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▪ it’s important to pay above the National Living Wage, but also to sell the 

wider benefits of working in adult social care; employees value good 

working conditions, especially flexibility 

▪ developing a positive organisational culture, where staff are supported 

and valued and have opportunities to enhance their skills and knowledge 

reinforces the message that working in adult social care can be a good 

career choice 

▪ building a strong reputation for being a good employer means that 

existing staff will spread the word and will attract like-minded people, that 

‘fit’ the organisations values to apply for your vacancies 

▪ being honest about the realities of the job saves time for both potential 

job applicants and organisations and helps ensure a good match with 

the organisation’s ethos and values and the people who need care and 

support. 

 
“You need to offer a competitive pay rates, good working conditions, 

training and development.” 

(Greek and Greek Cypriot Community of Enfield, Domiciliary care provider) 

 
B) Taking on the right people 

Having attracted the right people to apply for your vacancies it is important to 

select and employ the best people for the jobs. 

 
“Don't just fill the vacancies. Fill them with the right people.” 

(Claxton House, Atlanta Healthcare, Residential care provider) 

 
Employers told us that: 

▪ finding staff with the right values and behaviours is more important than 

finding staff who are already qualified; skills can be taught but personal 

attributes (kindness, compassion, reliability, honesty, etc.) cannot 

▪ life experience and a willingness to learn can be more desirable than 

previous work experience (reflecting the principles of values based 

recruitment) 

▪ inviting candidates for ‘taster shifts’ and involving people who need care 

and support and their families (or friends and advocates) in the 

recruitment process helps you to establish whether candidates ‘walk the 

talk’ 

▪ you need to take a multi-pronged approach to communicating the 

values, behaviours and attitudes you look for in staff so that candidates 

are clear about whether the role is right for them 
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Useful resources from Skills for Care 

 

Finding and keeping workers has lots of practical resources themed under 

the four sections above. 

www.skillsforcare.org.uk/finderskeepers 

 

Practical support for your organisation is available if you’d like more 

bespoke help with your recruitment and retention. 

http://www.skillsforcare.org.uk/finderskeepers
http://www.skillsforcare.org.uk/RandRsupport
http://www.skillsforcare.org.uk/valuesandbehaviours
http://www.skillsforcare.org.uk/icareambassadors
http://www.skillsforcare.org.uk/thinkcarecareers
http://www.skillsforcare.org.uk/QofCare
http://www.skillsforcare.org.uk/learning
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Useful resources from Skills for Care : 

 
Individual employers may find the following resources useful: 

 
Information hub for individual employers and PAs has lots of useful 

resources to help you as an employer, including details of organisations that 

provide local support (in your area) and details about money for training. 

There’s also sections for PAs and support organisations. 

www.skillsforcare.org.uk/iehpahub 

 
Employing personal assistant’s toolkit provides step by step guidance for 

individuals about employing PAs. 

www.employingpersonalassistants.co.uk 

 
To keep in touch with Skills for Care,

http://www.skillsforcare.org.uk/iehpahub
http://www.employingpersonalassistants.co.uk/
http://www.skillsforcare.org.uk/Employing-your-own-care-and-support/Sign-up-to-our-newsletter/Sign-up-to-our-newsletter.aspx
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2. Overview of research methods 
 

 

2.1 About the surveys 

 
Adult social care employers 

We conducted an online survey amongst adult social care employers with low staff 

turnover rates (defined as less than 10%). There were three complimentary 

versions of the survey: 

▪ a version for ‘standalone’ organisations – organisations registered on the 

National Minimum Dataset for Social Care (NMDS-SC)3 as not having any 

subsidiaries and not controlled by a ‘parent’ organisation 

▪ a version for ‘parent’ organisations – organisations registered on the NMDS- 

SC as having subsidiary establishments linked to them 

▪ a version for Local Authorities. 

