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What I will be discussing
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1. The current state of recruitment, retention and pay

2. Migration policy

3. The Fair Pay Agreement

4. What pay reform (and beyond) could look like

5. Barriers to success

6. The need for joined-up policymaking



Context: The current state of 

recruitment and retention 
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Downward trend in vacancy and turnover rates in recent 
years, but vacancy rates still considerably higher than economy 
average

Changing recruitment dynamics post-Brexit + pandemic, with 
non-EU workers making up a growing proportion of the 
workforce

Fall in the proportion and overall number of adult social care 
workers with British nationality 



Pay remains uncompetitive
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Care worker pay

Median pay Dec 25 = £12.60ph

UK 20th percentile = £13.23ph

NHS Agenda for Change Band 2 = 

£12.51ph

Pay differentials

5 years’ experience = 10p per hour 

pay premium

Senior care worker pay premium = 

73p per hour (mean, ind. sector)



Turning off the international 

recruitment ‘tap’
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Ban on care workers bringing dependents (Mar 
2024)

Ramping up of visa salary thresholds

Closure of Health and Care Worker Visa route 
(formally, Jul 2025)

Announcement of Indefinite Leave to Remain 
changes (Nov 2025)

…and diminishing retention incentives



The Fair Pay Agreement
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SoS passes 
funding envelope 

and remit to 
negotiating body

Negotiating body 
reviews evidence

Negotiations 
commence

Fair Pay 
Agreement 

reached

SoS ratifies Fair 
Pay Agreement

2028/29: £500m envelope



What could an FPA look like?
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Pay and wider employment conditions



Complicating factors
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Ability to cooperate

Representation

Data and evidence

Scale and complexity

Cost



Joined-up policymaking
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Short-term workforce stability

Increasingly fair and 

competitive pay

Improvements to other 

employment conditions

Consistent upskilling and 

professional development

Wider sector reform

An adult social care 

workforce equipped 

to meet future need



Thank you!
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