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ABSTRACT

Attempting to entice individuals to choose a profession in social work has been a struggle in Wales, and over the past five years the recruitment as well as the retention of social workers has become an issue high on the National Assembly for Wales’s agenda.  Numerous reports have been commissioned by them on the subject in the endeavour to increase the number of social work students and entice those already in post to remain there.  It has become apparent that more and more Welsh social services departments are now turning to recruiting from overseas to fill this shortage of social workers but can this be a long-term solution?

The study uses both primary and secondary data.  The primary research, derived from semi-structured interviews was with a sample of eight local authorities personnel identified as suitable interviewees due to their experience in the field of the topic.  They were asked 25 questions to gain a better insight into their individual situation and to assess whether overseas recruiting is the way forward.  

The results illustrate that recruitment and retention of social workers is still a big problem in Wales, and while nearly half of the Welsh local authorities currently recruit from overseas, it does not seem to be the best option at the moment.  This presumption could be a little premature however due to the fact they have only begun to recruit from overseas during the past few years and it may be too soon to gain long term results yet.  

The study concludes that while organisations are currently working together to try and resolve this issue, the fruits of their labour will not be visible for some time.  More work is needed with the National Assembly for Wales’s support to ensure that social work is seen as a professional, highly regarded vocation that individuals will want to enter and remain, and not one that they wish to leave.

CHAPTER 1 - INTRODUCTION

Look in any jobs supplement of any newspaper and you will find an abundance of advertisements for social worker posts.

Recruitment and retention of social workers has been a major obstacle in the UK for some time and during the last five years, numerous reports have been written on the recruitment and retention of social workers in Wales.  The commencement of active research into this subject derived from the social services White Paper for Wales: Building for the Future (1999), which was a result of the establishment of the National Assembly for Wales (NAFW).  The White Paper set out NAFW’s vision of social services in Wales and gave guidelines on how to manage its efficiency.  The paper acknowledges an ageing Welsh demography and recognises that a new strategy has to be implemented in order to manage this change.  

There are many social care organisations that have been established in recent years in Wales to work with employers to help address this issue, currently the Association of Directors of Social Services in Wales (ADSS Cymru) and the Care Council for Wales (Care Council) are two of the main organisations.

The Care Council was established in October 2001 and it replaced the Central Council for Education and Training in Social Work (CCETSW).  CCETSW was a non-departmental public body established in 1970 and it derived its powers from the Health and Social Security Adjudications Act (HASSAA) 1983.

CCETSW’s functions, ordained by Statute and agreed with the Government, was to promote and approve education and training for social work and social care staff in the personal social services throughout the United Kingdom.  CCETSW worked closely with employment groups, user groups, contacts within educational and professional institutions in the statutory, voluntary and private sectors of the personal social services to fulfil this function.

In June 1998 CCETSW was awarded the licence by the Department for Education and Employment to operate as the national training organisation for the social care sector – Training Organisation for the Personal Social Services (TOPSS).  CCETSW Cymru, in its TOPSS role, had the responsibility for developing and refining occupational standards and for overseeing the strategic planning of education, training and qualifications for the sector in Wales.

In March 1999 the then Secretary of State for Wales, the Rt Hon Alun Michael MP produced a White Paper that outlined changes to the social care sector in Wales.  This was the beginning of the Care Council for Wales.

‘We will…. create a new statutory body called the Care Council for Wales/Cyngor Gofal Cymru to regulate the social care workforce…’

NAFW (2000:28)

The Care Standards Act 2000 soon followed and set down the legislation for the Care Council and its sister organisation, the General Social Care Council in England.  Around the same time similar legislation was presented in Scotland ‘Regulation of Care (Scotland) Act 2001’ for the Scottish Social Services Council (SSSC) and in Northern Ireland ‘Health and Personal Social Services Act (North7ern Ireland) 2001’ for the Northern Ireland Social Care Council (NISCC).

The Care Council for Wales “…will maintain a register of (a) social workers and (b) social care workers of any other description specified.  There shall be a separate part of the register for social workers and for each description of social care workers so specified”.

NAFW (2000:28)

The primary purpose of the Care Council is to secure high standards of conduct, practice and training across the social care workforce.  It is the first ever regulatory body for the social care profession in Wales providing a unique opportunity to make a real difference to safeguarding people who receive social care services in Wales.

This is to be done in two ways i) workforce regulation ii) workforce development.  

Social workers have long argued for regulation, and the new register will be an important landmark in the development of the social care sector.
The essential purpose of registration for the social care workforce is to enhance protection of the public, including those who use services, and increase public confidence in social care.

With around 70,000 social care workers to register in the coming years, the Care Council’s aim is to ensure that children and adults who are receiving social care services can rely on a workforce that is ‘properly trained, appropriately qualified and effectively regulated’.  The register should increase the protection of service users and carers, ensuring they are aware of the standard of service that can be expected from social care workers.

Workforce development works closely with social services departments and other social care organisations to ensure that social work students obtain a high level of training in their courses and to promote social care work as a profession.

It is therefore only in the past four years that recruitment and retention issues have been properly addressed by organisations such as the Care Council, but at last it is being recognised that it is a major difficulty not only in Wales but across the UK.  

More and more local authorities across the UK are recruiting overseas-qualified social workers because of the shortage of newly qualified social workers in the UK.  Such is the demand from employers, that employment agencies are employing people specifically to recruit social workers from overseas.  

The first part of this dissertation seeks to identify whether recruitment and retention of social workers is not only an UK issue, but also an international issue and compare the situation in those countries with the situation in the UK and most importantly, Wales.  The second part seeks to identify whether recruiting from overseas is as popular as it is perceived and analyse through interviews with Welsh local authorities how popular and indeed successful overseas recruitments have been in recent years.

There are 22 local authorities in Wales, each with its own social services department led by a director and consisting of adult and children’s client groups.  Social workers will normally work in either children or adult client groups.  Client groups are sometimes called services, e.g. children’s services, and both these terms will be used in the dissertation.

On writing this dissertation a conscious decision has been made to incorporate a human resources planning model into its structure and to follow this throughout.  On researching into various different models, the one that struck to be the most appropriate was found in Human Resources in Organisations edited by John Leopold (2002).  In a chapter written by Hazel Williams she describes Bramham’s 4-part framework HRP model (1994), she explains how there are four phases to the framework.  

Phase I is the analysis and investigation, this considers the influence of the internal and external environment, and gives a review of key elements of the organisation, and their impact on corporate strategy.  Phase II looks at techniques to aid the forecasting of the demand for labour and the internal and external supply of labour.  Phase III, planning and resourcing, sets up the key policy areas and offers a range of generic human resource plans.  Phase IV discover ways in which the various plans can be implemented and controlled, with particular emphasis of the role of human resource information system.

On discussing human resources and strategic planning Williams (2002) states that,
“Various external factors…have contributed to the urgency with which the subject is now debated.  Also there is a realisation within organisations of the changing and more ‘flexible’ nature of the workforce and their need to combine diverse careers with their personal lives.”

Phase I has been utilised in the dissertation at Chapter 2 through an extensive research of the social work profession at an international level.  Social work practices in Canada, Germany and Britain have all been studied and analysed to discover whether they hold the same social work issues as identified in Wales.

Regular workforce planning is now being forced upon organisations, as they have to ascertain, among other things, the current state of the external labour market.  Workers are not as committed and loyal to their employers as they were decades ago and employers need to be able to offer the best packages for their employees to ensure that they remain under their employment.

As well as analysing the external labour market, it is just as important to analyse the internal market.  This is a review of the make-up of employees, actual numbers overall and in different areas of the business, age, skill and demographic profiles of employees and to analyse the labour turnover and absence analysis for all types and levels of employees.  This analysis provides a baseline from which planning for human resourcing can begin.  According to Williams (2002) most organisations undertake this type of analysis to some degree, but not usually to the depth needed to elicit useful and meaningful information.  

“Often employee turnover figures are discussed for the organisation as a whole, which does not expose particular problem areas with regard to recruitment or retention of specific skills or jobs.”

Williams H. 2002 cited by Leopold J.  (2002:39)

Phase II includes the external supply of labour factors, which Williams state is necessary to review.  The four labour factors mentioned are, economic, demographic, organisational and general factors.  Williams goes on to explain that these factors are not generally examined in depth unless an organisation is considering relocation to a new area or diversification into a new range of products or services.  As local authorities in Wales are looking beyond the national labour market to recruit internationally this model has been chosen as one to weave throughout this dissertation.  

Parts III and IV are not mentioned directly but are referred to in the conclusion and recommendations of the dissertation.

Three main reasons for adopting this model are:

1.  The need for HRP in the recruitment and retention of social workers in Wales.

2.  Enables the researcher to go beyond the UK and look at overseas recruitment and retention.

3.  It deals with issues that are relevant to recruitment and retention e.g. demography, culture and organisation.

‘In order to be effective a strategic human resource plan must recognise the constraints of the external and internal environment and provide a useful and managed link between strategic corporate plans and strategic human resourcing.’

Williams H. 2002 cited by Leopold J. (2002:25)

Aims and Objectives

Aim 

To look into why there is a shortage of social workers working in Welsh local authorities, and why employers look overseas to fill these vacancies.

Objectives

· To investigate why some local authorities actively recruit overseas-qualified social workers and analyse what affect this may have on the profession in Wales.

· To investigate the differences between overseas and UK social work recruitment and retention issues.

· To identify what are the current incentives of becoming a social worker in Wales.  

· To explore what can be done to recruit home grown social workers and retain them in the profession.

CHAPTER 2 - EXTERNAL SUPPLY OF LABOUR FACTORS

In order to gain a more in-depth insight into recruitment and retention issues of social workers, a comparison has been made throughout the first part of this dissertation between the labour market not only in Wales and Britain, but also in Canada and Germany.  These two countries have been chosen because of the popularity of social workers from these countries to register to work as social workers in Wales.  According to the Care Council, these are the two most popular countries where registrations have been granted compared to all other overseas countries.  Figures from the Care Council show that of the 131 overseas applications to work as a social worker in Wales, 35 of them have been from Canada, while 33 have applied from Germany (Care Council for Wales March 2006).  It therefore poses the question whether Canada and Germany also face the same amount of difficulties in recruiting and retaining their social workers as we do in Wales?

Economic

There are many economic factors that influence today’s workforce.  Up until the late 1970’s, public sector employment in the United Kingdom was thriving and the number of employees employed by the public sector peaked in 1979 at 7.5 million.  Figures fell steadily from then on and up until 1998 to just over 5 million employees, which made 18% of the total employment in Britain.  In recent years, public sector employment, as a proportion of the total workforce, has declined through a combination of an increase in the total size of the nation’s workforce and a reduction in public services employment.  

In 1961, 5,859,000 people were employed in the public sector compared with ONS Economic Trends figures of June 2001, which showed that the total number of employees working for the public sector was 5,783,000 in 1992, falling to 4,944,000 in 1998.  The following two years showed an overall increase in employment to 5,093,000 in the year 2000, although certain departments within the public service still had trouble recruiting and retaining their staff.  However, the above figures cover only direct employees of the public sector, as there are a number of other groups engaged in the delivery of public services that are classified to the private sector and they account for two thirds of the one million people working for personal social services.

One in five employed Canadians worked in the public sector in 2003, compared with one in four in 1976.  The size of the public sector shrank from 1993 to 1998 as a result of cutbacks in the number of civil servants at all levels of government.  Since 1998, most of the growth in public sector employment has been in education and health care and social assistance.  In 2003, 3 million people were employed in the public sector.  The German public sector employs around 365,000 workers, and it is the biggest employer of social workers.

