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research into the workforce, workforce planningnd learning provision in Social Services
organisations in Tayforth.

The Research was conducted by a partnership of Jan Miller (Workforce Matters) and Adrian

Snowball (Adrian Snowball Consulting) in collaboration with and on behalf of the Learning
Network.




FOREWORD

The Learning Networks have a unique contribution to maksupportingthe workforcelearning
anddevelopmentof the Social Services sector. We are funded specifically to enable partnerships,
share knowledge and experience, and facilitdte sharing of resources across the sector. One of

our aims is to act as a key mechanism for employer engagement with the objectives of the Sector
Skills Council. In Tayforth we have had the opportunity during 2008/9 to devsigificant

proportion of aur Network resources to supporting this piece of research to find out more about
SYLX 28SNEQ ySSRa Ay NBftlFdGA2y (G2 662NJ] F2NOS LI |

In order to facilitate a strategic approach to supporting the needs of both employers and training
providers, Tayforth parters decided to commission this research so that Network plans and work
priorities are based on sound knowledge of the sector.

We are keen to emphasise that workforce planning and development need to be part of
2NBFYAAl GA2y aQ &0 NalipldnaingProaesies Ain/ofdar dhat IplgnR includeytie y” O A
development of the whole workforce.

This research supports the continuing roles of the Learning Network in achieving our aims, and we
particularly welcome the range of responses which tell us how eyaptoand training providers
wish to engage with us and have us support their work in developing their workforce.

We are confident that the results of this reseayeimd the separately publishedtérature Review

and Learning Provider Guideijll provide uswith robust information to take forward the work of
Tayforth. In the spirit of partnership working, our hope is that you will also find the information
beneficial in thinking about how to take forward the challenge of workforce planning in the
developmen for your staff group.

Pam Linton

Pam Linton

Chairperson

Strategic Management Board

Scottish Social Services Learning Netwitalforth
31% March 2009
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1: EXECUTIVE SUMMARY

The Tayforth Learning Network Workforce Planning Project B0@@s established to improve the
bSUig2N] Qa (y2¢6fSRIS 2F GKS 62N F2NOST 62N] F2
services and leaing provider organisations in Tayforth. It is the first lasgale study of this kind
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work plan for the next 3 years.
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The objectives and outcomes of the project are set out as follows:

Objectives

1. To develop a Tayforth wide picture of skforce planning activity across social service
employers, in relation to initial and continuing registration with SSSC (Scottish Social Services
Council), including pogirofessional /postegistration learning

2. To develop a current picture of the mgces to support initial and continuing registration with
the SSSC, including pgsbfessional/postregistration learning, who the providers are and the
ways in which this learning is delivered.

Postprofessional/postregistration learning refers to leamng undertaken after initial registration
gAOK {{{/] 6KAOK O 2ngdisidian tain®g andil@arnipg réquiresents,Jather
than the qualifications for registration for post.

Outcomes: Objective 1

a) To identify the extent to which Tayforthngployers have developed workforce plans to
support registration and pogprofessional/postregistration learning, and their
understanding of the workforce planning process

b) To identify where shared priorities exist across these plans

c) To develop a picturef the workforce requiring to register over the next 3 years

Outcomes: Objective 2

a) To identify the current assessmententres across Tayforth supporting workforce
registration and post professional/post registration learning

b) To identify their capacity andootential capacity to support identified registration
requirements and post professional/post registration learning dternext 3 years
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The Organisations

Of the service provider organisatiossrveyed just over half (54%) operate only in Tayfoulst |
under half operate in two or more network areas. 25% employ fewer than 25 people whilst nearly
half employ more than 250 people.

Implication: One implication of this is that the Learning Network needs to balance support for
very small to very largerganisations, and support organisations operatiogally and regionally,

as well as those operating morethan one Learning Network argpossibly through collaboration
with other Learning Networks and support organisations.

Workforce Planning
70% oforganisations told us that they undertake some form of workforce planning, but many

commented that this is not entirely satisfactory because of:

A lack of strategic thinking in workforce planning

Data not kept in one place or using one system

Responsibity for workforce planning not clear

Inconsistent understanding of workforce planning

A lack of involvement at all levels of the organisation

A lack of collaboration between organisations or between sections of the same
organisation

1 A lack of knowledgeabkedministrative support

=A =4 -4 -4 -4 -4

Critical skills shortages

38% of organisations anticipate critical skills shortages in the next 3 years, 32% are uncertain.
Organisations report:

1 Not enough skilled support workers or qualified nurses
7 Skills shortages inommmuniation; IT;reflective practice; leadershipecruitment

Funding
The most common statements about funding are:

1 not enough funding to support the huge registratiand CPxgenda

1 For 94% oforganistions their own budget is the main source of funding for worce
development and planning

1 Half of respondingorganisationsare unsure of the proportion of their organisational
budget spent on learning and development; 30% state that the spend is between 3 and 5%,
and 20% between 1 and 2%

1 The funding situatioms complex, especially for learning providers who obtain their funding
from a variety of sources
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Issues

Both service providers and learning providers listed issues, the most common for both being:

E R

T

Funding and resources

Developing a learning culture

Time especially for learning, assessment and planning

Keeping ugo-date with new developments

Candidates for whom English is not their first language
Workforce planning, including the need to understand the market

Other issues and the achievement of outoes are discussed more thoroughly in the text.

One of the most important implications of the research is thegoing need for the Learning
Network ta

1 provide upto-date information and advice,
1 support workforce panning and development,
1 promote netwaking and collaboration in the social services sector in Tayforth.
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2: BACKGROUND

The Scottish Social Services Learning Network Tayforth has been established, as one of four
regional learning networks in Scotland, to provide an effective forum to enabi&force learning

YR RS@St2LISyi(iz 6KAOK Aa |

used throughout this document as a shortened version of the full title.

O2y G NR O dzii 2 NJ
Tayforth is the

geographical area covered by the following loaathorities: Angus, Clackmannanshire, Dundee,

Falkirk, Fife, Perth and Kinross and Stirling. It is illustrated in green on the map below.

Tayforth is a hugely varied area with a mixture of urban
rural communities, and thriving and often enterpngi
educational and service provision. There are two cities, Dun
and Stirling, and many fairly substantial towns the largest
which are Kirkcaldy, Perth, Dunfermline and Falkirk. Ther& al
local authorities (see aboveand seven Further Educatio
Colleges: Adam Smith, Angu€arnegie Dundee, Ehwood,

Forth Valleyand Perth. There are four universities in Tayfort
Dundee, Abertay, Stirling and UHI (the University of f
Highlands and Islands, one of whose bases is at Perth Coll
Distance ledlJ/ A y 3 i KNRB dz3 K w20 S NI
(Aberdeen) and the Open University is also accessible

YADS!

candidates in Tayforth. The total population is over a million, of which over 440,000 are located in

urban centres of over 20,000 people (Census 2001).
2.1: TAYFORTH LEARNINGWBRK

The aims of the Learning Network are as follows:

1. To bring together appropriate stakeholders to agree and take forward strategic priorities

and shared solutions for workforce development

2. To enable social services organisations tmage with and inform national initiatives

affecting social services workforce learning and development

3. To act as a key mechanism for employer engagement with the objectives of the Sector

Skills Council

4. To facilitate effective communication of policy, knedge, information and good practice.

In order to inform itswork plan for the next three years and as part of its work in contributing to
objective 3 above, the Learning Network commissioned research into the workforce, workforce
planning,and service ad learning provision in social services in its area. This is the first attempt

by Tayforth Learning &twork to inform itswork planwith a major piece of research.

It presents

an initial model for such research which can be refined as a result of ke$samed and feedback

on this report.
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2.2: RESEARCH SCAHEIECTIVES ARDTCOMES

This research had the following scope, objectives and outcomes:
Scope

This project covered social service providers and learning providers / assessment centres
operating within the Tayforth Learning Network area. Service providers are defined as
organisations that provide services to service users. They are also sometimes referred to as
WSYLX 28SNERQ Ay GKAa R20dzySyido [ S| Nafanigasion LINR O
that provide learning, training, and/or assessment/verification to support the learning and
development of the workforce.  Contact was made with agencies using a variety of methods.
The focus was on workforce planning and learning astatiaith registration with SSSC.

Objectives

1: To develop a Tayfortwide picture of workforce planning activity across social service
employers, in relation to initial and continuing registration with SSSC (Scottish Social Services
Council), including mtprofessional /postregistration learning.

2: To develop a current picture of the resources to support initial and continuing registration with
the SSSC, including pgsbfessioral/post-registration learningwho the providers are and the
ways in whib this learnings delivered

Postprofessional/postregistration learning refers to learning undertaken after initial registration
GAOUK {{{/ 6KAOK O2-nédisidion daintg and l@arnipd réquirerients,Jatkerl
than the qualifications foregistration for post

Outcomes: Objective 1

a) To identify the extent to which Tayforth employers have developed workforce plans to
support registration and pogtrofessional/postregistration learning, and their
understanding of te workforce planning mrcess

b) To identify where shared priorities exist across these plans

c) To develop a picture of the workforce requiring to register over the next 3 years

Outcomes: Objective 2

a) To identify the current assessment centres across Tayforth supporting workforce
regidration and post professional/post registration learning

b) To identify their capacity and potential capacity to support identified registration
requirements and post professional/post registration learning ovextr8 years

This report is supplemented by glossary (Appendix 1). A Literature Review of major related
workforce documents in Scotland, and a Guide to Learning Provision for Social Services in Tayforth
are published as separate documents.
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3: METHODOLOGY

At the outset of this project a decisionas made to commission research through a tendering
process and to use Prince2 Project Management Tools and methods.

