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Foreword

Professor Martin Green OBE
Chief Executive, Care England

Adult social care is facing one of the most challenging financial periods in its history.
Rising costs, workforce shortages, and a lack of sufficient funding have combined to
create a perfect storm for providers across the country. Yet amid these pressures,
there are stories of innovation, resilience, and determination that show our sector’s
remarkable ability to adapt.

This report is about practical action steps that can be taken now to ease financial
strain while maintaining the quality and compassion that define good care. It
showcases proven measures from across the country, from smarter procurement
and workforce optimisation to technology that saves time and delivers tangible
outcomes. These are not abstract ideas; they are tried and tested solutions already
delivering results for providers on the ground.

What stands out is the creativity and commitment of those working in adult social
care. Faced with unprecedented pressures, they are finding ways to do more with
less, to protect services, and to support both staff and residents. The examples in
this report demonstrate that while we wait for long-term reform and adequate
investment, we are not powerless.

I hope this report will inspire providers to explore the opportunities it sets out, and
that it will also remind policymakers of the sector’s extraordinary potential when
given the tools and support it needs. The road ahead will not be easy, but by sharing
knowledge, working together, and acting decisively, we can navigate these challenges
and build a more sustainable future for adult social care.

Professor Martin Green OBE 
Chief Executive, Care England 
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Our previous report, Short-Term Gain, Long-Term Pain, examined the growing trend
of investment curtailment across the adult social care sector. Faced with rising costs,
workforce pressures, and static public funding, providers have been forced to
postpone or cancel the capital investments necessary to improve efficiency, future-
proof services, and maintain the quality of care. Short-term survival has increasingly
come at the expense of long-term sustainability.

According to the 2024 Sector Pulse Check, a third of providers are now operating in
deficit, and nearly 30% have already begun to scale back operations. The introduction
of new cost burdens, most notably the uplift to the National Living Wage and changes
to Employer National Insurance Contributions, is estimated to cost the sector £2.8bn.
Meanwhile, meaningful reform remains distant, with Baroness Casey not completing
her commission until 2028 (and the proposed recommendations having another
decade timeline for implementation) and recent funding settlements in the Spending
Review doing little to reflect the scale or urgency of the current challenges. The
cumulative effect is a growing sense of insecurity, with many providers reporting low
levels of confidence in their financial viability over the next twelve months.

This report picks up where the last left off, but with a renewed focus on the here and
now. While systemic reform and long-term investment are essential, they cannot be
the sole focus in the face of immediate pressures. Providers must act now to mitigate
the impact of rising costs, preserve service continuity, and create breathing space.
And they must do so without compromising the quality or safety of care.

The sector is not without options. Across the country, providers are adopting
practical, evidence-based approaches to cost reduction and operational efficiency;
solutions that are delivering real savings without undermining the core values of
person-centred support. From workforce optimisation and utilities audits to smarter
procurement and cost benchmarking tools, this report outlines a suite of actions that
can be deployed quickly and effectively.

These measures will not solve the underlying funding gap. Nor are they a substitute
for the structural reform that the sector so urgently needs. But they do offer a route
through the immediate pressures, enabling providers to remain resilient and continue
delivering essential care in increasingly constrained circumstances.

The Current State of Play
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https://www.careengland.org.uk/wp-content/uploads/2025/10/Short-term-gain-long-term-pain-FINAL.pdf
https://www.careengland.org.uk/sector-pulse-check-2024/
https://www.nuffieldtrust.org.uk/news-item/social-care-providers-at-risk-of-collapse-as-analysis-reveals-cost-to-sector-of-employer-national-insurance-hike


Confidence in adult social care cannot be restored by rhetoric alone. It requires
action that is pragmatic, purposeful, and immediate. This report sets out how that
action can begin, even in the absence of national reform. By sharing proven strategies
and sector-led solutions, we aim to provide care providers with the tools to navigate
the months ahead with greater certainty and control.

What follows is not a list of quick fixes, but a set of focused, evidence-backed
measures that can help ease today’s pressures while laying the foundations for
longer-term sustainability. The care sector cannot afford to wait for the perfect
conditions to act. It must take what control it can now while continuing to demand
the support and reform it so clearly deserves.
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Data collected by Care England following the Autumn Budget shows that confidence
in the financial outlook of adult social care continues to decline. 31% of providers
expect to reach financial breaking point within the next six to twelve months if
funding remains unchanged, with over a third anticipating this point will come even
sooner.

While larger organisations may have more flexibility, no part of the sector is insulated.
Smaller and publicly commissioned services are particularly exposed, but across the
board, providers are having to make increasingly difficult decisions just to remain
operational.

The picture is one of short-term coping overtaking long-term planning. Nearly all
providers (97%) are expecting to curb investment this year, and many are already
drawing on reserves to stay afloat. Cost-saving measures are now standard practice,
and efforts to reduce agency use and stabilise the workforce have become critical
for financial survival and ever more necessary given ill-thought-out immigration
changes, which will drive up agency usage as a result.

Providers are responding to the current financial climate with urgency and focus. The
majority are actively reviewing costs, introducing savings plans, and reassessing
priorities. 70% of providers have already taken steps to reduce expenditure, with this
figure expected to rise to 85% within six months. These actions are now essential to
keeping services going, not just part of good financial planning.