Since the 1970’s, the scope and management of public services in Britain have changed radically, largely due to externally and politically driven Conservative administration with their belief in the superiority of markets over politics, and private management over public administration.  They argued that the private sector was the wealth creating sector and that the public sector was a drain on natural resources, Conservative governments throughout the 1980’s and 1990’s sought to reduce and transform the overloaded inefficient and unresponsive bureaucratic state into a mature, enabling customer oriented and value for money organisation.  The transfer of services out of local government e.g. higher and further education in 1988 and 1992 respectively and a sharp fall in the number and proportion of manual workers due to Compulsory Competitive Tendering together with new technology saw further decline in the number of public sector workers (Farnham D., Horton S 2000).

Prowle (2000) also suggested that the last 20 years has seen immense changes in the UK public sector, and this is because of three main types of change that has occurred.  The first being the separation of service policy along with purchasing and service provision, secondly the mix of public sector and private sector service provision, and thirdly organisational simplification.

Statistics Canada (2003) conducted a survey of 10 worldwide countries including European and Asian continents, and found that Canada had the highest employment rate of the 10 countries examined.  This is the first time Canada has ranked top among these countries since international comparisons were first compiled in 1960.  From 1996 to 2003, Canada's employment rate increased by almost 4 %.  France, Italy, Sweden and the United Kingdom all saw rises of 2% to 3 %.  However, employment rates fell in Japan (-3.8 %), Germany (-1.1 %) and the United States (-0.9 %) during this period. 

The same report places Canada's unemployment rate in the middle of the pack in 2003: France, Germany and Italy had the highest rates and the Netherlands, the United Kingdom, and Japan posted the lowest.  Over the period 1996 to 2003, Sweden, the United Kingdom, Italy and France saw the largest decreases in unemployment rates, ranging from 3 to 4 %.  The Netherlands, Australia and Canada saw declines of 2 %.

The growth of employment in Germany in the period between the end of the Second World War and its reunification was a real success story.  In the years from 1970 to 1991 total employment in the former territory of the Federal Republic of Germany increased from 26.6 million up to over 31.1 million (Federal Statistical Office (FSO) 2003).  Since Germany’s reunification in 1989 and the economic effect it had on the country as a whole, its labour market trends has not been spectacular.  The number of people in employment in Germany in 2002 slightly declined from previous years for the first time since 1997.  Growth rates had ranged between 1% and 1.5% in the years before, but the growth rate for 2002 was only 0.7%.  

The Royal Institute of Chartered Surveyors (RICS) (2005) reported that the German economy had faced bad news on several fronts since the turn of that past year.  They say that commercial outputs fell towards the end of 2004, confirming that the German economy had once again weakened, mainly because of a rising Euro against the US Dollar and a modest slowing in global growth.  However, they also reported that the labour market had been demonstrating a mild positive trend, with 240,000 jobs created in 2004, which was the country’s first increase since 2000.

A social worker’s salary varies not only in different countries, but also within different regions of the same country.  The average earnings of a full time social worker varied from just over $35,000 (just over £16,000) in Newfoundland and Labrador to over $56,000 (about £27,000) in Yukon.  These variations exist among many UK regions also, with average earnings in Wales ranging from just over £20,000 to £33,000 (NAFW 2005).  We can see here large variations between social work salaries between the two countries, although this does not necessarily mean that British social workers are paid more in comparison as other factors need to be taken into consideration, such as the strength of the economy at a particular time and the cost of living in those countries.  Social worker salaries do vary in Germany, but not between regions, rather with the age of the worker.  The older the worker the higher their salary, it averages between 32760 euros and 42600 euros per year (between £22,500 and £29,200).  It seems therefore that German social workers are paid similar to British social workers, thus one can only assume that they choose to work in Britain over their home country for reasons other than pay.

The nursing profession has always been a popular avenue for immigrants to work in, especially with the shortage of medical staff that was present in the UK at the turn of the century as previously mentioned.  Today, the Nursing and Midwifery Council (NMC) that regulates nurses and midwifes has an extremely busy overseas registrations department.  Their website claims that ‘overseas nurses and midwives play an important role in health care provision in the UK and the number of registrants outside the EU on the NMC register has grown substantially reflecting this’ www.nmc-uk.org.  According to the website, from April 2004 to April 2005 the NMC received 69,173 requests regarding information on the application process and during the same period the NMC’s overseas assessment team considered and made decisions on 53,440 applications.  At March 2006, the Care Council in comparison has registered 124 of the 131 applications received from overseas applicants, but this number is growing steadily each month.

To address the recruitment and retention issue, many Welsh local authorities choose to recruit overseas-qualified social workers.  Some of these workers may already be living in Wales, but more and more authorities seek the assistance of employment agencies to go overseas and actively recruit social workers on their behalf.  There are many and varied reasons why social workers would undertake such a major upheaval.  Some choose to move on retirement then find themselves working again in that country, but many individuals choose to emigrate because of the prospect of better employment and working conditions in other countries.  Britain has been a popular country for people to migrate to, especially since the opening up of the European Union (EU) in the 1970’s, and it is still as popular, if more so today as the EU continues to grow.

In order work as a social worker in the UK, you must register with one of the four regulatory bodies in each country, depending on the country where you wish to work.  While it is a mandatory requirement for all social workers to register in the UK, the registration process for overseas social workers is slightly different to those qualified in the UK.  

It is more difficult for individuals coming from non-EU countries to work in the UK.  As the United Kingdom is part of the EU, regulations have made it simpler for those living in other EU countries to emigrate and settle here to work.  In fact people from the European Economic Area (EAA) do not need the UK Government’s permission to work here, while individuals from non-EEA have to apply to the Government for a work permit or working visa before they can take up employment in the UK.  A work permit can take months to obtain and can be a real obstacle for individuals that have already secured work in the UK to emigrate and start their new life.  While EEA individuals can emigrate to the UK before securing employment, those from outside the EEA must find work before they arrive, and that is a condition of their work permit.

Demographic

The UK’s demography has also taken its toll on recruitment and retention in general.  The proportion of employees under 34 years old was almost equal to those aged 45 and over in 1993.  Today, those aged over 45 outnumber those aged under 34 by one third.  We are an ageing population and this trend is set to continue for the foreseeable future.

Twenty years has nearly passed since reunification occurred in Germany, but there are still differences to be seen between the old Eastern and Western parts of the country, with 46% of women aged over 15 years in employment in the old Western part of the country compared to 44% in Eastern part.  The same pattern can be seen amongst the men, with 61% and 53% employed aged over 15 years respectively.

According to the 1996 Canadian Census, 70.6% of social workers were women, and 64.7% were in the 35-54 age group.  UK figures showed that in 2002, women accounted for 62% of the public sector workforce, and that more than 75% of all staff in the health and social services professions were women.  Interestingly, the number of women decreased in more managerial positions, with men being the most predominant gender when it came to high-level decision making positions.  (HM Treasury 2002).

In Canada, the Northwest Territories produced a recruitment and retention plan to try and address the problems they faced in attracting workers into the health, nursing and social work professions.  Statistics Canada reports that the large baby boom generation of 1946 - 1966 is approaching retirement age from 2005 to 2020, and will leave the profession.  As there were low levels of births in Canada during the late 1970’s and early 1980’s, Statistics Canada predicts a continual decline in youth as a percentage of the population up to 2021 and therefore a reduced supply of new labour market entrants over the next decade.  As a result, fewer young people are expected to enter the workforce to take the place of retirees.  In 2001, there were 2.7 people aged 20 to 34 in the labour force for every participant aged 55 and over, down from 3.7 in 1981, (Statistics Canada).  

The same pattern seems to be emerging in Germany as we see in the UK and Canada with low fertility rates and rising life expectancy leading to falling population levels and a significant ageing of the overall population.  RICS predict that the ratio of retired persons over the age of 60 to that of those of working age will rise from today’s 44:1 to 78:1 by 2050.  This will have a major affect on the German labour market and its employment rates, which will pose a problem to all employers when trying to recruit and retain staff.  The Organisation for Economic Co-operation and Development (OECD) however has identified another potential issue with the German workforce, it seems that more and more Germans retire well in advance of the statutory retirement age of 65.  OECD implies that unless this situation changes, Germany could face labour shortages, a slowing of economic growth and worsening public finances (OECD 2005).

Women in employment have dramatically increased by more than 1.7 million between 1995 and 2002 in Germany, and at the same time the share of women in overall employment has been constantly growing during the same time period (Federal Statistical Office (FSO) 2003).  

In January 2001, Jane Hutt the then Minister for Health and Social Services announced that she would set up a Task and Finish Group in response to concerns being expressed about recruitment and retention in the social care workforce in Wales.  This group would bring forward recommendations that would allow the sector to put a strategic framework in place to tackle these concerns.  The group was quickly established and had to report back to NAFW by Easter of the same year.  

At the point of publishing this report in 2001, well over 100,000 people were at any one time receiving support from social services authorities throughout Wales (NAFW 2001:3) and with an ageing population this was certain to increase.  Members of the group found that the workforce would continue to grow.  In 2001 there was over 70,000 staff in the social care sector, 53% of these working in the private and voluntary sector.  There had also been a 16% increase in the size of the workforce over the previous five years with a predicted growth of 2%-3% per annum until 2006.  The same workforce pattern emerged in Wales in 2001 as it did in Canada, Germany and Britain with the majority of the workforce being women.  60% of the workforce was over 35 years of age.  The report also recognised that the sector had to compete with other employers for staff and resources because of its diversity and complexity (NAFW 2001:5).

Organisational

In many public sector organisations, there has been a requirement to separate the policy making function of theory from that of actual service delivery.  For instance in local government for certain specific services e.g. leisure and waste collection, the relevant local authority department would define what types, volume and quantity of service should be provided, but the actual provision of services might be provided by a separate contracting unit of the council.  There are also clear trends within the public sector of simplification of the organisational structure within a particular sector, such as reducing local government from a two-tier structure to an unitary structure in many parts of the country.  Some departments have merged i.e. Employment and Education, while other departments have separated i.e. Health and Social Security.

There seems to be a common perception that workload is high in public sector employments and that morale is low as a result.  A CIPD (2005) survey dismissed this myth by showing that job satisfaction was higher in the public sector than in the private sector.  However, public sector employers still face difficulties in recruiting and retaining their staff, and the situation has deteriorated for certain groups recently such as Environmental Health Officer, Trading Standards Officers and Occupational Therapists to name a few.  Particular concern has been raised about the shortage of Benefits Officers and Social Workers, with the recruitment of these groups of workers being particularly problematic with 82% and 74% respectively reporting difficulties (HM Treasury 2002).

EKOS Research Associates in their June 2001 survey ‘Public Service Renewal: Views from Within and from the Outside’ tracked public opinion regarding the work of all levels of the Canadian Government over the years, and found that public services suffers from a negative image.  Recruitment and retention in the public sector is therefore not only an UK problem, but apparently, it seems an international issue.  

Although there is a shortage of social workers in Britain and Canada across all client groups, the main problem of recruiting and retaining staff is increasingly so under the child care profession in both countries.  Inquiries such as those to Victoria Climbie’s death (2001) and the bad press suffered by social workers working with cases such as these do not help matters.  Decreased levels of job satisfaction among both direct service and supervisory staff, potentially lead the social workers to other professions, mainly because of the poor working conditions and the high workload expected from the workers.  CWLC (2002) suggests in their report, that ‘there is little glory left in the profession with workers often receiving negative publicity from the media and little recognition for an extremely complex job.’  The public never hear of a situation where a social worker has been successful in their work.

“A shortage of trained, competent child welfare workers is hampering the ability of organisations and governments to build the organisational capacity needed to deliver high quality services.”