Once researchers had been selected a Project Initiation Document was prepared outlining a
detailed project plan and how the project wallbe managed and monitored. A Project Board was
appointed to oversee the work of the project. The Learning Network Manager took on the task of
Project Executive, whilst those undertaking the main research of the project took on the roles of
project managr and researcher.

It was decided that research would be conducted through the use of alinensurvey, using
Survey Monkey tools. Survey Monkey provides a useful way of gaining and analysing a large
amount of information oHine.

ThelinktotheswdSe& gl a aSyd G2 Fff 2F ¢F@F2NIK [ SNy
as an additional mailing list of contacts, together with a short explanation of the project.

The online survey was supplemented by 38 detailed interviews with 32 diffecegainisations
covering a range of service and learning providers. Most of these interviews were face to face.
Although this was a very time consuming process, the information gained was extremely valuable
in acquiring a qualitative picture of the issuedated to workforce development and workforce
planning in Tayforth.
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4: SURVEY RESULTS

There were 64 responses to the -ine survey representing 55% of Tayforth Learning Network
Stakeholderrganisationsand 36% of therganisations with whiclthe network was in contactt

the beginning of the survey. For a survey confined to one Regional Learning Network this was a
very credible and statistically significant response rate. 38 interviews were conducted with 32
different organisations. This reporelgects significant quantitative and qualitative information
from the responses.

4.1: THE ORGANISATIORBPRESENTEBEDTHE SURVEY

4.1.1:Area covered

The survey asked respondents to select the most appropriate category for area covered using the
following scale:

1 Very local (one small identifiable geographical area in Tayforth)
Local (just in one local authority area of Tayforth)
Regional (working throughout a large part of Tayforth)
National Scotland (working throughout Scotland)
National UK (working in Sttand and other parts of the UK)
1 International
Of the organisations thaesponded to the survey, Figure 1 shdwesv they defined themselves:

= =4 -4 -

Figurel: Area covered by organisations

National Scotland [ 27
Local | 23
Regional [ 19
Very Local [ 12
National UK [ 11
International [ 8

On a broad scale just over half (54%) of oigations surveyed operate predominantly in Tayforth
and just under half (46%) also operate beyond Tayforth. The two largest groups are local
organisations (23%) and national Scotland organisations (27%)

Implication: One of the implications that can b&rawn from this is that just over half of the
Learning Network stakeholders work locally or regionally emphasising the need for regional
support, whilst just under half work nationally or internationally, providing a case for Learning
Networks to do mucimore collaboratively to serve the needs of these organisations
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4.1.2:Organisation type

The organisations which responded to the-love questionnaire were asked to categorise
themselves as one of the following: service providers only, implying that theghpse most of

their learning and development requirements from outside agencies; learning providers only i.e.
these organisations do not provide direct services to service users; both service and learning
providers. Figure 2 illustrates their distribign.

Figure2: Organisation type

Botn I 3o
Service Provider: I 35
Learning Provider: I 23

4.2 INFORMATION ABOBERVICEROVIDERS J

4.2.1: Organisation sector

The pattern of who is employed within the sector is complex. 17% of service provider respondents
are in the statutory sector55% in the voluntary sector and 20% in the private sector.
LYGSNBaGAy3Ite y» 2F 2NHFYyAalGA2ya YyasSNBR W
range of social enterprises, and independent organisations and schools with charitable status.

Hgure 3 : Organisation sector

Voluntary | 55%
Private [ 20%

Statutory [ 17%
Other [ 8%

4.2.2: The Workforce

Although the voluntary sector has the largest number of organisations it does not have the largest
workforce. Many voluntary organisations are small and local with 36% of thesmisations
employing fewer than 50 people and 23% employing more than 1000. In the statutory sector
there are no organisations employing fewer than 250 people, and 57% employ over 1000.
Although our sample of private organisations was small it indgc¢hat 50% employ fewer than

50 people whilst 25% employ more than 250, half in organisations up to 1000 and half in
organisatiors with over 1000 employees.

10
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Over 75% of the workforce can be defined as social service workers who need now or at some
point in the future to register with SSSC. The total workforce represented in the survey is
estimated to be approximately 26,000 peoplef these approximately 60% (15,600) work in
Tayforth

Figure4: Distribution of workforce numbers employed within Tayforth

43%

33%

% of 14%

organisations
5% I 5%
= =

over 75% 51%to 75% 26% to 50% less than 25% uncertain

Percentage of employees in Tayfortl

In terms of workforce almost 40% of organisations surveyed have over half of their workforce in
Tayforth, most of this 40% having over 75% of their workforce in Tayforth. It is apparent
comparing these figures with inforaion above about the area covered by organisations, that
some organisations that regard themselves as local or regional often still have a percentage of
their workforce outside Tayforth.

Support workers and practitioners (based upon SSSC definitiong)rise the largest proportion
of the workforce with managers and supervisors comprising fewer than 25% of the workforce in
86 and 73% of organisations respectively.

Half of organisations report that fewer than 50% of support workers currently have SSSC
regstration qualifications, with 30% of organisations reporting fewer than 25% of their workforce
gualified. More than 80% of organisations have over 75% of their managers wiifiogtians for
registration. However between 26% and 50% of support workewsd practitioners are
undertaking qualifications at the moment in 29%and 15% of organisations respectively.

Organisations report a fairly low level of registration among support workers and practitioners.
This is understandable since this group coriainl KA 3K ydzYoSNJ 2F SYLJ) 28 ¢
to register. In almost half of organisations over 75% of managers are registered. There was a 20%
uncertain rate in answering this question indicating that information about registration may not

be very redily available.

11
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Organisations are registered with the whole range of Care Commission categories. It should be

noted that many organisations register under more than one category. The moshcorare
shown in figure 5 below.

Figure5: Care Commission registration categories

Short breaks and respite car [T 51%

Housing support service |I— 49%

Support Services I 44%

Care at HomeT_ 39%

Care Homes for older peopl [N 36%

Care Homes for people with learning disabiliti [EEEGG_G___ 28%

Foster care and family placement servic [N 26%

Early Education and Child Care up to the age o [N 23%

Care Homes for children and young peo; [N 23%

Organisations inspected by the SW [ 18%

4.3: INFORMATION ABOWEARNING PROVIDERS J

4.3.1: Learning Providers

The spread of learning providers is somewhat different, with 38% in the statutory sector (including
Further and Higher Education), 34%he voluntary sector and 22% in the private sector.

Figure6: Learning Providers by sector

Statutory . =%

Voluntary | 3490
Private NI 22%
Other }_ 6%

12
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Figure7: Learning Providers and Learning Providers with service provision

Learming Providers on: [ 5=
Learning Providers and Service Provid [N 45%

45% of learning providers aresal service providers, whilst 55% are learning providers only. 38%
of those learning providers that are also service providers offer assessment and/or learning
provision not only to their own staff but also to candidates outwith their organisation. This
indicates that there is some sharing of learning provision among organisations which has the
potential to spread cost and to provide learning by some larger organisations to smaller ones
which would struggle to establish learning and assessment of their. o@nly 33% of learning
providers operate exclusively in Tayforth, with the remaining 68% covering a wider area.

80% of learning providers provide learning to the categories of support worker, practitioner,
supervisor and manager. 47% provide learnmgocial work degree students either as placement
providers or directly as university social work departments. 15% also provide learning to other
categories of worker. For example, universities also provide learning tegpadtiates in social
work, andin child care and protection, community education and a range of other subjects. Other
categories of learner include those undertaking induction, foster carers, assessors and verifiers.
60% of learning provider organisations have over 75% of theiridates in Tayforth in the
categories of support worker, practitioner, supervisor and manager, whilst this figure falls to 54%
for social workers.

4.3.2:Capacity and Collaboration

The statistics in this section are approximate in so far as they aregepted as a mean from the
range of responses. Learning providers surveyed currently have approximately 1600 support
workers and practitioners registered to undertake qualifications, with 60% of these candidates in
Tayforth. However when we asked abouktkapacity of organisations to assess candidates this
represented only 85% of their capacity, spare capacity being fairly evenly distributed among the
sectors.

Approximately 370 supervisors and 200 managers are currently registered to undertake
qualificatons, of this number about 60% work in Tayfor{222 and 120 respectively)his
represents only 65% of capacity of organisations to assess candidates for supervisors and 40% of
capacity for managers. Spare capacity for supervisors and managers is mahdystatutory,
including the Further Education, sector and in the private sector.

The numbers of social work students currently undertaking a qualification is in the range0B0
though this figure is difficult to gauge since we included placemandlsuniversity provision in our
guestion. Organisations said that they anticipated that they may have slightly less capacity to
provide social work placements in the future, whilst the number of social work students is
estimated to remain fairly stable.

