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Background & introduction  
! Ψ/ƻƘŜǊŜƴŎŜ DǊƻǳǇΩ Ƙŀǎ ōŜŜƴ ŜǎǘŀōƭƛǎƘŜŘ ŀŎǊƻǎǎ ǘƘŜ ¢5!Σ /²5/ ŀƴŘ bŀǘƛƻƴŀƭ /ƻƭƭŜƎŜ ŦƻǊ ǘƘŜ ƭŀǎǘ ǘǿƻ 

years. The group has two members from each organisation who are working together to increase the 

current levels of collaboration and through this offer a better service to all of the people and 

organisations the agencies supportΦ ¢ƘŜ ƎǊƻǳǇ Ƙŀǎ ǎǇŜŎƛŦƛŎ ǊŜǎǇƻƴǎƛōƛƭƛǘȅ ŦƻǊ ǘƘŜ ŘŜƭƛǾŜǊȅ ƻŦ ǘƘŜ ΨƧƻƛƴǘ 

offer of support tƻ /ƘƛƭŘǊŜƴΩǎ ¢ǊǳǎǘǎΩ around workforce development and to scope this they have been 

engaging ŀ ǊŀƴƎŜ ƻŦ ǎǘŀƪŜƘƻƭŘŜǊǎΣ ƛƴŎƭǳŘƛƴƎ ǊŜǇǊŜǎŜƴǘŀǘƛǾŜǎ ŦǊƻƳ ŀ ƴǳƳōŜǊ ƻŦ /ƘƛƭŘǊŜƴΩǎ Trusts.  As a 

result of this initial consultation work the intention is to now offer Ƨƻƛƴǘ ǿƻǊƪŦƻǊŎŜ ǎǳǇǇƻǊǘ ǘƻ ŎƘƛƭŘǊŜƴΩǎ 

trusts in a number of key areas. 

One of these key areas is supporting Trusts to develop and embed their Local Workforce Strategy (LWS).  

These strategies are key documents for planning and developing the strong workforce trusts need to 

have in place tƻ ŘŜƭƛǾŜǊ ǘƘŜ ŀƳōƛǘƛƻƴǎ ǿƛǘƘƛƴ ǘƘŜƛǊ /ƘƛƭŘǊŜƴ ŀƴŘ ¸ƻǳƴƎ tŜƻǇƭŜΩǎ tƭŀƴ ό/¸tt) and meet 

LAA priorities.  This guide is aimed at providing support at critical stages in the journey of developing this 

strategy in a way that enables each Trust to produce something that responds to their own local 

conditions and challenges. 

This guide is meant to be a dynamic document that will develop further on the back of good examples 

and experiences in using the guide.  This is initially released as work in progress with the aim that early 

feedback can be quickly absorbed and then, going forward, we can find a way where the guide can 

continue to grow on the back of trust feedback and experiences.  We are exploring the best ways of 

making the guide available in a way that enables it to develop in this way and thus ensure it remains 

relevant, up to date and valuable. 

Feedback on all elements of this guide is actively encouraged and anyone who wishes to submit such 

feedback should contact the coherence group project manager at marklong@ignite.org.uk.  In 

particular we would welcome suggestions in the following key areas: 

¶ Thinks to consider when developing a workforce vision 

¶ Examples of developing creative solutions to workforce challenges identified within the strategy 

¶ Policies, processes and strategies that the LWS could and should be linked to, and how 

¶ Hints and tips on how to launch, implement and sustain a LWS 

¶ Hints and tips on how to achieve maximum engagement in the process of developing and 

implementing the LWS 

¶ Examples of how to best structure a LWS to achieve the maximum effect 

¶ Examples of how to achieve the optimum look and feel of a LWS 

¶ Examples of effective use of workforce data to support the development of a LWS 

mailto:marklong@ignite.org.uk
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¶ How to best make this guide widely available such that it is accessible and dynamic 
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Using this guide  

This guide is designed to be used in three different ways: 

