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ABOUT THE CfWI
The mission of the Centre for Workforce
Intelligence (CfWI) is to become the primary
source of workforce intelligence for health
and social care. We produce quality
intelligence to inform better workforce
planning that improves people’s lives. We
are establishing ourselves as the national
authority on workforce planning and
development, providing advice and
information to the NHS and social care
system. We strongly support the need for
long-term thinking and planning in order to
secure the future workforce in health and
social care.
Our approach is to encourage policymakers,
as well as those developing and delivering
workforce plans, to think beyond the
current 1-3 year ﬁnancial planning cycles.
We want them to embrace a range of
innovative horizon scanning techniques,
being developed by the CfWI, to inform
decisions on a future workforce. Our vision
is to produce intelligence that:
n inﬂuences workforce policy to anticipate
possible future developments
n ensures security of workforce supply
n increases value in the health and social
care system
n improves quality of care by planning for a
sustainable workforce that meets the
health and social care demands of the
population
n improves the eﬃciency and productivity
of the workforce.
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EDITORIAL

FAST FORWARD
15 YEARS AND WHAT
DO YOU SEE?
The future of health and social care depends on
our ability to adapt to rapid changes in the needs,
wellbeing and longevity of the population and in
technology, ﬁnancial stringency, and the need to
improve value for money.
Here at the CfWI, we are working closely with a broad range of stakeholders, including NHS and social
care staﬀ from the public, private and third sector, and the people who use their services, to
encourage longer-term thinking and evidence-based analysis that improves workforce planning.
In the past, we’ve seen many years of ‘yo-yo’ workforce planning where diﬀerent professional groups
have at times been over or undersupplied. So we’ve developed a new horizon scanning
methodology, with a clear focus on health and social care, which can be used to describe and analyse
probable futures and their potential impact. Our aim is to strengthen the routine annual ﬁnancial
planning and to incorporate three-year cycles and ﬁve-year terms of oﬃce and to look ahead 10-15
years. We intend to foster a responsible and robust debate that focuses on getting the best return on
our investment in health and social care, and that will mean no sacred cows or protectionism from
vested interests. Instead, we will facilitate events, produce publications, and host debates that can be
accessed ‘virtually’ and which explore all possibilities from the ‘mild to the wild’. Then we tame these
by searching for an evidence base to estimate both the probability of future events or developments
occurring and sensitivity analyses around potential impact. We have no crystal ball, but we do have
techniques and processes that are being built into an online tool that seeks to have wide appeal and
become the site for everyone interested in strategic futures in health and social care.
Our common goal with everyone working in health and social care is to improve people’s lives; this is
more likely to be successful if we better anticipate future developments. Workforce planning and
policy can then take this learning into account and help better prepare for the future. Horizon
scanning is one of the key development areas for international workforce planning as mobility and
migration make workforce planning even more complex and error prone. The CfWI is proud to have
been nominated to lead on horizon scanning work within a proposed three-year joint action across
34 member states in Europe. In addition, we are cementing further partnerships in OECD countries
and indeed with developing countries - for further information, see: http://www.cfwi.org.uk/
cfwi-international/oecd.
We will publish a series of horizon scanning reports, policy briefs, thought pieces, tools, templates
and good practice vignettes during 2012-2013, and invite you to contribute to these.
At the heart of this work is the notion of a ‘big picture challenge’, which is usually complex and can
only be managed with an integrated approach and multi-professional engagement. An example of a
global ‘big picture challenge’ is the ageing population with multiple long-term conditions and the
implications this has for both the people themselves and our collective response to meeting their
needs. So we will use systems thinking to analyse this, and go on to produce practical intelligence for
policymakers, workforce planners and service providers and commissioners.
In every major CfWI project this year, we will include direct reference to the signiﬁcance of long-term
thinking and workforce planning and build this into any demand and supply modelling that we do.
We anticipate a radical reappraisal of workforce practices, roles, skill mix and future education and
training options – because future professionals will work in ways that we ﬁnd hard to imagine, and it
may well come sooner than many people think. We welcome your comments, views, ideas and
contributions. Contact us at horizonscanning@cfwi.org.uk or write to us at: CfWI, 209 - 215
Blackfriars Road London SE1 8NL.
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NEW FRAMEWORK OFFERS
‘PROACTIVE’ APPROACH TO
WORKFORCE PLANNING
The CfWI has developed a research framework to help health and social care organisations
with horizon scanning for workforce planning.
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After scoping, the next step for us is to identify and recruit
the key stakeholders to assist us with research. We also
determine our methodology for conducting the research.
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In this ﬁrst step of the process we identify the key
parameters for the research project, including objectives,
time horizons and topics for research.
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The new framework follows a ﬁve-phase process:
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CONTENT GENERATION
We carry out the research through a combination of methodologies. Typically, we will identify driving factors
using literature reviews, semi-structured interviews, workshops and results from the online horizon scanning
system. We then prioritise and analyse these drivers using a variety of theoretical frameworks, including
TEEPSE (where we identify technological, economic, environmental, political, social and ethical drivers)