13
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When we asked how many people had completed qualifications in the year to April 2008 the
numbers were very similar to the numbers currently registered to undertake qualifications.

Implication: There does appear to be some spare capacity among learnowders, especially in
providing qualifications for supervisors and managers. Tayforth Learning Network could play a
role in matching those seeking to register candidates for qualifications with those organisations
with spare capacity. There is a questiof quality that would need to be weighed up by
organisations, but there is certainly the potential for action on this. On the other hand most spare
capacity is for groups where qualification rates are already high and there may be a role for the
Learnirg Network in encouraging learning providers to focus provision where need is greatest.

Since there appear to be marginally fewer potential placements for social workers in the future,
the Learning Network could play a role in encouraging and supportirans@tions to take social
work students.

Just over half of assessment / learning provider staff undertake training and assessment duties as
part of their substantive care/social services post. 39% of assessors have between 11 and 20
candidates at any onéme, whilst 46% have fewer than this (26% have fewer than 5) and 16%
have more.

Learning providers report fairly high levels of collaboration with service providers (50%). About
40% of organisations which offer learning to candidates in the categayf support worker,
practitioner, supervisor and manager have all of their candidates within Tayforth, whilst this figure
is 22% for those offering learning to social work degree students.

Implication: As with service providers, there are implicatidos Learning Networks to collaborate
in the provision of support to learning providers, over 60% of whom in this survey work beyond
the boundaries of one regional learning network.

14
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The following table indicates the provision of learning to different Cammmission categories and

to local authority social work departments. This ranges from 63% of providers providing learning
to Housing support services, to over 50% to care homes, 40% to local authority social work
services and 7% to hospices.

Figure8: Provision of learning to differel@are Commissicservicecategories

I >
Care homes for children and young peog _ 57%
supportsenvce: [ 57
careatvome I 5
Early education and childcare up to the age of _ 50%
Care Homes for older peopl _ 50%
Care homes for people with learning disabiliti _ 43%
Local authority social work service _ 40%
Short breaks and respite car _ 37%
School care accommodation servic _ 33%
Adult placement services _ 33%
Foster care and family placement servic _ 23%
Childcare agencie: _ 23%
Care homes for people with physical and sensory impairrr _ 23%

Care homes for people with mental health probler _ 23%

Services for people in criminal justice supported accommoda _ 20%

Housing support service

Care homes for people with drug and alcohol misuse proble _ 17%

Other - 10%
Hospice care - 7%

Adoption agencies - 7%
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4.3.3: The Qualifications available

As a result of this research project a separate giids beerproduced which outlines a range of
learning provision aailable in Tayforth. However our dime survey has produced some
considerable information about this learning provision.

Figure9: QualificationAvailability

SVQ Health and Social Care 21_ 67%

SVQ Health and Social Ca [N 54%

SVQ Leadership and Management of Care Sen [ 51%

HNC Social Car [l 33%

NQ Care and Early Education and Childc [l 27%

{tv / KAfRNByQa /FNBE [ S N 27%

PDA Certificate in Care Services Managem [ 21%

PDA Practice Learning SCQF I 21%

{+tv / KAfRNByQa /I NBE [ I 21%

HNC Child Car« [l 18%

SPA Caring for Children and Young Pec [l 12%

HNC Health CareJ- 12%

A range of other learning provision was identified by learning mess, and guidance to this is
provided in the separate Learning Provider documeithis includes degrees in Social Science,
Nursing, Mental Health, Counselling, MHO qualifications, Assessor and Verifier awards, modules in
leadership and management andilchprotection, and a range of learning for CPD (Continuing
Professional Development).

There appear to be a number of qualifications that are not delivered by many learning providers.
These include several Scottish Progression Awards, Professionabfegat Awards andome
SVQs. This raises questions about whether these qualifications are either insufficiently known
about or whether they are sufficiently relevant to the current needs of the sector. From this
research it was not possible to establitie reasons but there may be scope for lookinghas in

the future.
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4.4. WORKFORCE PLANNING

The importance of workforce planning has been highlighted by the Workforce Development group

of Changing Lives (Scottish Government, 2006) and by the Scattisll Services Council. SSSC

has established an eime workforce planning toolkit (SSSC, 2006) to facilitate the process for
organisations, and various other tools have also been developed to enable organisations to
undertake workforce planning. Theseclude the VSSSWU (Voluntary Sector Social Services
Workforce Unit) Workfore Planning Toolkit and the E® ! O9RAYOdzNBK +2f dzy il
CouncilCoreTraining Needs Analyser).

Workforce Planning is defined in the glossary for this project asafsilo

A structured process to optimise ensuring that the right people are in the right place with the right
skills at the right time.

One of our aims in conducting this research was to gain information about workforce planning in
social service and learnirggovider organisations operating in Tayforth. We wished to know how
far the language, theory and concepts of workforce planning are understood, the extent to which
workforce planning is undertaken by organisations, the tools used, the extent of coltairona
workforce planning both within and between organisations, whether service provider
organisations have comprehensive information about their workforce, the extent to which
learning provider organisations are included in and support workforce pign@ind what the
Learning Network can contribute to the process. There were relevant questions both in the on
line questionnaire and in the more qualitative interview formats.

Our findings are detailed below.
4.4.1: Workforce Planning Service provideon-line responses

A high proportion of service provider organisations are either actively using or developing
workforce planning processes shown in Figure 10.

Figurel0: Workforce planning

% of organisations with a workforce plan in pla [N 42%

% of organisations actively developing workfor

plans 24%

25% of respondents use workforcelpy Yy Ay 3 (G22f ao h¥ (GKSasS KI -
22NJ] F2NOS tfFyyAy3a ¢22f 1 A0 wmd: caedr8ining KeSds + { { {
analyser and 50% use other tools, usually those developed by their own organisation.

38% of organisations kpdnformation about the destination of all workers when they leave and a

further 21% keep information about some workers. 41% keep no information at all about people
who leave the organisation.
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Implication: Not keeping information about people whoaeemay not seem a great oversight, but

it does have implications for workforce planning. For example it would be useful in planning for
recruitment and retention to know if those who leave one organisation go to work for another one
in the Social Servisesector or move out of the sector altogether, whether they go to work for a
voluntary, statutory or private sector organisation, and their reasons for leaving.

We asked respondents to provide us with some information about their understanding of some of
the tools and services that organisations use in planning for their workforce. The extent to which
organisations indicated familiarity with these toa@lsd services is indicated in Figure 11 below

Figurell: Familiarity with wokforce planning tools and services

41% 43%
| | | ‘ | | ‘ | ‘
X & X ) Q
&\“\% o®°¢o & S & g
< < (2 xC Q&
L@ &S IR
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) S < <& N Q & g
OQ{- é’e"’ e& 6‘\0 @g e?’& & &
& N < & &9 N O)Q &c,Q
NS < © & &
o N
QY K2 Q
S &
IS %S
& 2

It is encouraging that most respondents were familiar with the concepts, the least recognised
being talent management, Sector Skills Agreement and succession planning. These present
possible areas for the Learning Metrk to pursue in future information and training workshops.
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4.4.2:Understanding of workforce planning

In our interviews we were able to explore some issues related to workforce planning in greater
depth. We asked respondents whether their directorated managers all have a consistent
understanding of what workforce planninggsanguage, theory and practice.

Figurel2: Understanding of workforce planning

Our directorate and managers all have a consistent understanding of w
workforce planning ig language, theory and practice

Disagree eessssssm— ]10%

Uncertain

25%
Agree

50%
Strongly Agree

eessssssssssmmm— | 504

Three main themes emerged from our discussion about this statemiedicating differing
degrees of understanding and the relatively recent nature of thinking in relation to workforce
planning.

Inconsistent understanding:
There is some understanding in specific parts of the organisation, but this is not consistent.
OurdNB OG2NI S KFra | 3I22R dzy RSNRUGFYRAY 3 o6dzi 2 dzNJ

Managers are more reactive and focused on what they see as their role to suppotrtirfeont
services rather than planning

Some people in the business group have a good knowledge but the owngr @ies K| @S |
understanding. There is no overall strategy.

The recent nature of understanding:

Our understanding has developed recently, mainly as a result of Learning and Development section
input.

The manager has some understanding of workforce pranhbut this is a relatively recent area of
her development. Other senior staff are not familiar with the concept.

The lack of a strategic approach to workforce planning:

We still have a distance to go in terms of seeing workforce plarasngart of stragégic planning
...there is a need for strategic thinking at Board level.

The intention is to have an ovarching approach to workforce planning. Currently ibmsa
section by section basis..

Learning plans are not always integrated with service plans..
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4.4.3:Collaboration in workforce planning

2S | aA1SR lo2dzi O2tftl 02N A2y Ay ¢2NpVhmaNIDS LI
organisation, workforce planning is undertaken collaboratively i.e. relevant departments and
individuals working togég€ SNJ (12 RS @&bw that F4% bif résgofidents agree that
workforce planning is undertaken collaboratively

Figurel3: Collaboration in workforce planning

Within our organisation, workforce planning is undertaken collaboratively i.
NEBf SOFyi RSLINIYSyGa FyR AYRAGAR

Disagree 16%

Uncertain

Agree

53%

21%

Strongly Agree

However collaboration meant different things in different organisatias indicated in the
following statements:

With such a small organisation we can all sit round on an annual basis to develop the plan, which is
what we do.