End to end approach ς the guide provides a suggested end-to-end approach for developing and 

embedding a LWS.  Trusts if they wish can use this approach to inform their own journey, drawing down 

the guidance and support provided at key stages of the journey 

Dipping in ς ǘƘŜ ƎǳƛŘŜ ƛǎ ŜǎǎŜƴǘƛŀƭƭȅ ŀ ǎŜǊƛŜǎ ƻŦ ΨƳƻŘǳƭŜǎΩ ǿƘƛŎƘ Řƻ Ƙŀve an element of stand-alone 

benefit.  Where Trusts want to just access particular elements of the guide, e.g. the module that focuses 

on engagement and participation, then this is possible 

Assessing where you are ς the guide provides a simple diagnostic that Trusts can use if they want to test 

their existing strategy against some key and important criteria.  This diagnostic does not seek to provide 

ŀ ǇǊŜǎŎǊƛǇǘƛǾŜ ǇƛŎǘǳǊŜ ƻŦ ΨōŜǎǘ ǇǊŀŎǘƛŎŜΩ ŀƎŀƛƴǎǘ ǿƘƛŎƘ ǘƻ ƧǳŘƎŜ ŀ ǎǘǊŀǘŜƎȅΣ ōǳǘ ƳƻǊŜ ŀ ǾŜƘƛŎle for 

providing an opportunity to highlighting areas for change and improvement. 

Alongside this guide sits a slide pack that can be used to support workshops covering some or all of the 

approach.  There are also some suggested workshop structures that Trusts can use internally to support 

their use of the slides. 
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The overall model & approach  

Below is a suggested high level model and approach for developing and embedding a LWS.  As 

always such things are never as perfectly linear as we would wish and there will be elements of 

iteration at various times.  Nevertheless this does encapsulate the key stages along the way and 

provides a logic in terms of the sensible ordering of activities. 

The suggested overall model is as follows: 

The overall approach

Vision

StrategyEmbed

 

 

Taking each stage in turn:  

Vision 

Developing a clear vision for the workforce we need in order to deliver the ambitions set out within the 

CYPP. 
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Build a workforce vision

4

Vision

Why are we doing 
this and what 

should it cover?

Where are we 
now?

What problems 
and challenges 

are we tackling?

What lessons can 
we learn from the 

past?

Construct the 
vision showing 
where we need 

to be

 

Strategy 

With a clear and agreed vision in place, going on to create a strategy for ensuring this vision is 

achieved as quickly and effectively as possible.  

Create a strategy to achieve 
this vision

5

Strategy

Can we be 
innovative in 
achieving this 

vision?
How do we 
design our 

activities for 
achieving 
maximum 

demonstrable 
impact and 

monitor 
progress?

What do we need to 
prioritise to ensure we 
have sufficient resource 

to deliver our plans?
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Embed 

Ensuring that the strategy is embedded within the activity of the local authority and its partners 

such that it continues to deliver its aims and objectives through the life of the strategy. 

Embed and sustain the 
strategy

6

Embed

How does this 
strategy fit with the 

wider territory?

How are we 
going to launch, 
implement and 
communicate 
our strategy?How are we going 

to sustain our 
strategy?

 

Enable 

There are also a number of areas covered in the guide that will help make the process of 

building and sustaining the LWS a success. 
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And some things to think 
about along the way...

7

Vision

StrategyEmbed

Who do we need to 
engage with, when 

and how?

What structure 
do we need for 
our strategy?

What look and feel 
do we want for our 

strategy?
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Vision 

 

Vision 
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Why are we doing this  and what should it cover ? 

Background  

The key first stage is to agree what is the target impact the Trust is seeking to achieve from their LWS, 

and then considering how they will know if they have achieved this impact.  This will include ensuring 

that the strategy reaches out to all of the target audience and covers all of the necessary workforce 

activity. 

This critical first step will ensure that both the journey of creating the LWS plus the document itself as it 

emerges does indeed deliver success in each of these agreed areas of ambition. 

