
 

 

 

Background 

 

Cafcass is the largest employer of Social Workers (SWs) in England.  In April 2017 Cafcass 

employed 1,165 FTE SWs, all operating within the Children and Family Courts and called 

Family Court Advisers (FCAs). 

 

Recruiting high quality SWs is a major challenge, with demand far outstripping supply. Many 

employers recruit Newly Qualified SWs to fill a significant proportion of their vacancies. 

FCAs at Cafcass must have 3+ years post-qualifying experience, significantly reducing the 

pool of talent we recruit from. 

 

Furthermore, the work a FCA is significantly different to that done by SWs in other settings. 

Even though they may have the requisite years of experience, some don’t have the specific 

transferable skills or knowledge. FCAs must be confident and comfortable working with 

children and young people, conveying their wishes and feelings in an often-intimidating court 

environment, whilst also interacting with and challenging other SWs, legal representatives 

and key stakeholders. 

 

Cafcass is a national organisation recruiting across England. Different geographical areas 

present unique resourcing challenges. As we have invested in technology to support more 

agile, remote working, we have reduced the number of Cafcass offices, which can impact 

local recruitment. 

 

We have experienced unprecedented year-

on-year increases in work coming into 

Cafcass and hence in average active 

caseloads held per FCA by April 17. To 

reduce this to a manageable level and thus 

safeguard both the quality of frontline work 

and the health and wellbeing of our 

employees, we set about recruiting significant 

Best Frontline recruitment campaign 

 

 



 

numbers. 

 

Actions and results 

 

• Temporary staff 

 

Our short-term approach was to recruit temporary FCAs via agency. This provided 

immediate capacity within frontline teams while allowing us to formulate medium-term 

recruitment plans with frontline Managers and evaluate attraction methods, systems and 

processes. 

 

We anticipated changes to IR35 legislation could mean SWs in the temporary labour market 

wanting to convert to permanent employment. Recruiting them via an agency, initially, 

placed us in a better position to secure the best talent longer-term. 

 

Result 

 

By recruiting agency staff, we resourced the frontline quickly and effectively, and they remain 

a valued proportion of our overall workforce.  

 

 

We are pleased so many were successful in the role and wanted to join us permanently.  

 

 

 



 

 

 

• Online Attraction  

 

Our initial challenge was to increase applicant numbers for permanent roles, and to do this 

we had to:  

 

1. Better understand the appeal of the FCA role; and 

2. Communicate this effectively to both active and passive jobseekers 

 

Internal surveys of frontline staff, supplemented by focus groups, identified key 

messages. We used this insight to create engaging adverts that embodied the FCA role and 

the unique Cafcass offer. 

 

Next, we ensured our message reached 

candidates. Building on our long-standing 

relationship with The Guardian, we 

expanded our approach to ensure Cafcass 

and our vacancies has an improved profile 

across online and print platforms.  

 

Furthermore, we advertise on JobsGoPublic 

and consistently use social media to reach 

candidates through LinkedIn, Twitter and  

 



 

Facebook.  

 

We recognised the way people consume information has evolved and we were too reliant 

upon written content. To address this, we created videos covering: 

 

1. What’s unique about Cafcass’ work 

2. Range of practice at Cafcass 

3. Benefits of working for Cafcass 

4. Day in the life of a FCA 

 

Click to go to 

videos 

https://www.youtube.com/watch?v=cOScGnKyFsc
https://www.youtube.com/watch?v=ky7V9ziABUI
https://www.youtube.com/watch?v=m28mxShp6pI
https://www.youtube.com/watch?v=xT-UwmpOzQE


 

To enhance our employer brand, we worked closely with The Guardian to develop a ‘mini’ 

careers site for frontline roles. This hosts the videos and allows us to create specific content 

and a ‘look and feel’ 

more appealing to 

prospective 

employees. 