 

http://www.skillsforcare.org.uk/NMDS-SC-intelligence/NMDS-SC/Discover-NMDS-SC.aspx?gclid=CJup3deL-dICFQeNGwodrn0HyQ
http://www.skillsforcare.org.uk/finderskeepers
http://www.skillsforcare.org.uk/RandRstrategy




14 

Skills for Care, Recruitment and retention in adult social care: secrets of success 

 

2.3 About the respondents 

 
Adult social care employers 

In total we received 140 responses to the online surveys distributed to adult social 

care employers, representing a response rate of approximately one in ten based on 

the initial mailing to 1523 organisations: 

▪ 119 employers completed the survey designed for ‘standalone’ organisations 

▪ 13 employers completed the survey designed for ‘parent’ organisations6
 

▪ 8 employers completed the survey designed for Local Authorities7
 

 
Sector: 72% represent private sector organisations; 19% represent voluntary and 

third sector organisations: 6% represent Local Authorities; and 4% assigned 

themselves to the ‘other’ category. 

 
Main service: 42% work in adult residential care; 36% work in adult domiciliary 

care; 12% work in adult community care; 4% work in adult day care; and 6% 

assigned themselves to the ‘other’ category. 

 
Location: 44% operate in the South of England; 39% in the North; and 23% in the 

Midlands. 36% operate in a predominantly urban area; 20% in a predominantly 

rural area; and 44% operate in an area that they described as a mixture of urban 

and rural. 

 
Size of establishment: 9% work for ‘micro’ organisations (employing up to 9 

people); 51% work for ‘small’ organisations (10-49 people); 24% work for ‘medium’ 

sized organisations (50-

http://www.cqc.org.uk/content/adult-social-care-providers#handbooks


15 

Skills for Care, Recruitment and retention in adult social care: secrets of success 

 

CQC ratings for those taking part in the survey compare favourably with the 

national picture [see Table 1]10. Previous research by Skills for Care11 

demonstrated that those rated favourably by CQC had a lower staff turnover rate 

than those rated either requiring improvement or inadequate. Whilst staff turnover 

is only one of many factors that influences the quality of care the data analysed did 

show that it was an influencing

http://www.skillsforcare.org.uk/RandRtrendbriefing
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Employers told us that the benefits of having a recruitment plan are: 

 
▪ acting strategically rather than reactively (24 mentions) 

 
“Identify gaps in certain areas ahead of time so they don't become major issue.” 

(Domiciliary care provider) 

 
“It helps you keep focused on what you need as an organisation. It clearly 

highlights how and why you are recruiting, but as we are a small organisation, 

we can be flexible with it. I think the key is not to be too rigid but to be able to 

respond promptly to changes in support, funding, and staffing levels.” 

(Crimson Hill Support, Domiciliary care provider) 

 
“We then have something to measure our recruitment against” 

(Domiciliary care provider, CQC rated ‘Outstanding’) 

 
▪ targeting the right people with the right skills and values (16 mentions) 

 
“We can forward plan to ensure we have sufficient staff with the correct skills 

and values to support people.” 

(Foxglove Care Limited, Residential care provider) 

 
“Crystallises our core values, defines what we believe makes a good carer and 

informs us quickly in the recruitment process if the candidate will be a good fit 

for our model of care 
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Other popular answers were: 

▪ promoted the organisation at local events to raise awareness of potential 

opportunities (41%) 

▪ offered volunteering opportunities (38%) 

▪ offered Apprenticeships (34%) 

▪ 

http://www.skillsforcare.org.uk/randr
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Table 2: Groups targeted in recruitment efforts in the past 12 months 

(Base = 107-123 employers) 

 Yes No (tried but 

not 

successfully) 

No (haven't 

needed to 

try this) 

University students / Graduates 36% 8% 56% 

International workers 16% 3% 81% 

Older people (65+) 17% 7% 76% 

Younger people (18-25) 60% 2% 38% 

Disabled people 19% 5% 76% 

Men 48% 3% 49% 

BAME people 32% 4% 64% 

Regulated Professionals 28% 5% 67% 

Managers / Senior Managers 29% 6% 65% 

 
Advertising your job vacancies 

Employers told us that the most successful methods of advertising job vacancies 

are: 

▪ via existing employees referring a friend (49%) 

▪ adverts posted on the organisation’s website (29%) 

▪ adverts printed in the local newspaper (20%) 

▪ posters in the local community (20%) 

▪ adverts posted on social media (17%) or elsewhere online (25%). 