Approach  

The first step is to agree what these objectives are.  This needs to be driven by the individual or team 

building the strategy, but needs to actively involve the sponsor and other key stakeholders.  Here is a list 

of potential options: 

 Increased understanding of needs and aspirations ς a strategy and action plans that take account of 

the needs and aspirations of local communities, service users, the current ŎƘƛƭŘǊŜƴΩǎ strategic and 

operational workforce and other stakeholders 

Consensus on priorities ς we all agree on the priority activities that will deliver the highest impact on 

outcomes 

Clarify outcomes & impact ς an approach for the planning and development of the workforce that 

reflects both local needs and national and local priorities, agree outcomes we want to achieve with 

success indicators planned for each intervention/activity 

Excitement and participation ς engage a wide range of stakeholders and all partner organisations have 

actively contributed to our planning and are excited about the potential to improve outcomes for 

children, young people and families  

Shared vision and identityς there is a shared vision, understanding and mutual respect across the 

workforce of the roles that we all play in delivering improved outcomes for children 

Stretch & challenge ς we have used our collective creativity to develop bold and imaginative solutions 

to our challenges 

Raised profile ς there is widespread understanding and appreciation of how the workforce strategy will 

deliver improved outcomes and support the overall trust priorities 

Sustainability ς a continuous cycle of assessment and improvement  

Commitment - Increase commitment to jointly tackling critical issues and working together towards 

achieving outcomes and the vision 



 

13 Version 3 ς 15 Jan 10 

 

Linkage to CYPP ς establishing immediate, medium and long term milestones and associated action 

plans  

Linking HR functions ς linking HR to strategy and operations to ensure a powerful force for advancing 

the workforce plan 

Developing leadership pipelines - through continuous improvement, succession planning and reducing 

retention risks 

Establishing clear relationships - between universal, targeted & specialist services and respective roles 

and responsibilities 

Once this list is agreed it is then necessary to prioritise which objectives are the most important and 

then agreeing a basis by which the Trust will assess whether they have been achieved. 

Prioritising and measuring 
this

Importance How will we know?

Increased understanding of 
needs and aspirations

H

Consensus and priorities H

Clarify outcomes & impact M

Excitement and participation M

Shared vision & identity L

Stretch & challenge M

Raised profile H

Sustainability M

Commitment M

10

 

The template at appendix A can be used to support this activity. 

Alongside this it will then be possible to agree a set of key attributes that the strategy needs to be based 

on to achieve the agreed priority objectives, e.g.: 

¶ It needs to be highly flexible and responsive 

¶ It needs to be highly visible  

¶ It needs to stimulate creative thinking and ambitious solutions 
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Equally it is important to consider who the strategy should be aimed at.  The 2020 Children and Young 

tŜƻǇƭŜΩǎ ²ƻǊƪŦƻǊŎŜ {ǘǊŀǘŜƎȅ suggests breaking down the workforce into core and wider workforce, i.e.: 

 

Alongside this is ensuring that all necessary elements of workforce activity are embraced within the 

strategy, for example: 

¶ Recruitment/retention 

¶ Supervision arrangements 

¶ Appraisal arrangements 

¶ Involvement of private, community, voluntary sectors 

¶ Workplace learning environments 

¶ Induction 

¶ Training 

¶ CPD 

¶ Performance management 

¶ Leadership development 

¶ Succession planning 

¶ Talent management 

¶ Workforce deployment 

¶ Integrated working 

¶ Workforce development/modernisation 
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Outcome 

At the end of this stage the Trust will have: 

¶ A clear understanding of what they want the LWS to achieve 

¶ An approach for assessing the extent to which these objectives have been achieved  

¶ An agreed set of core principles upon which the strategy must be based 

¶ An understandiƴƎ ƻŦ ǿƘƛŎƘ ŜƭŜƳŜƴǘǎ ƻŦ ǘƘŜ ŎƘƛƭŘǊŜƴΩǎ ǿƻǊƪŦƻǊŎŜ ǘƘŜ ǎǘǊŀǘŜƎȅ ƛǎ ŀƛƳŜŘ ŀǘ 

¶ An evidenced agreement on those areas of workforce activity that need to be embedded within 
the vision 

¶ The resource required to deliver this workforce strategy 
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What problems and challenges are we tackling? 

Background  

The key challenge when building a LWS is to ensure that it has a clear focus on the achievement of the 

priorities as set out in the CYPP and links with wider corporate workforce strategies. The starting point 

has to be the needs of the trust and therefore there has to be active engagement with those individuals 

ŀƴŘ ǘŜŀƳǎΣ ǿƘƻ ΨƻǿƴΩΣ ǘƘŜǎŜ ŎƘŀƭƭŜƴƎŜǎΣ ōŜ ǘƘŜȅ ƘŜŀŘǎ ƻŦ ǎŜǊǾƛŎŜΣ ŀƎŜƴŎƛŜǎ ŀƴŘ ƻǘƘŜǊ ǎǘŀƪŜƘƻƭŘŜǊ 

organisations. 