4

RECOMMENDATION

5

EVALUATION

We make recommendations for future action on the basis of our ﬁndings, which are published via brieﬁng
notes, reports and other communications.

Finally, we assess whether we have fulﬁlled our objectives and whether we need to make improvements to
the process in future.

Commenting on the CfWI approach, Meena
Mahil, Horizon Scanning and Care Pathways lead
at the CfWI said: “We strongly believe that we
should move away from forecasting and
operating in the ‘here and now’ and move
towards a more proactive monitoring and
planning of the workforce over the longer term.”
Meena added: “Through this research
framework, we aim to strengthen the evidence
base of workforce intelligence to enable betterinformed decisions concerning the future health
and social care workforce. We do this by:
n horizon scanning, which identiﬁes and
prioritises potential future developments

n scenario generation, which describes how
potential developments identiﬁed in horizon
scanning might combine in a consistent and
logical vision of the future
n workforce modelling, which takes the
assumptions developed from the scenario
generation, along with other factors, to
calculate the numbers needed to develop a
workforce with the right skills and
competencies to meet future demand.”
So far, the CfWI has used its framework on two
main projects - its work on future medical and
dental student intakes for the Health Education
National Strategic Exchange (HENSE) group and

in its work on nursing and maternity. It is likely
that a further project to use this methodology
will be on social care. The framework that the
CfWI uses is a collaborative and collegial
approach, which seeks to work with the
professions in order to both obtain agreement
on possible future scenarios and to ensure
support for the CfWI recommendations.
Given this strong emphasis on stakeholder
engagement, we strongly believe that our
consultation with stakeholders results in better
informed decisionmaking, leading to better
informed policy over the long term.
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HUB ON THE
HORIZON
The CfWI is developing
an online horizon
scanning system that
will act as a central hub
of information about
future issues and
challenges for the health
and social care
workforce.

SURVEY SINGLES OUT
TOP CHALLENGES
A survey carried out by the CfWI into the problems facing
workforce planners and policymakers across health and
social care over the next 15 years has highlighted ﬁve key
areas of concern.
The purpose of the CfWI’s survey was to identify the major cross-cutting challenges in health and
social care, in order to assist in developing our research strategy over the next twelve months.
The survey asked stakeholders to produce a list of challenges (identiﬁed collaboratively by the CfWI
and the Department of Health) and to rank them in order. The results of the survey were as follows:

1

Demography – Planning for a long-term increase in chronic conditions. In part, this is due to
us living longer, with the numbers of those at state pension age projected to increase from
12.2m to 15.6m between 2010 and 2035, a 28% increase. Additionally, more of us will suﬀer
from chronic conditions such as arthritis, obesity and cancer in the future.

2

Education and training – Creating a more ﬂexible workforce that responds to changing
patterns of service, more integrated care and shifting skills mix. This is common to both
health and social care.