 
In addition to the 49% who told us that they successfully recruit via employee 

referrals, word of mouth ‘advertising’ was mentioned by five employers (residential 

care and domiciliary care providers). This can be a valuable avenue to pursue 

because as well as being low or no cost there is a greater potential of attracting 

people with the right values and behaviours because the existing staff know the 

organisation’s core values and can share these with the people they know. Three 

domiciliary care providers also mentioned finding it useful to place banner 

advertising on their building when they are recruiting. 

 
Your job descriptions and person specifications 

Employers were asked whether they had reviewed their job descriptions and 

person specifications in

on their
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▪ are jargon free 

▪ are clear about key elements of the role 

▪ are clear, concise and easily accessible 

▪ don’t include criteria that aren't relevant to the role. 

 
Two-thirds (64%) had reviewed all job descriptions and person specifications. One 

in seven (14%) had reviewed some of them and one in eight (12%) had reviewed 

them more than a year ago. The remainder either said that they would review them 

as vacancies arise (8%) or that they had no plans to review them (2%). 

 
The most important thing a social care employer can do to attract more 

people to apply for its vacancies 

Finally, whilst acknowledging that the best recruitment processes require a 

combination of many factors, we asked employers to describe the most important 

thing a social care employer can do to attract more people to apply for its 

vacancies. The results of this question are illustrated in the Word Cloud15 below: 
 

Pay topped the list (36 mentions), with several employers expanding their answer to 

note that in order to be competitive employers should pay above the National Living 

Wage to reflect the worth of their staff. This reflects previously published findings 

from Skills for Care which highlighted that staff look at more than bottom line figures 

when describing what is important to them16. Frequently mentioned alongside pay 

http://www.betterevaluation.org/en/evaluation-options/wordcloud
http://www.betterevaluation.org/en/evaluation-options/wordcloud
http://www.skillsforcare.org.uk/paybriefing
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Pay was closely followed by the organisation developing a positive culture that 

supports and values its staff (32 mentions). In relation to this, employers mentioned 

staff morale, motivation, having an ‘open door’ policy and valuing every role within 

the organisation. Furthermore, by ensuring that staff have access to appropriate 

training and development employers can demonstrate to staff that there is a career  
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“We stress the importance of providing an excellent service which is caring, 

respectful, enabling and appropriate for individuals' requirements and how 

rewarding the work can be. We pay well, compared with many places, and offer 

plenty of training, development and qualifications as well as hands-on, daily 

support from management. We do not employ agency staff so our team are 
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“We have a video which was made by service users for this purpose. It reflects 

our key value "people at the centre of everything we do". Potential recruits 

watch the video and then participate in discussion questions on it in the 

interview… Our values are on a poster which is regularly circulated via staff 

bulletin, newsletter, staff handbook, etc. We have service user volunteers that 

co-produce these documents with us. We also model the values at all times in 

all interactions” 

(Castle Supported Living, Domiciliary care provider) 

 
Communicating the organisation’s values, behaviours and attitudes via its website, 

social media and promotional literature was often mentioned (22 times). This 

means that information is readily available to both potential applicants, but also to 

existing members of staff. There were 4 mentions of specific Codes of Conduct or 

Charters being published, as well as other literature such as staff handbooks (5 

mentions) and newsletters (2 mentions). Mission statements were also referred to 

(5 times). 

 
“We have a 'Charter' that all our employees sign up to outlining our values and 

beliefs, we also have written brand values that are readily available and 

displayed within our office.” 

(Domiciliary care provider) 

 
At the application stage, employers spoke of ensuring that job adverts clearly state 

what the organisation is looking for from candidates in terms of their values, 

behaviours and attitudes (10 mentions) and many gave details of pre-interview 

opportunities and activities laid on, sometimes as part of the assessment process, 

but sometimes just for information (13 mentions). The application pack, including595.56 842.04 re
W* n
BT
/F3 12 Tf
1 0 0 1 79.224 311.33 Tm
0 g
0 G
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Clearly interviews, particularly ones that are specifically values based, are an ideal 

opportunity to explore the candidates ‘fit’ with the values of the organisation (49 

mentions). 

 
“[We] give the person a one page profile as them to explain their work ethic.” 

(Action on Hearing Loss, Residential care provider) 

 
“We set a scenario and ask their opinion on how they would handle it.” 

