a major, and 
growing, economic sector with a workforce that will 
need to support people with a range of needs, from the 
youngest to the most elderly in our communities. 

Although many people working in social care say they 
find it fulfilling, recruitment and retention in the sector 
have been challenging for a number of years.

It is reported that social care staff feel that their work 
is not valued, and constrained funding for social care 
services has led to pay rates often being lower than 
in competitor industries. Opportunities for career 
progression may also be limited and where it is not, there 
is a perception that this is the case.  

Regionally
West Midlands Employers in March 2024, set out the first 
phase of their findings in their report entitled ‘Recruitment 
and Workforce Insight Report -  The Vision and Ambition 
for the Future’. This report provides data and insight 
into the challenges LAs in the WM are facing including 
recruiting to certain roles, the ageing workforce, and the 
knowledge that councils are recruiting from the same 
pool, or from each other. WME wanted to get a better 
understanding of the recruitment challenges within the 
region in order to drive collective improvements. They 
say this will realise efficiencies and economies of scale 
that can help free up local capacity.

From data obtained by WME it seems that there is a lot 
that can be done to assist LAs with their recruitment and 
retention issues. 

The Regional workforce data demonstrates an 8% 
vacancy rate in ASC established posts. With this 
number of vacancies, there is no doubt it will impact 
on current employees. The data also shows a 15% 
agency rate across all vacancies in the West Midlands 
and it is known that ASC are one of the biggest users of 
agencies. Employing agency staff is the most expensive 
way to fill a role, it does not build capability within an 
organisation and can cause friction amongst employees. 
It is understood why this happens as staff can be brought 

in quickly and provide an immediate solution to minimise 
risk, however this is not a long term solution and should 
be considered in your workforce plan. 

Currently it is reported that on average it takes over 100 
days/over three months from an advert to a job offer 
being accepted. This does not include notice periods 
which could add up to a further three months. Alternative 
quick routes for addressing vacancies and recruitment 
should form part of any strategy.

Consideration in any plan should also be the fact that 
there will be an increase in the 18- year-old population 
over the next few years. Britain had 715,000 18 years 
olds in 2020 and it is anticipated this will rise to 893,000 
in 2030—a 25% increase. This means there is an 
imminent window to offer as many routes as possible to 
school leavers into careers in the sector. Currently only 
35% of applicants are under thirty years old. This is an 
opportune time to develop strategies to recruit younger 
people into the profession.

Data relating to workforce leavers shows that more 
than 20% of leavers are retirees. This is a significant 
proportion and needs to be addressed by succession 
planning.

6.85% of applicants for jobs declared a disability. This 
is approximately a third of the numbers within the 
population and the existing workforce. Again, more needs 
to be done to attract applicants for jobs with disabilities. 

The West Midlands make up 10.53% of England’s 
population. It has one of the youngest populations in 
Europe; and one of the most ethnically diverse. The 
workforce of the regions councils exceeds the levels of 
diversity of the region particularly in urban areas. LAs 
should use the benefit of having this diverse workforce, 
working in their diverse population to their advantage.

43% of the council workforce is under 46. This is lower 
than the percentage within the population of the west 
midlands and illustrates that there are younger people 
available who need to be attracted to work for the council.



The region reports 21.3% of the population are students 
or studying. This shows the potential benefits of a 
targeted approach to recruit and highlight the employer 
value proposition (EVP). There is a large proportion of 
the population that may welcome graduate, apprentice, or 
placement opportunities in the area where they live.

It should also be taken into consideration that over 20% 
of the West Midlands population have no qualifications, 
this presents a real opportunity if an employer was to 
offer level 1,2 & 3 qualifications and apprenticeships.

Your strategy should pick up on all of this national and 
regional data. Using your knowledge of the national 
and regional issues, the data will assist with your plans 
and the approaches you will be taking to alleviate these 
issues.

Step 3 - Your Local Data
The regional data detailed above is very useful, but for 
your councils plan you will need to understand your own 
local data and the nuances and implications of this. Your 
own local authority will have data available from many 
sources regarding the makeup of the population in your 
area. In order to ensure that your workforce compliments 
the population, you will need to compare the makeup of 
your workforce to the area that it serves. This information 
could also give some indication on whether there are 
potential employees available within your communities, 
who can be targeted for recruitment. 