Anderson and Gobeil (2002:2)

Similarly, workloads of UK qualified social workers have grown considerably and the Convention of Scottish Local Authorities (COSLA) report ‘Caring for the Future’ (2002) suggested that a heavy workload is one of the main reasons why people choose not to remain in the profession.  The report also stated that recruitment is low across all sectors of the social care workforce.  It reported that course intake was down and therefore a shortage of graduates has led to a significant vacancy levels for qualified social workers.
There are currently no recruitment and retention difficulties in Germany in the professional sector.  There, social work is a highly regarded profession similar to teaching and there is in fact a surplus of 122,000 unemployed people who are qualified in the social professions, i.e. teachers, social workers, health workers.  50,000 of these unemployed people are qualified social workers.  This may be why the Care Council registers so many German social workers to work in Wales.

Another key issue of staff leaving the profession is stress, which in no doubt is because of the heavy workloads put upon them.  Some managers are unsupportive because of the huge pressures they face themselves and about a lack of appreciation for the demanding work undertaken, (Thompson, 2004).

One of the outcomes of the Task and Finish Group mentioned earlier, was a series of meetings between Directors of Social Services in Wales and heads of local authorities’ corporate human resources function to discuss workforce issues.  The group recommended that there should be a stronger link between the human resources departments and social services departments, and by working together to create a recruitment and retention strategy they could minimise the sector’s staff shortage.  This recommendation led the way to a number of action points that resulted in two particular valuable reports that tried to tackle recruitment and retention difficulties.  One was NAFW’s human resources planning guidance ‘Planning for Caring’.  

Its aim was to ‘give employers a clear framework upon which to base their human resource planning which will allow providers of care to recruit and retain quality staff who can provide the quality social care services we all wish to see in Wales.’  Jane Hutt, NAFW (2003:foreword).  

Respondents welcomed the human resources guidance and considered it to provide a comprehensive framework within which employers could tackle the recruitment and retention difficulties they face.  It not only gave guidance on how to address the difficulties, it was also designed to be used as a human resources tool to identify and monitor these difficulties.  The Social Services Inspectorate for Wales (SSIW) who led on the report would expect each social services department in Wales to use the document and they would request annual statistics on their findings.  This function has now been passed on to the Care Council.

The guidance is designed to support planning with a purpose, it has to support the delivery of high quality social care services throughout Wales.  Language is therefore an important factor that needs consideration.  The Welsh Consumer Council’s report ‘Welsh in the Health Service’ (2000) highlighted certain groups such as older people, young children, people with learning difficulties and those with mental health problems, where it was particularly important that the services were delivered in their preferred language, which could be Welsh (NAFW 2003).  Service providers therefore have to ensure that they have the capacity to respond to service users’ needs in Welsh.  

The Garthwaite Report also refers to this issue and finds that there are particular problems associated with recruiting social workers who are able to deliver services through the Welsh language  (NAFW 2005b).

Morale and image of the sector is also addressed in Planning for Caring, and this theme seems to run through the social care sector in each of the countries mentioned in this paper.  The Garthwaite Report (2005) also found issues with low morale and also found evidence that many social workers feel undervalued, not only with dissatisfaction over pay but also with working conditions and levels of employer support such as supervision and good accommodation  (NAFW 2005b).  

According to Planning for Caring, many employers have noted unfavourable perceptions of the sector in the minds of potential recruits.  In order to deal appropriately with this, good human resources plans need to consider quantitative measures, i.e. the number of social workers needed etc as well as qualitative measures i.e. do people feel valued in the sector?  Etc.  Only by doing both can the sector begin to understand what is needed in order to successfully recruit and retain their staff, and the provision of up to date and accurate workforce information is critical for the planning process locally, regionally and nationally (NAFW 2003:10).  Planning for Caring is a very good start to assist social care human resources departments on how to provide this information by insisting that they understand and plan what their needs are anticipated to be in the medium term, such as over the next five years.

Earlier we saw that the public sector is having to re think its working pattern by offering more flexibility to its employees.  Planning for Caring also recognises this need and suggests job shares, term time working and annualised or monthly working hours contracts.  It also suggests that all employers should undertake detailed exit interviews in order to ascertain and understand why people are leaving the post.  This information will then form a basis for the human resource planning, and each employer should have contingency plans for unexpected departures.

Another outcome of the Task and Finish Report (2001) was the publication in 2005 of Social Work in Wales: A Profession to Value (referred to as the Garthwaite Report) commissioned and published by NAFW.  This report took two years to complete and was motivated by ‘concerns that inadequate pay levels were contributing to social workers leaving the sector, the consequence being that there was an increase in the number of individuals responses by authorities to improve incentives for staff to join or stay with them’, NAFW (2005:11).  

Garthwaite found that three Welsh local authorities (13.6%) were planning to recruit from overseas or/and advertise for posts abroad, while two authorities (9.1%) already used these methods.

By the time the Garthwaite Report had undertaken their research, they found that social workers were one of the largest group of qualified workers employed by local authorities and that the numbers needed by authorities were estimated to grow by as much as 11.7% in the next three years.  A table of the numbers of social workers per employer at 2004 can be seen in appendix 1.  This report also found that there are too many social worker vacancies in local authorities and that the turnover rates were at 14.8% on average across the country (NAFW 2005).  

Around the same time other public service professions were suffering from a decline in recruitment, with teaching, nursing and the police all having to actively recruit for staff.  Social care has an additional headache to these professions created by often adverse and negative press coverage of issues in the sector.  Recruitment campaigns for teaching, nursing and the police were successful however problems still exist with the recruitment of social care staff.  The Task and Finish Group found through its research that recruitment and career development issues were closely linked to the themes of improving the profile and image of the sector (NAFW 2001).

Staff leave the social care sector for a variety of reasons, and it’s important to know exactly where they go and to monitor the trends from the exit interviews as previously mentioned.  Pay and terms of conditions are a major factor with some social workers moving to neighbouring local authorities for higher pay.  However, there is also evidence that many staff leave simply because they do not feel valued enough, that they do not believe that they are adequately supported or supervised in their post, that they do not have the relevant training and development opportunities or because of the lack of flexible working that they need (NAFW 2003).  These are all issues that could be addressed with a detailed human resource planning exercise.  Of course staff will always leave their employment, but there are effective ways of minimising the risk of losing good quality staff that leave for avoidable reasons.

The Garthwaite Report (2005) recognises the need for adequate career pathways from social workers to senior practitioners and managers.  These posts do not always exist in all Welsh local authorities, and where they do, they are not always identifiable as part of a clear career structure (NAFW 2005b).  It is clear from the report that some social workers do not actually leave the profession completely, but rather leave the practicing of social working to become a manager of the services.  

The report outlined 41 recommendations and specified lead or joint responsibility against each one.  Some of these recommendations are already being discussed and lead by the Care Council, however it will take some time before we see a drastic and dramatic change in social work recruitment and retention issues.

One positive way forward to improve the image and professionalism of social workers has been the introduction of the Register of Social Care Workers.  The register opened in June 2003 and from 1st April 2005 Protection of the Title social work was introduced which meant that a person is not able to use the title ‘Social Worker’ unless he or she is registered with one of the UK Care Councils.  The Care Standards Act 2000 states that it is now a criminal offence for a person in England and Wales to, with intent, deceive another:

· take or use the title social worker; or

· take or use any title that implies that he or she is a registered social worker; or 

· take or use any description that implies that he or she is a registered social worker; or

· in any way hold him/herself out as a registered social worker. 

NAFW (2005b:55)

The above also applies in Scotland and Northern Ireland according to their own legislations.

It is hoped that the register will improve the status of social work in Wales and encourage more individuals into the sector, as well as protect vulnerable children and adults from harm.  

Cases such as that of Victoria Climbié and others have made the reason for a UK wide register more pertinent than ever.  Anyone holding the Diploma in Social Work (DipSW) or equivalent can register, and to date over 4,500 social workers are now registered in Wales (Care Council for Wales 2005).  The Care Council also has the power to impose conditions on an individual’s registration, to impose suspension orders and to remove anyone from the register for gross misconduct following committee hearings held independently from the Care Council.  Hopefully the register will give a higher professional status to social workers in the same way as it does for nurses and teachers.

Although Planning for Caring acknowledges that its important for employers in the sector to avoid creating unnecessary competition within the sector, it also encourages competitive terms and conditions with what is available elsewhere, and supports the need not only for competitive salaries, but also other remuneration such as holidays, overtime and so on (NAFW 2003:26).  However the Garthwaite Report (2005) strongly opposes this position and stresses that each authority in Wales must be working together, not against each other by offering the same salary scales for all and equivalent terms and conditions.  Currently there are 22 different pay and benefit packages for qualified social workers, but is this difficult to justify and unworkable in the existing labour markets?  The Garthwaite Report (2005) believes that competition could be detrimental to the survival of certain social services departments in Wales.

Another useful document and a valuable tool for social services departments was the publication in 2005 of ‘Sharing the Learning’.  This report collated all the emerging themes and issues that came from Planning for Caring and was the result of the human resources statistics collected from each Welsh local authority as requested in the first report.  

Sharing the Learning runs through each chapter of Planning for Caring and informs the reader what local authorities are doing or have done to address specific issues in those chapters.  For example under ‘Grow your Own’ as will be mentioned in more detail later, it states that, ‘Torfaen is growing the pool of local social care and administration staff by working in partnership with Torfaen Training to develop training opportunities for NVQ candidates’.  (NAFWa:16) Local authorities can then look at what is being done elsewhere and gain knowledge and information from other colleagues and share their best practices.

General

It seems that the competition to recruit and retain health and social services professionals in Canada is intense and requires a focused and determined effort.  The Department of Health and Social Security and the seven Canadian Authorities continue to work together with employees, unions and professional organisations to identify, develop and implement initiatives that will support the retention and recruitment of health and social services professionals.  Their Government has a long-term recruitment strategy that includes bursary and employment programs that target the younger generation, which has been successful in recruiting the young.  

In Britain, the recruitment and retention of social workers is high on the Government’s agenda, with each country looking into what can be done to ease this problem.  As with Canada, the UK has introduced a Bursary scheme to attract young people to train as social workers.  This has proved very successful to date with the numbers of students entering the social work programmes increasing by more than a third between 2000 and 2003, (Community Care 2004).  It still remains to be seen whether both Canada and Britain will be able to influence these young students to remain in the sector for the long term.  Bursaries aren’t offered in Germany, but students of poorer families can apply for a governmental bank credit called BaFÖG which covers students’ cost of living while studying.  Studying is currently free in Germany, however discussions have now begun regarding charging students a fee per semester for the privilege of studying (www.arbeitsagentur.de).

It is evident from the Garthwaite Report (2005) that social workers need effective supervision, coaching and mentoring, especially in their early years of their career.  Newly qualified social workers in Northern Ireland undertake a probationary year as their first year, where they receive continued support and supervision by their employer who ensures that they do not undertake cases that may be out of their depth.  

NAFW has been encouraging social care employers to ‘grow their own’ appropriately skilled staff, particularly at more senior levels where qualifications are important and expected of them.  Local authorities offer a range of benefits to their staff such as secondments to study for the social work degree or bursaries or financial assistance to study outside working hours.  By doing this they are securing their workforce and giving them the opportunity for stability and job security for the future.  NAFW gives each social services department an annual grant of £30,000 to spend on training, each authority is then required to report back to the Care Council at the end of each year outlining their five year workforce plan and giving a breakdown of where the grant has been allocated in relation to training.  

