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Abstract
This study examines organisational, managerial and job‑related factors influencing workforce retention in Birmingham City Council Adult Social Care. 
Using a quantitative research design, the study analyses HR data and staff survey results to identify patterns of turnover, workload pressures, wellbeing concerns and organisational resource gaps. 
Findings will support evidence‑based recommendations to improve workforce stability, operational efficiency and long‑term organisational resilience (Skills for Care, 2024; Birmingham City Council, 2024).
1.1 Identification of the Business Problem
Adult social care services across the UK face chronic workforce retention challenges, particularly in large metropolitan authorities such as Birmingham City Council (BCC). The council reports high vacancy rates, difficulties recruiting qualified social workers and significant churn among frontline care staff (Local Government Association, 2024).
 Skills for Care (2024) identified national turnover above 28%, with local authorities experiencing the highest levels due to complex caseloads, funding constraints and regulatory pressures.
For Birmingham, the problem is multidimensional. High turnover increases reliance on agency staff, inflates costs, disrupts continuity of care and reduces the council’s ability to meet statutory duties under the Care Act 2014 (Department of Health and Social Care, 2024). Workforce instability undermines long‑term transformation programmes, including digital integration and strengths‑based practice (CIPD, 2024). Frequent staff changes weaken relationship‑based practice and contribute to poorer outcomes for vulnerable adults (Care Quality Commission, 2024).
BCC’s demographic profile intensifies the challenge, with high deprivation, disability levels and rising safeguarding referrals (Birmingham City Council, 2024). Workforce retention is therefore a strategic business problem affecting financial sustainability, service quality and organisational resilience.
2. Research Aim, Objectives and Questions
Research Aim
To investigate organisational, managerial and job‑related factors influencing staff retention in Birmingham City Council Adult Social Care using quantitative analysis, and to identify evidence‑based strategies to improve workforce stability.
Research Objectives
· Examine organisational, job design and leadership factors associated with turnover using HR and survey data (Manthorpe et al., 2020).
· Evaluate the effectiveness of current recruitment, induction, supervision and wellbeing practices through quantitative staff feedback (Baginsky & Manthorpe, 2021).
· Identify statistical patterns in workload, wellbeing, supervision quality and intention to leave (Hussein, 2018).
· Develop practical, evidence‑based recommendations to enhance retention and workforce sustainability (Saunders, Lewis & Thornhill, 2019).
Research Questions
What organisational and job‑related factors most strongly influence retention and turnover among adult social care staff in Birmingham City Council? Which workforce practices (e.g., induction, supervision, wellbeing support) are statistically associated with higher retention? What quantitative patterns exist in workload, job satisfaction, wellbeing and intention to leave? What evidence‑based strategies could Birmingham City Council implement to improve retention and workforce stability?
3. Critical Literature Review
3.1 Workforce Retention in Social Care
Workforce retention in adult social care is a national challenge. Skills for Care (2024) highlights shortages, high turnover and difficulties attracting qualified staff. Research identifies drivers of turnover including low pay, high workload, emotional strain and limited progression (Hussein, 2018; Manthorpe et al., 2020). Local authorities face additional pressures such as higher caseloads, complex safeguarding responsibilities and bureaucratic demands (Baginsky & Manthorpe, 2021), contributing to burnout and turnover intentions.
3.2 Theoretical Frameworks
Relevant theories include the Job Demands–Resources (JD‑R) Model, which argues that high demands combined with insufficient resources predict burnout and turnover intentions (Bakker & Demerouti, 2007). Psychological Contract Theory suggests that unmet expectations regarding support, development or workload increase turnover (Rousseau, 1995). Organisational Commitment Theory highlights how stress, poor leadership and limited progression weaken commitment (Meyer & Allen, 1997). Public Service Motivation theory emphasises that values‑driven staff remain committed only when organisational conditions support their purpose (Perry & Wise, 1990). These frameworks highlight workload, support, leadership and organisational culture as key retention factors.
3.3 Gaps in Existing Research
The literature reveals several gaps: limited quantitative studies focused on local authorities; insufficient statistical analysis of retention drivers; few organisation‑specific evaluations of recruitment, induction and supervision; and a lack of data‑driven recommendations tailored to individual councils (Local Government Association, 2024). This study addresses these gaps by using a quantitative case study of Birmingham City Council.
4.2 Research Approach (Quantitative Only)
A quantitative case study design will be used to examine workforce retention within Birmingham City Council Adult Social Care.
 A case study approach is appropriate because it enables an in‑depth investigation of a single organisational context while still allowing for systematic, replicable analysis using numerical data (Saunders, Lewis & Thornhill, 2019).
 Quantitative case studies are widely used in workforce research because they allow researchers to identify statistical relationships between organisational factors such as workload, supervision quality and wellbeing and measurable outcomes such as turnover, sickness absence and intention to leave (Manthorpe et al., 2020).
