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WORKFORCE DEVELOPMENT STRATEGY 2023-25 - CHILDREN’S SOCIAL CARE

We aim to have a stable, skilled and committed workforce, who are motivated to deliver excellent services to children and young people in South Glos so that we provide them with the best START in life. To do this, we need to ensure that we recruit and retain the best people, providing opportunities for all our staff to learn as well as providing the foundations for excellent leadership. 
We will:
· continue to develop our learning culture across the organisation, using a learning cycle to inform practice development. 
· have a clear training and professional development offer and will support staff to access relevant training and development opportunities. 
· equip managers to provide regular, quality and effective supervision that challenges and supports staff to be the best practitioner they can be.  
· ensure that staff development needs inform our training offer through an ongoing process to gather and collate information from teams, managers and individual staff on learning and development needs.
· ensure that permanent recruitment will be continuous, timely, effective, and successful and we offer excellent professional and career development to motivate and engage staff to remain with us. 
· Continue to take a proactive approach towards talent management, including introducing succession planning frameworks, with individual tailored development plans where appropriate. 


The strategy has four main themes, with several more specific work streams: 
	Theme 1: Recruitment
* ASYE academy 
* Frontline
* Step Up to Social Work 
* Partnerships with HEI Social Work degree programmes
* Practice Education support for student placements
* Branding / Advertising / Recruitment Marketing
* International Recruitment
Desired Outcome: 
· More permanently employed social workers, benchmarked against national DfE Children’s Social Work Workforce statistics 
· A reduction in social worker agency rate, benchmarked against national DfE Children’s Social Work Workforce statistics 
	Theme 2: Retention
* Career pathways and progression 
* Learn from staff feedback
* Grow our own Social Workers: Apprenticeships 
* Agency workers
* Workload and working environment

Desired outcome: 
· A reduction in social worker turnover, benchmarked against national DfE Children’s Social Work Workforce statistics.
· Agency Workers who stay with the council long term (measured in quarterly HR Workforce data which shows length of service)


	Theme 3: Learning 
* Continuous Professional Development Opportunities
* Core Training and Development Programme linked to role
* Safeguarding Children: Inter-agency Training Offer
* Learning and Development to support the divisional Practice Model
* Embracing the principles of the 70/20/10 model
Desired Outcome: 
· A skilled and confident workforce that is supported by a culture of learning that drives improvement in performance resulting in improved practice. 
· Social Workers reporting that they value the learning opportunities they have access to and feel these help improve their practice e.g., via the annual Social Worker Health check.
	Theme 4: Leadership 
* Leadership principles understood by all managers and employees with clear expectations on what is expected and what to expect
* Children’s Services specific Manager Development offer linked to principles
* Leadership and Management Development – SGC Offer

Desired Outcome:  
· Managers who have the skills and confidence needed to lead the service effectively.  
· Social Workers reporting that they receive regular, good quality supervision, e.g., via the annual Social Worker Health check.

	THEME 1. RECRUIT 
Desired Outcome: 
· More permanent social workers, benchmarked against national DfE Children’s Social Work Workforce stats 
· A reduction in social worker agency rate, benchmarked against national DfE Children’s Social Work Workforce statistics 
1A: Assessed and Supported Year in Employment (ASYE) academy 
1B: Frontline
1C: Step Up to Social Work 
1D: Partnerships with Higher Education Social Work degree programmes (Practice Education)
1E: Recruitment and retention group (R&RG) to ensure that we take the right approach to recruitment.
1F: Branding / Advertising / Recruitment Marketing
1G: International Recruitment of Social Workers  

	Ref
	ACTIONS
	Lead
	When

	1A
	Recruit up to 12 Newly Qualified Social Workers annually to join Children’s Services through the Academy. Track Satisfaction & retention beyond ASYE
	Service Managers
	By Apr & Oct each year