Social work training is a burning issue that is slowly being addressed.  The recognised qualification for social work used to be the Certificate of Qualification in Social Work (CQSW) from 1971 to 1991.  In 1991 this was changed to be the DipSW, the DipSW is a 2 year full time undergraduate course that can only be undertaken by students 21 years or over.  The profession as a whole was seen as one that could not be done by anyone younger than that age because of the complexities it carried and the sensitiveness it required.  This posed a problem as school leavers were not encouraged to think about a profession in social work, and if they did it was a career as a care worker such as a residential or day care assistant.  The then Welsh Office in 1999 examined the structure of social work training and concluded that a review of the content of the DipSW was needed.  This happened as a joint venture between the four UK countries and JM Consulting Ltd and they concluded that there was a strong case for change and recommended that ‘training should be over three rather than two years and be at degree level’  (NAFW 2001:20).  The first intake of degree students undertook their course at a choice of two Welsh universities in September 2004, and the courses were offered to students from 18 years upwards.  There are now five Welsh universities that offer the BA Hons or MA and the DipSW is being phased out.

The Garthwaite Report (2005) found that there is a great deal of interest in training to become a social worker, and that universities do have the capacity to train more students.  Local authorities however, do not have the capacity to successfully manage more practice learning opportunities despite positive contributions in terms of guidance and funding from the Welsh Assembly Government (WAG).  

‘There is a need to introduce more innovative methods of practice learning and provide additional funding to accelerate traineeship to combat the recruitment/retention difficulties which are preventing the growth placements’.

NAFW (2005b:21)

A BBC News article published in January 2005 describes how one Welsh local authority actively recruits Canadian social workers.  Denbighshire County Council has suffered from a shortage of social workers, and found it difficult to recruit experienced staff from Wales.  They decided to place advertisements in the Canadian national press last year and seven social workers were recruited as a result.  The article claims that social workers were recruited from Canada because their training and qualifications gained are similar to those in the UK.  One of the new recruits was quoted to say that ‘the differences have been primarily more around policy, around procedures, how things are done here’.

The registration department must follow one of two EU directives when processing overseas application forms.  The first directive is 89/48/EEC (Fist Diploma Directive) and covers regulated professions requiring at least three years at an university of higher education establishment plus any professional training required to practice the profession.  At present this directive does not apply to the social work profession as the qualification in the UK is currently still recognised as the two year DipSW, although as mentioned this is being phased out and replaced with a three year degree.  The Care Council currently works with the Second Diploma Directive 92/51/EEC that covers education and training relating to professions regulated below degree level.  This directive has a number of levels of recognition ranging from post-secondary courses of less than three years, to short vocational courses, or an assessment of an individual’s skills and abilities.  

According to the Second Diploma Directive, all overseas applicants must prove to the Care Council that they can meet the six UK core competencies of the current DipSW and write a personal statement that clearly demonstrates this.  In addition, the Care Council also takes their training and work experience gained in the social work field into consideration when processing their application.  

A number of articles in Community Care have implied that recruiting from overseas is a much more cost effective was of recruiting than advertising in the UK.  Denbighshire County Council is not the only local authority recruiting from overseas, it is currently happening all over the UK.  Essex Council employed an agency to carry out preliminary recruitment work in South Africa and also to obtain work permits for the social workers.  Two of Essex’s South African employees said that ‘employment opportunities in South Africa were limited for social workers.  Coming to the UK enabled them to continue as social workers and give them greater experience’.  (Community Care 31/05/2001).

Recruiting overseas social workers has not always been popular however, especially with their British colleagues.  Community Care asked the question ‘is recruiting overseas a cost-effective way of tackling the recruitment crisis?’  (Community Care 19/09/05 in response to their article dated 31/05/05 above.  Here are some of the replies they received.

“Recruiting overseas workers has a place within our society and in my experience has been positive….However.I fail to understand why as an unqualified worker in social care for the last 15 years, the government (past and present), continues to overlook the experience, knowledge and skills of such people on their own doorstep” L Davison, unqualified social worker

“After trying desperately to recruit locally with every initiative and strategy available, I’m now at the end of the road.  I feel satisfied that my company has tried everything to offer employment within the locality that it operates in, but now feel that our only avenue is to recruit overseas.”  Roger Bayliss, social care employer

“ I am an American social worker living and working at a hospital in London….I think it is a great way to reduce costs and tackle the recruitment crisis, as well as give British people and Americans a chance to learn from each other and compare social work practice.”  Rina Phillips, overseas qualified social worker

CHAPTER 3 - RESEARCH METHODOLOGY 

Introduction

The main aim of this chapter is to provide a guide on how this study is conducted and to ensure that any individual who wishes to repeat this investigation in the future obtains the same results.  The chapter will give an overview of the research methodology that is being used in this research project.  It will discuss research in general terms with a definition of research.  It will then discuss the different types of research sources available when carrying out a study of this nature and the types of research designs that could be used in this type of project.  The chapter will then review the research methods to defend the chosen design selected and the reasoning behind this.  

Research  

Research is carried out by examining different types of information in order meet the aims and objectives of the study.  Sharp et. al (2002) describes research as the use of looking through facts, thoughts and understandings of others through systematic processes.

Types of Research Source 

One of the first considerations in any research project is where the information is sourced.  This information can be divided into primary and secondary sources of data.  Bell (1999) describes primary sources as those that came into existence in the period under research.  Remenyi et al (1998) state that evidence is collected from a primary source when the researcher goes directly to the originator of the evidence.  Remenyi et al (1998) states that a secondary source would be information that is already published or available indirectly.  Bell (1999) further offers another perspective describing secondary sources as interpretations of events based on primary sources.  This dissertation will cover both types of sources, the primary sources are derived through interviews.  

Research Data 

Yin (2003) describes quantitative research as;

‘Hard-nose data – driven, outcome – orientated, and truly scientific’. 




Yin (2003:33)

Strauss and Corbin (1990) describe qualitative research as that where it is not quantified through such quantitative assessment techniques as statistics and often involves such things as research about a person’s life, organisational functioning, social movements, or interaction relationships.

Reliability and Validity 

With any dissertation it is vital that the techniques and analysis used, produce reliable results as pointed out by Marshall (1997) so that if another researcher totally separate to this investigation repeated the project, the same results would be achieved.  The second element of any study is to ensure its validity.  Hussey and Hussey (1997) consider this is to ensure that the chosen method, in this case interviews, meets the dissertation’s original aims and objectives.  Bell (1997) describes validity as more complex than reliability in that something that is reliable may not necessarily be valid.  Although if something produces the same result every time (reliable) it may always give the wrong answer and therefore not be valid.  However if something is valid it must also be reliable and consistently provide the correct solution.


One of the most effective methods of proving a reliable and valid result is through the use of triangulation.  Loveridge (1990) defines triangulation as ‘Using multiple methods to capture a sense of reality’.    

Loveridge (1990) cited by Remenyi et al (1998:142)

However, due to the nature of this dissertation triangulation is not appropriate due to the specialisation of the topic.  A survey method using questionnaires seems more appropriate for soliciting the views of many people on a generic topic rather than a detailed subject such as this dissertation.  Other design methods e.g. Action research and experimental due to their nature would not answer the aims set.  Hence it seemed best to use only the survey method using the tool of interviews with social care employers each with different views on recruiting and retention issues at their organisations.

Recognising that in this case it is not possible to interview every social care employer on the subject, a particular social care sector was chosen, that being the statutory sector and therefore the 22 Welsh local authorities that is the main social worker employer in Wales.  This can be referred to as sampling in order to get a representative result.  A sample is defined as: 

‘A specimen or part of a whole (population) which is drawn to show what the rest is like’







Naoum (1998:59)

As discussed by Marshall (1997), there are different forms of sampling, including, the probability method which includes random samples where individuals are drawn at random or alternatively where strategic samples of the population is broken down and then a random sample is chosen from each.  In the case of this dissertation the researcher has chosen to use the second form of sampling called the non-probability method.  As discussed by Jankowicz (1995) this involves specific judgement sampling where the interviewees are deliberately chosen, as it is these people who have the specific expertise, experience or knowledge on the specific topic appropriate to meet the aims.

Types of Research Design

Undertaking a dissertation of this nature, consideration must be given to the research design.  Vogt (1999) describes this as: 

‘the science (and art) of planning procedures for conducting 

studies so as to get the most valid findings’






Vogt cited by Sharp et al (2002:98)

There are four main research design methods available; surveys which as described by Chadwick et al. (1995) is a method to obtain specific information about a respondents attitude, opinions and preferences on the subject matter.

Case study is one method that could have been used, as Bell (1999) points out a case study is about looking at one aspect of a problem to be studied in depth of a specific instance or situation.

However in order to meet the aims and gain the true benefits from employers perspective it was important not just to focus on one aspect of the study but to look at a range of aspects and take a wider view. 

Other design methods include, action research which is defined as:

‘An on the spot procedure designed to deal with a concrete problem located in an immediate situation, a step by step process which is constantly monitored over varying periods and by a variety of mechanisms e.g. diaries, interviews, questionnaires and case studies’

Cohen and Manion (1994:192)

This type of design is more suitable for the type of research that is of the problem solving nature to an identified issue.

The fourth research design is the experimental method, as indicated by Armstrong et al (1999) it gathers causal information and deals with the measuring of data and the testing of hypnotises that already existing or proving that through demonstrating something that is already a known fact.

Following an analysis of the research designs available, both survey and action research methods could be appropriate for this dissertation, however the action research method would be better suited to a more indepth and long term research and that the survey method would be most appropriate at this time with this dissertation.  A survey often takes two forms of research tools – a questionnaire or as interviews. 

A questionnaire has been defined as:

‘A method for collecting data in which a selected group of participants are asked to complete a written set of structured questions to find out what they do, think or feel’
Hussey and Hussey (1997:183)

While this provides a structured response from individuals that makes easy statistical analysis of the results, it limits the freedom to get specialist opinions from experts in particular fields.

Moser and Kalton (1971) define an interview as:

‘A conversation between interviewer and respondent with the purpose of electing certain information from the respondent’. 

Moser and Kalton 1971 cited by Bell (1999:135)

While less structured than a questionnaire and therefore making analysis more difficult, the interview allows specific views to be drawn from experts in their own field on the specific subject being researched.  

It was felt that the nature of the subject matter meant that completion of a proactive detailed interview was more relevant for drawing out the key drivers for recruiting overseas and identifying the issues and the difficulties that this kind of recruiting brought with it.

Telephone interviews were considered to be the best medium of correspondence, because of the wide geographical area between each interviewee.  Although a telephone interview may not be the best form of interview, as facial expressions can disclose hidden feelings regarding a question that is being asked and prompt the interviewer to probe deeper, it was considered the best medium because of the geographical distance.   

Interviews can take different forms – structured, unstructured and semi-structured.  Bassington and Pettitt (2000) describe structured interviews where the questions are fixed and followed ‘religiously’, whereas unstructured interviews take more of a conversational basis where there have been no questions set and each question is thought about following the response to the previous answer by the interviewee.  

With this dissertation a semi-structured approach was chosen, as described by Denscombe (2003).  There is still a clear list of issues to be discussed but these are not 'set in stone' and there is a more flexible approach with the interviewer trying to determine the respondent’s experiences in relation to the subject.  In planning the interview the researcher must think carefully how the questions are asked.  Bell (1999) highlights the importance of wording the questions in the correct context, so that they are not misleading and unclear in anyway and that the questions should not be leading so that the respondent doesn’t provide the researcher with the answer they want to hear rather than the respondent’s view.  

Questions need to be designed such that they were non-hypothetical, do not cause offence and sensitive issues carefully considered e.g. a respondents’ age.  It is equally important that the questions are clear and easy to understand in order to be analysed by the researcher.  Robson (2002) believes that one of the main strengths of semi-structured interviews is that they allow the interviewer to widen their knowledge through the process and therefore ask questions not previously considered.  Bell (1999) points out that a major advantage of interviews is that they are excellent for complex subjects, and as the researcher is using a semi structured interview it allows for follow up and clarification of any questions. 