3

System design – Uncertainty about models, funding and aﬀordability. With the likely
introduction of the Health and Social Care Act, people are uncertain how new models will
change the health and social care workforce, particularly regarding the move towards
integrated care and shifting care settings.

4

Workforce planning methodology – Understanding employer requirements, commitments
and capabilities, to plan workforce in an eﬀective, integrated way for the medium to long term.

The results of the survey conﬁrm some of the Government’s own areas of priority, namely creating a
more ﬂexible workforce. Launching the workforce development strategy in 2011, Care Services
Minister Paul Burstow, said: “Recruiting and retaining a high quality workforce that is skilled, ﬂexible
and innovative is the essential foundation on which excellent social care rests.” Similarly in
healthcare, the Department of Health has identiﬁed the maintenance of an adaptable and ﬂexible
workforce as a priority in its recent Educational Outcomes Framework. The inﬂuence of rising costs
was also described in the Dilnot Commission’s report last year.

Due to be launched this autumn, the
hub is designed to provide health and
social care organisations with access
to information and the ability to share
information that will help them to
anticipate change and implement
workforce strategy better adapted to
future needs.
The online system will also stimulate
thinking and debate, acting as an
interactive and collaborative forum,
where users can collectively identify,
discuss and analyse future shapers of
change. It will link and prioritise these
issues, and present information to
support robust long-term workforce
planning.
The hub oﬀers:
n tools customised to the needs of
diﬀerent stakeholder groups
n help in identifying factors that may
aﬀect the health and social care
workforce
n the opportunity to help map and
prioritise these factors
n intelligence that can be used for
workforce planning or other research.
Carolyn Hoyle, Horizon Scanning
Consultant, said: “The hub oﬀers
opportunity for greater interaction. We
hope that as many organisations as
possible will become involved in, and
beneﬁt from, using the website.”
The hub is undergoing pilot testing now.
Visit www.cfwi.org.uk for more
information on the launch of the new
system, and details of how to become
involved in the pilot.
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BEYOND THE HEALTH AND
SOCIAL CARE SECTOR

Fiona Lickorish, Principal Research Fellow at Cranﬁeld University explains how
horizon scanning can help governments prepare for an uncertain future

T

en years of working in
horizon scanning has had
an impact on Fiona
Lickorish’s personal life as
well as on her career. “The
more I’ve got into this
work, the fewer risks I take
in everyday life,” says
Fiona. “Anyone who travels with me knows
that I prepare for every eventuality.
Spontaneous is not a word many would use
to describe me.”
Despite this drawback, Fiona is passionate
about what she does. At Cranﬁeld, her work
involves horizon scanning, trend research and
scenario planning, mainly in the areas of
environmental management and resources.
The research helps organisations and
government departments to formulate
evidence-based policy and practice by
identifying, analysing and communicating
insights into the future. These insights often
take in a wide range of potential inﬂuences,
including social, environmental, and economic
trends, as well technological advances and
unexpected events.
Fiona’s clients have included the Department
for Environment, Food and Rural Aﬀairs (Defra),
Natural England and the Environment Agency,
as well as the Food Standards Agency, Marine
Management Organisation and the Welsh and
Scottish governments.
Her background – which includes an MSc in
Environmental Impact Assessment from the
University of Wales, Aberystwyth; nine years at
Defra; work for the Countryside Agency; and
work in local government and the third sector –
has prepared her well for this role.
“Horizon scanning and futures research are not
as obscure as people think – anyone who
remembers to take their lunch money to work

