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Care Alliance for Workforce Development
Leadership and management development for employers – summary report

Introduction
The Care Alliance for Workforce Development (CAWD) is a partnership established to promote workforce development, learning and qualification throughout the social care sector in North Yorkshire and York.

Between January and June 2010 a survey was conducted to gather information about the training and development needs of managers preparing for the introduction of personalisation and to highlight priorities for the sub-region. Information was collected through the use of a Skills for Care questionnaire. These were completed either through face-to-face interviews with CAWD members, or returned electronically or by post.
Outcomes

Overall, organisations responding to the survey indicated that they were committed to and, in many cases, already working in a person-centred way that promoted the individualisation of services and supported the principles of personalisation. There was no significant demand for training or support in the promotion of this approach to care delivery. Further training around dementia was the only need identified in relation to care practice.
A commonly expressed view was that organisations felt frustrated by the lack of consultation with and information from funding authorities. It was felt that a lack of clarity and detail in relation to the practical implementation of personalisation was holding providers back in their preparations for change.
The survey identified the need for considerable support in the development of management skills. Organisations have recognised that their services may have to change quite dramatically and that  managers will need a different set of skills to drive changes through and to support staff in new ways of working.

The survey suggests that most managers are confident in areas such as communication, motivating staff, service user involvement, coaching, diversity, care planning, team working, supervision etc. These may seem to be the ‘softer’ skills of management which are more people or client focused. Given the context of their management roles, this is perhaps to be expected.
The key needs identified are perhaps the purer aspects of management, those areas that have a more business and commercial focus. These are:

· Strategic planning

· Business planning

· Marketing

· Commissioning and contract management

· Financial monitoring

· Project management

· Managing change

Of all the training needs identified however, the issue highlighted by the largest number of organisations was in relation to the need for advanced IT skills. This was identified by 18 of the 36 respondents.
Organisations also stated a need for more funding for training and for easier access to information about training available.
A more detailed analysis of the questionnaire responses follows.

Analysis of responses

1. A total of 36 questionnaires were returned, representing the following services:

	Individual employing own staff                              0

	Independent – private                                         21

	Independent – voluntary                                     10

	Statutory - local authority                                     4

	Statutory – health                                                 0

	 

	Registration with CQC                                        33

	Not registered                                                      3

	 

	Type of service-Domiciliary Care                       16

	Care Home with Nursing                                      9

	Care Home only                                                 11

	 

	Number employed - 0-9                                       3

	10-49                                                                  18

	50-249                                                                  9

	250 and over                                                        5

	 

	Structure - single employer                                18

	Part of Group                                                     10

	Parent Organisation                                             3

	Local Authority                                                     4

	 

	Approx number of managers                              93

	Approx number of supervisors                          136


2. The questionnaire asked organisations to identify the key challenges they faced at the present time. The table below shows how many of the 36 respondents felt concerned about specific issues:
	Rising costs                                                                                               29

	Changing government policy & regulations                                               27

	Changing in commissioning requirements and procedures                      23

	Difficulties recruiting skilled or suitable staff                                              23

	Applying quality assurance and monitoring                                               20

	Increasingly complex needs of people                                                       20

	Changing to more personalised services                                                   18

	More competition for funding                                                                     15

	Difficulties training and developing staff to the required standard             13

	Service users and/or carers becoming employers of own staff                   9

	Increase in partnership working across sectors                                          8


Lack of communication from funding authorities and lack of funding for clients with dementia were also suggested as major challenges.

3. Respondents were asked to assess their level of knowledge in relation to personalisation. The 35 replies showed:

	Limited knowledge                                                                                       4

	Basic knowledge                                                                                         13

	Reasonably informed                                                                                  13

	In-depth knowledge                                                                                      5


There was a strong call for more information and training and for improved communication with commissioners and local authorities, particularly around the practical implementation of local arrangements.

4. Organisations were asked to outline the positive and negative impact personalisation could have.
In terms of the experience for people using services it was overwhelmingly felt that there would be positive benefits. This would be through giving people increased choice, more information, greater opportunities and increased control over their lives.

The majority of organisations commented that they already delivered individualised services, worked in a person-centred way and promoted many of the values underpinning personalisation, so that there would be little direct impact on clients.

Negative impacts included concerns for the anxiety that may be experienced by some elderly people in managing budgets and staff and the potential that some clients may become more vulnerable to abuse. 

For the organisation, most respondents viewed the changes positively, commenting that the changes would provide further opportunities to develop and improve their services, building on existing good practice and expanding provision.

Negative concerns centred on the management of change and the need to support some managers and staff into new ways of working. It was suggested that the current lack of information and guidance could lead to planning blight which would hamper development.

Responses in relation to funding, contracts and sustainability were mixed. Whilst some expressed concerns that reduced and short-term funding that could impact on the sustainability and quality of services, others felt very positive that new funding arrangements and individualised contracts could allow more flexible and responsive working.
In terms of marketing, some organisations have established strategies but recognised that they might need to target different audiences, in new ways and with a different emphasis on good practice. For other organisations this would be a new activity, requiring additional skills and resources.