(Vicarage Farm Care Home, Residential care provider) 

 
“We use a [bespoke] value based recruitment tool when interviewing and this 

carries on through our induction to the culture of our company.” 

(Foxglove Care Limited, Residential care provider) 

 
Once employed employers talked about on-going opportunities to convey and 

confirm the values, behaviours and attitudes required through the induction process 

(15 mentions) , team meetings (8 mentions) and supervision sessions (7 mentions). 

There were also six mentions of the importance of modelling the values, behaviours 

and attitudes that you want to see, from owners and managers downwards. 

 
The application process 

Over half (57%) of employers said that candidates must complete a full application 

form in order to apply for vacancies at their organisation. One in ten (8%) accept 

CVs and 1% a supporting statement. A third of employers (32%) have an 

application process that requires a combination of the three. 

 
Some employers said that they accept a CV at the initial stage and then if the 

candidate is successful at either a pre-screening stage or at an interview they are 

asked to complete a more comprehensive application form (8 mentions). 

 
Three in ten employers (30%) have a question/s in their application process that is 

designed to eliminate candidates prior to the shortlisting process. Examples of 

questions that exclude candidates are: 

▪ not having a driving license if driving is essential to the role (10 mentions) 

▪ some posts have minimum experience criteria (8 mentions) 

▪ why they want to work in care (4 mentions) 

▪ enhanced DBS checks (3 mentions). 



29 

Skills for Care, Recruitment and retention in adult social care: secrets of success 

 

The most important thing a social care employer can do to recruit the right 

people 

Finally, whilst acknowledging that the best recruitment processes require a 

combination of many factors, we asked employers to describe the most important 

thing a social care employer can do to ensure that they recruit the right people to 

work for their organisation. The results of this question are illustrated in the Word 

Cloud below: 
 

 

 
Establishing that candidates have the right personal attributes, motivation and 

values topped the list (34 mentions). Employers spoke about establishing how 

candidates relate to other people, about their need to be sensitive and empathetic 

in their role and to maintain dignity for the people they are working with and having 

a genuine passion for working in a caring role. 

 
Knowing the type of person that you want to employ is a great starting point, but 

this needs to be tested through a robust recruitment process (32 mentions). 

Specific mention was made of clarifying your expectations of the work involved so 

that both parties are clear on what is expected (16 mentions), taking up references 

and ensuring candidates pass DBS checks (14 mentions), as well as tailoring job 

adverts (5 mentions). 

 
Take time with recruitment (7 mentions) to ensure that you find the best candidate 

for your vacancy and, where possible, observe and interact with candidate, ideally 

with the involvement of people who need care and support and their families (12 

mentions), this should help to ensure that candidates are matched to the work 

available (5 mentions). Some employers spoke of offering a trial period and others 

of the support they offer throughout the induction and probationary period (6 

mentions each). 





31 

Skills for Care, Recruitment and retention in adult social care: secrets of success 

 

“Openly invite all applicants to a meet and greet before any shortlisting as we 

http://www.skillsforcare.org.uk/WDF
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Continuous professional development is ensured through group knowledge sharing

 

sessions (69%) and professional development time (50%). 11 employers said that

 

this was managed through the supervision and appraisal system or via their in

- 

house

 training manager or bespoke CPD tracking system.
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Unsurprisingly the majority of comments in response to this question were related 

to providing training and investing in staff. There were 64 mentions of ensuring that
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Improving retention 

We asked if organisations had tried various activities that could potentially 

positively impact upon staff retention. 

 
The majority of employers had seen a positive impact on staff retention as a result 

of investing in learning and development, embedding the values of their 

organisation and celebrating the organisation’s and individual achievements (94%, 
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Signed up to the Social Care 

Commitment 
44% 12% 43% 

Offered an I Care…Ambassador 

service 
13% 8% 79% 

 

We then asked if organisations offer various benefits and incentives to their 

employees and if so, whether they believe they make a difference to staff 

commitment. 

