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Health and social care providers face 
a perfect storm. On the one hand, 
there has never been such demand 
for their services – as the UK’s 
population ages, healthcare needs 
become ever-more complex and the 
social care system awaits reform, 
more people than ever need care  
and support. On the other, health  
and social care providers battle daily 
to recruit and retain high-quality staff. 

The King’s Fund estimates the  
NHS could face a shortfall of 350,000  
staff by 2030 and points out that  
the social care sector is already 
100,000 people short of the labour 
force it needs.

Livingbridge has a long track record  
of working with businesses in health 
and social care, all of which recognise 
the problem. Recruiting good quality 
staff and retaining them is one of 
their biggest challenges – improving 
access to skills and reducing employee 
turnover are key business imperatives. 

It has been incredibly rewarding 
seeing the businesses we have worked  
with in the health and social care 
sector address these challenges head 
on and prioritise it at every level in  
the organisation. The great news is,  
if you can overcome the recruitment 
and retention challenge and maintain  
a high quality of care, you have  
a fantastic competitive advantage  
and rewarding careers for all. 

In this report, Sanjay Panchal explains 
what it takes to attract and retain 
good people in the care sector,  
while Joseph McGee looks at how  
to build an effective employee value 
proposition to deliver an effective 
recruitment and retention strategy.

By ensuring that your employee 
strategy is at the heart of your 
business growth strategy, you can 
create not just a scalable business, 
but also a fantastic place to work. 

Ensuring that health and social care providers are able to recruit 
the right talent is key to supporting our ageing population and 
the increasing demand for healthcare services. Effective 
recruitment and retention are often the biggest challenges 
service providers face in meeting their growth ambitions 
without compromising the quality of care.

Liz Jones
Investment team
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Harnessing people 
power in health 
and social care 

Prime the pipeline

When it comes to filling staffing  
gaps, too often it can feel like you’re 
firefighting rather than being 
strategic, and the natural tendency  
is to only incur additional cost when 
the resource is absolutely necessary. 
Healthcare businesses that proactively 
plan for future recruitment, rather 
than taking action as and when 
vacancies occur, will have a clear head 
start over their rivals. At a junior level 
this means having an efficient process 
for sourcing and screening candidates, 
at a senior level this is often about 
having good visibility of the scarce 
‘rock stars’ in the industry and having 
the confidence to recruit them ahead 
of the curve.

A good system for managing referrals 
– e.g. offering bonus incentives –  
is one example of where you can  
be proactive. Look to build a referral 
network that operates as a good filter 
for quality and likeminded people,  
a priority in an industry that places  
a huge importance on soft skills. 

Similarly, work on response times to 
inbound enquiries. It is a fast-moving 
industry so unless you have the 
processes in place to respond quickly, 
you risk losing potential recruits. 

Be imaginative about who you  
will consider taking on in order to 
maximise your potential flow of 
candidates. For recruitment of junior 
staff, where the volume of people 
required is likely to be larger, we’ve 
seen more success when candidates 
are screened on the basis of whether 

Even the most ambitious 
healthcare businesses  
will find their growth 
aspirations frustrated if 
they are unable to recruit 
and retain good staff. 

Healthcare businesses stand or fall  
on the quality of their people, and  
in turn the quality of care their staff 
deliver to service users. To scale their 
operations, they must find more good 
staff – and keep the ones they have.

How, though, to do that in an industry 
where skill shortages are rife, the 
demands and pressures on carers are 
increasing, and potential headwinds 
to recruitment loom large? In our 
experience, the answer lies in a more 
strategic approach to sourcing staff, 
maintaining a focus on service quality, 
and proactive retention management.

By Sanjay Panchal
Investment team

they have the right attitudes and 
values for a career in caring, rather 
than the right technical qualifications. 
The latter can be taught, but the 
former is harder to instil. 

Equally, don’t be afraid to recruit from 
overseas, whether from the European 
Union or elsewhere. Think about how 
to hire people who are a good match 
for your organisation. Can you find 
local agents who have an in-depth 
understanding of how your business 
operates and what it stands for, or  
do you need to put your own people 
on the ground?