Approach  

There may well be existing ongoing engagement between workforce staff and the Trust heads 

of service, however the development of the LWS provides the opportunity to have a structured 

conversation on the whole topic of the future workforce. 

The agenda for this discussion could be along the following lines: 

¶ Clarification of what are the key Trust priorities, as identified within the LAA and CYPP 

and where these may link to wider corporate drivers for change 

¶ An understanding of the root causes of the challenges being faced 

¶ Discussions around the workforce element of these root causes, and hence what may 

need to change in order to ensure that the right workforce operating in the right way 

with the right skills are able to play their part 

It is then possible to explore the links between workforce initiatives and their impact on key 

Trust priorities and outcomes for children, young people and families.  For example, it could be 

that safeguarding is an overall Trust priority, there is recognition that there are too many 

safeguarding incidents caused by a lack of effective cooperation and collaboration across 

ǾŀǊƛƻǳǎ ŎƘƛƭŘǊŜƴΩǎ ǎŜǊǾƛŎŜǎ ǇǊƻŦŜǎǎƛƻƴǎΦ  Lǘ ƛǎ ǘƘŜƴ ǇƻǎǎƛōƭŜ ǘƻ ŜȄǇƭƻǊŜ ǘƘŜ ŜȄǘŜƴǘ ǘƻ ǿƘƛŎƘ 

workforce activity such as common induction, rolling out of eCAF, developing a set of common 

values and behaviours, etc will tackle the key issues and therefore enable the Trust to deliver its 

targets in terms of reduced number of incidents. 
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Understanding the impact 
workforce initiatives will have on 
key Trust priorities

12

Decrease re-
offending rates 
and substance

misuse

Safeguarding
C&YP

Improved
education 
outcomes

Narrowing the 
gap

Improvements 
in recruitment 
& retention M H M H

Standardised,
high impact 
induction across 
ŎƘƛƭŘǊŜƴΩǎ 
services

M H L M

Developing e-
learning portal L L H M

Improve CAF 
support for 
practitioners H H L M

 

It is then possible to begin to explore how to link together the solving of the Trust issues with 

progress with the workforce dimensions: 

Linking potential workforce 
activity to the tackling of key Trust 
challenges

Potential
workforce

activity 
area

Desired
response 
to activity

Desired
outcome

Trust KPI
Potential 

root cause 
of issue

Trust issue

Improve
CAF support
for practi-
tioners

Increase
the 
proportion 
ƻŦ ŎƘƛƭŘǊŜƴΩǎ 
workforce 
using CAF 
effectively

Young
people
receiving 
effective
support 
earlier 

ÅDecrease in 
re-offending 
rates
ÅDecrease in 
substance 
misuse

Lack of 
confidence 
across 
services in 
using CAF 
effectively

How to 
support 
young people 
to break
cycles of 
crime and 
drug abuse

 

At appendix B is a template that can be used as a basis for these discussions, covering a number 

of prompts that are aimed at stimulating the right quality and level of discussion. 
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Outcome 

At the end of this stage it should be clear: 

¶ What are the key Trust priorities and their associated root causes 

¶ What are the workforce implications of these that the LWS will need to respond to  

¶ What are the potential linkages to wider corporate workforce developments 
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What lessons can we learn from the past? 

Background  

Developing a new LWS provides an opportunity to look back and establish the extent to which 

previous versions have indeed delivered the planned outcomes and hence what can be learnt 

going forward. 

This learning needs to embrace not just the strategy itself but the activity and behaviours 

around it. 

Approach  

The approach is to actively engage appropriate people and populate a template on the 

following lines: 

Lessons learnt

14

What worked 
well

What worked 
ok

What did not 
work

With the 
strategy itself

ÅIt brought 
ŎƘƛƭŘǊŜƴΩǎ ǎŜǊǾƛŎŜǎ 
partners together

ÅIt remained 
relevant, but we 
could have 
refreshed it more 
often

ÅIt was not 
cascaded 
throughout the 
organisation

With the 
content of the 
strategy

ÅIt focused our 
attention on the 
key workforce 
issues we needed 
to tackle

ÅWe got the right 
balance on 
activities that 
would contribute 
to most of our 
Trust priorities

ÅWe were far too 
ambitious ςwe 
could never have 
delivered 
everything we set 
out to do

 

Outcomes 

At the end of this stage there should be a number of clear lessons learnt that can influence the 

focus and direction of the new LWS. 
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Where are we now? 