There was a consensus in relation to leadership and governance that organisations would need to be more commercially aware, more accountable and much stronger in their accounting and quality assurance processes. It was felt that this would make positive contributions to the effectiveness and sustainability of organisations.
In delivering more flexible services organisations have identified the need for different models and skills in management and supervision. Most saw this as a positive outcome of personalisation.
Changing job roles was not seen to be a major issue for most organisations, particularly for those which felt they already delivered flexible, personalised services. For some there were concerns about change, uncertainty, extended roles, the need for new skills and potential staff turnover.

The cost and logistics of delivering training to support new skills was seen as a significant negative. However, the principles underpinning the developments were strongly supported and seen as a positive way of building on current good practice. The commitment to training was consistently strong.
5. Organisations were asked to identify the strategic plans they had in place to support workforce development in relation to the implementation of personalisation
	A strategic business plan covering personalisation?

	Yes                                                                                                                                           19

	No                                                                                                                                               4

	In preparation                                                                                                                             9

 

	A workforce development plan covering personalisation?

	Yes                                                                                                                                           13

	No                                                                                                                                              4

	In preparation                                                                                                                           11

 

	Plans for training all staff including managers and supervisors, including personalisation?

	Yes                                                                                                                                           18

	No                                                                                                                                              5

	In preparation                                                                                                                            9 

 

	Personal development plans for all staff including managers and supervisors, including personalisation?

	Yes                                                                                                                                           18

	No                                                                                                                                              6

	In preparation                                                                                                                            7


From the above returns it can be seen that organisations are at very different stages of strategic planning. 17 organisations indicated that they would like support in this area.

6. This section asked organisations to rank the level of competence of their managers in a total of  skill areas, on a scale measured as ‘High level’, ‘Acceptable’, Needs more support’ and ‘Skill does not apply’. 

3 broad categories were considered: Management skills; Communication skills; Technical skills. 
From 34 respondents the key areas in which managers were identified as needing support were:

Management skills:

Commissioning/contract management (9)
Strategic planning & forward thinking (7)

Involvement of service users in planning (7)

Networking & partnership working (7)

Communication skills:

Understanding & providing numerical information (6)

Presentation skills (5)

Technical skills
More advanced IT skills (18)

Marketing (9)
Budgeting/financial systems and monitoring (6)
Fundraising (6)

Project management (6)

7.  Organisations were asked about the use of competency frameworks and national or local standards with managers. This appeared to cause some confusion. 4 organisations stated that they used internal frameworks and 1 used the Skills for Care induction standards for managers. 4 organisations referred to the use of Common Induction Standards with frontline staff or the use of NVQ. 
8.  This was an open question about skills gaps in organisations. Many of the managerial skills identified in question 6 were repeated, along with recruitment and retention, managing teams and motivating people and HR knowledge.

Other needs expressed related to care provision, identifying gaps in knowledge around dementia, personalisation and also needs in literacy and numeracy.

9.  Organisations were asked which qualifications they required their managers to possess:
Registered Manager’s Award L4
      


21

Leadership & Management in Care Services L4  

12
( NB. 8 organisations identified both awards)
These awards were accessed primarily as a regulatory requirement, but also to enhance skills and as evidence of continuing professional development.

One organisation offered the following qualifications as a means of development for existing managers:

Management NVQ Level 5 



 

Foundation degree






Degree in Leadership & Management



Post Grad cert/Dip/MA/MSC in L&M


10.  Managers are required to undertake specific aspects of training by the following number of organisations:

Finance


10

Recruitment

12

Health & safety

19

Risk assessment
16
First Aid

13

Supervision

16

Presentation skills
 9

Developing people
10

People management
10

Leadership

12

Employment law
10

Other areas required included equality & diversity by one organisation and by one other communication, person centred planning and coaching.

11. The main barriers to the development of managers to meet the demands of personalisation were seen as:
	Availability of information for decision making                       11

	Developing a workforce development plan                              5

	Lack of information on training & development available        6

	Cost of funding of training & development                             20

	Availability of training of the right content & quality               14

	Availability/ workload of staff to deliver training                     13

	Need for more skills to deliver training                                  10

	Availability of staff to attend training/ lack of time                  14

	Training not seen as a priority in the organisation                   2

	Managers and staff not supported in personal development   1

	Supervision & coaching skills                                                  4


This indicates that organisations are aware of the need to offer further development to staff, but that the costs and availability of training and the availability of staff to attend training are key barriers.

12. Organisations were asked to identify what support they needed to meet the challenges of personalisation. Whilst one organisation said they were ready to meet the challenges, 12 identified support needs. There was a lot of common ground but three key needs were identified:
More information about personalisation, including good practice examples

More in formation about training availability

More funding for training

13.  In a final open question about the issues facing organisations there was a repeated criticism regarding the slow communication of decisions from funding authorities. One organisation identified a need for further training to help staff move from care or nursing posts into management positions.
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