Whilst interviews are considered the most appropriate tool for this research project there are a number of disadvantages.  These include the difficulty of getting quantitative data and therefore making analysis more difficult.  Robson (2002) considers interviews time consuming and expensive and Denscombe (2003) adds that interviews have the danger of leading to bias, and therefore lead to problems analysing the results unless the questions are not carefully considered as mentioned above. 

The questions used for interviews in this study are contained in Appendix 1, and they have been designed to follow the external supply of labour factors theme of the dissertation.

The Interview Process  

The reason for the research methodology section in any research project is to ensure that the aims and objectives of the study are met.  As a result of this it was important to interview the right people in order to get the most accurate and informed answers.  Instead of interviewing the social services director at each local authority, it was decided that the best people at each authority would be those who deal with recruiting and retaining staff on a daily basis.  These people differed per authority, in some authorities they were the human resources managers, while at others they were the business managers.  What was important was that they were all consistently involved in recruiting and responsible for looking into ways of retaining their staff. 

As previously mentioned, the questions were structured as was the dissertation, with the four different categories of the external supply of labour factors being the main theme (shown in Appendix 1). The four categories were Economic, Demographic, Organisational and General, and while the aims and objectives were always kept at the forefront of the mind while constructing the questions, they also reflected questions that needed answers from the literature review section of the dissertation in order to ascertain whether the secondary data collected was in line with the primary data. 

The first draft was rigorously considered ahead of piloting the interview as suggested by Robson (2002).  Brassington and Pettitt (2000) describe piloting an interview as a means of testing the interview to identify any potential problems with regards to its layout, structure and whether the interview questions are set in the correct way in order to meet the aims.  The pilot interview ensures that the pilot interviewee gave the researcher their honest opinions on the overall quality of the interview (including the questions, structure and interviewer technique), which enabled amendment of the questionnaire and the interview style.

The pilot interview proved to be very successful, and the timing was accurate.  The only change made following the pilot was to the order of the questioning which was to reflect the dissertation theme more closely.  This also gave a more structured approach to the questioning and gave a better understanding to the interviewee of why such questions were asked.

Weakness and limitations

Of the 22 local authorities in Wales, 12 did recruit from overseas, six did not, and four declined to give any information.  The researcher only wanted to interview those who actively recruited social workers from overseas.  This immediately reduced the potential number of interviews to twelve.  From the twelve that were approached for consent to be interviewed, eight gave their permission and were interviewed.  Interviews had been planned for a specific week, but they were interrupted however by pregnancy and the unexpected early arrival of the researcher’s baby.  The re arranging of the interviews some weeks later proved to be less successful and possibly accounted for the lower response rate than first anticipated.  

CHAPTER 4 - ANALYSIS OF THE FINDINGS

Introduction

Interviews were conducted with eight individuals from eight local authorities.  Each individual had experience of recruiting from overseas and some knowledge of the recruitment and retention difficulties that their local authority faced.  Not all interviewees were able to answer each question as they had different personnel dealing with some issues e.g. training.  Where this was the case the question has been left unanswered.  The individuals were assured of the confidentiality of their answers and no organisation or individual will be named or disclosed.  The organisations will therefore be known as LA1, LA2, etc to ensure anonymity is kept.

Economic

The average turnover rate for those interviewed was 15.7%, ranging from 12.2% to 26%.  This rate is very similar to that found following The Garthwaite Report (2005) of 14.8%, and seems to suggest that rates have not fallen since the release of this report, but what is to be acknowledged is that they have not increased dramatically either.  It should be noted that a turnover rate was not available to hand at three of the authorities interviewed.  This is very surprising considering that it should be key information that each authority should hold in order to be able to address any retention difficulties.  It would be intriguing to revisit these three authorities further to ascertain whether they have a high turnover which they do not wish to disclose.  In contrast, LA5 had a breakdown of their turnover rate per client group, with the children’s client group having a much higher turnover rate of 26% compared to adults at 19%.  This supports what has been discussed in the literature review and that there is much more of a shortage of children’s social workers than there is of adults.  There is evidence that this is a common theme both in Wales and Canada.

‘Canadian child welfare organizations are aware of these systemic issues and are beginning to adopt proactive measures’.

Anderson M, Gobeil S. (2002:2)

The literature review also identified Canada and Germany as the two most popular countries social workers emigrate from in order to work in Wales.  The interviewees acknowledged this with nearly all of the authorities interviewed employing a social worker from one or both of these countries.  LA3 speculated into why Canada was such a popular country to actively recruit from and said that 

‘Social work training in Canada is very similar to the training they undertake in Wales.  Of all the countries, we would only recruit from Canada, New Zealand and Australia because of the comparable training which makes it much easier to support and integrate the workers once they have arrived in this country.’

Of all the countries where authorities could recruit, the majority of the individuals came from mainland Europe and other English speaking continents such as Australia and Canada.  The only exception was an employee from Bethlehem.  However this individual was not actively recruited from that country and was already living in Wales on applying for the post.  Information as to whether recruiting from Europe and English speaking countries was a conscious decision was not available, and its absence could be seen as a discriminatory way of recruiting.  A blanket recruitment drive would ensure a fair and non-discriminatory recruitment process.

The turnover rate for overseas-qualified social workers varied greatly with two authorities reporting very high turnover rates of 50% and 75% while others had no turnover as the workers remained in post.  LA5 deliberately recruited for children social workers.

‘Due to the difficulties our authority faced in recruiting social workers to work with children, we purposely recruited for this client group and successfully recruited three from overseas.  Since their initial employment, one has moved to work in the adult client group which leaves us short of children’s social workers again’.

The Garthwaite Report (2005) is widely recognised and looked upon as a benchmark for each authority on how they should aim towards in order to improve recruitment and retention difficulties.  One of its recommendations suggest that the pay scale should be reviewed and each authority should offer the same pay scale and move away from competition.  Most of those interviewed had already or were in the process of reviewing their pay scales as a result of this report.  

LA7 did not have the information to hand at the time of interviewing, although the average annual salary according to those interviewed was currently in the region of £27,000.  LA5 mentioned that they had a bar on the pay scale that individuals could not cross unless they had successfully undertaken additional qualifications.  This is considered to be a valuable incentive for them to further their career and be awarded with a higher salary for their efforts.

Demographic

All authorities have more women social workers than men.  The figures were staggering with LA8 reporting to having 110 females compared to 15 males and LA2 125 females compared to 28 males.  This corresponded to our earlier findings that the 1996 Canadian Census reported 70.6% of social workers being women, and 62% of British public sector employees being women.  One authority did not have these figures to hand when interviewing.  The literature review also found that employees aged over 45 outnumber those aged under 34 years old.  This was also reflected in the interviews with the average age of qualified social workers among those interviewed being 41 years old and all authorities interviewed giving an average age of over 34 years old.  

On asking LA5 why they thought the profession was generally an older one, their reply was that ‘younger social workers simply were not around’, especially in rural Wales where young people move away as soon as they qualify to gain what they perceive as better jobs and experience in the bigger cities.  

LA5 commented that the

‘ More experienced workers opt for early retirement or part time working.  They are not as committed as they once were.

There was a mixed response when asked if the ongoing demographic downturn in Wales affects their recruitment process.  Most agreed that it is affecting their recruitment process as it is becoming more difficult to recruit experienced staff and that there are fewer applicants for the posts advertised.  

‘There is a national shortage of qualified social workers and this is the major factor impacting on our ability to recruit’.

(LA2)

However LA3 did not feel that the downturn in demography affected recruiting in their authority.

‘Yes, it is more difficult to recruit in general, although easier to recruit newly qualified social workers.  We offer incentive such as bursaries and the ‘grow your own’ initiatives to attract workers to our employment’

Two authorities did not feel that the demographic downturn has affected their recruitment process at all.

Organisational

All but one of the authorities reported difficulty in recruiting social workers to some extent, however LA2 unexpectedly said:

‘There is evidence to suggest that for each social worker that leaves our employment we are able to recruit a replacement.  However, it is also evident that the response rates to adverts are very low.’

Again LA5 gave a breakdown of vacancies in their authority.  The figures as at December 05 were as follows; adults 11% and children 29%,

‘However following a successful recruitment drive in January and February 06, these figures have fallen to only 1.5 vacant post in the adult client group and a decrease of 4% to 25% in the children client group’.

which indicates again that the problem still persists within the children client group.

LA8 said that ‘response rates is lower than in the past resulting in having to recruit from overseas’

Just over half of the respondents suggested that retention was a problem within their authority.  LA3 claimed that retention was their biggest worry, and much more of a problem than recruiting.  

‘We have had to be proactive and make retention our key priority.  We are currently looking into attractive retention packages such as work life balance, decorating the workplace, giving each social worker their own personal computer and adding new senior practitioner and deputy team leader posts to each team’.  

The Garthwaite Report (2005) found evidence to suggest that staff felt undervalued not only because of low pay but also because of more practical issues such as the lack of good accommodation and working conditions.  

LA6 does not see retention as a major issue ‘it has been a bigger problem in the past with higher turnover rates than they currently are’.

When asked if they knew why employees left their employment, there was a mixed response.  The Garthwaite Report (2005) stresses the importance of knowing why employees leave their profession, and one way of assessing this is by conducting exit interviews.  All but one offered exit interviews or questionnaires, but none were optional.  

‘We do not conduct exit interviews, but may do in the future’ 
        (LA1)

As indicated in the literature review, COSLA (2002) found evidence that heavy workload was one of the main reasons why people chose to leave the profession.  Thompson (2004) also found evidence of heavy workload being a reason for staff leaving which was intensified because of unsupportive managers.  Curiously, this factor was not identified as a reason when asked during the interviews.  

‘We distribute exit questionnaires to all leavers to gather exit data.  The participation rates by leavers are not high enough for us to accept the outcomes as conclusive evidence, however the data collected is routinely reported to Senior Management.’ 

(LA2)

‘There are no specific information on this as exit interviews are not mandatory, anecdotal evidence suggests that it is generally about pay.  There is a large number of unitary authorities within a 20 mile radius who are all after enticing social workers to work for them hence pay and grading for social worker staff has become a major issue of conflict for all Departments of Social Services…’

(LA4)

However, LA6 said that ‘exit questionnaires suggest low morale a factor’ which agrees with the Planning for Caring report addressed in the literature review and with Canada’s EKOS Research Associates survey 2001 which states that ‘public services suffers from a negative image’.  LA8 reported pay to be the major contributing factor.  This factor was also noted earlier with the Garthwaite Report (2005) finding that each local authority should offer the same pay scales and suggesting a host of recommendations regarding pay.

‘Recommendation 34 – Work begins immediately, which takes account of this research, to examine how a level of pay can be maintained for social workers which is equitable when viewed from an all-Wales perspective and which reflects an appropriate relationship with related professions and the agreed roles and responsibilities.’

NAFW (2005b:150)  

All authorities had actively recruited from overseas, and they had all undertaken the services of an agency to perform this task in a number of different ways.  

‘We utilized the services of Beresford Blake Thomas recruitment agency to undertake the recruitment function’

(LA2)

‘BBT did the initial recruitment drive then our staff went over to interview’

(LA1)

‘An agency did the initial work of advertising, then two members of staff went over to Germany to interview.  Australian interviews were conducted via video conferencing’.

(LA6)

LA3 interviewed 19 candidates at three different locations in Canada and appointed eight, one of the successful candidates pulled out at the last minute which meant that seven overseas-qualified social workers came over to that particular authority to work at the same time.  