Building a proactive pipeline isn’t  
just for junior roles; there is also a 
significant shortage of talent for senior 
healthcare roles and it is where the 
impact of not being able to find the 
best people is disproportionately large.

That means building a good 
understanding of the market – 
identifying which people could fill 
senior roles at the organisation even 
before those roles fall vacant. In an 
ideal world, who would the business 
recruit? You don’t need a specific job 
opportunity to build that network, 
and that way when a vacancy does 
occur, the business will already have 
some idea as to who can fill it; 
candidates, meanwhile, should 
already understand your business  
and how you work. Investing in these 
relationships early and building 
mutual trust is incredibly important  
in attracting senior talent.

  Health and social 
care businesses 
employ a large 
number of people...

...but they currently 
face significant skills 
shortages.

  …but smarter  
recruitment strategies  
will pay dividends…

  …and improving 
retention rates  
will make a huge 
difference…

2.2 million
the UK’s health and social care 
workforce combined1, including  
46,000 private sector employees  
in healthcare companies2

350,000 
the projected shortfall  
of workers in the NHS  
by 20302110,000 

the average number 
of vacancies in the 
public and private 
adult social care 
sector at any  
given time3

10% 
the average drop in business growth 
faced by healthcare companies as  
a result of skills shortages4

54% 
the number of 
employers in the  
care sector with a 
“recruitment plan”5

86% 
the proportion of top performing 
care employers5, based on staff 
turnover rates, that rank values 
and behaviours of candidates 
above prior work experience

67% 
the proportion of staff 
leaving care roles who 
remain in the sector3

30.7% 
the average staff 
turnover rate in the 
care sector today,  
up from 23.1% 
six years ago3

2  3 livingbridge.com livingbridge.com
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Quality as well as quantity

Businesses that compromise on the 
quality of their people as a short-cut 
to scaling more quickly are likely to 
run into trouble sooner rather than 
later. Several practical steps will help 
the business avoid falling into this 
trap and protect the consistency  
of the care it offers.

First, think about governance. 
Somebody on the Board should be 
accountable for quality of care and  
it should be a standing agenda item. 
For many of the multi-site operations 
we’ve invested in, each site also 
operates their own board with senior 
management representation to 
ensure good visibility of care quality 
across the business. 

Company culture is vital. Health and 
social care businesses need robust 
policy and practice guidelines that 
ensure the highest standards are 
maintained throughout the business. 
But they also need to allow carers  
to do their jobs without this process 
getting in the way. A delicate balance 
must be maintained between setting 
a rigorous framework for quality while 
empowering frontline staff to make 
decisions at a local level; they are 
often best-placed to know what  
is right for service users.

The secret to finding the balance  
here is defining the core values and 
principles that staff should use as 
their compass on a day-to-day basis. 
Articulate those values and build  
a framework for people to operate  
by to avoid a rigid and prescriptive 
approach to managing the workforce. 
Your employee value proposition can 
also help here, as Joseph explains.

Encourage staff to do what you do, 
not just what you say. Where senior 
management lives and breathes the 
culture, it provides role models for the 
rest of the organisation. Think about 
how to reward behaviour that is in 
line with the culture the business  
is trying to build.

With a proactive and forward-looking 
approach to recruitment, good 
governance and a strong culture, you 
can continue to grow your workforce 
while ensuring that service users 
continue to benefit from the best care.

Retention is your secret 
weapon

The ability to keep good staff who 
build long-term relationships with 
your customers can be a competitive 
differentiator. Driving up retention will 
reduce the need for new recruitment, 
improve the service user experience, 
and may even help attract new talent 
as the workforce becomes an 
advocate for the business.

It’s important that businesses 
recognise the sector has many lonely 
roles – building a community can 
therefore be very powerful. That 
could mean introducing buddying 
and mentoring arrangements for new 
staff, for example, or creating forums 
through which people can come 
together to share experiences and 
discuss problems. Even a WhatsApp 
group can help improve a sense  
of belonging.

