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Talent Management in a Social Care Organisation 

Jessica Rainbow




Executive Summary
Effective talent management within the complex social care sector is crucial for organisational success (NHS East of England, 2023). Talent management encompasses processes related to attraction, recruitment, development and the retention of key individuals (McKinsey & Company, 2023). 
The external factors influencing talent within the sector are concerning, particular in the context of the economic environment (Evans & Clifton, 2022). The impact of Brexit, reduced immigration and record-high vacancies pose significant challenges for social care organisations (Bell, 2023). The sector faces increasing competition from other industries, highlighting the urgency for strategic talent management, aligned with broader business objectives (Quilliam, 2023; Lloyd, 2022; CIPD, 2022). 
Public satisfaction with social care is at its lowest, emphasising the key role of employer branding (Umali, 2023; Silva & Dias, 2022). As the sector faces demoralised staff, increased pressure to informal carers, and declining service provisions, Dimensions reputation within the labour market is crucial for attracting and retaining talent (Umali, 2023).
Internally, demographic trends indicate an ageing workforce, demanding strategies for older workers and addressing challenges as a result of budget constraints (CIPD, 2015; Lloyd, 2022). Challenges in talent management within social care extend to workforce planning, pay and benefits and employee engagement (Lloyd, 2022).
To address these challenges, recommendations are proposed for Dimensions, a UK wide not-for-profit social care organisation including;
Firstly, creating a workforce planning strategy that addresses the anticipated challenges of an ageing workforce, considers age-friendly job design and support for retaining older workers (Gröbler & Zock, 2010; Cholteeva, 2023). In addition, considers the changing dynamics of the social care sector and the needs of the population, ensuring that the workforce is developed to possess the necessary skills to meet demands (Hurst & Patterson, 2014).
Secondly, align entry-level wages with NHS Band 3 to create a more competitive baseline and develop an operational strategy for skill-based and length-of-service based remuneration (Dimensions, 2023d; Cotton, 2023; Ledford & Heneman, 2011).
Lastly, creating an employer branding strategy to position Dimensions as an employer of choice by showcasing competitive pay, development and pay progression opportunities, and a positive culture through online platforms and social media (Lybrand & Dewar, 2023; Peters, 2023). 
In conclusion, addressing the diverse challenges in talent management within social care requires a considered approach of both internal and external factors (Evans & Clifton, 2022). Recognition of the impact of economic, demographic, and budget constraints is vital for Dimensions to create effective strategies that meet the overarching business objective of ensuring a skilled and engaged workforce, capable of meeting the demands of the evolving social care landscape (Hurst & Patterson, 2014; Dimensions, 2022).
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Introduction
In the dynamic landscape of social care, the effective management of talent is essential for organisational success (NHS East of England, 2023). Talent management refers to the processes within an organisation that surround attraction, recruitment, development, engagement and retention of key people (McKinsey & Company (2023). Whilst definitions often refer to specific individuals of whom make a difference to overall performance, this definition is being widened to be inclusive of all employees (Quilliam, 2023). 
In the context of the complex health and social care environment, talent management is vital, both for the improvement of services and to ensure the organisation is ideally positioned to respond to the ever-changing needs of patients and services (NHS East of England, 2023). Aligning talent management with business objectives is essential for success (Quilliam, 2023).
To ensure strategic success, an understanding of the internal and external environment is critical for ascertaining competitive advantage (Armstrong and Taylor, 2017; Kraja and Osmani, 2015). When reviewing the external environment, the well-established PESTLE analysis tool maps out the relevant factors (Political, Economic, Social, Technological, Legal and Environmental), and will be used within this report (Taylor and Perkins, 2021). 
The external factors shaping the talent landscape are of concern, particularly in consideration of the economic environment (CIPD, 2022). With record high vacancies in the UK (CIPD, 2022), impacted by the aftermath of Brexit and a reduction on immigration, the social care sector faces unprecedented challenges with attracting and retaining workers (Bell, 2023). The disparities in pay and increasing competition from other sectors, highlight the urgency for strategic talent management, aligned with broader business objectives (Quilliam, 2023; Bell, 2023).
Public dissatisfaction with social care, brings into focus the important role of employer branding (Silva & Dias, 2022). As the sector contends with demoralised staff, heightened pressure on informal carers, and declining service provisions, Dimensions’ reputation within the labour market becomes a key factor in attracting and retaining talent (Umali, 2023; Silva & Dias, 2022). Internally, demographic trends suggest an ageing workforce, necessitating strategies for older workers, while also addressing the challenges posed by skills gaps, attracting other pools of talent and budget constraints (CIPD, 2015; Lloyd, 2022). 
One of the key findings from the CIPD (2022) Resourcing and Talent Planning Report around recruitment challenges was pay and benefits, with organisations progressively increasing better packages to address challenges and pay and benefits is now within the top 3 employer brand factors for attraction (CIPD, 2022). 
This report is based on Dimensions UK Ltd, a UK wide not for profit social care organisation, providing social care provision for people with learning disabilities and autism.













