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Title of Programme – Children’s Social Care Workforce Development Strategy  

 

Introduction 

Childrens’ Social Care at Somerset County Council has been rated ‘Inadequate’, 
twice, by Ofsted (2013 & 2015). SCC worked on a priority action plan with our 
improvement partners, Essex County Council through 2015-17. A major part of this 
plan was establishing how the authority would improve the capacity and capability 
of Children’s Services senior leadership, managers and social workers. 

Prior to 2015, Somerset County Council saw a gradual loss of experienced Social 
Workers. Ofsted highlighted the potential risks of a high number of locum staff used 
to cover managerial and social work posts. The effect of this limited the Council’s 
ability to achieve a consistently acceptable standard and quality of social work 
practice, with children experiencing too many changes of Social Worker. 

A Workforce Development Strategy was written and approved by Cabinet, as part 
of the Children’s Services Improvement Programme. The overarching theme to this 
work was that building relationships with children and families is key to effective 
social work; this has become a fundamental part of our approach to recruitment 
and workforce development within Children’s Social Care and will ensure that 
transformation will not only be sustainable, but will also spread great practice 
across the authority and its partner agencies. 

The County Council revisited its offer to Social Workers and Team Managers to 
ensure that we are attractive to candidates. We also recognise that to develop a 
successful workforce it is essential that current employees feel equally valued. In 
addition to our work in attracting new employees, we have: 

• Increased capacity across fieldwork teams by working towards the reduction in 
fieldwork caseloads to an average of fourteen;  

• Reduced the maximum number of direct reports for each manager to six to 
ensure that all staff receive regular high quality reflective supervision; 

• Developed a clear career path to provide progression opportunities and include 
alternative routes for those Social Workers not wanting to become managers; 

• Established our Social Work Academy; 

• Put in place a benefits programme, offering staff a variety of discounts and 
salary-exchange schemes; 

• Put a real focus on appraisal and effective supervision; 

• Supported colleagues with resilience and mental wellbeing in the workplace; 

• Run leadership and team development programmes; 



• Trained managers in effective appraisal and performance management 
processes; 

• Celebrated our Social Workers through monthly and annual awards, including 
asking children and young people to vote for their social worker in the Council's 
Social worker of the Year Awards. 

• Helped to deliver a workforce that was sixty per cent permanent in 2016-17, 
rising to ninety per cent permanent in 2018-19, with a “Think Family” approach 
at its heart. 

Outcome 

We received an Ofsted inspection in November 2017. The outcome of this is that 
we have been lifted out of ‘Inadequate’. 

 

Children’s Social Care Workforce Development Strategy 

Vision 

The vision in our Children & Young People’s Plan is for Somerset children and 
young people to be safe, healthy and happy. They will be ambitious for their future 
and will be able to develop skills for life. 

The Children’s Social Care Workforce Development Strategy underpins this vision. 
It is helping to support current and future colleagues to be safe, healthy, happy and 
ambitious for themselves and for the children and families that they work with.  

Format  

Our Workforce Development Strategy is divided into two sections, Growing Our 
Own and Developing Our Own. The sections below outline the individual projects 
and where we’ve go to with them. The appendix to this nomination describes the 
sheer scale of challenge and change that we’ve gone through. 

 

1. GROWING OUR OWN 

1.1 Culture and Embedding a ‘Think Family’ Approach 

• Worked with staff across Somerset County Council (SCC) on culture – what 
it’s like to work here. Over 700 staff have taken part, including excellent 
representation from Children’s Services, underpinning a systemic approach to 
our work; 

• We collect, analyse and work on views of staff, using our Staff Survey and the 
Annual Health Check of Social Work. Results show:  

o Morale has improved; Staff feel well supported by management; 
Mindfulness programmes help with work stress; Regularity of team 
meetings is good; Supervision is regular. 

• Young people sit on recruitment interview panels. 

1.2 Practice Standards 

• Developed a social work contract that sets expectations of colleagues and 
SCC; 



• Appointed 12 consultant social workers to help reinforce performance 
standards; 

• Run workshops exploring the importance of corporate culture. 

1.3 Recruitment & Retention 

• We have recruited 71 graduates (ASYEs) since August 2015 (69 of whom are 
still with us); 

• Recruited 165 permanent social workers. This includes 72 qualified social 
workers, 6 consultant social workers, 16 Team Managers, 2 Operations 
Managers and 69 ASYEs; 

• Used values-based recruitment to assess ‘fit’ as well as skills; 

• Continually develop our recruitment micro-site and social media presence; 

• Built a presence at recruitment fairs, including most recently partnering with 
Visit Somerset and Mindfulness UK; 

• Developed a ‘Try Before You Apply’ offer, so interested candidates can visit 
us, see the area and meet teams. All those who attend these sessions end up 
applying; 

• Turnover has reduced from a peak of 27% in 2015 to 13%. It is 8.3% for 
frontline roles; 

• We currently have 22 apprentices in post in Children’s Services (from 2 in 
2015-16); 

• Introduced a ‘Talk Before You Walk’ scheme to help retention; 

• Re-introduced face-to-face corporate induction. 