Reflecting the emphasis on learning and development in previous sections it’s not 

surprising to find that this topped the list of benefits that employers felt make a 

difference to staff commitment (87%). This was followed by offering flexible shift 

patterns (81%) or set shift patterns (63%); clearly different shift patterns suit 

different employers and types of employee so both can prove 
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http://www.nmds-sc-online.org.uk/The%20State%20of%20the%20adult%20social%20care%20sector%20and%20workforce
http://www.nmds-sc-online.org.uk/The%20State%20of%20the%20adult%20social%20care%20sector%20and%20workforce
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“Treat staff with respect… [We call our staff] ‘care professionals’ rather than 
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3.5 Recruitment circumstances 

 
Employers often tell us that their recruitment and retention issues are related to 

specific circumstances. We therefore took the opportunity to explore these issues 

with employers who overall have positive recruitment and retention rates. 

 
The table below shows how many employers said that the various recruitment 

issues affected them, either positively or negatively. It has been ordered by the 

number
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“Staff send us their availability and times they wish to work and we try to 

accommodate this as much as we can. We also have regular shift patterns so 

everyone knows what they are doing one month ahead.” 

(Domiciliary care provider) 

 
“Although the service delivered is 24/7 we recognise that staff members need to 

have a good work/life balance so we negotiate shift patterns to fit around 

outside commitments where possible and practicable.” 

(Orchard Vale Trust, Residential care provider) 

 
Pay (mentioned by 79% of employers) 

Whilst there’s evidence that many other factors influence recruitment and retention 

there’s no getting away from the fact that, for some employees, pay will influence 

their decision to join, and stay with, a social care employer. Many employers 

reported that they pay slightly above the National Living Wage, with some also 

offering further incentives for working unsociable hours or when staff obtain higher 

qualifications. NB: Local pay levels and benchmarks can be obtained via the 

National Minimum Dataset for Social Care (NMDS-SC).21
 

 
Career progression opportunities (mentioned by 72% of employers) 

Promoting career development opportunities that exist within the sector contributes 

to improving perceptions of working in adult social care as well as encouraging staff 

retention. The most successful employers are likely to be those who invest in their 

staff and enable them to develop their talent and skills. This can be challenging in 

smaller organisations where opportunities are fewer, but sometimes employers 

have to accept that staff will grow with them up to a certain point, and then move 

on. Where employees remain within the adult social care sector their enhanced 

skills will, of course, continue to be beneficial. 

 
“We believe in training our staff to a very high standard and in assisting them to 

achieve their personal development goals.” 

http://www.nmds-sc-online.org.uk/reportengine/dashboard.aspx
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Competition from other social care providers (mentioned by 64% of 

employers) 

Competition from other social care providers can be difficult for some, especially if 

the competitor can offer higher rates of pay, but employers suggested that there 

are other ways of attracting and retaining staff, including having a good reputation, 
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Additionally employers suggested that the role of leaders and managers in adult 

social care should not be under estimated. They can act as positive role models, 

demonstrating the organisation’s core values in all they do, and enhance the 

reputation of the organisation, both internally and externally. 

 
“We are led by a Chief Executive and Board who are visible and proactive – 

this ensures all staff feel that they are part of something bigger and that we all 

work as one team.” 

(Mind in Furness, Community care provider) 

 
“We have focused a lot on leadership and management with a programme 

running to support the managers at all levels to enhance their skill set to lead 

their local teams.” 

(Independence Matters, Day care provider) 

 
Funding (mentioned by 56% of employers) 

Funding cuts have been felt across the sector, so it’s important for employers to be 

proactive and to ensure that they’re accessing everything that they’re entitled to, 

whether this be through charitable income, government funding, forming 

partnerships with others to bid for funding, accessing Skills for Care funding (such 

as the Workforce Development Fund22) or taking advantage of free training and 

development opportunities for staff. 

 
“Social Care funding has been hit hard so we are having to be as creative and 

innovative with our funds as possible, ensuring we deliver the best service 

possible to our client group. We do actively fundraise (London Marathon and an 

annual golf event).” 

(Orchard Vale Trust, Residential care provider) 

 
Service user profile/s (mentioned by 52% of employers) 

Where organisation’s support people with challenging behaviour it can be difficult to 

recruit staff, even though this client group can be very rewarding to 

http://www.skillsforcare.org.uk/WDF
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“We speak of our clients with dignity, respect and compassion and are proud of 
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4. Key findings from the research with individual 

employers 

 

4.1 Recruiting personal assistants 

 
Attracting and recruiting people with the right values, behaviours and attitudes to 

work as personal assistants (PAs) is vital. In this section we explore the recruitment 

experiences of individual employers. 