Training and career development is 
another important part of this 
engagement. Mobile-based E-learning, 
for example, can be a smart way to 
deliver training to a remote workforce. 
Your staff should be confident of 
accessing the support they need when 
they need it. This should also extend 
into employee well-being and having 
the methods in place to spot warning 
signs with staff before stress becomes 
too much. This could be through 
regular 1-1’s or more frequent informal 
communication by text.

Even the smallest initiatives can help 
boost morale and build engagement. 
One healthcare business Livingbridge 
works with now runs regular ‘pamper 
days’ for its carers – both as a reward 
for a tough job done well and as an 
opportunity for staff to come together.

With this attention to detail, health 
and social care businesses can keep 
their staff and attract new talent 
even in this most competitive 
marketplace. Those that do so can 
put their people at the heart of their 
growth strategies.

The secret to finding the balance 
here is defining the core values 
and principles that staff should 
use as their compass on a  
day-to-day basis.

Helping Hands is a homecare 
operator providing a range of tailored 
home care services, ranging from its 
hourly visiting services to 24-hour 
live-in care. 

Our investment is enabling Helping 
Hands to continue to develop its 
national presence, whilst retaining  
the high quality service and rewarding 
work environment it is known for.

The management team place the 
recruitment and retention of staff at 
the heart of the business and in 2019 
was recognised as one of Glassdoor’s 
Best Places to Work6 for the second 
year running, the only care company 
to be featured in the top 50. They 
operate around four simple core 
values: listening and understanding; 
focus on people; building on our 
success; and excellence every time. 

Case study

Helping  
Hands

“We’ve never lost sight of the 
fact that our people are our 
most important asset. By 
creating an environment in 
which they feel trusted and 
valued we create not just a 
great place to work but also  
it directly impacts the quality 
of care we can give our 
customers.”

Andy Hogarth 
CEO, Helping Hands 

4  livingbridge.com livingbridge.com
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47% 
the number of top performing 
care employers5, based on staff 
turnover rates, that use a “values- 
based approach to recruitment”

Joseph McGee explains  
why an employee value 
proposition is so important 
to healthcare businesses.

The battle for the best talent in 
health and social care will be won 
(and lost) in your business employee 
value proposition (EVP). That 
encompasses everything from pay, 
benefits, rewards and perks to the 
values of your business: it’s why 
someone would choose to work for 
you rather than a competitor. As 
Sanjay states in his article, retention is 
key to being able to grow sustainably, 
so it’s essential that you get this right. 

Joseph McGee
Investment team

Seven steps to 
building an EVP  
for recruitment  
and retention

Having gone through this process 
with a number of healthcare 
businesses, we’ve identified seven  
key ideas that will help: 

1. 
Define your EVP according 
to your corporate strategy
Don’t think about your EVP as a 
standalone concept; rather, it should 
flow naturally from the strategy your 
business is pursuing. Put another way, 
what you deliver to employees should 
be built on what you aspire to deliver 
to customers. If high-quality care  
and client service is your priority, for 
example, your EVP should set out  
how you’re looking for employees who 
can deliver the best possible care.

69% 
the reduction in annual 
employee turnover enjoyed 
by organisations that 
effectively deliver on their 
employee value proposition7

the extent to which employers 
using an employee value 
proposition effectively are  
more likely to report their 
employees are highly engaged7

67% 
the proportion of employers 
with a compelling employee 
value proposition that 
reported improved overall 
performance8

However, in a healthcare context, 
defining and articulating your EVP  
may not always be straightforward. In 
particular, people seeking roles in caring 
professions tend to be motivated by 
more than just financial considerations; 
your EVP therefore needs to be holistic, 
taking account of a broader range  
of drivers. 

2. 
Set out an EVP that  
is a two-way contract
Current and future employees want 
to know what they can expect from 
you, but they also want to understand 
what is expected from them. Your 
EVP might well include a commitment 
to offering staff the best training  
and the broadest support, but it 
should be explicit about what you’ll 
want in return. Set out the values and 
behaviours you want from employees.