• Offline Attraction  

 

 

  

 

https://jobs.theguardian.com/minisites/cafcass/
https://jobs.theguardian.com/minisites/cafcass/


 

Frontline colleagues told us they could assist with recruitment if they had information to 

share with fellow SWs. Working closely with our internal Communications Team, we 

designed, printed and distributed flyers and posters to all offices, signposting to our careers 

pages, specific events and vacancies, and the details of a Senior Manager job seekers could 

contact informally.  

 

 

  

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

In areas where experience and research demonstrated recruitment was especially 

challenging, informal opportunities for SWs to discover more were offered via Open Events. 

Individuals could come along and speak with local frontline senior managers and staff from 

across the organisation, sometimes including our CEO.  

 

 

• Ease of applying 

 

Whilst various data confirmed interest in our vacancies, this wasn’t always reflected in 

application numbers and we concluded our processes / systems were creating barriers.  

 

  



 

Through investing in a new Applicant Tracking System (ATS), we simplified the application 

process and enabled candidates to manage their own application (e.g. self-select interview 

times, etc.). This reduced internal administration and made the recruitment process more 

user friendly and efficient.  

 

Result 

 

Data from a primary candidate source, The Guardian, demonstrates we compare favourably 

to other social care employers following our resourcing innovations.  

 

 

 

 

 

 

 

These investments and enhancements 

contributed to a 32% increase in average 

applications.  

 

Improved adverts, while using our original 

ATS, generated a 14% increase in 

average applications. Since changing ATS 

however, this has further increased to 11.9 

per vacancy, a 67% improvement from 

16/17.  

 

 

In the 9-months to December 2017, 

Cafcass recruited 85% more FCAs than in all of 2016/17. The chart below demonstrates 

how the changes made a demonstrable difference, particularly in the last 5 months when 

141 (out of 220) new FCAs have joined. 

 

 

 

 



 

 

 

• Targeted campaigns 

 

We have also run special targeted campaigns. As well as posting roles to further job sites, 

candidates were proactively contacted to make them aware of vacancies.  

 

During August-October 2017 we ran 9 campaigns; 5 covered multiple Cafcass offices where 

we had significant requirements (i.e. 4+ FCAs), and 4 for a single office with fewer vacancies 

but which historically received below average numbers of applications and often ran 

unsuccessful campaigns. 

 

We supported these campaigns by creating ‘call to 

action’ adverts across 4,000+ trusted, non-recruitment 

websites (e.g. eBay), appearing to individuals based on 

their location and browsing history. 

 

  



 

 

Result 

 

As the charts below show, these campaigns yielded high quantity and quality of applicants 

and saw us recruit 42 FCAs, including 10 in ‘hard-to-recruit’ areas.  

 

 

 

 

 

 

 

 

 

 



 

 

• Offer to start period 

 

A barrier to increasing frontline capacity quickly was our processes and the timeframe 

between offering a role and commencing employment. At the end of 2016/17 this averaged 

13 weeks, when SW notice periods are typically 8 weeks. 

 

To reduce this, we streamlined critical pre-employment processes by working with external 

providers to manage reference collection online and complete DBS applications 

electronically, while the new ATS enabled new starters to provide essential starter 

information more easily.  

 

Result 

 

Even though we’ve recruited unprecedented numbers in a short period, we managed to 

reduce the time from offer to start-date from a high of 13.1 weeks to 10 weeks. We’re seeing 

evidence this can be reduced further, with most recent new starters averaging 8-9 weeks. 

 

 



 

 

Overall outcomes 

 

A 10% increase in employed FCAs combined with a significant increase in flexible 

resources means we’ve responded to continued unprecedented increases in demand for 

Cafcass’ frontline social work services to children, while also reducing average caseloads for 

our FCAs by 10% and maintaining the highest quality of appointee.  

 

 

While 2017/18 has been a challenging year, our flexible, proactive response means Cafcass 

leads the sector when it comes to retaining frontline colleagues. This has helped us meet 

KPIs in delivering a good and timely service to the children and families we support. 

 



 

 