Step 4 - Mission statement/Vision for 
the future
In order to record a starting point and plan where you 
want to be, it would be best practice to have a mission 
statement and/or vision for what your future workforce/
service will look like. Using all of the data gathered and 
your knowledge of the sector; examples could include 
such things as:-

A resilient ASC workforce reflective of the 
diverse population.

An effective, safe and speedy recruitment 
process for all adult social care staff (focussing 
on local jobs for local people where possible).

Opportunities for recruitment, then development 
and progression of ASC staff at all levels.

The best pay grades affordable for ASC staff.

Working in Partnership and collaboration with 
our regional colleagues to provide the most 
efficient and effective delivery of our services.

Your mission statement should  then be backed 
up by examples of how you will move your 
vision forward. Examples could be:-

Develop an improved recruitment and selection 
process, engaging with candidates at an early 
stage, keeping them updated of the process 
and helping them to perform at their best. 

Ensuring there are no barriers to work for 
prospective candidates by adopting inclusive 
recruitment and selection practices.

Promote the Employee Value Proposition 
(EVP), for both the Council and for ASC in 
particular.

Provide flexible working solutions. 

Increase the level of capability to use digital 
and technological innovations.

Develop career pathways for all ASC roles.

Develop strategies to attract career-returners 
and mid-career-changers.

Encourage and act on information provided in 
exit interviews.

Encourage applications from young people 
by having opportunities available such as 
apprenticeships, traineeships, graduate 
schemes, and industry placements. 



Step 5 - Use Partners and 
Stakeholders
A good workforce plan will have been implemented 
in collaboration with partners and stakeholders. 
Representatives from a variety of bodies, including 
your own authority, the NHS, the independent sector, 
education and training bodies, Department for Work and 
Pensions (DWP) and others should work together to 
share knowledge and information on what each knows 
about the social care workforce. You can review and 
learn from good practice and then develop and take 
forward the strategy using each other as a critical friend. 
Each partner should understand how the strategy will be 
monitored and be updated with any progress made.

Step 6 - Understanding the whole of 
the ASC workforce within the area
Although the workforce strategy is being developed by 
your Local Authority, it will also have an impact across 
the whole adult social care setting in the area. It will 
have an effect on a wide range of roles such as social 
workers, staff in care homes, home care and community-
based care etc. This supports the need for partners and 
stakeholders to be involved in its creation.

Information on the size of the sector in your local 
authority area is useful to include. This will show the 
size of the problem (and that it’s not just a local authority 
issue) but will give some additional data to inform some 
of the decisions that you have made around your vision. 

An example could be that there is evidence that a vast 
number of ASC employers in your area are micro or small 
employers, employing only a small number of employees. 
This would mean that medium to large employers are 
likely to make up a small percentage of ASC employers in 
your area. Having this knowledge helps you understand 
the type of issues they may face and what support you 
may need to offer to ASC employers in your area in the 
future.

Step 7 - Understanding the pay levels 
in the Sector
It is evidenced that many roles in the social care sector 
have a relatively low level of pay. 

To enable you to understand the issues that pay has in 
the sector it is useful to undertake some comparisons.

Data is available on the average Workplace Hourly Pay 
for all sectors in your area. Compare this to pay for all 
independent sector adult social care roles in your area. 
Compare this to pay for ASC staff in your Local authority 
and then compare all of this to the National Living Wage.

Taken from ‘The State of the adult social care sector and 
workforce in England report’ .’Although care worker pay 
has increased in adult social care, it’s still amongst the 
lowest of the economy in general. Care worker median 
pay (£10.11) is below the rate for the 20th percentile 
of £10.56 (meaning 80% of jobs pay more than this). 
Average care worker pay is £1 per hour less than 
healthcare assistants (HCAs) in the NHS that are new to 
their roles, and 1 pence below sales and retail assistants. 

However, it is still 15 pence higher than cleaners and 
domestics, and 36 pence higher than kitchen and 
catering assistants’.