	1B
	Continue to participate in the Frontline unit of 4 student social workers and review annually to consider participation in future cohorts. Advertise locally for applicants.
Continue to offer permanent employment to successful candidates on completion.
	Principal Social Worker (PSW)
	Ongoing annually every March

	1C

	Continue to participate in regional Step Up to Social Work programme, specifically locally advertising opportunities with the aim of attracting candidates who live locally and are most likely to wish to work here at the end of the course.  
Continue to offer permanent employment to successful candidates on completion.
	PSW / Strategic HR Business Lead
	Ongoing bi-annually (SUSW Cohort 7 ran
Jan 22 – Mar 23)

	1D
	Continue with and extend ability to attract NQSWs via partnership working with UWE and Bristol University. Provide high quality Social Work Degree Practice Placements within statutory and local IVP sectors.  Track students who move to employment with us in order to understand success of this as an attraction route. 
Ensure Practice Education Lead continues to provide excellent CPD & supports existing operational and commissioned Practice Educators (also links to supporting ASYE Academy, and other programmes).
	Practice Education Lead
	Ongoing support.  UWE undergrads available from March annually, Bristol Diploma candidates from October annually

	1E

	R&RG meeting every 6 weeks to monitor recruitment approach and plan recruitment and attraction campaigns and events. 
	Head of Finance & Bus Supp / ICS  
	R&RG 6 wkly meet.

	1F 


	Continue to develop and refresh recruitment branding for social workers and www.socialworksouthglos.co.uk for use in advertising campaigns / events.  
Use Search Engine Optimisation and undertake social media / online advertising with allocated recruitment marketing budget.
Continue to publicise £1,000 refer a social worker scheme via internal Comms.
	Senior Recruitment Advisor / Internal Communications 
	Ongoing, plan approved / progress reviewed at R&RG

	1G 


	International recruitment – Evaluate success of recruiting 19 experienced Children’s social workers in Oct 22 - March 23.  Review retention of recruits and return on investment for dedicated resource / Development Hub approach.  Consider whether to repeat and if so, how (specialist agency, or council directly).
	Recruitment Manager / Development Hub Service Manager
	Commencing Oct 22.  To be reviewed by Oct 23. 



	THEME 2. RETAIN
Desired outcome: 
· A reduction in social worker turnover, benchmarked against national DfE Children’s Social Work Workforce statistics
2A: Career pathways and progression
2B: Learn from staff feedback
2C: Grow our own Social Workers: Apprenticeships 
2D: Agency workers
2E: Workload and working environment
2F: Flexible working options 

	Ref
	ACTIONS
	Lead
	Timescale

	2A

	Nationally and regionally benchmark salaries and career progression routes.  Ensure career progression pathway that includes Hay 7 Social Worker, Hay 6 Advanced Social Worker and Hay 5 Senior Social Worker remains competitive and desirable and celebrate the scheme. 
Review Market Factor payments for service to ascertain if ongoing £3K initial attraction and £3K annual retention (introduced Nov 22) amount for Social Workers provide competitive pay regionally and are still justified.
	Strategic HR Business Lead
	Review regularly and by Aug 24 at latest

	2B
	HR Policy & Ops conduct Exit Interviews with Social Worker leavers and feed results back quarterly to ICS Senior Management Team Meeting.
	Strategic HR Business Lead
	Ongoing quarterly

	2C 
	Continue to offer a Social Worker Apprenticeship programme (started in 2020). 
Try to shape a possible PGDip Apprenticeship route (national standard needed)
	Apprentice Co-Ord. / Snr L&D Advisor 
	Ongoing annually

	2D

	Continue to ensure our offer to attract agency workers is competitive whilst continuing to work with regional colleagues within the regional agency social worker pay cap (Memorandum of Co-operation).  Continue to periodically write and offer a guaranteed interview for a permanent role to agency Social Workers.
	ICS Service Director /Senior Recruitment Advisor
	Ongoing, review quarterly.