Literature Review 
External Factors
1. Labour Market & Competitive Landscape
In 2022, vacancies within the UK were at their highest since records began (CIPD, 2022). Within social care, the attraction, development and retention of workers continues to be challenging (Baker, 2022). A reduction in available talent has impacted the quality of care, with low wages often cited as the reason for the high levels of vacancies (Baker, 2022).
The result of Brexit and a reduction in immigration from the EU, has been a contributing factor to staffing shortages (Sameen, 2023). Further, Government proposals around capping the number of care workers from overseas and for stricter rules around their dependents, poses a threat to the already problematic staffing shortages (Bell, 2023). Bell (2023) continues that despite achieving migration targets, the results will be damaging to the sector, and to address this, the Government must in turn address the workforce issues in the sector by making significant standardised improvements to pay for UK staff.  
There has been an increase in disparities in health and social care, whereby terms and conditions such as pay bandings being standardised in healthcare (Lloyd, 2022). Wales have a system of regulation and inspection independent from the rest of the UK (Lloyd, 2022). Despite this, there are multiple providers, and prices for care are determined by negotiations between local authorities and independent providers, without one overarching body to determine consistencies in pay (Lloyd, 2022).
Research indicates that the desire to help people and make a difference remain the primary motivators for workers pursuing a career in social care (Armitage, 2023). However, in candidate attraction, pay and benefits is now rated as the top factor of employer branding, replacing organisational values (CIPD, 2022). In addition, 33% of organisations in the past year are making their compensation packages more attractive (CIPD, 2022).
A survey by CQC (2023) cited that 31% of respondents were having challenges retaining social care workers, in addition to low wages they cited the role being high pressured. The wider economy is offering high availability of jobs such as hospitality and retail, often paying more and by nature are less demanding (Morgan, 2022). Whilst healthcare and social care are two separate interdependent systems both experiencing workforce issues, social care are experiencing this more acutely (Lloyd, 2022). Despite this, between 2021 and 2022, social care staff were paid £1 less than entry level roles within the NHS (Morgan, 2022). Roles within the NHS are therefore considered a natural pay progression route for care workers (Morgan, 2022). In addition, social care workers who have been employed with a provider for 5 years only benefit from around 7p more an hour than a worker within their first year of employment (Morgan, 2022). A report by Community Integrated Care highlights that care staff would receive higher salaries of 39% if they obtained equivalent roles within the public sector (Hope & Adams, 2021). Social care is no longer just competing with other providers for workers, but facing extreme competition from all sectors, including the NHS (Loucopoulos & Moore, 2022).
Financial pressures on local authorities with social care funding, has resulted in support for only those with the most substantial needs (Hope & Adams, 2021).  Whilst some Government proposals plan to address wages for entry level roles, this does not go far enough and has resulted in pay compression within the industry, impacting job retention due to the prospect of pay progression (Sameen, 2023). To provide high levels of care to meet demand, the skills and experience required continues to increase, however people capital continues to lag behind and wages remain stagnant (Baker, 2022). 
2. Public satisfaction with social care
A report outlined that public satisfaction with social care is at its lowest, with 57% of respondents citing their dissatisfaction (Umali, 2023). Staff shortages have been cited as one of the key reasons (Taylor, 2023). It is argued that this is a result of demoralised staff in addition to an increase in pressure on family, friends and informal carers, to compensate for decreasing or absent services (Savage, 2023). Savage (2023) continues that this trend of dissatisfaction will continue to rise if the provision for social care continues to decline. 
The perceptions and reputation of an organisation is based on the available information, and has a significant impact on an organisation's employer branding (Silva & Dias, 2022). Studies show that employer branding is often the initial motivation to choose a job and considered a key factor for applications, and also in the attraction and retention of millennials (Silva & Dias, 2022). Given the ageing workforce, with approximately 30% of the UK workforce aged over 50 and will be leaving work in the coming decades, this cannot be ignored (CIPD, 2015). In the context of health and social care, the concept of employer branding is fairly new, with a study finding a significant relationship and influence with retention (Salameh et al., 2023). 