is doing futures thinking,” says Fiona. “We are
simply trying to put more strategy and rigour
into futures thinking and to take into account
several possible lines of development rather
than just one.
“Horizon scanning is not about prediction –
often it does not give you answers but tells you
where to start asking the questions. The future
is uncertain and often not under our control,
but horizon scanning can help prepare for this
uncertainty and enable governments to
develop future-proof policies and strategies
that are ﬂexible and so can adapt to unexpected
events.”
The global economic downturn is a case in
point, according to Fiona. Economic analysis,
blinded by the boom years, failed to look below
the surface or beyond the present.
“When things are going well, we should ask
ourselves why they’re going well and consider
the things that might stop them continuing to
do so in the future. We need to be prepared for
both positive and negative outcomes and think
about how we would deal with both.”
Where horizon scanning yields obvious results,
it can be gratifying. Some of the projects Fiona
has worked on, particularly relating to marine
ecosystems, have inﬂuenced both UK and EU
policies. Other research has also inﬂuenced the
development of Defra’s recent waste strategy.
The collaborative nature of the work, which
involves working with experts in many diﬀerent
ﬁelds and encouraging them to think about the
future in a coordinated and structured way, is
also rewarding.
However, by its nature, horizon scanning is not
an exact science.
“In futures thinking, the line between research
and action is often not clear,” said Fiona. “Some

of the things you ﬂag up may never occur, or
someone may do something very small to
prevent a negative outcome, and you may
never know about it. Where we have made
recommendations, it’s sometimes diﬃcult for
those concerned to act upon them, because
they’re too busy dealing with today’s concerns.”
As an expert in the ﬁeld, Fiona has some
concerns for the future, most notably the
pension crisis, the long-term employment
prospects of the young, and the ﬁnite nature of
the world’s natural resources.
However, the biggest threat, she believes, is
short-term thinking. For reasons concerned
with the structure of government, ministers
and oﬃcials move frequently from one
department to another without the chance to
develop subject expertise. This does not
encourage consideration of the long term, says
Fiona.
“One of the main challenges is to get people in
government departments to think further than
the here and now or to encourage people to
think about diﬀerent routes to the future rather
than one expected route,” she says. “You could
say that if you are not making people feel
uneasy, you are probably not doing it right, but
you don’t get a lot of credit for making people
feel uncomfortable.
“We cover as much of the external environment
as we possibly can. Our research takes into
account technological innovation, industry, the
economy, consumer behaviour and also health
and wellbeing. If you only concentrate on issues
in the immediate range, you often miss out on
unexpected events.”
In horizon scanning it’s always important to
look on the periphery of current thinking and to
try to expect the unexpected.
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LOOKING TO THE HORIZON
Meena Mahil sets out the aims and ambition of the CfWI’s new approach to
horizon scanning

M

any of us have
responsibility for
inﬂuencing policy,
creating plans or
making decisions that
have a long-term
impact on the
organisation we work
for. Historically, it has been hard to set longterm policy and plans in health and social
care and to make considered, well informed,
evidence-based decisions.

US author William Lyon Phelps (1865-1943)
observed that “A well ordered life is like
climbing a tower; the view half-way up is better
than the view from the base and it steadily
becomes ﬁner as the horizon expands.” At the
CfWI, we are embarking on a groundbreaking
programme of work, designed to embed
horizon scanning into policy development and
planning. This is the ﬁrst time this has been
tackled speciﬁcally for this sector in the UK, so
we are drawing on experience from other areas
of the public sector, industry and abroad. Our
aim is to provide policymakers and planners
with the information and tools they need, not
just to think beyond one or three years, but to
consider some of the key issues which will
aﬀect the workforce in 10, 15 or even 20 years’
time.
We are developing the tools, structure and
support for those involved in making the
decisions and informing the drafting of the
plans that shape the health, social care and
public health workforce of the future. We are
establishing ourselves as the place to go for
health and social care colleagues interested in
seeing what may happen to their sector,
profession or stakeholder category – and for
anyone who is simply curious about what the
future might hold. We intend to turn thought
into action for health and social care, through
supporting leadership teams and workforce