At senior level there is collaboration but there is a limit to contact and a lack of an ovenatiqla
direction for peple management and developmentere is a lack of feedback on learning
activity.

Our service plan is driven by safisessment tools and this is done collaboratively; what could
improve is closer collaboration with different seedcand also everyone looking at the whole
organisation

Workforce planning is done mainly by the management team but we also consult senior staff; but
S R2y Qi aAld R2gy oA0GK adlFFTF .FyR Fal 0GKSY K2g
All of the managers are party toistussions about workforce planning. We have recently

restructured; we promoted planning, spoke to people, listened to what they had to say and this has
helped us through our restructure

..the recent appointment of an Improvements Manager has helpeel.pdihts out the impact of
other things going on and integrates the results of Care Commission reports
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CKSNBE g61a FINfSaa O2ffl 02N GA2y 2dzigA i K NBa&L
a0 I G SWdkipoiice ptinning is undertaken collabdrd St & A G K 20 KSNJ & SNIA
show.

Figurel4: Collaboration with other organisations

Workforce planning is undertaken collaboratively with other service
or organisations

Strongly DisagreJ

s 500

Disagree

Uncertain

Agree

{4

Strongly Agree

| — 10%

Many felt that they could collaborate more, not only because this would be cost effective but also
because this could ultimatelyenefit service users. There was a wide interpretation of what such
collaboration means. This included some actions not strictly to do with workforce planning but
which have an influence on it e.g. trading placements for college places. The most common
collaborations were between service providers and learning providers, especially colleges, and
between voluntary services and local authorities where they were in partnership to provide a
service. This is what some respondents said:

Consideration is begngiven to working with other social work providers. We are looking at some
joined up thinking around training for recruitment

The organisation works with local FE colleges to meet identified learning needs, which are
identified throudn the employment neew process.there is also collaboration with other service
providers to help these agencies understand our specialist.dinga has a workforce planning
element as it leads to the identification of learning needs.

Collaboration is done in pockets bmibstly the organisations we comriish 2y | NBy Qi Ay
planning..there are some problems that then comg...

Strongly agree that we collaborate where there is partnership e.g. with the local authority. The
Council commissioned us to provide a seraitg they are also looking at their own service and
including us in futte planning for thatservice.We are doing this because collaboration is the
essence of good partnership. We need to get it right first time. Joint workforce planning
contributes tocontinuity of service and irons out any issues at an early stage.

We have never done it. One reason is that we are in a rural location and there are not other
services nearby to collaborate with

¢CKSNBE A& 3I22R ¢2NJ] same cdllabdatiorRviits tiielNHS ButSieds is tnéch | Y R
more to do on workforce planning in the future, where we get people and redesigning jobs

We do some work with HEI and FE to look at learning needs using a partnership model
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4.4.4:\Workforce Data

We asked organisatis about the workforce data they keep to support workforce planning. A
very high 90% of organisations see themselves as keeping accuratempdehensive workforce
data. However the extent and accessibility of this data, often kept in different locatiom
different systems, sometimes means that it cannot be used to best advantage in workforce
planning. Employers point out that keeping accurate and comprehensive data has huge
advantages for workforce planning. Knowledgeable administrative supporteiobthe keys to

the success of these systems.

Positive responses included:

We use CMDS (Core Minimum Data Set) and ourlukzda is ugo-date and maintained. It is all
accessible on one site. We created a post a year agastraddles training and sffing..this has
made a difference in creating our people strategy qualifications strategyWe can develop our
workforce development plan and CPD plan informed by the data and can do profiling imoterms
e.g. gender, age, ethnicity

There is a dat base and a lot of effort has been put into this. Learning and Development is on the
main data base which triggers learning needs. 2 staff members administer the data base.

Other responses illustrated work in progress:

A lot of work has been done onigh crosgeferencing HR information, payroll, training and
developmenP ®dA (G Q& Yy 2rmanadadandf iBf@ratio® SySten® deed to be accurate,
relevant and simple.

Data is extensive but there are some gaps. It is also kept in seveésabakes thatare not
integrated..the need for an integrated approach is acknowledged, and consideration is being given
to developing a system whereby each worker can update their CPD record on the system

In the past one and a half years we have set up a workforgelalement data base because
AYF2NXYEGAZ2Y gl ayQiad Sl aate | Oted therehvilf b8 one datali A a
basehd PG KSNBE QA | Yy SSR T 2-plittihgiorngtionifodvokkibree/plinnikhy” G S N.
We have the data but unless @i NBIjdzSAGSR Ad AayQid 3AFIKSNBR
therefore it is aseparate exercise to analyse ii.K S NB Q #atalwe fiageto pallTip manually

Resources have only recently been made available for managing data, which is the mamfoea
not having better data

Implication: There is a potential role for the Learning Netwoirk ¢oordinate and facilitate
collaborative work to develop more effective administrative approaches to collecting workforce
data.
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4.4.5:Redesign of job grops

Many organisations are undertaking job evaluations aneflesigning jobs as part of their
workforce planning activity. We asked interviewees if theyg h&designed any job groups.h&
NBaLl2yaSa I pasiokr®rgdnidaich éddsigned aiy? 6 3 NERrelahBivK ielow
Figurel5: Redesign of job groups

Has your organisation réesigned any job groufs

Partially |—— 14%
NO | 29%
Yes | 57%

The reasons given were

1 To optimise the use of resources

... we will have a slightly different model in future with slightly fewer staff to service users;
this is manly financially driven in a competing market. We have to stay within comparable
costs of other organisations

1 As part of organisational change to meet changing service user needs
Assistant manager and senior care assistants jobs have been changed raoemnttier to
provide better service and improve line management reportingaameduntability...

1 As aresult of reviews or inspections
¢tKS 0Sad @FrfdzS NBOASE 2F 2t RSNJ LIS2L) SQa aS$s
re-design of posts
All ofthe residential care services have beemlesigned... prompted by a Care Commission
report and a change of leadership

1 To rationalise the organisational structure and meet registration targets

Several different training roles undertaken as part of suiitsta duties are being made
intoone job.¢ KS RNAGSNI F2NJ GKA&a Aa OGKIFIG o0& ONXBI G
have divided loyalties and learning and development activity will be moresédcand

targeted at registration...

1 As aresult of chage in leadership

We are about to do a job evaluation. There has been some organisational restructuring
with a move to regional rather than area managers and more specialist posts. We have a
new CE@ho has initiated a lot athis...

1 As part of the persaalisation agenda

We are in the process of -gesigning learning disability services in the context of the
personalisation agenda...
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4.45: Jobs of the Future
2SS [alSR 2NHIyAalidAz2ya 6KSGKSNI KSe@ KIFIR ARSYy!
coyy & A RS NI np> alFAR GKSe& KIFIRX pmr: KFERYQOG FyR m

Figurel6: Jobs of the Future

Has your organisation identified 'jobs of the future' foi
current workers to consider?

Partially mem 5%
No I 50%
Yes e 45%

Comments included:
1 The importance of succession planning

Everyone has a personal development plan and there is succession planhidgd in this
and strategically...

1 Reviewing services

We have reviewed services rather than jobs, which means that job groups may change as a
consequence. The review was intended to make sure services were delivered in the context
of policy developmdn and needs

1 Improving the service by introducing new roles

The new activities eordinator role is seen as a development that will enhance the quality
of care; also planned is the development of a handyman role linked to activity development

We are introdicing new regional manager posts and more specialist posts to meet needs of
service users

1 Developing champions

The organisation is establishing champions for areas of practice in each unit. They will
receive training and have changed responsibilities, @tichately there may be a move to
allocating overall responsibility for certain functions to one person. This is an example of
first steps towards developing a workforce planning approach

1 Providing different work experiences and secondment opportunities

Workers have been afforded the opportunity to work in senior posts and to take part in the
day today running of the organisationthis experience should make the organisation more

FAG F2N) LIz2NLI2 &S yR | OKAS@S K Sore atdEdred A & |
way.
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4.46: Growing your own workforce

We asked whether organisations had developed any initiatives to grow their own workforce.

Figurel7: Growing your own workforce

Has your organisation developed any initiatives to 'gro
your own' workforce?

Partially |m—— 19%
No s 10%

Yes | ——— 71%

Comments included:

i Traineeships /learningnd development opportunities

We do traineeships to grow our own social workers and we support people through the
social work degree

CKSNBQa | GNXAySS YIylFr3aSySyid &a0KSYS I yR
workers to work in different locationsThis will enable people to step into management
positions and we shall hopefully retain staff.

Encouraging internal promotion

We try to encourage internal promotion and good development for staff in their.roles

Establishing an Academy

We are looking tohave our own Academy like the Health and Social Care Academies,
providing intensive induction and possibly SVQ assessment

Creating attractive posts

To retain practitioners we have developed a senior practitioner role for those who wish to
remain at the font line

4.4.7: Attracting new workers to critical job groups

2 S

FAa1SR AT NBaLRyRSy(iQa 2NHIyAalidAz2ya KIR

critical job groups.