This type of information is vital when looking to introduce 
initiatives to recruit, develop and retain staff in ASC.

Step 8 - Skills (education and training) 
in the local authority area
Work with providers (education and training), to identify 
what the take up of health and social care courses 
across the area are and the number and type of courses 
available. This can show a number of things. If take 
up has stayed the same or increased, this gives an 
indication of more potential employees having an interest 
in the area of work. If this was the case your vision would 
likely ensure that they remain interested by marketing 
and promoting relevant roles and careers to pique their 
interest. They could be a captive audience for recruitment  
campaigns particularly when in a classroom setting. 
However, if there was a decrease in H&SC course take 
up in your area, work could be undertaken with schools 
to promote the careers available for someone with a 
H&SC qualification and the career progression they could 
expect from this.

As stated previously the region reports 21.3% of the 
population as students or studying. This shows the 
potential benefits of a targeted approach to recruit and 
highlight the employer value proposition (EVP). Many 
young people think that Local Authorities are full of old 
people. With around 57% of the Council workforce in 
the West Midlands over 46 there is a pressing need to 
establish routes of entry for the workforce of the future.

Apprenticeships, Traineeships and Graduate schemes 
are key, working with providers could assist with the 
feasibility of this.

It has been stated that in the NHS for example a 
student will go and work at the place that they had their 
placement. This should be used more effectively in local 
authorities.



Step 9 - Use Skills for Care data and 
analytics to understand the national 
comparator
Skills for Care data will be able to give you an estimate 
of the number of posts in Adult Social care filled in your 
area. They will be able to breakdown how many are in 
local authority roles and how many of your areas social 
care workforce, working across a variety of roles, are 
employed by the independent sector.

Use demographics from skills for care and compare 
them with your local authority area.

An example could be:-

Demographic ASC - 
Nationally % 

Your LA 
area data %

Female

Male

Under 25 years

25-54 years

55+ (working age)

White

Black and other 
communities 

British

EU

Outside EU

Demographic

Considered Disabled 
(as per Equality Act)

As well as your LA area the same data 
will need to be provided for your LA 
workforce and then the Independent 
sectors workforce.

This will provide a multitude of data for you to compare 
and make decisions on what you need to do to improve 
the situation if required.

Other useful data 
Service contract type 

Residential 
Care

Nursing Care Home Care

Perm (%) X Perm (%) X Perm (%) X

Temp / Bank 
(%) X

Temp / Bank 
(%) X

Temp / Bank 
(%) X

Full time (%) X Full time (%) X Full time (%) X

Zero hours (%) X Zero hours (%) X Zero hours (%) X

To have all of this information will give a good 
understanding on the workforce in your area. It will show 
if anything needs to change and, if so, what initiatives, 
procedures or processes you need to put in place to 
make the changes.

Step 10 - Recruitment and retention
It is acknowledged that recruitment and retention is a big 
issue for the sector and is not going to get any easier. 
Adult social care is expected to see a growth in demand 
for workforce, broadly in line with the projected growth of 
the population aged 65 and above. This means there will 
be a sharp increase in the number of employees required 
at a time when there are more people leaving the sector.

This will be an issue for all ASC providers across the 
Country. 

Skills for care can provide the turnover rates both 
nationally and for your local authority area. Your Human 
Resources team should also have data on numbers of 
applicants for roles and other data such as age, ethnicity, 
disability and geographical area of applicants, as well as 
recruitment success rates. 

In addition to recruitment data other useful information to 
monitor could include  

Turnover rates, leavers remaining in the sector, vacancy 
rates across the industry, vacancy rates across LA’s and 
the independent sector, also vacancy rates broken down 
into professions.

Additionally you could collect information around the 
average number of years’ experience an employee has 
in their role, in the sector (as a whole and by profession), 
also qualifications held by employees (as a whole and by 
profession). 

All of this information and data adds to the bigger picture.

Step 11 - Further challenges 
acknowledged in the industry
Local intelligence and local data could assist to 
understand what challenges and issues there are outside 
of the sector that will still impact on the sector. These 
should be acknowledged, and plans made for how they 
can be supported.  