1.4 Leadership and Management, Talent Management & Succession Planning 

• Systemic leadership & supervision training for all CSC managers; 

• Developed & run programmes for Aspiring Operations and Team Managers; 

• Supported 2 colleagues on the national Aspiring Directors of Childrens’ 
Services Programme 

• Designed and implemented a leadership programme for organisations across 
Somerset; 

• Developed our Social Worker Academy. 

1.5 Social Value 

• Worked on creating opportunities and experiences for children in & leaving 
care including apprenticeships, work experience and engaging our major 
contractors in social value. 

 

  



2. LOOKING AFTER OUR OWN 

2.1. ‘Think Family’ Work – Transitions 

• Developed joint working with Adults’ & Children’s teams; 

• Included transitions in Somerset Academy work with partners across 
Somerset. 

2.2. Health & Wellbeing 

• Developed Mindfulness as an innovative approach, in partnership with 
Mindfulness UK and as part of a focus on resilience. This has also been 
included in our management training and is being developed as a 
‘standard’ offer to staff. 

2.3. Learning & Development 

• SCC is the regional lead for the Step Up to Social Work programme; 

• We include young people in the design & delivery of training plans. 

2.4. Speaking Up 

• Set a high priority on good, reflective supervision – frequency of 90% 
monthly in most teams; 

• Excellent appraisal completion rates – 90% in commissioning and 73% in 
CSC. 

2.5. Coaching & Mentoring 

• Consultant Social Workers mentor and coach new staff; 

• Consultant & Experienced Social Workers coach practitioners. 

2.6. Education Partnerships 

• We work in partnership with universities to provide high quality placement 
opportunities for students;  

• We partner with the Open University to provide sponsorship for staff to 
train as a social worker; 

• Somerset supports places targeting experienced social workers and 
above, to undertake graduate level post-qualification units. 

2.7. Celebrate great social work 

• Included a Social Worker of the Year Award in our Staff Awards 
Ceremony, with nominations from children & young people; 

• Instigated an annual celebration event for all Children’s Social Care staff 
who achieve accredited qualifications through our Social Work Academy.  

 

 

 

 

  



Appendix to the Nomination 

There are lots of local authorities doing fantastic work in children’s services, so why 
submit this nomination? I’m well aware that what’s been described here may 
appear as a ‘smorgasbord’ of projects and initiatives, but this has been achieved 
through a coherent strategy, setting the vision and enabling colleagues across 
children’s social care and HR to realise their own potential. 

It’s really important to consider where we’ve come from. Two ‘Inadequate’ ratings 
meant we were pretty much bottom of the table in terms of performance. We were 
nowhere with recruitment. Our digital recruitment offer has now been built on what 
we’ve achieved with children’s social care. Our stands at recruitment fairs are 
buzzing and we now offer a fantastic partnership at these events with Mindfulness 
UK and Visit Somerset. Our learning and development team offer great 
opportunities to new and experienced social workers. Managers really get the 
‘people’ element to workforce. There is now real partnership between HR and 
operational management, across all areas of HR and development. 

But perhaps it’s best to leave things to those who have experienced the changes 
we’ve made… 

 
Praise goes to you, SCC, as a forward-
thinking, pioneering organisation offering 
valued staff the support and resources they 
need to do their job really well by looking after 
themselves and creating a kinder environment 
in which to work. 

(Mindfulness UK) 

“It is great to know that we are starting to 
make a real difference and participation of 
children and young people and the voice of 
the child in Somerset are on everyone’s 
agenda.  Thank you….” (SEND worker) 

 

““I’ve been working with this 

incredible woman for 3 and a half 

years. She makes you feel a lot 

more than a young person on her 

caseload.” 

“I have worked for Somerset County Council for the 
past 7 years and have been part of tremendous change 
and development throughout this time. Throughout my 
career here as a Social Worker, I have been supported, 
nurtured and mentored by many inspirational and 
experienced Staff.” 

 

Culture Workshops with Children’s Services: 

“… well presented and ‘inspired’ them in terms of moving 

the service forward. Workers felt there was a good balance 

between…information and listening and taking ideas from 

individuals.” (Fostering & Adoption) 

“I thought it was a fantastic session and it led perfectly into 

what we did in the afternoon.” (Virtual School Team) 

 

Practising mindful techniques 

helps me to maintain my love for 

this special area of work, my 

humour, my balance and sanity. 

   