Figurel8: Attracting new workers to critical jofroups

Has your organisation developed any initiatives to attrac
new workers to critical job groups?

Partially o 10%
NO | 33%

Y s | 57 %
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1 Offering employment to students

We take full advantage of HNC students who come to us on placement. We offer the best
of them appointments

We take OT students which has helped us to overcome the shortage of Occupational
therapists

1 Recruitmentfairs and visits
We hold a recruitment fair every year and we guarantee job interviews for graduates

HR go to job fairs and we also have a manager who goes out to schools and colleges to
OKIFy3S LJS2LX SQ& LISNDSLIiA2ya 2F g2NJAy3 Ay

We work with job cetres and colleges. We recently worked with the local job centre to
attract ex Woolworths staff; we also hold open evenings to help attract new recruits

1 Refer and reward schemes
Refer a family member or friend for employment and gain a financial rewoatti
1 Encouraging younger workers to enter the workforce

The organisation has just started a young worker. This is part of an initiative to bring
younger workers into the organisation to help recruitment and improve staff retention. The
worker will bedoing VQ2 afteprobation...

4.4 8: Defining a learning environment and career development pathways

We asked if organisations had defined a learning environment and career development pathways
for workers.

Figurel9: Defining caeer development pathways

Has your organisation created career path opportunities for all leve
of worker?

Partially I 33%
NO | 19%
Y s | 48%
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Figure20: A learning environment and career development pathways

Our organisation has defined a learning environment and care
development pathways for workers
Disagree N 10%
Uncertain IS 10%
Agree I 47%

Strongly Agree I 33%

When we discussed actions with interviewees they often gave a mixture of positives and
negatives, so that even those who agreed oftgualified this.  Among the answers organisations
gave were:

Learning environment

Agree for both learning environment and career development. For career development we could
do better but lack of resources is a problem. There are job shadowing opities. Anyone can
do this including the Director

The section has defined an internal learning portal and we are triallingafeeknowledge portal
(SSKS)all staff have individual learning / development plans

We have practice champions who haveeas of specialist knowledge that they have the
opportunity to develop and share with other workers. This gives workers the chance to develop
outwith or alongside the conventional promoted post route

We try to use a variety of way® tdevelop a learningutture..there is a lot of shadowing and
mentoring; we organise visits to other agencies; we have team development days and we are
hoping to set up a staff conference; we have practice groups and group supervision with students
A lot is in place but this driven by Learning and Development, not managers. There is a lack of
joined up working and a lack of strategy. There are also competing priorities within the
organisation and not everyone recognises the value of learning, despite some good prantice be

in place

Creation of a career structure

¢KS YARRES YIylF3SYSyid adNHzOGIdINSE gta GKS 1Seo
specific permanent posts and fewer temporary, sessional posts. The structure is more fit for
purpose

Successioplanning

People are aware of the routes for progression, the pathways are there and we have succession
planning in place in social care. However this is not clearly articulated
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Career pathways in place for some employees but not others
Forcareassisty ia GKS OFNBSN LI GK AayQil GKSNB &Si4 o0dz
...in terms of moving towards management there is not a lot of opportunity

There is a career structure in place for practitioners and managers, but not for everyotieeg.

is no career structure for admin or finance workers. It was recognised that not looking at all
workers was potentially detrimental to the organisation and this was seen as a key workforce
planning issue

4.4.9 Monitoring and evaluating workforce deelopment initiatives

We asked if organisationsonitored and evaluated wi#force development initiatives The
responses are shown below.

Figure21: Monitoring and evaluating workforce development initiatives

Does your organisation monitor and evaluate workforct
development initiative®

Partially s 14%
No s 14%
Yes e 7 2%

This is a very encoaging percentage, and organisations were often very positive about the
benefits of this process. Responses included:

Every training course we deliver has an evaluation which decides what will happen in future. We
are trying to make learning fun. We redone fimed ever G A2y a 2F WodapRNBQ |
have to fill out fact finders before they come on an event...

Yes, we evaluate training and development days. We are undertaking research on the impact of
learning on practice to provide evidenoé what helps the process of leamg, what makes a
difference...

Yes, we want to ensure training is relevant; we have post course contact to see if people achieved
what they wished to achieve
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4.4.10: Workforce planning priorities
We also asked abouwtorkforce planning priorities

Figure22: Workforce planning priorities

Does your organisation have clear workforce planning prioriti

Partially | 14%
No [ 5%

Yes ——— 8190

Organisations gave a variety of drivers in deciding their priorities, though getting the workforce up
to registration standards was linked to most responisesne way or another:

Registration

On the learning front we have a strategy for the next three years, with priorities and action plan
around VQs and registration...

Registration qualifications are a priority. This is sometimes a shame and takes tiseafoay
from what could be done.

Qualificationgvery closely linked to registration)

Our priority is to get as many as possible through SVQ2 andV& want to exceed the
guidelines..the figure can fall very quickly in a period of high staff turnover.

Improving the quality of service (very closely linked to qualifications and registration)

The current priority is to get everyone inducted to the same level then to ensure everyone is VQ
gualified. The drivers are both legislative (Care Commission anyléiS{Iso organisational, to
improve quality and develop staff

Workforce planning is currently driven by legislative priorities e.g. registration and local authority
criteria (for extra payment). However there is also a recognition that the need tovegrality
of service is an important driver

Developing particular skills

Risk assessment is a priority. We have also identified several care related tools for certain grades
to use with individual service users, so that these people are trained to pemfic needs

Workers need to have more responsibility for care planning
Being more strategic

We now need to be more strategic. We should be nurturing talent for the future and investing in
these people to retain them
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4.4.11: Recording information aboutecruitment and retention

Figure23: Recording information about recruitment and retention

Does your organisation record and evaluate case studies ab
recruitment and retention?

m Retention m Recruitment

I 53%
VS R 400%

No THE— 219%
I 10%

I 27%

e 2

This information can be useful in the workforce planning process to indicate factors that are
important in recruiting staff and why thestay or go.

Respondents said:

We do exit interviews and these are analysed

There is a préeaving interview to find out why people wish to leave

Exit interviews and other trends are monitored by HR to identify skill shortages

There is informal evaluatio of both recruitment and retention, but this is not a formal or
structured process

We probably do have the infornfat2 y o0 dzi 6S R2y Ql O2ffl (S AlGodod

Implication: The responses we had in relation to recruitment and retention indicate that
organisations usubl have information that would be relevant to workforce planning but it is often
not used to maximum advantage. This is an area where the Learning Network may be able to
provide guidance.
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4.4.12: Rewarding and valuing workforce experience and achievernen

Organisations that do this see it as good practice and usually do it to demonstrate how much they
value their workforce in a variety of ways.

Figure24: Rewarding and valuing workforce experience and achievement

Our organisation demonstrates how it rewards and values workfor
experience

Strongly Disagree
Disagree
Uncertain

Agree 52%

Strongly Agree

Examples of whas done include:

Award Ceremonies

A lot of time,effort and money goes into making a wonderful awards ceremony day. There is
mention in our newsletter and a roll of honppeople can bring a guest to the ceremony; we have

a lovely lunch and a specf@n. We use this to recognise internal trainers too. We also encourage
outside recognition e.g. in the Learning Network newsletter

We have an award ceremony, pay incentives and excellence awards recognising initiatives to
provide qualifications. We regait as good practice to reward people who get qualifications.

Supervision and Appraisal

Supervision is used to recognise and share good practice; people will have their ideas piloted and
maybe adopted; the appraisal system recognises efforts

Pay incenves
We link completion of the VQ to a pay rise...

We always verbally congratulate people and they are rewarded financially (go through the pay
bar).

We are just going to introduce payment for people who gain SVQ as well as have certificate
presentation. This will give more recognition for learning.

Newsletter

The newsletter is used to recognise achievement

Some organisatiasifelt that they could do more

SVQ candidates do not receive a pay increase on achieving their award. There is not a clear overall
strategy for reward and recognition...

L R2Yy Qi GKAY]l S R2 GKIG ¢Sttt o L g2dzZ R fA1S
making people feel valued
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4.4.13: Workforce Planning; Interviews with Learning Providers

As part of our rese@h we also conducted interviews with 17 Learning Providers, 5 of which were
also service providers.

4.4.14: Understanding of workforce planning

We asked whether learning providers had a good understanding of workforce planning, language,
theory and pratice.

Figure25: Understanding of workforce planning

Our Learning/Assessment Centre has a good understanding of w
workforce planning islanguage, theory and practice

Agree |
Strongly Agree I

Responses included

The college needs to negotiate with employers and know what the drivers and context are for
them. We need to understand workforce planning language.s &lso applies to our own
G2N] F2NOS Ay GKS C9 «k 19 aSoOi2N® ' VYRSNBERGFYRA
will ensure that our workforce planning is in accord with the sector

We work directly with managers of services to plan Learningzeklopment. We can proed
different ways to do SVQswnd can advise managers about ways to work with learning

Understanding ofworkforce planning varies We need to get the organisation as a whole to
commit resources to this and do it as a wholéneatthan piecemeal

The key people in the organisation have an understanding and we all work together

Although understanding was apparently high, some organisations were unable to illustrate what
they were actually doing in terms of workforce planning arldeos saw it in the fairly narrow
context of their own organisation and a small range of qualifications.
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4.4.15 Work with service providers to support workforce planning
We asked if learning providers worked with service providers to support workfdacaipg.