Internal Factors
1. Demographic Trends
By 2050, it is projected that 1 in 4 people within the UK will be aged 65 or over (Taylor & Perkins, 2021). More than 25% of social care workers are over 55, therefore, within the next decade or so, much of the workforce may be considering retirement (Morgan, 2022). Dimensions is no exception, with 38% of workers aged over 55 (Dimensions, 2023b). With the potential loss of older workers from social care resulting in replacement demand for workers, strategies will need to be considered to attract, retain or retrain older workers (CIPD, 2015). For older workers, these strategies must be attractive, and a 2022 survey outlined that the biggest motivator for people working past retirement age or returning to work was the continued income (Cholteeva, 2023).
From November 2022 to January 2023, the UK saw an increase in economic inactivity to 21.3% of working age people, of which, 68.5% were those aged 50-64, citing reasons of early retirement or health reasons (Ranki, 2023). Dimensions (2023b) have also witnessed an increase of those aged 55 or over resigning or being managed through formal processes due to ill health capability or sickness. Naturally, an ageing population is coupled with health needs, however this is also being increased by the impacts of the cost-of-living crisis (Lloyd, 2022). In addition to pay, certain benefits have been outlined as key factors in retaining or attracting older workers including flexible working arrangements and support to enable them to fulfil the role (Cholteeva, 2023). This support should include health and wellbeing, particularly around health problems to reduce the risk of this causing a premature exit (CIPD, 2015).
Losing older workers and the replacement demand for workers, will also require strategies to find workers from elsewhere in the labour market (CIPD, 2015). A recent report highlights that failing to attract and recruit younger people, will exacerbate the current challenges (Jenkins, 2023). In addition, underrepresented groups such as men, given that in England alone, the workforce is made up of 81% female workers (Jenkins, 2023; Skills for Care, 2023). Dimensions (2023b) operational workforce is also made up of 73% female workers. Jenkins (2023) adds that key focus areas around raising the profile of social care on par with the health sector and investment in staff with professional development and recognition. 
2. Budget Constraints 
Like many industries, the social care sector is facing cost of operating challenges caused by the cost of living crisis (Evans & Clifton, 2022). Dimensions has faced significant increases in energy and equipment costs, when there is a requirement for 24/7 lighting, equipment use and heating (Evans & Clifton, 2022). In addition, funding for social care continues to fall, with around a 2% drop each year from 2010 to 2015 (Lloyd, 2022). This is at a time where many care organisations including Dimensions, are still overcoming the demands the pandemic caused to funding and resources (Baker, 2022).
The results of this means less budget for other matters and having to prioritise spending (Evans & Clifton, 2022), for Dimensions (2022), the provision of care. However, for the quality of care to increase, an adequately remunerated and skilled workforce is essential, which will not be achieved from long term underinvestment (Lloyd, 2022). Despite this, wages have not been increased and in the UK, social care is within the lowest-paid professions. In 2022, 71% of staff were paid below the real living wage (Sameen, 2023), and Dimensions (2016) continues to pay minimum wage.
Those working in social care, expect to receive a premium compared with entry level roles such as those in retail and hospitality, however wages over the last few years have levelled (Baker, 2022). This premium was over 5% more in 2011, however fell to 1% by 2021 (Lloyd, 2022). If this continues, social care will be unable to function, and the standards of care will continue to fall (Baker, 2022). 
Welsh policy frameworks have sought to address pay in Wales, however this is not a fully negotiated UK-wide pay strategy that addresses different responsibilities and skills (Lloyd, 2022). Making decisions around the allocation of resources poses a risk to talent management, with initiatives being put on the “back burner”, even though it is these initiatives that enable organisations to achieve business continuity when faced with adversity (Nowak & Scanlan, 2021).
Meeting the challenges of the future of work
1. Workforce Planning
Dimensions recruitment is online based, with a centralised resourcing team that allocates candidates to line managers (Dimensions, 2018). Online recruitment enables immediate job advertising, instantly widening the recruitment pool, accessing high levels of applicants, with the ability to screen in minutes and process immediately (Cappelli, 2014). However, given our ageing demographic, Dimensions risks excluding those individuals who are not accessing technology (Jones, 2023). 