When asked why they felt the need to recruit from overseas, all were unanimous that it was because of a lack of response from the UK.  

‘We wanted more applicants to choose from as response from UK nationals have declined’

(LA8)

‘Due to the lack of responses given from UK qualified social workers to job adverts’.

(LA7)

LA2 reported however that,

‘Although it is still difficult to recruit in Wales, problems have eased up and it is not as difficult as it once was’.
Only half of respondents claimed that there were barriers with recruiting from overseas, but all agreed that the barriers appeared once the individuals had moved to Wales.  

‘There were no obvious barriers although interviewing via video conferencing was not the most appropriate media’.

(LA5)

‘Changes were needed to internal policies to support the process, but this was overcome relatively easily.  As our overseas social workers were recruited from Canada the cultural differences were not extreme and there were no significant language difficulties’.

(LA2)

On asking all 22 Welsh local authorities if they actively recruited overseas-qualified social workers, eight said that they did and one said that they were looking into recruiting from overseas.  This contradicts the findings in the Garthwaite Report (2005) which stated that only two authorities actively recruit from overseas while another three authority were planning to recruit from overseas in the future.

Most of the respondents claimed that once they had arrived in Wales the major barriers to overcome were practical and cultural issues.  The practical issues were opening up bank accounts, registering with doctors and dentists and establishing support groups for the individuals.  

‘Tremendous support was given to both recruits from finding accommodation to taking them shopping, helping them to open bank accounts and registering them with a doctor and explaining our NHS system to them.  It became apparent that they would need extensive social and domestic arrangements for a while because of the cultural differences and this took a lot of time, effort and money of the staff involved whom spent a lot of their personal time at weekends making sure that the recruits were happy and comfortable in their surroundings.  English lessons were arranged for them and it became clear that they would also need cultural lessons as some questions they asked were quite personal and not acceptable to ask in our culture, but would have been asked naive and completely natural in their own surroundings’.

(LA7)

Two of the authorities arranged rented accommodation for the first month as well as a hire car for the same period, this meant that opening bank accounts proved difficult without permanent addresses, and the banks had to rely on the authorities as guarantors while permanent addresses were sought.  

Culturally, language was also a barrier to some workers, especially those from non-English speaking countries.  Human Resource Planning Guide, Planning for Caring (2003) identified the need for vulnerable children and adults to be cared for in their preferred language.  In some areas of Wales such as Gwynedd and Anglesey, it is most likely that their preferred language is Welsh.  It is therefore not feasible for some local authorities to recruit from overseas as the likelihood of the recruits to quickly learn the language is virtually impossible.  Therefore those recruits would need to be assigned to English speaking clients only, thus would minimise their workload while increasing the workload of Welsh speaking colleagues.  

In areas of Wales where Welsh is not widely spoken, language was still seen as a barrier.  LA7 described an incident between a child in care and an American social worker where the child had used the word ‘wicked’ to describe another care worker.  

‘The social worker naturally assumed that the care worker was improper until another worker explained that children today used the word ‘wicked’ to mean ‘cool’!’ 

(LA7)

There is an exception to the language barrier, with LA4 stating that ‘the Germans are the best of the lot’.  On probing further into this statement it was clear that what the authority meant was that the level of experience and training of the German social workers were much better than that of workers from other countries they had recruited.

Another barrier that was recognised by LA4 was the registration process, 

‘The [registration] process took longer than it did for UK qualified social workers which meant a delay in them starting work’. 

(LA4)

This was noted earlier, there is obviously a concern that the process takes so long as social workers cannot work in the UK until their registration has been successfully completed and granted.  If the process is a longer one for an overseas-qualified social worker then authorities have workers appointed to the post which cannot work thus wasting time, resources and money.

The literature review explains how EEA citizens can freely work in the UK, while it is not as easy to recruit individuals from non-EEA countries due to the need for a work permit.  Evidence of this was found during the interviews.

‘We had to apply for work permits for our Australian recruits.  It was eventually successful but very time consuming especially as they were not allowed to come over to Wales, and hence could not start working until the work permit had been granted’.

(LA6)

Some authorities have recruited social workers from other countries that were already living in Wales and applied for the post through adverts in the local media.  This was much easier as it meant that they already had become accustomed to the Welsh way of life and did not need any additional practical support from the authority.

Many of the overseas workers brought their immediate family over with them and the authorities provided some support for them such as contributing towards their flights and finding schools for the children.  Others brought their families over once they had settled down, in this case the authorities did not provide any support for them.

The Care Council recognises induction into post as a valuable tool to retention and have published a handbook to assist social care managers in this function called the Induction Framework (2002).  It is very important that all employees, including those recruited from another country are inducted into post effectively and efficiently.  All authorities interviewed had an induction programme in place for the overseas workers ranging from 8 weeks to 12 months.

‘In relation to overseas workers we have clear guidelines.  Their induction period is at least three months with the stipulation that they hold no case responsibility within this time.  This differs from the norm because we appreciate that workers from overseas will need extra time to understand social work perspectives in a different country’.

(LA4)

‘We give standard training and intensive supervision to our overseas social workers, they also have access to a mentor and an independent member of workforce planning’.

(LA5)

‘The induction package incorporates training, and is worked through at the individual’s own pace.  It usually takes between six and twelve months – everyone varies’.

(LA7)

Half of the authorities gave a different induction package to overseas workers, which was more intense in depth of substance and length of time than that of the UK qualified social workers induction programme.  Only one authority did not offer an induction for home grown social workers.

‘UK qualified social workers do not currently have a structured induction programme’

(LA3)

Over half of the respondents agreed with a number of Community Care articles read on the cost benefits of recruiting overseas that recruiting from overseas is a costly exercise.  

‘No, it is far too costly to recruit from overseas, we will not do it again as turnover is very high’

(LA1)

‘It is an expensive process and includes high relocation costs but its absolutely necessary given the number of vacancies and poor response rates to adverts.’

(LA4)

Two authorities could not comment as it was too early in the scheme to determine accurately.  

‘In terms of the cost of recruiting, yes it has been cost effective.  However ongoing evaluation is needed to determine the longer term cost benefit.  The length of time they stay employed at our authority will contribute towards determining this’.

(LA2)

‘It is too early in the scheme to give definite response, but initial impressions are favourable’.

(LA8)

Most reported that overseas recruiting is a last resort and is only done because of the difficulties in recruiting home-grown social workers.

General

When asked to describe the quality of overseas-qualified social workers’ training on arriving at their post, most described it as varied and depended on the country they had been recruited from and their experience.  

‘Good although they needed training on the UK legislative system’.       (LA1)

‘Canada is not bad; their training is similar to that of the UK which is why we targeted that country.  Training in New Zealand and Australia are the same and we also considered recruiting from these countries’.

(LA3)

‘It is hard to evaluate but the general feeling has been that the South Africans were poor and we’ve had issues.  The Romanians were much better and are now settling in well and the Germans have been the best out of the lot’

(LA4)

LA5 however disagreed with LA4,

‘There are lots of social work knowledge in South Africa, they had transferable skills and had swotted up somewhat on the UK legal system, but not in detail’.


‘In general on a par to UK’





        (LA8)

Again it was difficult to measure the quality of their experience on arriving at their post.  Less than half thought the quality of their experience was good, and the same number thought that it was varied.  

LA1 said that their experience was ‘Good, very thorough and keen to learn’ while LA2 described their level of experience as ‘….varied.  Their post-qualifying experiences differ both in terms of the client groups and previous posts, and their length of post qualifying experience differs amongst all eight’.

A few thought it was difficult to measure.

It was encouraging to find that any skills gaps are being met through ongoing training and development (LA6).  LA5 reported that while they try to be positive about overseas recruiting it ‘does put a drain on resources.’ 

The majority of authorities meet the shortfalls in quality via thorough mentoring and supervision, feedback from the individuals and ongoing support sessions.  However LA7 ‘evaluated the differences in quality against our locally employed, everyone is different’.  Surely this authority should evaluate any differences against good practice and the six core competencies of the DipSW that UK social workers are taught during their training?

The literature review found evidence of the importance of the ‘grow your own’ initiative led by NAFW which is also referred to in the Garthwaite Report (2005) as the way forward in recruiting local social workers particularly at more senior levels where qualifications are a must.  All authorities interviewed have tried to ‘grow their own’, the majority very successfully.  LA3 appoints two to three trainees per year and pay them a salary of £15,000 per year as well as pay their course fees.  

‘In return the trainees work at the authority during course holidays and they are guaranteed a post within that authority on qualifying with a two-year mandatory period’.  

‘We have been following the ‘grow your own’ initiative for the past four or five years very successfully’.

(LA4)

The majority of those interviewed offered secondments to employees, some as part of the ‘grow your own’ initiative, others in partnership with the Open University.  All seem to have been successful.  LA 3 does not offer secondments but does offer £6,500 per year for the course fees from the student’s second year onwards. 

‘In the hope that the student will remain at our authority’s employment on qualifying’.  

Contrary to what was found in the literature review, each authority also offer successful practice placements for students.  

‘We offer as many as we can to encourage them to work at our authority once qualified.  We also offer an additional one off payment of £200 for newly qualified social workers to acknowledge the hardship they have suffered during their training in return for their commitment to work at our authority for the next two years’.

(LA3) 

‘We work with NEWI and Swansea University to offer placements as our authority is surrounded by other authorities and we need to do all we can to remain competitive.’  

(LA5)

It seems that LA3 have taken Garthwaite’s recommendations seriously and that they are working towards making their employees’ working life the best they can.  

Registration of social workers with the Care Council has become a major factor in stimulating training, as one of the requirements of renewal of registration is that each registrant must undertake 90 hours or 15 days post registration training and learning.  

‘The £30,000 given to us by NAFW is spent on training to ensure that each social worker in our employment meets the registration criteria and is able to re register, hence continue to work as a social worker’.

(LA1)

A minority of those interviewed did not have access to information on budget and training material therefore could not answer the question.

LA5 claimed that £30,000 is not enough to train their whole staff – as it is intended not only for qualified social workers, but social care workers also.  Authorities have to add more money to it in order train the whole workforce.  

‘We have to add funding to it each year.  We have just set up two new training departments.  One department solely for operational services to look after qualified staff and to ensure that the registration PRTL is met and another for the provider unit which looks after NVQ qualifications.  We also encourage further qualifications such as Post Qualifying and Approved Social Worker qualifications and we have widen the training on Child Protection’.

(LA5)

Conclusions

Economic

Overall staff turnover has increased marginally since the release of the Garthwaite Report (2005) from 14.8% to 15.7%.  This increase is less than 1%, thus nothing should be read into why this rise has happened as factors such as the economy and high numbers of staff reaching retirement age could have affected figures during this time.  However should turnover increase by this much each year, the cause would have to be looked into in order to ascertain exactly what was affecting this increase and determine what could be done to reduce or prevent such rises in the future.  It was fascinating to find that LA5 were able to breakdown their turnover figures further by client group and that again, as indicated in numerous reports during the literature review both in Britain and Canada, the biggest problem in retaining staff was within the children’s client group.  It would have been interesting to obtain the same breakdown from all authorities to gain more insight into this issue.

The turnover rate of overseas-qualified social workers is far higher than each authorities overall turnover rates.  However it is not wise to compare them like for like because of the much lesser numbers of overseas-qualified social workers working in Wales.  As not all local authorities recruit overseas-qualified social workers it is not reasonable to compare these figures against a Wales wide client group.

It was evident from both the primary and secondary data that Germany and Canada were two of the most popular countries that social workers emigrated from to work in Wales.  The reason as to why this is the case is still unclear, however what can be said is that Welsh local authorities actively recruit workers from those countries and the interviews concluded that so far employers are very happy with the standard of experience and training that has come from these two countries.