planners by monitoring and evaluating the
take-up and quality of horizon scanning. In
doing so, we will provide evidence and create
feedback opportunities and a culture of
learning.
Ambitious – yes. Achievable – we think so. So
how do we plan to deliver these ambitions?
First, and foremost, through partnership
working. There has been a great deal of
excellent work carried out in the areas of
horizon scanning and foresight thinking in
other sectors and we are already actively linking
into this work and building on it. We are
partnering some of the leading thinkers and
foremost organisations in the ﬁeld, including
the University of Manchester, Queen Margaret
University, Institute of Public Care (Oxford
Brookes University), Buckinghamshire New
University and Warwick Business School. The
University of Manchester in partnership with
Futures Diamond will be assisting us on
developing our horizon scanning methodology
and our online horizon scanning system. Queen
Margaret University and Buckinghamshire New
University will be assisting us on horizon
scanning in the nursing and maternity sectors.
Finally, Warwick Business School will help us
develop our horizon scanning methodology
further, in particular in using scenario
generation methods. We hope to build this
team as we plan our horizon scanning
programme of work over the next year.
We are looking for new members of our
reference group, who can broaden the
experience of the group and inﬂuence the work
we carry out.
We understand that even the most insightful
information and highest quality research
counts for nothing if it is not turned into real
action and does not inﬂuence actual decisions.
At the CfWI, we will use our extensive leadership

network to promote our recommendations,
integrate our ﬁndings into workforce plans and
objectives, and inﬂuence decision makers and
leaders in health and social care.
We know that creating inﬂuence and getting a
concept such as horizon scanning adopted
within organisations’ planning and decisionmaking frameworks will not be quick or simple.
So our initial objectives this year, and next, will
be to raise awareness and gain consensus over
its use, then work with organisations to fully
adopt the approach over the next two to three
years.
We will monitor and evaluate the inﬂuence of
horizon scanning on health and social care
workforce planning and decision making. We
will evaluate its success as an approach and we
will also create feedback loops and a culture of
learning across horizon scanning organisations.
Finally we have an exciting programme of work
that we will be delivering over the next year. Our
initial event on the 12th of July will see
Alexandra Wyke, Chief Executive Oﬃcer at
PatientView, talk about emerging trends in
healthcare in Europe and Chris Evennett, Chief
Executive at Health e Futures, talk about
emerging trends in health care in the United
Kingdom. We will also host two further events
during the year, one in November to update
you on new developments and one in early
2013 on our methodology. We will be
publishing this digest on a tri-annual basis,
providing you with an update on our work as
well as sharing wider developments in health
and social care and in the discipline of horizon
scanning. We will be publishing several major
papers over the next year, including one on
demography and at least one on social care. We
will also be launching our new online horizon
scanning hub in October, which will enable you
to contribute to our work and bring future
workforce issues to our attention.

FUTURE WORKFORCE MATTERS Issue One | 7

FEATURE

SOCIAL CARE WORKFORCE
THE FUTURE
Dr Rhidian Hughes, Head of Social
Care at the CfWI, describes
some of the issues facing the
future social care workforce.

T

he population of the UK
will look very diﬀerent in
the future. One of the most
signiﬁcant changes will be
the age distribution.
Projections from the Oﬃce
for National Statistics
show that the percentage
of the population aged 65 and over will rise
from 16% in 2006 to 22.3% by 2031 and
26.8% by 2081.
This positive and welcome trend of living longer
will be a result of advances in medicine and
clinical practice, health technologies and
people enjoying healthier lives than they did in
the past.
Another important demographic will be
younger adults with complex needs and those
with long-term conditions, who will live much
longer lives. The numbers of younger people
with learning disabilities is expected to rise by
20.6%, from 203,000 in 2005 to 245,000 by
2041.
Social and demographic forces have a
signiﬁcant impact on the social care workforce.
The decisions we make today will have an
impact on the ways in which we can address
the future challenges of tomorrow.
So what are the key issues in shaping the future
social care workforce?
RISING EXPECTATIONS
People, rightly, have growing expectations for
person-centred care and support. This shifting
attitude requires changes to the ways in which
services have traditionally been organised.
Service Led approaches, where people’s needs
are matched to services, now need to move
towards person-centred care, which promotes
independence. Important steps have been