Figure26: Work with service providers to support workforce planning

Does your learning centre work with service providers to suppc
their workforce planning activity?

Partially ne———— 17%
No | 25%
Yes | —— 58%

Responses included:

Yes we work with employers on this. hefle is a history of partnershipve know local
organisations and employers

We take informéion from employers about their learning needs which influences what, where,
which courses we deliver; a good example is the Health and Social Care Academy working with
employers to support people who have been unemployed for some time...

We can and we doWe run seminars to help people develop underpinning knowledge and one of
these is about workforce planning...we refer peopl@tdzNJ 2 6y I yR {{{/ Qa G(22f

Partially, but it is peripheral to our main activity. Understanding and discussion are imploutan
we are more likely to be reactive

b2 ¢S R2y Qu.the tedrning Sletvidék deful® perhaps provide a steer on this and about
what is changing

4.4.16: Redesign of learning programmes

We asked whether learning providers haddesigned any leaing programmes to align them
with workforce planning needs in the sector.

Figure27: Redesign of learning programmes

Has your learning centre @esigned any learning programmes tc
align them with workforce planning needs in the sector?

Partially |m———— 15%
No s 8%
Yes | T7T%
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Responses included:

Absolutely..our collaboration with the Council to provide an HNC around the needspdbgees is

a good example. We have blended learning and attendance at college only once every 2 weeks.
We hope to open this out to other employers...

We areinthemiddleof tRS&aA Iy Ay 3 AYRdzOGA2Yy (G2 YIS Al akKz
roles, rather than everyone doing everything. We have made other changes because of SSSC
requirements and the rdesign of SVQs

Because we work with people one to one we adjust everything to what is going on in that
workplace. One example is where a magragvas struggling to show leadership. We put an
assessor in to work alongside her to support level 2 and 3 candidates in the organisation whilst she
undertook a leadership unit for her leadership and management award. This helped her to
implement a supesision programme so that she could provide support to her workers.

Yes, we are planning to do SVQs with foster carers
4.4.17: Initiatives to attract new workers to critical job groups

We asked whether learning providers had developed any initiatives ttachtnew workers to
critical job groups.

Figure28: Initiatives to attract new workers to critical job groups

Has your learning centre developed any initiatives to attract ne
workers to critical job roles

No I 36%

Yes | 64%

The Health and Social Care Academies were again quoted as a good example of this. Two
organisations quoted cost aslimiting factor. Other responses included:

We do joint work with a voluntary organisation to promote access to social service training for
BME communities and we work with the Change Academy to widen participation...
We are a very busy organisation liittle time to think strategically...

We have done a pay review and won a case for accelerated increments for practice teachers to get
people to be practice teachers and stay practice teachers...

We are looking to introduce Intermediate 1 Health in parsihip with schools; theHS has offered

some support...

2 S KIFIgS 324G 320SNYYSyYyd FdzyRAy3a (2 NYzy | wMH &
and are developing partnerships with employers to provide peetxperience to participants...

We had a dcussion about this, whether we could help managers to get workers, & ith no
funding for this, so no.
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4.4.18 Supporting career paths

2SS a1SR WR2Sa @2dzNJ f SFNYyAy3a OSydNB &dzLJLJ2 NI
aSOotz2NDo

Figure29: Supporting career paths

Does your learning centre support career path developme

Partially [N 8%

Yes I — 9290

Responses included:

Yes, we begin with introductory courses right through to access to degree courses. We have a new
framework which encompasses Child /health/social care under one umbrella with placements i
each section, then students can choose whathe they want to go next...

2S KIS | 3ANRdzL) KIFG KFa 221 SR |G aDHoNBSHNI LI G
we need of what...

2S Glrf1 6AGK OFYRARIGSA | 02 dzi bupwelaie dapendedt @i f R
employers having a career pathwe spend a lot of time with managelsoking at where the/(s
fitin...

We work with nurseries to support career progression.
4.4.19 Monitoring and evaluating workforce development initiatives
We asked if learning providers monitored and evaluated workforce development initiatives.

Figure30: Monitoring and evaluating workforce development initiatives

Does your learning centre monitor and evaluate workforce
development initiatives in relation to the learning programmes you
offer?

Partially s 15%
No |mmmmm 8%
Yes | 7 TY%

Responses included:

There was a very formal evaluation of the Healttd &ocial Care Academytleen the Council
and ourselves.The Academy is also monitored according to outputs by Job Centrenélusia
financial contributors.

..there is an evaluation culture leading to quality enhancement...
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Responses continued:

...we have learner engagement in evaluation; ssfaluation of each programme, end of unit
guestionnaires, programme team meetings, employer liaison groups, student feedback sheets, as
well as inspetions...

We are seeking better methods for evaluation andilsldike guidance from the Learning Network
on this...

We have conducted research in relation to developing people. We are now funding more research
to assess people before and after an SVQ. We want to find out what factors affect leayoat
assessrant is not just down to the learning provider...

2S R2y Q0O F2N¥YIfte S@Ftdad adSo 2SS R2 TF2ftt28 {zv
actually changed anything; anyway, this depends to a large extent on factors in the organisation as
well...

4.4.20: Implementation of Workforce planning into learning programmes

We asked if centres were implementing workforce planning concepts into learning programmes; a
high proportion indicated that they were

Figure31: Implementation oMWorkforce planning into learning programmes

Our learning centre is implementing workforce planning concep
into our learning programmes

Uncertain | 15%
Agree (I 70%

Strongly Agree N 15%

Responses included:

Strongly agree; we engage in strategic planning to identify drivers that impact on service providers
and ultimately on us. This will shape the curriculum and staffing and resources.

When we are putting in our CPD strategy we (the training section) are doing this in partnership
with operations (in our service provider organisation) and in line with council and SSSC
requirements...

One issue is knowing which qualifications are going to befbestudents to get a jolq perhaps
there is a role for the Learning Network to provide a guide...

We are minded about the business case for our programmes, but this is not as coherent as it could
be...

We build into courses their application to the wadce; even when a course is not practical we
still build in employability and citizenship...
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4.4.21: Workforce planning benefits and barriers
From our responses the main benefits of workforce planning are seen as:
1 Cost effective
1 Leads to better serves
1 Compliance e.g. with SSSC registration requirements and Care Commission Inspections
The barriers to good workforce planning identified were:
Practical restrictions e.g. rural location
Whose responsibility is workforce planning? Often unclear about stfoald be involved
Lack of knowledgeable administrative support
Not having data in one place / one system
Very recent introduction of data handling
Workforce planning not resourced adequately

Day to day pressures of running the service

= =_ =2 A -4 -4 - -

Time lag between plaing and getting a competent workforaet KS + R@I y Gl 3Sa
always obvious

1 Workforce planning not seen as a priority
1 Being a small organisation

53% of respondents said they would welcome support with workforce planning, and 61% would
welcome working \wth other agencies to develop collaborative approaches twkforce planning
in Tayforth.

Implication: The main implications of this for the Learning Network is the potential for the
network to support workforce planning in the sector through the pransof support, learning
opportunities and through facilitating networking and collaboration among organisations.
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4.4.22: Critical skills shortages
We asked if there was an expectation of critical skiltatsiyes in the next three years.
Responses are stwn below

Figure32: Critical skills shortages

Disagree . een
Uncertain IR 32%

Agree E—— s

28 (KSYy |al1SR (KS |jdSaiAzyyY WLT &é&2dz SELISOG &
purposely left this as an open question since we did not wish to presuppose caegdrskills
shortage. We followed up these answers with those organisations we interviewed, both service
providers and learning providersResponses were interestingften detailed and were given both

in terms of roles where workers were in shortpgly and/or lacked skills and in terms of actual

skills that were anticipated to be in short supply, often because they are in short supply at the
moment.

In terms of a shortage of people to fill roles, more than half of respondents who anticipated skills
shortages said that they had difficulty in recruiting front line social service workers, especially
workers with suitable experience, qualifications and personal attributes. This includes workers in
residential care for both children and young people autlilts, home care and housing support.
This places a huge onus on organisations to provide learning and development once they have
appointed to support worker and practitioner posts. Sometimes these workers lack the skills to
undertake SVQ qualificatien

A shortage of qualified nurses was also mentioned by a number of organisations, especially private
sector homes with nursing responsibilities in rural areas.
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These shortages have been categorised by ool@b and skills in the tablbelow. Thee areas
are illustrated in the quotes from interviews that follow.