	2E
	Continue to ensure that workload and working environment factors are attractive to staff (e.g., quality of supervision, development, team space, equipment, parking)
Publicise our excellent wellbeing offer and continue to refresh this. Wellbeing 
	Head of Service / PSW
	Ongoing, review quarterly.

	2F
	Continue to ensure that flexible working options are advertised and offered wherever possible.
Facilitate requests for internal moves in 2 months where operationally possible. 
	Head of Service / PSW
	Ongoing, reviewed quarterly.



	Theme 3: Learning
Desired Outcome: 
· A skilled and confident workforce that is supported by a culture of learning that drives improvement in performance resulting in improved practice. 
· Social Workers reporting that they value the learning opportunities they have access to and feel these help improve their practice e.g., via the annual Social Worker Health check.

3A: Professional Development Opportunities to support the workforce to build their confidence and competence via access to continuous development
3B: A core Training and Development Programme mapped at team level that meets the practice needs of the workforce and assists them in delivering a good quality service
3C: A programme of Inter-Agency Safeguarding Training and Development that enables all children’s services workforces to understand their respective roles and work together to safeguard children and young people effectively 
3D: A Learning and Development trajectory to support the overall Signs of Safety Implementation Plan alongside the new Practice Model.

	Ref
	ACTIONS
	Lead
	Timescale

	3A

	ICS workforce has access to an appropriate range of development opportunities that enables them to build confidence in their current job roles and progress in their career with the council. 
Opportunities include a blend of methods, e.g., Research in Practice online resources, Delivery Programme, local and regional Tailored Support; Good Practice Workshops; Masterclasses; Consultant Social Worker support to services; access to accredited HEI modules, development as Practice Educators etc.
	PSW / 
L&D Team
	
Annual update

	3A

	Core ICS training and learning frameworks at team level that clarify learning options available to meet performance gaps relating to individual roles. Clarifies different routes and options for staff to access development resources linked to performance and ensures Supervision and PDPR discussions determine development plans for individuals.
	Team managers/ 
L&D Team
	By Q3 2021 & reviewed annually




	3B

	Ensure Core Training Frameworks are in place and updated as necessary, as per the organisation’s priorities on staff learning and development.
Ensure individual training records are available to Team and Practice Managers via the council’s learning management system to enable them to plan individual development needs via Supervision and PDPR. Team data sent direct to managers twice per year.
Ensure Service Managers are aware of access by staff to training, including non-attendance data.
Undertake ongoing processes to gather and collate information from teams, managers and individual staff on learning and development needs, e.g., via Supervision, PDPR, team meetings, audit outcomes, questionnaires, course delegate feedback, WFD/ICS SLT Horizon Scanning and Commissioning Quarterly updates
	PSW / L&D Team.
Service Managers / Team Managers / Practice Managers / Director of ICS
	Reviewed Jan/July annually

Monthly reporting



	3B

	Ensure internal training programmes are commissioned that meet the needs defined by the organisation and workforce, including any new programmes required by SLT and/or via needs analysis with employees and teams.
Ensure internal training supports and reinforces key themes around practice development and change as determined by SLT. 
Support specific service and team-based training and development activity as determined by Service and Team Managers; current examples include Early Help review implementation, training for Fostering and Transitions to Independence Teams
	PSW / L&D Team / Service Managers / Team Managers / Practice Managers
	
 Ongoing 

	3B

	Evaluate the quality and impact of the core training programmes on employee practice via delegate feedback (immediate and post-course impact-evaluation), manager follow-up in Supervision and PDPR, specific Practice Audits.
	PSW / L&D Team / Operational Managers
	Annual data collection

	3C

	Undertake annual multi-agency training needs analysis to ensure the Children’s Partnership Training & Development Offer meets the needs of all local partner agencies and workforces.
Ensure Training & Development Offer is sufficiently resourced and focused on key practice areas, e.g., Domestic Abuse, Child Sexual Exploitation, Disability/SEND training, others as determined by the Children’s Partnership. 
Evaluate the quality and impact of inter-agency training via delegate feedback and post-course impact-evaluation processes.
	