It is evident from the interviews that changes are occurring to social workers pay scales following Garthwaite’s recommendation.  From those interviewed, LA4 was the only authority that was not implementing or in the process of implementing Garthwaite’s recommended pay structure of between £23,265 and £30,747.  LA7 did not have the information to hand.  

A strong theme throughout the answers given has been the need to be competitive and better than the neighbouring authority.  Competitiveness is of course a factor that the Garthwaite Report (2005) is trying to discourage, while encouraging team working and unity.  If each authority offers the same pay grade, terms and conditions there will be no reason for workers to leave one authority for the same post at another, hence reducing both recruitment and retention issues that each local authority face. 

It was interesting to compare Welsh social worker salaries with that of their colleagues in Canada and Germany and to find that German and Welsh social workers are paid similar amounts while some Canadian authorities pay a very low average salary to their workers in comparison.  Nevertheless we cannot relatively compare the salaries as many other factors come in such as the strength of the economy, cost of living and conversion rates.

Demographic

The social work profession has always been more popular with females rather than males, but it was very surprising to find just how many more women did work in the profession.  Again, this is not an isolated Welsh occurrence.  The same pattern emerges in both Canada and Germany with 70.6% of social workers in Canada being women.  This was not the only common factor between the three countries.  

All three countries also had an older workforce with the average social worker in Wales being 41 years.  It is quite evident therefore that the decreasing birth rates since the early 1980’s has affected the recruitment process.  It was also very apparent that there still is a national shortage of social workers and that the ongoing demographic downturn is partly to blame for this.  It can be concluded from the interviews that it has been much more difficult to recruit experienced staff and fewer applicants apply for advertised posts.

‘The ongoing demographic downturn has had a knock on effect on recruiting resulting in national shortage of qualified social workers’.

(LA6)

Organisational

There was strong evidence in the literature review from both Canada and Wales that recruiting social workers for children’s client groups is much more difficult than recruiting social workers for adult client groups.  The reason for this difficulty is unknown.

‘There were 379 vacancies across all services, indicating that 14.8% of posts were not filled at the time of data collection.  Almost two-thirds of these vacancies (64.3%) were in Children’s services’.

NAFW (2005b:65)

Again LA5 gave us a breakdown of their vacancy rates per client group and supported the claim above that bigger difficulties occur in children’s services.

Retention is as much a problem for Welsh local authorities as recruiting, and LA3 is already acknowledging this and has made it a key priority to address retention issues by offering better remuneration packages such as good accommodation, better IT facilities and pay structure.  Planning for Caring (2003) also recognises this need and suggests job shares, term time working and annualised or monthly working hours contracts in order to retain staff.  

Planning for Caring (2003) also suggests that all employers should undertake detailed exit interviews in order to ascertain and understand why people are leaving the post.  This information will then form a basis for the human resource planning, and each employer should have contingency plans for unexpected departures.  It was clear that most authorities did offer exit interviews or questionnaires, but they were not mandatory therefore none of the authorities could deduct any valuable reasons why employees left, although pay and personal reasons were stated.

All interviewed had actively recruited from overseas using the services of a recruitment agency.  The main reason for this was a general lack of response from UK qualified social workers to job advertisements.  They felt that they did not have a choice but to search elsewhere for recruits.  Since the release of the Garthwaite Report, overseas recruiting has become much more popular which would suggest that the lack of response to job adverts has not improved.  While authorities continue to use these methods of recruiting, they openly admit that it is not the best option.

‘We only chose overseas recruiting as a last resort’.


        (LA5)

While the authorities did not report many barriers to recruiting from overseas, many barriers appeared once the new recruits had moved to live in Wales.  The majority of authorities found the practical issues difficult to manage and not one situation was the same, therefore the care, guidance and support given to one individual was not necessarily what the next individual needed.  

Providing accommodation, arranging medical needs and giving reassurance that the individual would fit into the new culture were the most difficult factors that took time and resources over and above what had been anticipated, with authority employees working evenings and weekends to try and support their overseas colleagues.  Some of the overseas workers had brought family with them which placed a bigger burden for some authorities as they had to also support them.  LA7 even found work for one spouse at the authority.

‘This took a lot of time, effort and money of the staff involved whom spent a lot of their personal time at weekends making sure that the recruits were happy and comfortable in their surroundings’.  

(LA7)

Most authorities had prepared a six month induction programme for the workers, some authorities seemed better equipped at dealing with this than others.  It is evident from the Garthwaite Report (2005) that all social workers need effective supervision, coaching and mentoring, especially in their early years of their career.  The interviews however made clear that not all authorities offer this support to UK qualified social workers, and of those who do, it was not as intensive and lengthy as that of overseas-qualified social workers.

Newly qualified social workers in Northern Ireland undertake a probationary year as their first qualified year, where they receive continued support and supervision by their employer who ensures that they do not undertake cases that may be out of their depth.  

The majority of those interviewed did not perceive overseas recruiting to have a cost effective benefit in the long run.  Recruiting alone seemed to be cheaper abroad than placing adverts in the local media in the UK.  However relocating costs spiralled and the high turnover does not make it financially feasible.

General

There was a varied response to the quality of training and experience of the overseas-qualified social workers depending on the country they trained and had experience in.  Two authorities had different views on workers from the same country, with one authority finding the workers extremely well informed and knowledgeable and the other having had issues with them and bad experiences.  This cannot be a reflection on that particular country rather than on the individual itself.  Countries cannot always ‘grow’ well-trained knowledgeable individuals.  All authorities evaluated the training and experience through constant supervision sessions and mentoring.  They also gave additional training and coaching for each individual depending on their needs.  

The ‘grow your own’ initiative led by the National Assembly is a very successful initiative with all authorities being involved in training potential social workers.  

The majority of authorities, some as part of the ‘grow your own’, and others in partnership with the Open University also gives secondments.  All are very successful.  LA3 even offers bursaries to their students to try and entice them to stay on at their authority on qualifying.  Another successful area of training is the practice placements offered by all authorities interviewed.  These must continue, in abundance to ensure that all social work students have the opportunity to experience the real world of working in this profession.

Most authorities offer secondments, bursaries and practice placements to bridge the gap between newly qualified and experienced social workers, and to promote social work as a profession.  They also offer these incentives on a somewhat selfish basis, in the hope that the trainees would stay with that authority on qualifying.  Once they do secure a contract between themselves and a newly qualified social worker, they place a mandatory two to three year retention clause in the contract.  

Training is a very important aspect of any profession.  All employees must be able to continue their professional development in a variety of ways.  Registration is a key part of this with Post Registration Training and Learning (PRTL) enforcing continual development of each social worker that wishes to work.  The National Assembly provides an annual £30,000 training grant to all social services department and most authorities interviewed set aside the funding to enable their social workers to reach the registration PRTL target.  However LA5 stated that the grant was not enough to take their every employee through training and they had to top it up with additional funding.  Either way, each authority did put a lot of emphasis on training and the opening of the Register of Social Care Workers has been a key stimulus in this change.

According to Planning for Caring (2003), many employers have noted unfavourable perceptions of the sector in the minds of potential recruits.  In order to deal appropriately with this, good human resources plans need to consider quantitative measures, i.e. the number of social workers needed etc as well as qualitative measures i.e. do people feel valued in the sector? etc.  

‘Only by doing both can the sector begin to understand what is needed in order to successfully recruit and retain their staff, and the provision of up to date and accurate workforce information is critical for the planning process locally, regionally and nationally’. 

NAFW (2003:10).  

CHAPTER 5 - CONCLUSION AND RECOMMENDATIONS

Conclusion

Introduction

The aim of this dissertation was to look into why there is a shortage of social workers working in Welsh local authorities, and why employers look overseas to fill these vacancies.  Firstly, it was quickly realised from figures from the Care Council’s registration department, that Canada and Germany were the two most popular countries where social workers migrate from to work in Wales.  On this assumption a comparison was made between these two countries and Wales to find out whether recruitment and retention was such a problem in those countries as it is perceived to be in Wales.  This was conducted through an extensive literature review from various reports and papers that were found on the subject.  The information available on the state of social work in Canada and Wales were plentiful, but it was not so readily available for the same subject in Germany.  Throughout the dissertation an emphasis has been put on human resource planning, and a model has been used throughout in order to emphasise this theme.  The model used was that of Williams (2002); the external supply of labour factors, describing the economic, demographic, organisational and general factors that relate to recruiting and retaining social workers from a human resource planning context and not a purely economic context.
Economic

It has been concluded that there has been a decrease in public sector employment since Conservative administration in the UK due to the privatisation of some governmental departments and the re-organisation of other departments.  The same can be said to have happened with the Canadian Government, while the public sector remains the biggest social worker employer in Germany.

Canada had the highest employment rate of 10 countries including Europe and Asia in 2003 while the UK saw a rise of between 2-3% in its employment rates, and Germany’s rates fell by 1.1%.  In addition, Canada saw a decrease in its unemployment rate of 2%, compared to a decrease of the UK’s rate of between 3-4% at the same time.  The German economy has been weak because of the rising Euro against US dollar, although there has been a mild positive trend with 240,000 jobs created in 2004, the first increase since the year 2000.

The overall staff turnover has slightly increased between the release of the Garthwaite report (2005) and the interviews conducted for this dissertation.  Although it is very minimal and should not be a cause for concern at the moment as any number of factors could be behind this increase such as the state of the economy or recent retirements.

It is clear from the literature that social workers’ salaries vary between the three countries mentioned and indeed within county depending on the local authority in Wales and Canada.  The salaries of German social workers are consistent between regions, with variations in salary dependent on the social workers ages only.

Most local authorities interviewed commented on the need to be competitive in order to successfully recruit and indeed retain their staff, and the Garthwaite Report (2005) also recognised this view and tried to discourage it.  The interviews conducted suggests that changes are occurring to social workers pay scales following Garthwaite’s recommendation, thus Garthwaite’s vision of dispelling the notion of competitiveness is beginning to be heard.

NMC registrations of overseas-qualified nurses see a large increase each year, and while the Register of Social Care Worker opened in Wales in June 2003, they have registered 124 of the 131 applications to date, 35 of them being from Canadian social workers and 33 from those qualified in Germany.  These figures are growing steadily although they are not expected to reach figures as high as the NMC, as the Care Council only registers workers wishing to work in Wales, while the NMC is a UK wide organisation.

Registration is compulsory for all social workers wishing to work in Wales.  EAA citizens can work freely in UK without the Government’s approval, however non-EEA citizens require work permits which slow down recruitment process and become an obstacle for fast recruitment in UK.

LA5 supported the earlier findings that recruitment as more problematic with the children client group by their breakdown of turnover figures.  

Demographic

It is clear from the literature that each country faces an ageing population.  In the UK today, workers aged over 45 years outnumber those aged under 34 by one third.  The average age of the authorities interviewed for this dissertation was 41, which supported the claims above.  Canada had low levels of birth during the 1970s and 1980s and calculates a continual decline in youth as a percentage of its population up to 2021 and therefore a reduced supply of new labour market entrants over next decade.  Germany’s low birth rates and rising life expectancy is leading to falling population levels and the ageing of its overall population.  The ratio of retired persons over 60 to that of those working age is predicted to rise from 44:1 to 78:1 by 2050 in that country.

Nearly half of women aged over 15 years old working in Germany, and women in employment has dramatically increased by more than 1.7million between 1995 and 2002.  70.6% of Canadian social workers are women and 64.7% of those in the 35-54 age group.  In the UK in 2002 women accounted for 62% public sector workforce and more than 75% of those working in health and social services were women, although a decrease of women working in managerial positions can be seen.  Wales has 60% of its social workers over the age of 35 years old.  All authorities interviewed also confirmed that they have more female social workers than males.