1.ROLE CATEGORIES

Social Service Workers Home Care Workers
Housing Support Workers
Qualified Nurses
Residential Child Care Workers
Support Workers and Practitioners
Mental Heath Officers (MHOS)
Occupational Therapists
Social Workers

Ancillary / support workers Cooks

Learning and Development Qualified Assessors And Verifiers For £
Practice Teachers / Practice Educators

2. SKILLS CATEGORIES

Generic Team Workig

(across all jobs categories /roles) Reflective Practice
Information Technology
Leadership
Communication
Innovation

Role Specific Palliative Care
Foster Carers

Management / Leadership Job ReDesign
Leadership
General Management
Sucession Planning
Communication
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In interviews with both service and learning providers it was possible to gain much more
information about the skills that people lack, and which are now or are anticipated to become
critical if not tackled. Intervieweealso gave information about how they had tackled skills
shortages and this is also included in this section.

A shortage of underpinning knowledge and skills among social service workers was mentioned by
several interviewees. This includes:

T

Issue of andidates not having enough knowledge or skills prior to starting an SVQ

This is linked to people who have significant life experience not understanding or accepting
that SVQ requires more. They assume that life experieacenough for SVQ
knowledge. This requires work based training and on site induction, which is a resource
heavy in terms of staffing

New recruits are not able to hit the ground running. They need significant input to get
a0l NISRo® 9@SYy LIS2LX S gAGK {+vH 2FGSy R2yQ
For2 dzNJ { +v OFyRARIGS&a GKSNBQa az2YSdAavySa | 1
¢tKSNBQa y20G Sy2dAK i I @GSNB o6l arx0 fS@Stx
people ready to start learning

Communication skills

The numbers of those whose basic commuiocaskills are lacking is scary. This affects

the quality of life of the people they are working with. This @lldevels. This is not just a
LINROETSY F2N) GK2aS gK2asS FTANRG fFy3adzZ 3S Aady
Ol y Qi 02 ¥ndugly heltingiad interpreter for SVQ assessment misses the point.
These people need to be able to communicate with service users.

Reflective practice

We are working towards people being more reflective and looking for more evitlaped
practice. ThRB Qa | a1 Affa akK2NIF3IS Ay GKSaS | NBI 3

Innovation

One issue is lack of innovation. The workforce is competent and confident, but the culture
is one that can inhibit inn@tion..training and development is a key factor

Leadership and management. ThewnSVQ wards, whilst they are welcomedre also
seen as very demanding

{2YS LIS2LX S I NByQl NBIRe F2N GKAa® ¢tKSe& R
best suited for a management role, but they have been promoted / appointed and put
fooward¥F 2 NJ G KS | g1 NR® ¢tKSe YlIe& KIFEgS 0SSy R2A
meet demands of the new asd. The old RMA was easiavhat is asked in the new
FglFNR A& FLILINPLNAIGSSES AGQa Y2NB | ljdzSadAazy
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= =

1
1
1

Recruitment shis
Skills related to working with teams and redesigning posts

Would like those tackled through coaching and team development days

IT skills

¢CKSNBEQa | Kdz3S A3daadzS NB L¢ ajAatfas S@Sy Y
30 -35% of SVQ candités struggle with this. We expetgvel 4 candidates to word
process. They do improve. Younger staff handle it better.

Report writing
Succession planning

There is a need but not enough understanding about process

Employability and citizenship
Post regifration training needs
People with long term practice wisdom and ability to deal with complexity

Problems andssues around skills shortages

l

9y adzNAy3a | O00Saa (2 €SFNYyAy3a F2N LIS2LIX S oKz
paying but who need to bgualified

Some of the things that have helped and/or are helping organisations to overcome skills shortages

T

Auditing the workforce, workforce planning and prioritising to meet statutory
requirements for registration with SSSC

The establishment of governmefunded Health and Social Care Academies specifically to
tackle skills shortages by offering training, placement and a guaranteed job interview to
unemployed, usually young people interested in health and social care e.g. one academy
takes 3 cohorts a yeaof 13 or 14 candidates, most of whom are successful in either
gaining employment or going on to further education

Collaboration between learning providers and service providers e.g. FE college working
with NHS in the area of mental health and learningadility, university and service
provider working to widen participation in social work

Nursing is looking at new level of practitioner with shorter training as one way of tackling
skills shortage

Organisations establishing their own training to fill gags. setting up induction, IT and
report writing courses

Taking students. One rural organisation, for example, had found that taking OT students
had given them a source of qualified Occupational Therapists once they had completed
their training

Mentoring and supervision¢one organisation gave the example of IT training where
workers requiring skills were paired with an IT mentor and were enabled to work in a
relaxed atmosphere at their own pace

Employment review
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On the other hand a significant proportig80%) of organisations felt that they did not anticipate
skills shortages. They were not having difficulty in recruiting and had learning and development in
place to support any potential skills shortages.

Implication: There is a eed to examine how ser providers|earning providers and the learning
network can work together to optiméslearning, workforce planningpanage succession planning
etc.
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4.5: FUNDING FOR IEMING AND DEVELOPMEN J

4.5.1: Service providers

The main source of funding forlesgrny 3 | YR RS@St 2LIYSyid Aa 2NHIYAa
organisations also mentioned that they gain funding for providing learning opportunities for social
work students on degree courses and some help from the Unions to support learning.

45% of valntary organisations also mentioned the voluntary sector developnfend, 10%
mentioned Section 9 funding and other organisations mentioned assistance in kind from local
authorities. Private sector organisations mentioned fees for placements and soldudHing

for learning.

Figure333: Sources of funding for learning and development

Sources of funding for learning and developme

Budget of own service provider organisatic I 94%
Fee for University Social Work Degree Cou [N 34%
Voluntary sector development func [N 26%
External additional local authority fundin | 26%
Other [N 17%
Modern Apprenticeships [l 9%

Section 9 funding [l 6%

Fees from individual candidate [l 6%

Fees from participant organisation [l 6%

SSSC disbursemer @ 3%

European Structural Fund | 0%

Organisational spend on learning and development is shown below.

Figure344: Organisational spend on learning and depenent

Uncertain | IR 50%
3%- 5% of budget NN 30%
1%- 2% of budget [ 20%

In services commissioned by local authorities, organisations are more likely to spend over 3% of
their budget on learning and development where money is clearly indicated for learning and
development in their contract.
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4.5.2: Learning Providers

The sources of funding for learning are more varied among learning providers than among service
providers, with the Scottish Funding Council providing substantial funding to the Further and
Higher Education sectors. For service providers who are alsmirgamproviders, their

2NBI yYAAlI GA2yQa 26y 0dzZRISG sl a GKS YI 22N a2 dzNJ
fees from participant organisations (over 75% of budget for 21% of respondents), external
additional local authority funding (over 75% of dget for 15% of respondents), fees from
university degree courses (42% of organisations, but less than 10% of their total training budget),
voluntary sector development fund (less than 10% for 36% of respondents), SSSC disbursements
and small amounts of BUR LISy Fdzy RAYy 3 @ Ly 2dzNJ A&aadzSa | dzS
the major issues in relation to learning and workforce planning and this was further substantiated

in our interviews.
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5: ISSUES FOR SER\RROVIDERS AND LEWGPROVIDERS

In both the questionnaire and the interviews conducted for this project we asked respondents
what the main issues were for them. We also asked respondents to identify areas of work that
Tayforth Learning Network could facilitate to improve the currsmtiation. These responses are
summarised irthe table in section @nd are dealt with in some detail below. Service Provider and
Learning Provider responses are combined where this seems appropriate, since on some issues
they were saying very similar ittgs. In many cases issues were linked with one another.
Discussion of them separately clarifies what these issues are, but in reality funding and resources
are inextricably linked with issues about learning and qualifications, workforce planning agrd oth
issues.

5.1: FUNDING AND RBESRCES

For more than half of the service provider and two thirds of learning provider organisations
surveyed funding and resources are mentioned specifically as a major issue. The main themes
centre around not having suéient funding to fund all workers who need to register with SSSC,
the cost of backfill whilst staff members are training, and a general reduction in Learning and
Development budgets, partly because of organisationalbadaks but sometimes also because th

value of Learning and Development is not recognised at a strategic level. Examples of responses
illustrate how issues are linked with one another and include:

From service providers

CKSNBEQa | f1 01 27F T7TAg bsgeSsdrs ang ¥ersithishis tb GoRwith\Nted 2 dzN.
volume of staff who need to do qualifications

Our main issues are time, money and aMality of training. the owner of the business is reluctant
to spend on training

A large group of care workers need SVQ but thereti®mough funding from the organisation or
externally. There is an associated question of not having the human resources to deliver what is
needed...

From learning mviders
A secure funding base for training would make planning easier and more effective.

Agencies are reducing their spend on Learning and Development which impacts on our ability to
provide training. This will have an impact on the future development of the workforce...

Scottish Funding Council is not increasing our funding. Althouglreveying to provide more
interactive and blended learning, students at Intermediate 2 and even HNC often need a lot of
support which is expensive
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5.2: LEARNING AND @UFICATIONS

Closely related to funding issues are those that mention learningyaadifications. There was an
almost universal acceptance of the importance of improving the skills of the workforce, but
intentions are sometimes thwartedot just by a lack of money.

The main issues for service providers centre around

finding good quaty affordable SVQ and HNC providers,

developing a learning culture,

a lack of training opportunities at evenings and weekends that are widely accessible,

time for candidates to manage learning and assessment without adversely affecting service
delivery,

keeping upto-date with new developments

9 alack of skills e.g. communication and IT skills that impede staff from evengystéiried

with qualifications.