Children’s Partnership Training and Development sub-group
	
Quarterly reporting to Children’s Partnership





	3D

	Provide learning and development-related support to the whole service Signs of Safety Implementation Plan, with particular reference to the Learning Trajectory and including:
- ongoing schedule of core Signs of Safety training, including e-learning module 
- access to 5-day training for new Practice Leaders
- existing infrastructure of Practice Leaders (approx. 60) to lead on embedding SoS within their teams, via range of support - including via bi-monthly support workshops.

	
Signs of Safety Learning and Development sub-group


	
Ongoing, with regular reviews via SoS Learning & Development sub-group 

	3D


	Ensure appropriate level and type of learning and development resources and support are available to support implementation of agreed Practice Model/s going forward, e.g., prioritised, commissioned training in underpinning skills such as restorative practice, motivational interviewing, trauma-informed practice etc – linking to Strengthening Families bid.

	Senior Leadership Team and PSW /
L&D Team 
	
Ongoing






	Theme 4: Leadership
Desired Outcome:  
· Leadership principles understood by all managers and employees with clear expectations on what is expected and what to expect
· Children’s Services specific Manager Development offer linked to principles
· Leadership and Management Development – SGC Offer

4A:  Children’s Services-specific Manager Development 
4B:  Leadership and Management Development – South Glos Council Offer

	Ref
	ACTIONS
	Lead
	Timescale

	
4A

	Continue to build capabilities and competence among future and current Team Managers via continued access to:
· Firstline Leadership Development Programmes:
· RiP and partners Practice Supervisor Development Programmes: e.g., Advanced Social Workers accessing Waves 1 and 2 via sub-regional cohorts 
	
Service Managers/ PSW / L&D Team
	
Ongoing

	
4A

	Support Children’s Services managers to be confident and skilled to lead teams and individuals to deliver quality strengths-based practice (balancing high challenge and high support) by enabling continued access to relevant manager & leadership development programmes, e.g.:
· Effective Supervision and Leadership of Practice.   
· Managers undertaking Signs of Safety Advanced Practice Leader training 
· “Safe, Connected, Thrive” manager programme
· Support for managers assessing NQSWs and for Social Work degree Practice Educators

	Senior Leadership Team / Team Managers / Senior Social Workers / Practice Managers / PSW and L&D Team support
	Ongoing and review as part of council wide approach


	
4A

	Use PDPR outputs and audit recommendations to build individual development plans for Children’s Services managers and their management teams, linked to Service Plans, e.g.:
· Further coaching opportunities, team development, extending confidence to facilitate group supervision, skills development work building on learning and managerial practice change to date, skills development to support managers to deliver leadership expectations linked to practice model
	Senior Leadership Team / Team Managers / 
L&D Team 
	PDPR outputs annually

Audit outcomes via quarterly reviews

	
4A

	Provide specific, dedicated HR Team Manager support at Service and Team Manager level to ensure consistent practical application of council policies and approach to quality strengths-based practice.
	HR Team Manager
	Commenced April 22.  Review impact annually.

	
4B

	Enable Children’s Services managers to access relevant elements of the council’s overall Leadership and Management Development Offer.
Particular focus on managers accessing:
· core management training programmes to ensure good practice in managing change, complaints, managing performance, coaching, PDPR skills 
· council’s Coaching & Mentoring Offers as appropriate
· generic Leadership and Management programmes (levels 3 - 7), and internal Introduction to First Line Management programme
· 360-degree feedback opportunities/consultancy support to management teams, e.g., including links to council’s Values and Behaviours Framework.
	Service Managers / Team Managers /   Practice Managers / Senior Social Workers.

PSW / Strategic HR Business Lead / L&D Team
	Ongoing, and
linked to PDPR process to inform individual development plans. 
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