Background  

Having identified a focus for the LWS built on the broader needs of the Trust the next stage is to assess 

the current situation regarding the workforce, and hence identify the potential areas to focus 

development activity. 

The key sources for this understanding are as follows: 

¶ hǳǘŎƻƳŜ ŦǊƻƳ ǘƘŜ hƴŜ /ƘƛƭŘǊŜƴΩǎ ²ƻǊƪŦƻǊŎŜ ¢ool (OCWT) ς this should provide a 

comprehensive picture of the current workforce against the key workforce areas embedded 

ǿƛǘƘƛƴ ŜŀŎƘ ŀǊŎ ƻŦ ǘƘŜ hƴŜ /ƘƛƭŘǊŜƴΩǎ ²ƻǊƪŦƻǊŎŜ CǊŀƳŜǿƻǊƪ όh/²Cύ 

¶ Workforce data ς using existing and potential new workforce data to contribute towards having 

a clear picture of the existing situation (see appendix C for examples) 

¶ Consultation with children, young people and their families regarding what they want from their 

ŎƘƛƭŘǊŜƴΩǎ ǿƻǊƪŦƻǊŎŜ όǿƘŀǘ ŀǊŜ ǘƘŜ ŎƘŀƴƎƛƴƎ ƴŜŜŘǎΚύ 

¶ Consultatiƻƴ ǿƛǘƘ ǊŜǇǊŜǎŜƴǘŀǘƛǾŜ ƎǊƻǳǇǎ ŦǊƻƳ ǘƘŜ ŎƘƛƭŘǊŜƴΩǎ ǿƻǊƪŦƻǊŎŜ όǿƘŀǘ ǎǳǇǇƻǊǘ Řƻ ǘƘŜȅ 

feel they need? What skills and characteristics do they want to see in their managers and 

leaders?) 

¶ ¢ƘŜ ƻōƧŜŎǘƛǾŜǎ ƻŦ ǘƘŜ /ƘƛƭŘǊŜƴ ŀƴŘ ¸ƻǳƴƎ tŜƻǇƭŜΩǎ Ǉƭŀƴ όǿƘŀǘ ǿƻǊƪ Řƻ ǿŜ ƴŜed the workforce to 

be able to support?) 

¶ Interviews with HR managers and leaders from each of the Trust partners to discuss changing 

workforce dynamics (e.g. new recruitment and retention issues, etc) 

¶ National initiatives for each sector and for the childrŜƴΩǎ ǿƻǊƪŦƻǊŎŜ ŀǎ ŀ ǿƘƻƭŜ 

Approach  

Embedded within the OCWT is not only the data behind the workforce self-assessment but also a range 

of tools and techniques that can be used to make sense of this data such that it can be used to inform a 

range of activities, including the development of the LWS.   

In terms of workforce data, the following link to Local Government Analysis and Research advice on 

workforce data will be of use:  http://www.lga.gov.uk/lga/core/page.do?pageId=1095037 

Alongside this is the need to analyse other workforce data sources, and attached at appendix C is a 

template that outlines a variety of different workforce data sources along with some hints and tips 

around how this can be best used to inform the LWS. 
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 Outcomes 

At the end of this stage there should be a clear picture of the strengths and development opportunities 

within the existing workforce and any emerging issues and gaps. 
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Construct the vision showing where we need to be  

Background  

Armed with an understanding of the workforce challenges that need to be tackled coupled with a 

thorough understanding of the strengths and development opportunities within the existing situation it 

ƛǎ ǘƘŜƴ ǇƻǎǎƛōƭŜ ǘƻ ŎǊŜŀǘŜ ŀ ŎƭŜŀǊ Ǿƛǎƛƻƴ ŀƴŘ ǎǘǊŀǘŜƎƛŎ Ǉƭŀƴ ŦƻǊ ȅƻǳǊ ŎƘƛƭŘǊŜƴΩǎ ǿƻǊƪŦƻǊŎŜΦ  ¢ƘŜ ǎǘǊŀtegy will 

include the key areas of focus (or strategic themes) for development activity that are sufficiently 

important to be highlighted within the LWS and which will most contribute towards this vision being 

achieved. 

