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Today

Background and context

A short introduction to the challenges involved in recruitment and retention in 
social care and beyond

Situational Judgement Testing

Can Situational Judgement Tests work effectively in social care, giving 
objective data on values?

Future research in recruitment and retention

Discussion of how providers can start to set the research agenda for the 
future.



Vacancy rates remain high

Source:  Skills for Care – Adult Social Care Vacancy Rate, 2022/23



Care workforce needs to expand 

Source:  Resolution Foundation based on Skills for Care forecasts.  



The challenge

We must cast our net wider

Recruitment is resource-intensive

The job demands values-based judgements in emotionally-charged contexts

Evaluating ‘values’ is very difficult



What are values?

[The concept of values]… “derives its popularity and legitimacy from the 

fact that it is an apparently simple, universally accessible concept… 

delighting all and offending none because most people do not take the 

trouble to think about what it actually means…”

Stephen Pattison
Cited in Moore (2017)



What are values?

• “an enduring set of beliefs that are used to guide choices and decision-

making”

✓ they play an important part in our behaviours and actions

✓ they transcend specific situations 

✓ tend not to vary much in adulthood

✓ they are important – ‘value congruence’ is linked to job performance, but also to 

retention

• in social care, mostly relate to ethical interpersonal behaviour when 

supporting vulnerable people

• highly desired by older people, and serious when we get values wrong

Parks, L., & Guay, R. P. (2009). Personality, values, and motivation. Personality and Individual Differences, 47(7), 675–684.



First impressions

The first thing we establish about a person is their ‘warmth’ (or ‘coldness’).

• Friendliness

• Helpfulness

• Trustworthiness

Imperceptible process but easily influenced by

irrelevant factors

Even holding a cup of hot (vs iced) coffee 

affects your perception of someone’s warmth.

Anchoring effect:  The 2-3 minute rapport-building

introduction to an interview is still the single biggest 

predictor of job outcomes.

Excellent overview of research: “A Head for Hiring” from CIPD Behavioural Insights Team



What works?

Patterson et al (2016) doi:10.1007/s10459-014-9579-4; Edwards et al (2022) doi:10.31389/jltc.130

X  Personal statements have poor ‘predictive validity’ and do not reflect 

people’s true nature

X  References tend to be unreliable, biased and ineffective

X  Personality tests can be unreliable because of faking

X  Unstructured interviews have low reliability and validity

✓ Best evidence appears to be found in rigorously-structured interviewing

~ ‘Values-based recruitment’ toolkits appear well-supported in social care, but 

evidence is weak

? Given concerns about bias in subjective nature of values, can structured 

interviews be supplemented with Situational Judgement Tests?



Situational Judgement Tests



Evidence for SJTs

• Doing well on an SJT reasonably predicts how well you do in your job

• In medicine, SJT scores predict ratings of doctor performance

• They are even correlated (modestly) with later malpractice and 

safeguarding action.  

• SJTs often correlate well with emotional intelligence, empathy and key 

personality traits linked to values

• SJTs are also a form of communication about the nature of the role, 

and help to adjust expectations

• But … SJTs are not easy to design and must be evaluated carefully



Person-centred care

Knowing the person

A belief that people are not defined by how they are labelled or appear (such 
as by frailty, dementia, disability…) but by who they are.

Involvement in decision-making

A belief that people have a right to involvement in choices and decisions made 
about them

Positive and reciprocal care relationships

A belief that people are best served by authentic relationships that are 
positive and reciprocal



Methods

curiousaboutcare.org.uk 

‘Critical incident interviews’ with sample of care workers

Think aloud testing with a general population sample

Delphi panel with older people to achieve consensus

Psychometric testing with 251 participants (both ‘incumbent’ 
and ‘naïve’ samples)
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Lázsló likes to go to the supermarket café when you go shopping 

together. You know Lázsló well, and he is a very friendly and chatty 

person. He has some memory troubles and can get confused.

When you sit down, Lázsló spots a couple in the 

café who he says are old neighbours of his. 

They don’t recognise him but Lázsló is insistent 

that he knows them. 

Lázsló starts talking to them, chatting away as though he has known them 

for years. The couple appear friendly, although they are a little puzzled.

Example: Lázsló
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Eleven scenarios
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Sample

• n=251, 160 “incumbent” care workers and 91 “care naïve”.  

• 81% of participants were female, 18% male, and 1% preferred another 
gender identity.  

• Just under half the sample were aged 35 or under.  

• 61% described themselves as White British; 15% as Black, African, 
Caribbean or Black British; and 10% as Asian or Asian British.  
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Realistic?