Examples could include:-

The impact of Covid 19 locally, but also on the 
sector.

The level of unemployment as a whole in your 
area (compared to national levels).  

The numbers of 50 years and older, making the 
decision to retire.

Numbers of the population claiming various 
benefits. 



Step 12 - Workforce surveys and 
focus groups
Some of the most important data that needs to be 
gathered will come from the ASC workforce, across the 
local authority and also the independent sector.

This can be obtained from surveys sent to all ASC staff at 
all levels across the Local Authority and also independent 
providers and/or from focus groups. 

Questions can range from what do you most/least enjoy 
about your job, what is the most important thing for you 
about your role (flexibility, money, satisfaction), what 
would be the reason be if you were going to consider 
leaving (pay, stress, health), what other benefits (terms 
and conditions, rewards) would be beneficial to you, 
what would encourage you to stay in ASC, what can the 
organisation do better to attract applicants and retain 
employees.

Having been asked for their opinions and then being 
given a response to these and for an organisation to 
actually act on responses and to then keep employees 
updated on the progress of the actions, is very powerful.

Step 13 - What has worked elsewhere 
– Regionally, Nationally and 
Internationally
Although every area is different, there will always be 
places that have the same or similar issues. Why reinvent 
the wheel? See what is working elsewhere and use this 
knowledge and experience to support your own solutions.

If others are working on similar initiatives, you could 
undertake joint working and share funding and resources.  

Step 14 - What do we want to make 
happen – what are the outcomes we 
want to achieve
Using all of the data, shared information, communications 
received, and knowledge gleaned,  this next step is 
where you set out the vision and outcomes you want to 
achieve in the next few years.

You record in a plan/framework what the broad outcomes 
are that you want to achieve (as per your vision and 

mission statement). Next to these, you suggest ways in 
which you are going to measure how you are going to 
achieve this.  

Example –  
(continuing with example provided in 
vision/mission earlier)

Overall outcome required 
A resilient ASC workforce reflective of the 
diverse population.

Outcomes broken down
An inclusive workforce that is representative 
of the diversity of the local population.

A workforce where those in senior roles 
reflect the diversity of the local population.

A workforce supported by process and 
procedures to ensure that they have the 
skills, ability, capacity and management 
support available to undertake their role.

Measure
A workforce that is recruited from the local 
population.

A better match of the population/demography 
of the local area and the demography within the 
social care workforce. 

Closer match between the demography of 
the social care workforce in the area and the 
demography of leadership in social care.

Recruiting staff with relevant skills, knowledge 
and qualifications.

Ensuring staff have one to one meetings with 
their manager on a regular basis.

Ensuring caseloads don’t exceed those set out 
by professional standards.



Step 15 - Final step - How do we make it happen – what are the actions required
This is where the detailed action plan is developed.

Knowing what the outcomes and measures are that you want to deliver, there needs to be a plan of how you are going to 
do this. This is basically the ‘to do’ list and needs to be given to various managers for them to ensure that the actions are 
developed, monitored and eventually delivered.

The plan needs to be updated and monitored, evaluated and amended on a regular basis. 

Using the previous measure (as detailed above), the actions could look something like:- 

Overall outcome required 
Develop an improved recruitment, selection and 
onboarding process.

Detailed Actions 
(for developing, monitoring, delivery and evaluating)

Sharing toolkits, resources and best practice 
with providers to implement high quality 
recruitment processes, with fast decision-
making and a reduction in any unnecessary 
bureaucracy or barriers.

Advertise vacancies to local community and 
faith groups.

Encourage providers to support an increased 
number of apprenticeships locally and for them 
to provide a wide range of training opportunities 
during the apprenticeship.

Overall action 
Develop a resilient workforce.

Detailed Actions 
(for developing, monitoring, delivery and evaluating)

Ensure managers are trained to deal with 
employees who seem stressed or have 
caseloads exceeding those set out by 
professional standards.

Train more mental health first aiders and 
promote their availability.

Undertake Exit interviews to understand the 
reason employees are leaving and act on any 
issues raised.
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