 
45% of individual employers reported having no problems recruiting PAs to work for 
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“I have found people through word of the month. I think that if you are able to do 

that it is less stressful and people often only recommend the better people.” 

 
“Ask other people who use PAs to recommend.” 
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Other suggestions relating to overcoming recruitment issues included a greater 

availability of training and of PAs being willing to undertake training (12 mentions) 

and a general suggestion that the role of PA needs to be more widely publicised so 

that people are aware of it as 
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4.3 Retaining personal assistants 

 
Retaining good staff is cost effective and is vital to ensuring continuity and quality of 

care and support. In this section we explore the retention experiences of individual 

employers. 

 
75% of individual employers reported having no problems retaining the PAs that 

work for them. However, 19% said they had ‘some’ difficulty and 6% said they did 

not find retaining PAs easy. 

 

Those who hadn’t experienced problems retaining PAs to work for them were 

asked what they would recommend that others could do to replicate their success. 

 
For some the crux of retaining staff is getting the recruitment process right in the 

first place (42 mentions). Individual employers spoke about the benefits of taking 

time to get the right people in place. Related to this was the reiteration of the need 

to be clear about your needs from the start (27 mentions) and, for many, employing 

people that you already know (56 mentions). 

 
The remainder of the suggestions for successfully retaining staff all fall under the 

umbrella term of ‘being a good employer’: 

▪ ensure that you have good lines of communication (59 mentions) 

▪ treat your PAs with respect (58 mentions) 

▪ be flexible (49 mentions) 

▪ create a positive working relationship (39 mentions) 

▪ pay well and on time (26 mentions) 

▪ create a pleasant working environment (12 mentions) 

▪ show your PAs that you appreciate them (12 mentions) and value your staff 

(8 mentions) 

▪ be supportive of your staff (9 mentions). 

 
“Ultimately you want happy staff, so be reasonable, be kind, be flexible.. 

(for example, to calculate a start time I asked my PA to take her son to school 

then come to work - how simple is that?).” 

 
“I have tried really hard to make working with me and in and around my home a 

pleasant environment and have maintained a simple working relationship with 

both [PAs]. We don’t have contact outside of work, not Facebook etc. I always 

thank them before they leave for their help and apologise if I’ve been short at 

any point with frustration.” 
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workforce was transient because it was viewed as a ‘stop gap’ (i.e. for students 

during their studies).
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5.2 Recommendations 

 
Adult social care employers 

http://www.skillsforcare.org.uk/Documents/Topics/Digital-working/Information-sharing-for-social-care-employers.pdf
http://www.skillsforcare.org.uk/Finding-and-keeping-workers/Documents/R%26R-strategy-2014-2017.pdf
http://www.skillsforcare.org.uk/Finding-and-keeping-workers/Documents/R%26R-strategy-2014-2017.pdf
http://www.skillsforcare.org.uk/values
http://www.skillsforcare.org.uk/Documents/Topics/Digital-working/Information-sharing-for-social-care-employers.pdf
http://www.skillsforcare.org.uk/Documents/Topics/Digital-working/Information-sharing-for-social-care-employers.pdf
http://www.skillsforcare.org.uk/RandRstrategy
http://www.skillsforcare.org.uk/valuesandbehaviours
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4. The value of investing in learning and develop to ensure that staff stay and 

grown with your organisation. 

 
For further information and support relating to learning and development 

please refer to the learning and development27 section of our website, 

including information about apprenticeships, qualifications and manager 

induction standards. 

 
5. The importance of developing a positive working culture that values and 

listens to staff. 

 
For further information and support relating to developing a positive 

workplace culture please refer to our Developing a positive workplace culture 

toolkit28.

http://www.skillsforcare.org.uk/Learning-development/Learning-and-development.aspx
http://www.skillsforcare.org.uk/culture
http://www.skillsforcare.org.uk/culture
http://www.skillsforcare.org.uk/learning
http://www.skillsforcare.org.uk/culture
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Skills for Care 

West Gate 

6 Grace Street 
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Telephone: 0113 245 1716 

Email: info@skillsforcare.org.uk 

Web: www.skillsforcare.org.uk 

mailto:info@skillsforcare.org.uk
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