Ageing and increases in population coupled with science developments, means that more complex health needs are able to be supported in the community. Workers are now supporting exceptionally complex needs that would have previously been delivered by the NHS (Hope & Adams, 2021). Dimensions recruitment is generally reactive and internal development is limited (Dimensions, 2022), however talent planning should be a process occurring ahead of vacancies (Nowak & Scanlan, 2021). To ensure services are resourced with the skills, practices and productivity required, to meet the needs of the population efficiently and safely, workforce planning and integration is essential (Sutton et al., 2023). 
Dimensions has a high turnover of older workers, within the last 12 months 48% of leavers have been aged over 55 (Dimensions, 2023b). There are two considerations here – firstly the loss of experienced staff, which reinforces the importance of succession planning (Sutton et al., 2023). Secondly the reasons for leaving are most commonly cited as “ill-health”, “early retirement” or “family commitments” (Dimensions, 2023b). This suggests a lack of support, and a recent review of the internal reasonable adjustment process deemed it unfit for purpose, with management not understanding their responsibilities (Dimensions, 2023c). Evans (2023) highlights that those later in life are likely to require workplace adjustments, flexible working opportunities, with a consideration for job design and employee relations process such as absence and performance policies that meets their needs. 
2. Pay and Benefits 
The development of the social care sector will enable workers to develop skills and expertise, however the pay is not aligned with this skill requirement and additional responsibility (Black, 2023). Dimensions (2023d), launched a national petition to align all social care staff with NHS pay bandings, based on an increase in local authority funding from centralised government. At present, Dimensions offers minimum wage, whereby this petition calls for the alignment of social care workers to NHS Band 3 salaries (Dimensions, 2023d). However, one national care provider, has already made the decision to prioritise and implement pay bandings in line with the NHS, establishing themselves within the competitive landscape (Black, 2023).  
Whilst, not-for-profit organisations such as Dimensions are often less able to compete with high pay, the sector is able to consider its budget allocation, its wider benefit offering and prioritise accordingly (CIPD, 2022). Dimensions offers a career development programme, providing training and qualifications, however pay is not aligned with skill development (Dimensions, 2021a; Dimensions, 2016). The care provider implementing NHS rates, will also be basing the bandings on specialisms in certain clinical tasks (Black, 2023). Dimensions offers standards rates regardless of skills, experience, or length of service (Dimensions, 2016). Further, research indicates that social care workers felt that learning new clinical skills was more appealing than developing into supervisory or management positions, with the appropriate remuneration (Black, 2023). In addition, the varying generations that Dimensions will need to appeal to for workforce planning, are all aligned on competitive pay and benefits, flexible working arrangements, and genuine development opportunities (Kelly, 2023). 
3. Employer Branding
Salameh et al., (2023) highlights employer branding as a potential strategy to improve retention. The aim of employer branding is to raise the credibility of a business as a great place to work (Silva & Dias, 2022). Dimensions marketing tends to focus around the people the organisation supports, and the work done on improving services, with the view of obtaining further contracts, and less around the workforce and its place as an employer of choice (Dimensions, 2021). Employer branding is a key consideration for the external image, attracting and retaining talent, and engagement of the current workforce (Peters, 2023). CIPD (2022) resourcing and talent planning report outlined that 75% of respondents had taken action to make improvements with their brand in the last year and beyond remuneration, employer branding was one of the most important factors for candidate attraction (CIPD, 2022). 
In addition, Salameh et al., (2023) found a correlation with employer branding and both psychological involvement and employee loyalty (Salameh et al., 2023). Interestingly, the study outlined that both elements are vital in people’s ability to accept adverse situations and their general resilience (Salameh et al., 2023). As a result, not only does this strengthen their relationship with the organisation, but resilience is key for a health and social care workforce to respond to the challenges of the role (Robertson et al., 2006).