In 2001 the Task and Finish Group found that there were over 100,000 people receiving support from social services at any one time in Wales, and envisaged that this figure will increase with the ageing population.  At the same time there were 70,000 staff in social care in Wales, a 16% increase in workforce over the previous 5 years with predicted growth of 2% - 3% per year until 2006.  It is too early to determine if these predictions have proved to be true. 

Organisational

The social work profession seems to have a negative image.  There is always news of the improper conduct of a social worker, and while it is important that this news is brought to the public’s attention, the good work conducted by the majority of social workers is rarely reported.  Many of the documents read describe the low morale of staff and state that they feel undervalued because of a variety of reasons.  Pay, bad working conditions and level of employer support being the main concerns.  

Decreased job satisfaction lead workers to other professions because of poor working conditions and the high workload expected from them.  Course intake has been declining according to COSLA in 2002, and the shortage of graduates lead to increased vacancy levels.  In order to address these negative factors, the reports suggest that employers should be more flexible with their contracts and offer more adaptable working patterns, that includes job shares, part time working and term time working etc.  The Register of Social Care Workers should be managed effectively to improve the image and professionalism of work by bringing social work in line with other professions that are sometimes more highly regarded such as teaching and nursing.  

While it can be seen that there is a shortage of all social workers, there seems to be more of a problem with children’s client group in Britain and Canada.  High profile cases as the Climbié enquiry (2001) does not help and it reduces to the sector’s image and staff morale as a whole, they would rather work with adults where enquiries do occur but they do not seem to have the same public interest than enquiries into children’s welfare.

Interestingly, there are currently no recruitment and retention problems in Germany. On the contrary there is a surplus of workers which could suggest why they choose to come over to Wales to work.

The Task and Finish report (2001) is important to the social care sector as it was the first of its kind to look into the recruitment and retention problems in detail and suggest how to improve the difficulties.  The report recommended stronger links between human resources departments and social services departments, it suggested that they work together to create a strategy to minimise staff shortages.  Planning for Caring (2003) guidance was produced from this co-working and was designed to support planning with a purpose – to support the delivery of high quality social care services throughout Wales.  Also the report suggested that language was an important factor to consider, as it is important to deliver services in the client’s preferred language, especially for certain groups e.g. older people, young children and people with learning difficulties and mental health problems.

Planning for Caring (2003) encourages competitive terms and conditions between local authorities, but Garthwaite disagrees.  The Garthwaite Report (2005) does not support this, and believes that each local authority should work together to tackle these difficulties and highlight the phrase one sector – one workforce that the Task and Finish report emphasised upon so heavily.

Local authorities are now addressing the retention difficulties that they face more seriously.  LA3 has made it a key priority of theirs and are offering attractive benefit packages for their staff in the hope that they will remain at their employment.  

Planning for Caring (2003) suggests that all employers should undertake detailed exit interviews in order to understand why their staff are leaving their posts.  Most authorities interviewed do offer exit interviews or questionnaires, but they are not mandatory.  Not one authority could be certain why employees left. 

All eight local authority interviewed had actively recruited from overseas, mainly because of the lack of response from job advertisements in the UK.  Since the release of the Garthwaite Report (2005), overseas recruiting has become much more popular which would suggest that the lack of response to job adverts has not improved.  

While there were not many barriers to actually recruiting from overseas, they did come across many difficulties once the recruits had been appointed and moved to Wales.  Practicality was the issue of registering with doctors and opening bank accounts along with finding accommodation.  Culturally it was difficult to orientate the workers to the new way of living and language, particularly where English was not their first language, so provisions had to be made in some instances for language lessons.  

Most authorities interviewed do undertake a six month induction programme for their overseas-qualified workers, although some authorities seem to be better at providing this than others.  It was clear from the interviews however that they had a clearer induction programme for those recruited from overseas than they do for their home grown workers. 

The majority of those interviewed did not recognize overseas recruiting to have a cost effective benefit in the long run.  Employing an agency to undertake the initial advertising and then sending someone over to conduct the interviews did seem to be cheaper than placing adverts in the local media in the UK, however relocating costs spiralled and high turnover did not make it financially feasible.

General

The Canadian Government’s long-term recruitment strategy includes providing bursaries and employment programmes to target the younger generation and this has been successful in recruiting the young.  This is high on the British Government’s agenda, with each UK country working together and looking into what can be done to ease the problem.  A UK bursary scheme has been set up and is being provided by the Care Council in Wales, in order to attract young people to train and the number of students entering social work programmes increased by one third between 2000 and 2003.  No bursaries are offered in Germany.  However, students from poorer backgrounds can apply for a governmental bank credit to cover the cost of living while studying.

It is clear that social workers need effective supervision, coaching and mentoring especially in the early years of their career, and this has been effectively addressed in Northern Ireland through placing a probationary year on each social worker when they first qualify.  During this year the workers are constantly supervised, mentored and monitored.

The ‘grow your own’ initiative in Wales is to encourage local authorities to put forward their unqualified social care staff onto social work training courses and it is a very successful initiative with all respondents.  Some authorities worked in partnership with the Open University to offer their staff successful secondments to social work training courses.  

Another way that NAFW is trying to address the recruitment difficulties is by giving each social services department a grant of £30,000 per year to spend on training.  The spending of this grant is carefully monitored and each authority has to report back to the Care Council on how it has been spent.  Each authority that was able to answer how they spent their £30,000 training grant said that it was used to continue the ongoing training of their employees.  However, LA5 noted that they had to top this grant up with their own funding to meet the needs of every worker in their employment.  It is evident that registration has encouraged further training than what was once given due to one of the conditions of re-registration is that each registered social worker should undertake at least 90 hours or 15 days PRTL.  

Social work training is now changing and it is has been recognised that there is the need for a three year degree rather than two year diploma.  Five Welsh universities now offer either the BA or MA in social work and the DipSW is being phased out with last intake group already in place.

Some Welsh authorities are reported to have recruited from Canada because of their similar training to that of Wales.  Community Care (2004) claimed that overseas recruiting is more cost effective than advertising in UK, and it is becoming a more popular trend with more and more UK local authorities turning overseas to fill their vacancies.  According to Garthwaite, in 2005 only two Welsh authorities had actively recruited from overseas while another three were planning to recruit from overseas in the future.  Time will only tell whether it is a cost effective exercise for the longer term.

The quality of training and experience of the overseas-qualified social workers varied according to the country in which they trained and had experience in.  While two authorities interviewed had different views on workers from the same country, this is not surprising as not one country can always ‘grow’ well-trained knowledgeable individuals.  

Authorities offer secondments, bursaries and practice placements, as a means to entice trainees to remain at their particular authority on qualifying.  Newly qualified social workers who have been seconded and offered a post on qualifying are usually tied in by contract to two or three years employment at that authority as a way to pay the authority back for backing them financially during their training. 

It is encouraging that changes are being made to address the ongoing social work recruitment and retention difficulties that face every Welsh local authority, although it will be a long time before they become less of an issue.  The UK Government is acknowledging that there is a problem and are actively looking into how changes can be implemented to reduce recruitment and retention difficulties in this country.  Much more work needs to be done before we can confidently say that the social work profession is a highly regarded one and on the same par as others but we have seen evidence of this kind of turnaround before with other professions such as teaching.  

The fact that Britain is not alone with this problem can be comforting in some ways and we should always look at other countries to see whether we can adopt any good practices that they may have.  Certainly the low birth rates of recent years is one we cannot change, therefore it is up to the Government along with organisations such as the Care Council, the ADSS CYMRU and educational establishments to make social work an appealing profession to choose as a long term career.

Recommendations

The following recommendations arise from the findings and conclusions of this study.  They indicate the need for local authorities in Wales to re-evaluate their responses to shortages in recruitment and retention.  In particular, to re-evaluate human resource planning and the organisational responses to broader political, economic and social changes in the field of social work in Wales. 

· Improve human resources planning by following guidances such as NAFW’s Planning for Caring carefully.

· Monitor cost benefit of overseas recruiting for future analysis and consideration of further overseas recruiting.

· Be more flexible with pay structures.  Competition should not be lost totally but a wide range of benefits should be made available in order to try and recruit and retain staff.

· Undertake a mandatory and extensive induction programme for both home grown and overseas workers and continually review.

· Conduct mandatory exit interviews and collate findings periodically.  Use the findings to revisit and improve the retention strategy.

· Place the same amount of effort into the retention of home grown and overseas social workers.

· Review the cultural and language aspects of recruitment and retention and involve the services of other organisations to strengthen these aspects where required, i.e. local colleges for English language lessons.

“The fact is that good people with good minds and good hearts are drawn to the human and social services.  Yet, realities of the enormity of problems people in need face, of the incredible tangles of bureaucracy and of the endlessness of it all are real problems when we talk about recruiting and retaining staff.”

Ruth Mayden (Anderson and Gobeil 2002)
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APPENDICES

Appendix I

	Local Authority
	No of social workers as at 31/03/04



	Blaenau Gwent
	53

	Bridgend
	107

	Caerphilly
	141

	Cardiff
	324

	Carmarthernshire
	115

	Ceredigion
	65

	Conwy
	119

	Denbighshire
	94

	Flintshire
	125

	Gwynedd
	102

	Merthyr Tydfil
	60

	Monmouthshire
	83

	Neath Port Talbot
	139

	Newport
	124

	Pembrokeshire
	69

	Powys 
	86

	Rhondda Cynon Taf
	210

	Swansea
	188

	Torfaen
	102

	Vale of Glamorgan
	96

	Wrexham
	117

	Ynys Môn
	50


Appendix II – Interview Questions

Economic

1
What is your current turnover rate for all social workers?

2
Do you currently employ overseas-qualified social workers?

2a
If yes, in which country did they qualify?

3
What is your turnover rate for overseas qualified social workers?

4
What is the average salary for a qualified social worker in your organisation?

Demographic

5
What is the men:women ratio of qualified social workers employed by your organisation?

6
What is the average age of qualified social workers employed?

7
Has the ongoing demographic downturn occurring in Wales recently affected your recruitment process?

7a
If so, how has recruitment been affected?

Organisational

8
Do you have any difficulty recruiting qualified social workers in your organisation? 

9
Is retention a problem in your organisation? 

10
Do you know why employees leave your organisation? 

11
Do you, or have you ever, actively recruit from overseas?

11a
If yes, how did you manage this function?

12
Why did your organisation decide to recruit overseas-qualified social workers?

13
Were there any obvious barriers to recruiting overseas? 

13a
If yes, what were they?

14
Did you have to provide any support to the workers once they had arrived in Wales?

14a
If yes, what kind?

15
Did the workers bring their families over with them?

15a
If yes, did you provide any support to the family members?

16
How long was their induction to post?

17
Does this differ from the norm?

18
Have you found a cost effective benefit from recruiting from overseas?

General 

19
How would you describe the quality of overseas-qualified social workers training on arriving to the post?

20
How would you describe the quality of overseas-qualified social workers experience on arriving to the post?

21
If the quality was different, how did you evaluate it?

22
Have you tried to ‘grow your own’ social workers as suggested and described by the National Assembly in its document ‘Planning for Caring’?

22a
If yes, was is successful?

22b
If not, why?

23
Do you offer secondments to your employees to be able to study for the DipSW or new Degree?

23a
If so, has this been successful?

24
Do you offer placement practice for student social workers?

25
How do you spend the £30,000 grant given to you for training purposes by the Welsh Assembly?

� ADSS SW Recruitment and Retention Group Employers Survey 2004 cited in NAFW 2005b
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