made to enable people to be supported at
home, and technologies, such as tele-health
and tele-care, may play a more signiﬁcant role
in care and support provided at home.
CHANGING ROLES
Direct payments (cash in lieu of services) is
increasingly the preferred option for people
eligible for adult social care services, and this is
likely to continue. There is also a growing
number of direct employers as bespoke
commissioning arrangements develop, which
will lead to new worker roles.
JOINING UP CARE
Improved coordination and communication
between services is a means of improving
eﬃciency and eﬀectiveness, remedying
fragmentation and providing better outcomes
for people. The expectation is for services to
work together to bridge boundaries and to
improve people’s experiences of services and
outcomes. Workforce planning will increasingly
need to be joined up and can be supported with
resources such as the CfWI’s care pathways
toolkit.
FUTURE SHAPE OF THE SOCIAL CARE
WORKFORCE
And so, back to the future shape of the social
care workforce. In the present climate, thinking
more than a few years ahead may seem like
rationale planning gone mad. But therein lies
the leadership challenge. We are on the cusp of
signiﬁcant demographic and social change, and
planners of services need to be thinking about
provision and the future workforce. Decisions
that planners make about skills mix, training
places and operational models will aﬀect the
shape of the workforce not just today but some
time into the future.

It will be necessary that the culture of social
care will have to change, with greater focus on
support rather than care, on the community
workforce, and on providing ﬂexibility. How we
plan the social care workforce today will
determine how eﬀective we will be at providing
care in future.
What have we already done in response? We
have already built four forward-thinking
scenarios for helping local authorities to model
demand and supply for social workers, and
published our ﬁrst analysis for social workers
looking over the medium term (three to ﬁve
years). We have started to identify key drivers of
demand and supply for social work to support
the Department of Health’s redesign of the
bursary scheme.
What will we be doing in future? We will begin
our horizon scanning programme for the wider
social care workforce, including providers of
care services and personal assistants. This will
require us to establish a network of specialists
to help us identify and analyse issues that may
aﬀect the shape of the social care workforce in
twenty years. Going forward, we hope to
develop robust and plausible scenarios and
models for the social care workforce.
Through working alongside our board,
professional advisers and partners in our
projects, we hope to produce
recommendations that have as much support
as possible within social care. Through taking a
longer-term view in our research and
modelling, we hope to better anticipate and
respond to the diﬃculties that we already know
are likely to result from future developments in
social care. Over the next year, in cooperation
with the Horizon Scanning team, the Social
Care team will write and publish a report on the
shape of the future social care workforce, using
the CfWI’s horizon scanning methodology to
inform its ﬁndings.
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KEY DATES

We hope that you’ve enjoyed the ﬁrst Future Workforce Matters
digest and that it has whetted your appetite for future issues...
The digest will be published tri-annually, with the next issue due out in November. This will feature: a
lead editorial, covering topical news from the CfWI management team; a guest interview, in which an
expert from the horizon scanning ﬁeld provides insight into their work and feedback on CfWI
activities (in the next issue we will cover the medical and dental student intake road shows) an
‘innovation’ feature – a groundbreaking view on a key topic.
The CfWI will be hosting a variety of horizon scanning events and workshops, with our next event due
to take place in London in July. If you are interested in attending this or another of our events, or in
becoming involved in our projects, please email us at: horizonscanning@cfwi.org.uk.

WE ARE LOOKING FOR NEWS, ARTICLES AND LETTERS
FOR OUR AUTUMN ISSUE...
If you would like to contribute to a future issue of the digest, please contact the team
at horizonscanning@cfwi.org.uk or call us on +44 (0)1962 814 950.
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12 July 2012 5.30-7.30pm
Horizon scanning stakeholder event
Wellcome Collection, London NW1
October 2012
Launch of the online horizon
scanning system
15 and 18 October 2012
CfWI National Conference
London (15th) and Leeds (18th)
November 2012 and March 2013
Next editions of Future Workforce
Matters
November 2012 (TBC)
Horizon scanning stakeholder event
London
February 2013 (TBC)
Horizon scanning methodology
seminar
London
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