This study will draw on two primary quantitative data sources: HR workforce datasets and a structured staff survey. HR datasets provide objective indicators of workforce stability, including vacancy rates, length of service, agency spend and sickness absence (NHS Digital, 2024). These metrics allow for trend analysis and comparison across teams, roles and time periods. The structured staff survey will generate quantifiable data on job satisfaction, workload, supervision quality, wellbeing and organisational support using validated scales such as the Job Demands Resources (JD‑R) workload and resource measures (Demerouti et al., 2001). The use of validated instruments strengthens reliability and ensures that constructs are measured consistently across respondents.
The quantitative approach is particularly suited to identifying patterns, correlations and predictors of turnover. For example, regression modelling can be used to test whether workload, supervision quality or wellbeing significantly predict intention to leave. Comparative analysis across teams can highlight areas of high pressure or low support, enabling targeted organisational interventions. This aligns with the pragmatic philosophy underpinning the study, which emphasises practical, actionable insights derived from empirical evidence (Saunders, Lewis & Thornhill, 2019).
By combining organisational datasets with structured workforce surveys, the research approach ensures a robust, data‑driven understanding of retention challenges. This design supports the development of evidence based recommendations that are directly relevant to Birmingham City Council’s operational context and strategic priorities. 
4.3 Data Collection (Quantitative Only)
HR data will include turnover rates, vacancy levels, length of service, sickness absence and agency spend (Birmingham City Council, 2024). Survey data will measure job satisfaction, workload, supervision quality, wellbeing, organisational support and intention to leave using validated scales such as JD‑R workload/resource measures (Demerouti et al., 2001).
4.4 Data Analysis (Quantitative Only)
Data will be analysed using descriptive statistics, correlation analysis and regression modelling (subject to sample size), consistent with quantitative workforce research (Manthorpe et al., 2020). Comparative analysis across teams and roles will identify patterns in workload, supervision and wellbeing.
4.5 Ethics, Reliability and Validity
Ethical considerations include informed consent, confidentiality and data protection compliance (Social Work England, 2024). Reliability will be ensured through validated survey instruments and pilot testing. Validity will be strengthened through triangulation of HR and survey data (Saunders, Lewis & Thornhill, 2019).
5. Business Relevance and Practical Implications
5.1 Strategic Value
The study will provide an evidence‑based diagnosis of retention drivers, enabling Birmingham City Council to prioritise organisational levers such as supervision, workload and wellbeing (Local Government Association, 2024). Quantitative insights will support workforce transformation, strengths‑based practice and long‑term planning.
5.2 Potential Recommendations
Improved supervision models can reduce burnout and improve retention (Baginsky, 2020). 
Workload management strategies such as caseload caps and triage systems reduce pressure on frontline staff (HSE, 2024). 
Clear career pathways support progression and long‑term retention (CIPD, 2024). Wellbeing initiatives such as resilience training and flexible working improve staff satisfaction (CIPD, 2024). 
Values‑based recruitment strengthens organisational culture (Local Government Workforce Consortium, 2024). 
Data‑driven workforce planning enables proactive intervention and strategic decision‑making (NHS Digital, 2024).

6. Conclusion
This quantitative study will provide Birmingham City Council with a robust evidence base to improve workforce retention, strengthen organisational resilience and enhance service quality. By analysing HR data and staff survey results, the research will identify key drivers of turnover and propose evidence‑based strategies to support a stable, motivated and effective workforce.
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Annex a 
SMART Analysis of Research Objectives
A SMART analysis was conducted to ensure that each research objective is Specific, Measurable, Achievable, Relevant and Time‑bound. This strengthens the methodological clarity of the study and ensures alignment with the identified business problem of workforce retention in Birmingham City Council Adult Social Care.
Objective 1:
Examine organisational, job design and leadership factors associated with turnover using HR and survey data.
 Specific, focusing clearly on organisational and job‑related factors. 
 Measurable, as HR metrics and survey responses provide quantifiable data. 
 Achievable, given the availability of workforce datasets and established survey tools. 
 Relevant to understanding retention drivers,
Time‑bound within the study period defined by the research design.
Objective 2:
Evaluate the effectiveness of current recruitment, induction, supervision and wellbeing practices through quantitative staff feedback.
Specific, targeting four defined workforce practices. 
 Measurable through structured survey items and HR indicators. 
 Achievable, as these practices are routinely monitored within the organisation. 
 Relevant to improving workforce stability and organisational performance. 
 Time‑bound, as the evaluation will be conducted within the timeframe of the research project.
Objective 3:
Identify statistical patterns in workload, wellbeing, supervision quality and intention to leave.
 Specific, focusing on  measurable constructs. 
Measurable through validated scales and HR data. 
 Achievable, as the required data is accessible and suitable for statistical analysis. 
 Relevant, addressing core predictors of turnover identified in the literature. 
 Time‑bound, as analysis will be completed within the project’s defined schedule.
Objective 4:
Develop practical, evidence‑based recommendations to enhance retention and workforce sustainability.
Specific, aiming to produce actionable recommendations. 
 Measurable, as recommendations will be grounded in quantitative findings.
 Achievable, given the study’s design and available data. 
Relevant, directly addressing Birmingham City Council’s strategic workforce priorities. 
 Time‑bound, with recommendations produced at the conclusion of the research.
 