Approach  

The first stage is to consiŘŜǊ ǿƘŜǘƘŜǊ ǘƻ ǳƴŘŜǊǘŀƪŜ ŀƴȅ ΨǎŜƎƳŜƴǘŀǘƛƻƴΩ ƻŦ ǘƘŜ ǿƻǊƪŦƻǊŎŜ ǘƻ ŜƴŀōƭŜ 

support activity to be appropriately focused and tailored to the needs of different elements of what is a 

diverse group.  For example the 2020 strategy suggests a grouping by core and wider workforce groups, 

i.e.: 

¶ /ƻǊŜ /ƘƛƭŘǊŜƴΩǎ ²ƻǊƪŦƻǊŎŜ - People who work or volunteer with children, young people and 

their families, or who are responsible for their outcomes all the time.  

¶ ²ƛŘŜǊ /ƘƛƭŘǊŜƴΩǎ ²ƻǊƪŦƻǊŎŜ - People who work or volunteer with children, young people and 

their families part of the time, or who are responsible for their outcomes as part of their jobs. 

The next stage is to construct a vision for the future workforce that appropriately reflects national and 

local agendas plus the social, economic and political environment now and in the future.  

Building a vision for the 
future

Overall 
vision

Local 
Considerations
[ƻŎŀƭ ŎƘƛƭŘǊŜƴΩǎ ǎŜǊǾƛŎŜ 

vision:
ÅReduce teenage pregnancy levels by 

X%
ÅImprove level of safeguarding 

support
ÅAbsorb budget pressure without 

impacting front line services
[Your local CYPP] 

Local workforce vision:
ÅWe are competent, confident, safe 

& well led
ÅChildren, young people, parents and 

carers trust and respect us
ÅWe work together in a ways that 

make as much difference as possible 
to the life chances of children and 

young people
[Your local vision and values]

National 
Considerations
/ƘƛƭŘǊŜƴΩǎ services 

vision:
ÅBe healthy
ÅStay safe

ÅEnjoy and achieve
ÅMake a positive contribution
ÅAchieve economic well being

[ECM outcomes]

National workforce 
vision:

ÅAmbitious for every child and 
young person

ÅExcellent in their practice
ÅCommitted to partnership and 

integrated working
ÅRespected and valued as 

professionals
[2020 Workforce Strategy]

13

Political, social, and 
economic 

environment:
ÅNational trends
ÅLocal trends
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These ŀǊŜ ǎƻƳŜ ƻŦ ǘƘŜ ΨƛƴǇǳǘǎΩ ǘƘŀǘ ǎƘƻǳƭŘ ōŜ ƛƴŎƭǳŘŜŘ ǿƘŜƴ ŘŜǾŜƭƻǇƛƴƎ ǘƘƛǎ ǾƛǎƛƻƴΥ 

¶ нлнл /ƘƛƭŘǊŜƴ ŀƴŘ ¸ƻǳƴƎ tŜƻǇƭŜΩǎ ²ƻǊƪŦƻǊŎŜ {ǘǊŀǘŜƎȅ ό5/{Cύ 

¶ Strategy for the professional development of the children's workforce in schools 2009 ς 12 

(TDA) 

¶ ¢ƘŜ /ƘƛƭŘǊŜƴΩǎ tƭŀƴΥ .ǳƛƭŘƛƴƎ .ǊƛƎƘǘŜǊ CǳǘǳǊŜǎ ό5/{Cύ ŀƴŘ ¢ƘŜ /ƘƛƭŘǊŜƴΩǎ tƭŀƴΣ ƻƴŜ ȅŜŀǊ ƻƴ 

¶ Aiming High for Disabled Children (DCSF) 

¶ Children, Schools and Families Bill 2009  

¶ Education and Skills Act 2008 

¶ Your child, your schools, our future: building a 21st century schools system (DCSF) 

¶ Your child, your schools, our future: building a 21st century schools system ς timetable for 

action(DCSF) 

¶  Statutory Guidance on Induction for Newly Qualified Teachers in England (DCSF, 2008) 

¶  Career development framework for school support staff ( TDA, 2005) 

¶  Recruitment and Induction ( ACAS ) 