= =4 4 A

=

Responses included:

We would like to know about training opportunities at evenings and weekdéitdssized training
that we could access, perhap#iwother organisations.

One problem is neattendance at SVQ events. This maybe down to not having a learning culture,
with managers more accountable for the delivery of the service tf@nlearning and
development...

2SS R2Yy QO KI @S | F20dz&ASR FYyR RSRAOFGSR GNIAYAY
across the organisation ... there is a need for this to be improved and for an HR /Learning and
Development strategy to be developed thatetierent and covers all areas

The issues for learning providers include review processes for qualifications which are often very
time consuming, finding good staff, competition with other providers, developing a learning
culture, the number of students fovhom English is not their first language, students who need a
lot of support, and frustration at the lack of commitment from some managers to invest in
learning and development.

Quotes include:

The review processes for qualifications are often vemg-tonsuming e.g. the review of the Social
Work Degree

We have a problem finding staff with the right qualifications and experience to teach at levels
required, especially for new awards

{2YS LINPQOARSNE dawRyS debnizd wodzio standaRdariklzgm@ émployers will
take the cheaper option and not worry about quality...
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We have a number of students for whom English is not their first language. These students have to
be persuaded to undertake language support. They are often reluctantiemegh we have ESOL
funding to support them.

There is a lack of consistency in funding for learning and development with resultant variations in
the workload of learning providers. This makes it very difficult to employ staff or plan for growth

5.3: WARKFORCE PLANNING

Workforce planning was dealt with in some detail in other parts of the questionnaire but was
mentioned again by some respondents

Issues mentioned by service providers include;

l

Being unable to predict future patterns of care delivery

One dfficulty with workforce planning is not knowing the future requirements in detail.
CKAA YSIya GKIFIG LXFYyYyAy3a Aa dSydal adrodsS X

Demographic changes in workforce
Ageing workforce
More new young workers coming into social service

Unpredictability of working mvironment as a consequence of competitive tendering
process and retendering of services
Recruitment and retention

o Poor responses to recruitment adverts

o Competitive labour market

o Care services competing for the same workforce

o Competition with tourist indusy

o Competing with local authority terms and conditions of service

One difficulty we have is recruitment, gettihgS 2 Lt S 6 K2 | NS NBIF R& (2

We have an issue around staff turnover and not being able to replace workers who leave
after being trained

Lackof defined career pathways across the organisation

The need for a flexible workforce which creates a tension between the needs of the
service, and staff and personal needs

Succession plannindgznsuring staff have suitable qualifications to move on tavted
posts

Resources and time for workforce planning

Absence management
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Issues mentioned by learning providers include:

1 Understanding the market so we can plan
Matching resources to need

Achieving quicker throughput

Changing sector

Developing sufficientapacity
Demographics

External markets

Researchiegardingfuture demand for SVQs

=A =4 =4 4 A A8 -2

5.4: TIME

Timewas mentioned as an issue by many organisations, especially in terms of time to manage,
time to do qualifications, time for assessment of SVQs for bothsasss and candidates and time
GAOGKAY GKS 2NBIFyYyAalGA2yQa aGNHz2OGdzNE G2 YIS |

5.5: RETENDERING

Retendering of services has caused some areas of uncertainty for organisations.
For service providers:

1 There is unpredictability in our workirgnvironment as a consequence of competitive
tendering process and retendering of services

For learning providers
1 Retendering takes such a long time and could lose some of our learning; we may get less

qualified staff from other organisatian

5.6: LEADESHIP

Some respondents felt that leadership, or rather a lack of it, was an issue

We would like to promote the notion of leadership throughout the organisation

5.7: OTHER ISSUES

Other issues for service providers included meeting the needs of migranevgoakd coping with
organisational change. Other issues for learning providers centred around finding ways to
collaborate and work in partnership with other agencies, meeting the sometimes short time scales
for registration deadlines, competition with ot providers, and the changing roles of workers
with the complexity of service user needs.
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6: IMPLICATIONS ANRECOMMENDATIONS FORYFORTHEARNING NETWORK

There was support from the organisations that participated in tegearch for the work thathe

Learning Mtwork is already undertaking, and recognition (not universal) of the limits and
02dzy REFNARSAE 2F GKS [SIENYyAyYy3a bSig2MHihmgimplictodzl € |
FNRAAAY3I FNRY (KS &dz2NSeé A doconéinbelito stpportiiei@wideS | NJ/ A
workforce development and planning.

Over 50% of organisations who responded to the survey indicated that they both wanted help
with workforce planning and were willing to work collaboratively with others. A common theme
FNRAAAY3I FNRY 020K aSNIAOS LINE JA RS NEto-datg With £ ST NJ
ySé RSOStE2LIVYSyGaqQo h@SNJ KFfF 2F NBaALRYRSyGa
people to network and share, with many hoping that this dobé expanded in the future. The
Learning Network is well placed to fulfil these roles, being in contact with social services and
learning provider organisations across Tayforth, as well as having regular contact with other
Learning Networks and nationlddies.

The nature of this role is likely to focus on:

1 the dissemination of relevant information

1 coordinating development events and activities

1 mediating with other agencies (SSSC / Scottish Government / other Learning Networks /
Workforce units)

Thistys 2F +FOUA@GAGEe Attt O2YyUNROGdzIS (G2 YSSGAay3a i

The tablebelow summarises issues raised in the research, the implications of these issues, and
recommendations for Tayforth Learning Netwark relation to: workforce planning; learning
qualifications, critical skills and registration; funding and resources. In reality the issues are
interconnected and not as discrete as they appear in the table.
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WORKFORCE PLANNING

ISSUES AND IMPLICATIONS

Lack of understasing and strategic
thinking in relation to workforce planning
often means that use of information is ng
optimised and workforce planning is not
given its due place in strategibinking and
planning

Data not kept in one place or using one
system means that use of data iraphing
is not optimised; makes it difficult to plan

Lack of clarity about who is responsible f
workforce planning can mean that it

R2 S ay Qias well aslitdight and all
those with the potential to participate are
denied the opportunity

Inconsistent undestanding of concepts
associated with workforce e.g. successic
planmning and talent management may
mean that some of the potential in
organisations is lost

Lack of collaboration between sections @
the same organisation or between
organisations may mean that the potenti
of the workforce is not maximised

Lack of knowledgeable administrative
support can mean that data is not
correctly categorised and that plans are
made on the basis of incorrect data

A lack of information about recruitment,
retention and those who leave the
organisation means it the potential to
use this information for future planning is
lost.

RECOMMENDATIONS

Provide workshops and other learning
opportunities to sare information, tools
and examples of workforce planning;
provide basic practical support in relatior
to workforce planning theory and practics

Promote CMDS (core minimum data set
as a useful way to categorise data

Promote and publicise workforce plannin
tools; promote the idea that workforce
LX FyyAy3d Aa SOSNE2

Provide information and guidance about
succession planning, talent managemen
and other concepts a®ciated with
workforce planning

Facilitate opportunities for orgarasions
to collaborate in workforce planning
processes

Facilitate / ceordinate the provision of
training for administrators in relation to
the in-put of information for workforce
planning purposes.

Provide opportunities for organisations t¢
share information and case studies abou
recruiment, retention and leavers.
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WORKFORCE PLANNRE®Gtinued

ISSUES AND IMPLICATIONS

Retendering makes it difficult for
organisations to plan for the loAgrm; it
can create uncertainty for workers; it ca
have a negativémpact on willingness of
organisations to collaborate

RECOMMENDATIONS

Publicise guidance and research in relati
to re-tendering; facilitate collaboration
through providing opportunities for
organisations to discuss issues on neutrs
ground

Page ref.
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LEARNING, QUALIFICATIONS, CRITICAL SKILLS AND REGISTRATION

ISSUES AND IMPLICATIONS

Inability to find good quality, affordable
SVQ, HNC and other learning provision
hamper organisations optimisingdrning
and develpment budgets.

Insufficient Assessor, Verifier and Learn
Opportunity capacity can reduce the
number of people able to undertake
qualifications and consequently maintair
SSSC registration

Lack of a learning culture. Developmen
of a learning culture can enhance the
value of learning and development

Lack of learning opportunities at evening
and weekends impesbk ability of some
sections of the workforce in gaining
gualifications

Not keeping upo-date with new
developments can result in misuse of
resources and loss of competitive edge

RECOMMENDATIONS

Learning Network will produce and
publicise gude to Learning and
Developmenbpportunities in Tayforth as
a product of the Tayfith Workforce
Planning ProjectPublicise and promote
3dzA R yOS 2y WY/ K22a

Support and promote the devabonent of
sufficient capacity in the sector

Explore with organisations a variety of
ways to promote a leaiing culture e.g.
development of odine fora linked to the
network websie and database;
development oftcommunities of practice ;
use of learning culture tools.

Work with Learning Providers to look at
optimum ways to povide Learning and
Development.

Continue to provide newsletters;e

bulletins and events to keep people tp-
date; produce regular briefings on curren
developments
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