Conclusion
Talent management is critical for success in the complex and developing social care sector (NHS East of England, 2022). The attraction, recruitment, development and retention of employees plays a vital role in delivering high quality services which adapts to the evolving needs of patients and the sector (Lloyd, 2022).  
External economic factors, particularly the labour market and competitive landscape, present significant challenges for the sector (Umali, 2023). With the UK’s record-high vacancies, exacerbated by Brexit and immigration proposals, are straining the industry, with low wages being a significant factor (Bell, 2023). In addition, disparities in pay are resulting in social care facing intense competition with other sectors, making it essential to reconsider compensation packages (Loucopoulos & Moore, 2022). 
Public satisfaction with social care has reached its lowest, fuelled by demoralised workers, increased pressure on informal carers, and a declining provision of services (Umali, 2023; Savage, 2023). Employer branding has emerged as a crucial factor in attracting and retaining talent, with a positive reputation in the labour market being a motivating factor for individuals choosing a job (Salameh, 2023). In addition, it is a key element in the attraction and retention of millennials, and given the ageing workforce, this cannot be ignored (Silva & Dias, 2022). 
Internally, demographic trends also highlight an ageing workforce, emphasising the need for strategies to attract and retain older workers (Dimensions, 2023b; CIPD, 2015). However, challenges such as budget constraints, the cost of living crisis, and underinvestment in social care wages impact this (Sameen, 2023; Bell, 2023). 
To meet the challenges of the future of work, Dimensions must address workforce planning, pay and benefits, and employee engagement (Sutton et al., 2023; Dimensions, 2023d). Dimensions’ reliance on online based recruitment methods must also be balanced with inclusivity considerations for those not accessing technology (Jones, 2023). The ageing demographic of social care workers highlights the importance of succession planning, alongside support for older workers and a review of internal processes such as reasonable adjustments, wellbeing, absence management policies and performance management frameworks (CIPD, 2015; Cholteeva, 2023). 
Despite Dimensions’ commitment to career development, a misalignment between pay and skill development remains (Dimensions, 2023a; Dimensions 2023d). The implementation of pay bandings aligned with the NHS by a competitor highlights the importance of competitive compensation strategies (Black, 2023). In addition, a focus on employer branding is critical for improving retention, with branding efforts extending beyond service based content to showcase Dimensions as an employer of choice (Peters, 2023; Dimensions, 2021).
Addressing the varied challenges in talent management within social care requires a rounded approach that considers internal and external factors (Taylor & Perkins, 2021). Recognition of the impact of economic, demographic, and budget constraints is vital for Dimensions to create effective strategies that meet the overarching business objective of ensuring a skilled and engaged workforce, capable of meeting the demands of the evolving social care landscape (Taylor & Perkins, 2021; (Hurst & Patterson, 2014).