¶ Recruitment and talent management (Cipd) www.cipd.co.uk 

¶ Children's Workforce in Schools - Modernisation and Development Grant Deliverables (TDA)    

¶ ¢ƘŜ /ƘƛƭŘǊŜƴΩǎ !Ŏǘ нллп 

¶ ¢ƘŜ /ƘƛƭŘǊŜƴ ŀƴŘ ¸ƻǳƴƎ tŜǊǎƻƴΩǎ !Ŏǘ нллу 

¶ Safeguarding Children and Safer Recruitment in Education (DCSF 2007) 

¶ The Protection of Children in England ς A Progress Report (Lord Lamming 2009)  

¶ The Apprenticeships, Skills, Children and Learning Act 2009  

¶ Common Core of Skills and Knowledge (refreshed version due March 2010) (CWDC) 

¶ Common Induction Standards (CWDC) 

¶ hƴŜ /ƘƛƭŘǊŜƴΩǎ ²ƻǊƪŦƻǊŎŜ CǊŀƳŜǿƻǊƪ ό/²5/ύ 

¶ Teach First programme, Social Mobility White Paper and 21st Century Schools (DCSF) 

¶ FE Workforce Strategy (2007-2012) (LLUK) 
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¶ Aiming High for Young People (2007) (DCSF) 

¶ Department of Health: Modernising Careers programme and the NHS Next Stage Review  

¶ Youth Justice Board: Workforce Development Strategy (2008-2011) 

¶ Healthy Child Programme 5-19 (DoH 2008) 

¶  Social Work Task Force Report "Building a safe, confident future." Nov 2009 

¶  Securing Our Future - Using Our Resources Well - DCSF 2009 

¶  "Is there something I should know? Making the most of your information to improve services" 

Audit Commission July 2009 

¶ "Valuable Lessons- Improving Economy and Efficiency in Schools" July 2009 Audit Commission 

Armed with a strong vision actively informed by local and national priorities, it will then be possible to 

identify those key areas of activity where things need to change in order to deliver the vision 

successfully. 

Translating this vision into 
key areas where we will need 
to do things differently

Recruiting & 
retaining

Modernising Developing Deploying

Overall 
vision

How can we translate our 
vision into things we need 

to do differently within 
these key elements of our 

workforce

How can we use the One 
/ƘƛƭŘǊŜƴΩǎ ²ƻǊƪŦƻǊŎŜ 

Framework to stimulate 
our thinking on where 
we need to be in these 

key areas?
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Outcomes 

At the end of this stage there should be a clear vision for the workforce that the Trust and the wider 

workforce can actively relate to and an understanding of the key areas of development activity that will 

deliver this vision. 
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Strategy 

 

Strategy 
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Can we be innovative  in achieving this vision?  

Background  

The opportunity exists in the process of developing the LWS to seek imaginative and creative ways of 

tackling the key workforce challenges faced.  By their very nature the challenges that are highlighted 

within the strategy, e.g. recruiting and retaining more social workers, embedding a standardised 

induction approach, building new e-learning portals, etc, are significant and important.  It is therefore 

appropriate to consider the best way of developing the best approach for tackling each  

Approach  

Attached at appendix D are a number of examples of approaches that can be use to structure and run 

creative sessions of this nature.  There are many ways of approaching this, and these are but some 

examples.  Also attached at appendix E are examples of where Trusts have explored creative ways of 

tackling the challenges they faced, and through this delivered major impact on their workforce, and 

ultimately their overall Trust priorities. 

Outcomes 

The key outcome will be a range of innovative solutions to tackle the key workforce challenges identified 

within the LWS. 

To recognise the full potential of diversity across the workforce. 
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What do we need to prioritise to ensure we have sufficient resource to 

deliver our plans?   

Background  

If the LWS is to have credibility and deliver its maximum impact that there will inevitably need to be a 

degree of prioritisation on those areas of workforce development that will deliver the maximum positive 

impact and benefit. 

It is important that a robust approach is used to establish not only the optimum amount of activity with 

the available time and resource but also to confirm that the Trust workforce is able to respond to the 

amount of change or development activity during the life of the LWS. 

Approach  

There are two distinct elements to this approach, one looking at prioritisation and the other looking at 

impact of change. 