• Incumbent care workers were asked if the scenarios reflected their 
own experience of work

 55% felt they “very much” reflected care work 

 44% felt they “somewhat” reflected care work.  

 Just one person felt it did not reflect care work.
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Easy?
‘Incumbent’ Care ‘naïve’

Very easy
24 

(15%)

12

(13%)

Easy
66

(41%)

32

(36%)

Neither easy/difficult
57

(36%)

20

(22%)

Difficult
13

(8%)

26

(29%)

Very difficult 0 0
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Reliable?
Structure

• Confirmatory one factor model supported (CFI/TLI: 0.91)

Reliability

• Good internal reliability (alpha=0.88)

• Good test-retest reliability (ICC = 0.77)

Rasch analysis

• Satisfactory results.

• Identified 2 problematic items 

(e.g. ‘Leave Lazslo alone to finish his conversation’).

The SJT score 
only measures 

one thing

The SJT score is 
stable – it is not 

erratic

SJT scores work 
like numbers on a 
ruler, with equal 

intervals
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Valid?

‘Big 5’ personality attributes

• Openness

• Conscientiousness

• Extraversion

• Agreeableness

• Neuroticism
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Valid?

High scores on SJTs are achieved by more open and agreeable 

people

Openness:  r=0.179 (p=0.004)

Conscientiousness: r=0.003 

Extroversion: r=-0.060 

Agreeableness: r=0.250 (p<0.001)

Neuroticism: r=0.0263
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Perceptions of care?

Agreement with 5 statements reflecting social standing of care 

work

Care-naïve sample only

Caution: Not a validated scale.

Simple before-after assessment.

Small but statistically significant improvement in perceptions after 

taking the SJTs
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Job satisfaction?

• Incumbent care workers only

• Statistically significant correlation between SJT score and job 

satisfaction.



Exploratory analysis

No advantage by…

Age Education

(cis)Gender

Awaiting better evidence about…

Disabled applicants, ethnicity, other EDI characteristics 



Introducing the free quiz

Choose from
11 scenarios
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Induction and training



Provider perspectives

“[A] hugely positive experience, providing 

useful insights to explore and discuss during 

the interview process.  [The] candidates 

expressed very positive views about working 

their way through the Curious about Care 

programme. They stated that they enjoyed the 

experience and described it as thought 

provoking and stimulating…   

[We have] decided to use Curious about Care 

as an ongoing recruitment and training tool in 

building [the] Care team”

Louise Marsh, The Evergreen Care Trust

“It was really easy to use, and the 

instructions from an applicant’s point of 

view were really straightforward. 

I loved the scenarios. They were extremely 

simple and clear whilst at the same time 

making you think and the ambiguity in terms 

of what is right / wrong adds to the value of 

the tool in my mind”

Senior Manager in a Gwynedd service



Putting it into practice

We are seeking ‘curious’ provider organisation to 

support ongoing developments around implementation.  

• Funding (£900 each) is available for homecare 

providers to embed Curious about Care into their 

practice, and to share their experiences.  

• Providers receive University of York certification of 

Research Engagement to evidence being well-led

• Also support new scenarios with incentives for care 

staff taking part



Putting it into practice

• We are seeking ‘curious’ provider organisation to support 

ongoing developments around implementation.  

• Funding (£900 each) is available in Leicestershire for 

homecare providers to embed Curious about Care into their 

practice, and to share their experiences.  

• Providers receive University of York certification of Research 

Engagement to evidence being well-led

• Can also support new scenarios with incentives for care staff
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Further information



Job satisfaction is relatively strong

Source:  Resolution Foundation:  % of workers saying they are satisfied with their job



Retention problems are due to churn

Source:  Resolution Foundation: Job moves in 3 month period, UK, 2011-2020



‘Loyalty’ problems in the sector

Source:  Resolution Foundation based on Skills for Care forecasts.  



Why do workers not feel valued?

Source: Work Foundation ‘Social Care: A Guide to Attracting and Retaining a Thriving Workforce’

• Work Foundation Report 
surveying care workers and 
leavers

• For those planning to leave, half 
cited feeling they were not valued 
by their employer

• Of those who had already left the 
sector, 23% cited feeling they 
were not valued as the most 
prominent reason



Young, new entrants

Workers under 25 and those with least experience in the sector are the two 
biggest characteristics associated with turnover decision

What goes wrong?

Is it to do with expectations?

Is it to do with onboarding processes?

Is it just to be expected for those with this range of age and experience in a low 
pay sector?
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