  







Recommendations
1. Workforce Planning Strategy
Dimensions should create a workforce planning strategy that anticipates the challenges posed by the ageing workforce potentially exiting the organisation, and proactively addresses the skills gaps, building an agile workforce (Beamery, 2023; Gröbler & Zock, 2010). The strategy should also consider the changing dynamics of the social care sector and the needs of the population, ensuring that the workforce is developed to possess the necessary skills to meet these demands (Hurst & Patterson, 2014). In addition, the strategy should incorporate age-friendly job design and support considerations, to retain ageing workers and their skills and expertise (Cholteeva, 2023).  
	Action
	Description
	Cost

	Outsourcing Services
	· Outsourcing with an external workforce planning consultancy to guide the strategy development (Beamery, 2023).
· HR Officer involvement in the planning process.
	Initial: £1100 fees
Ongoing: £120 per day / 1 day per month 

Initial: £231.00 - 3 days’ work
Ongoing: £154 - 2 days per month


	Data Analysis
	· Investment in a system to interpret workforce data (Beamery, 2023).
· Hiring a HR data analysist.
	Initial: £11,000 fees
Ongoing: £399 monthly fees

Initial: £8000 recruitment fees
Ongoing: £42,000 annual salary

	


	
	Totals
Initial: £12,331 Annual: £45,288



2. Pay bandings
Dimensions should create a more competitive baseline and be market leading in its approach to pay, by aligning the minimum wages of entry level workers, to NHS Band 3 (Dimensions, 2023d). 
Dimensions should further develop an operational strategy to integrate skill-based remuneration tiers that will recognise and reward workers for acquiring clinical skills, qualifications and expertise, fostering continuous professional development (Ledford & Heneman, 2011). In addition, a length of service based remuneration structure that will acknowledge longstanding staff members and serve as a retention tool (Cotton, 2023).
	Action
	Description
	Cost

	Pay Banding
	Pay banding alignment with entry level NHS Band 3 (Dimensions, 2023d).
	Monthly increase in salary budget: 
£119,031.05
Based on: 586 [FTE] support workers 
Band 3 entry £11.67 (NHS Employers, 2023).

	Remuneration strategy
	Skills based and length of service based remuneration (Ledford & Heneman, 2011; Cotton, 2023).
Internal resource required namely time from HR Officer, HRBP, Operations Director, Head of Learning and Development and Managing Director
	Initial: £5,727
Based on 1 weeks work.




	
	
	Total:
Initial: £5,727 Monthly: £119,031.05




3. Employer branding strategy
Dimensions should create an employer branding strategy with the aim of positioning the organisation as an employer of choice within the sector, attracting a high calibre of potential talent, and also contributing positively to employee engagement and the workforce culture (Peters, 2023). 
Dimensions currently communicates the positive impact that the work they do has on individuals and candidates, which is a step towards reaching potential candidates (Dimensions, 2021). However, the strategy must further showcase the competitive pay, the growth and professional development opportunities and the organisations culture (Peters, 2023). The strategy must include the use of online platforms and social media to share stories of success, testimonials, blogs, employee experiences, that will enhance the reputation and brand visibility (Lybrand & Dewar, 2023). 
	Action 
	Description
	Cost

	Outsourcing
	Outsourcing with an external employer branding agency for expertise (Chatter, 2023).
HR Officer involvement in the planning process.

	Initial: £1100 fees
Ongoing: £120 per day / 1 day per month 

Initial: £231.00 - 3 days’ work
Ongoing: £154 - 2 days per month


	Communications
	Hiring a People and Communications officer to work with the marketing team with a focus on people branding.
	Initial: £3000 recruitment fees
Ongoing: £28,000 annual salary


	
	

	Total
Initial: £4331 Annual: £31,288
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