¶ Prioritisation ς this approach involves going through each of the potential solution areas and 

assessing each against both their do-ability and the impact they will have.  This will then enable 

a process of considering the resource available and picking off those potential solutions that are 

affordable and do come out as the highest in terms of impact and do-ability.  It is vital to ensure 

that the ambitions that eventually find themselves in the final version of the LWS are able to be 

delivered and the necessary resource has been identified to make this happen.  

Prioritisation matrix

Do-ability

Impact

1

2

3

4

1 2 3 4

12

4

5

6

7
89

10

High

Low

Weak Strong

3
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¶ Impact of change ς here is a template that can be used to quickly assess the extent of change 

that would need to take place to deliver the various threads within the LWS.  Through applying 

this logical thinking it is possible to then come to a judgement as to: 

o Whether the target audience can respond effectively to the level of change required 

o Whether there is too much happening too soon and hence it needs to be staged 

o Whether it is indeed possible to absorb the change, but there needs to be additional 

support put in place to ensure it happens effectively 

Description 
of change

Who  it will 
impact

Level of 
impact

Nature of 
impact

Pressure 
points

Actions

Establishing the impact of 
change on the workforce ς
can they cope?

 

Outcomes 

The key outcome from this stage will be a set of prioritised activities where there is a confidence that: 

¶ They are the right areas to prioritise 

¶ There is sufficient resource to make them happen and sustain the change 

¶ The workforce has the ability to absorb the change within the target timescale 
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How do we design our activities for achieving maximum demonstrable 

impact and monitor progress?   

Background  

What is key is that there is clear link between the intended workforce activity and the target impact.  

However the challenge is to ensure this link is not restricted to the target impact from a workforce 

perspective but also links to the overall ambitions of the Trust, as identified within their LAA and/or 

CYPP. 

Once this link is established it is possible to test the hypothesis of the link, i.e. do we really believe that 

by doing X we will achieve Y, which will go on to make a positive contribution to achieving Z.  It will then 

be possible to introduce some form of measurement system that will enable such impact and benefits to 

be tracked going forward. 

Approach  

The approach involves establishing for each area of activity a desired response to this activity leading to 

outcomes that can be aligned closely to trust priorities, i.e.: 

Designing activities for 
maximum demonstrable 
impact

Inputs Action

Workforce activity 
(including key features, target 
audience, quantity to be 
delivered)

Outputs
Desired response 
(to activity from target group)

Intermediate 
outcomes

Desired outcome
Desired outcomes
(from target audience and from 
C&YP /families)

Final outcomes
Contribution to 

ECM aim

Final outcomes
(contribution to trust strategic 
aim, including NI/ECM aim)

TDA impact 

evaluation model

Proposed CWDC terminology 

(using TDA model)

CAF terminology

An impact evaluation model helps sharpen the focus of the design of 

activities ïmaximising impact and enabling impact to be demonstrated

 

Here is an example: 
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Designing activities for 
maximum demonstrable 
impact

Example impact model for a CAF practitionersô helpline 

Workforce activity 
(including key features, target 
audience, quantity to be 
delivered)

Desired response 
(to activity from target group)

Desired outcomes:
Åfrom target audience 
Åfrom C&YP /families

Final outcomes
(contribution to trust strategic 
aim, including NI/ECM aim)

8am-8pm 

helpline for 

practitioners

Staffed by CAF 

coordinator and 

experienced LA 

trainers

Further 

resources 

available to 

send callers

Additional on-

site training 

available for 

school settings

Practitioners 

feel their  

questions are 

answered

The helpline 

leads to more 

training 

requests

The helpline 

helps spread 

guidance to 

more settings

Practitioners 

use the 

helpline 

regularly

Higher quality 

of CAFs 

submitted

CAFs come 

from a broader 

mix of settings

Practitioners 

raise CAFs 

earlier

Practitioners 

are more ready 

to raise a CAF

Children and 

parents are 

more willing to 

accept help

Children trust 

the different 

professionals 

more

Children 

receive help 

earlier when 

problems arise

Children  better 

understand 

what support is 

available

Decrease in 

re-offending 

rates

Decrease in 

substance 

misuse

 

Outcomes 

At the end of this stage the Trust will have an agreed set of outcomes for each area of activity, along 

with a basis by which these will be monitored and reported going forward. 




































































