3. 
Be proud about what 
makes your business great
Your EVP is your opportunity to  
tell current staff and future recruits  
why they should want to work for  
you rather than any other business, 
but health and social care businesses 
are often shy about singing their own 
praises. Be prepared to identify what 
makes your business great – and then 
to articulate those attributes as part 
of your EVP.

 4. 
Get your board to own  
your EVP
Your board will naturally play a leading 
role in defining and articulating your 
EVP, but they must be prepared to live 
by what it communicates. The actions 
of senior staff speak more loudly than 
their words.

  Employers that prove  
their commitment to 
employee value will 
improve recruitment  
and retention…

5x

  …get more out  
of their staff…

6  7 livingbridge.com livingbridge.com
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63% 
the proportion of employees who  
say that having a trusted employer 
increases their job satisfaction9

85% 
the proportion of employees  
who complain that they do not  
feel engaged at work10

5.
Seek input from your staff 
Equally, don’t define your EVP from 
on high – aim to scope and define 
your message with the input of your 
employees; what is important to 
them about your business and what 
do they believe is attractive about 
working for it?

6. 
Evolve your EVP as the 
business develops
Your business isn’t set in stone  
and nor should your EVP be. Build 
aspiration into the proposition, 
setting out your ambitions for  
your business and your employees 
over time. Review and update your 
messaging as your business evolves. 
Is your EVP still relevant to the 
business you have become and the 
workforce that you now employ?

7. 
Focus on recruitment  
and retention
Your EVP should be defined and 
communicated with two audiences  
in mind. First, it can play an important 
role in engaging with your current 
staff – seek their feedback on 
whether the reality of working for 
your business reflects the EVP you 
have created. Equally, communicating 
your EVP should be an important part 
of your recruitment activity: make 
sure recruits know why they should 
want to come on-board.

One great example of a business 
living and breathing these ideas is 
Witherslack, the provider of specialist 
education and care to children, where 
Livingbridge first invested in 2011.  
We supported the business to appoint 
a new head of people and deliver  
a new proposition and employment 
strategy. Since then, Witherslack has 
more than doubled its employee 
base, from 500 to 1,200 people.

It can be difficult to try and sum up 
what your business offers its staff 
and expects back, but in a world 
where competition for quality people 
is so high, it is an essential part of 
your people strategy as you scale. 

1 https://www.nuffieldtrust.org.uk/
files/2019-03/1553101044_heaj6918-workforce-
briefing-190320-web.pdf

2 https://www.kingsfund.org.uk/publications/health-care-
workforce-england

3 https://www.skillsforcare.org.uk/adult-social-care-
workforce-data/Workforce-intelligence/publications/
The-state-of-the-adult-social-care-sector-and-workforce-
in-England.aspx

4 https://workplaceinsight.net/uk-employers-struggling-
with-recruitment-and-retention-of-service-workers/

5 As at 2017. https://www.skillsforcare.org.uk/Documents/
Recruitment-and-retention/Secrets-of-success/
Recruitment-and-retention-secrets-of-success-report.pdf

6 https://www.glassdoor.co.uk/Award/Best-Places-to-
Work-UK-LST_KQ0,22.htm 

 https://www.glassdoor.co.uk/Award/Best-Places-to-
Work-UK-2018-LST_KQ0,27.htm 

7 www.bluebeyondconsulting.com/2018/11/employee-
value-proposition-what-is-it-and-why-do-you-need-one-
infographic/

8 https://www.middlemarketcenter.org/infographics/
top-talent-6-steps-infographic 

9 https://www.theheadhunters.ca/blog/the-relationship-
between-an-employer-brand-and-retention/

10 https://www.gallup.com/workplace/238079/state-
global-workplace-2017.aspx

  …and build a culture 
of which the workforce 
feels proud

Build aspiration into the 
proposition, setting out your 
ambitions for your business  
and your employees over time.

8  livingbridge.com
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Get in touch
If you would like to find out more 
about our approach to investing or  
to discuss any potential opportunities, 
then please get in touch with:

Liz Jones 
liz.jones@livingbridge.com  
+44 (0)20 7506 5600