Staffing decisions are a growing concern. 63% of providers expect to reduce staffing
levels over the next year, and over a third anticipate making these changes in the
next three months. Although some are exploring ways to delay or reduce the scale of
these decisions, the underlying pressures are affecting providers across the country.

At the same time, there has been a clear effort to reduce reliance on agency staff.
Usage has fallen from 15.7% in both 2022 and 2023 to just 7.8% in 2024. This is a
positive development, showing that providers are working hard to stabilise their
workforce and manage costs more effectively ahead of the changes to immigration
policy, which will likely turn the figures to higher usage once again.

The Threat to Financial Viability and How Providers Are
Responding
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However, not all measures are sustainable in the long term. Over half of providers
expect to draw on reserves within the next three months. Smaller organisations in
particular face the risk of exhausting these reserves entirely within a short timeframe.
This reflects a growing reality where short-term financial survival is being prioritised
at the expense of long-term security.

As noted in Short-Term Gain, Long-Term Pain, the decision to delay investment is
becoming more common. Nearly all providers surveyed expect to curb investment
this year. Two-thirds will do so within the next three months. Capital projects,
refurbishments, and upgrades that could improve quality or efficiency are being
postponed or cancelled.

Many providers are also starting to withdraw from services that cannot be delivered
at a sustainable cost. Handing back contracts to local authorities or reducing the
number of publicly funded placements is becoming more widespread. This is
particularly pronounced among providers supporting working-age adults, where
options to diversify income are limited. 64% expect to close parts of their services,
and over 90% are focusing on cost savings and accessing reserves to stay
operational.

Despite these challenges, providers are continuing to adapt and take proactive steps.
The remainder of this report focuses on what can be done now. It sets out practical
actions that providers can take to reduce costs without compromising the quality of
care. These solutions are not intended to replace the need for long-term reform, but
they can provide the stability and breathing space the sector urgently needs.
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Laundry services account for a significant proportion of overhead costs in care
settings, around £56 per resident week for an older person care home, often
underestimated because costs are spread across multiple areas. Optimising in-house
laundry systems presents an opportunity to achieve cost reductions of up to 20% by
addressing efficiencies across energy consumption (up to 40%), chemical usage (up
to 50%), and cycle times (28% shorter). Additionally, such improvements can
contribute to sustainability goals by lowering overall resource consumption. Where
in-house improvements are impractical, outsourcing can generate savings of up to
35%, while improving quality, infection control and environmental performance and
unlocking valuable operational space within care homes for alternative uses, such as
therapy rooms or additional resident areas.

References: 
Care England, Leaflet 
Care Home Life, Leaflet 

Laundry Efficiencies
Potential Savings: Up to 20% (in-house); up to 35%
(outsourced)

Energy and Water Audits
Potential Savings: Significant refunds; energy

savings up to 73%

Utility costs, encompassing both energy and water, are an increasing financial burden
on care providers. Sector-specific audits have proven highly effective in identifying
historic overcharging, misapplied tariffs, and inaccurate billing. Evidence from Care
England highlights cases where providers have achieved up to 73% reductions in
energy costs after reviewing contracts and correcting errors. Water audits also
frequently recover refunds for misread meters and inappropriate VAT charges. These
audits involve no upfront cost and can provide a quick route to both retrospective
refunds and future cost control.

Resources:
Care England, Free Energy Renewal Benchmarking Review 
Care England, Focus Energy Services 
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https://www.careengland.org.uk/wp-content/uploads/2025/03/Care-Home-Life.pdf
https://www.careengland.org.uk/wp-content/uploads/2024/05/CHL-Care-England-1-page-AW3-PROOF-1.pdf
https://www.careengland.org.uk/free-energy-renewal-benchmarking-review/
https://www.careengland.org.uk/free-energy-water-and-waste-audits/


Workforce-related expenditure remains the largest outlay for most care providers,
exacerbated by high staff turnover rates and the cost of recruitment. Strategies such
as Values-Based Recruitment (VBR) have been shown to reduce turnover by 5.6%
while enhancing productivity by 72%. Complementary approaches, including
Employee Referral Programmes (ERPs) like Care Friends, further strengthen retention
and recruitment pipelines, with reported reductions in turnover of up to 38%. The use
of Care Character assessment tools has also contributed to reductions in interview
no-shows and probationary failures by better screening for personal suitability.
Collectively, these methods offer a multi-layered approach to workforce stability.

References: 
Care England, Building The Future Care Workforce: An end-to-end solution for
recruiting and retaining care staff

Workforce Retention and Recruitment
Potential Improvements: Reduced turnover (5.6% to 38%),
lower probation failures (22%), improved productivity (72%)

Food Procurement Reviews
Potential Savings: 10–15% on food costs

Rising food costs, reported at 35% increases over recent years, pose a consistent
challenge for care providers. Regular procurement reviews and participation in
collective buying groups have enabled providers to achieve savings of 10–15% on
core food and beverage items. This approach not only reduces costs but also
ensures consistency in product quality and supply chain resilience, particularly
important in maintaining nutritional standards for residents.

Resources: 
Care England, Free Catering Audit 
Creed, Foodservice Procurement 
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https://www.careengland.org.uk/building-the-future-care-workforce-an-end-to-end-solution-for-recruitment-and-retention/
https://www.careengland.org.uk/building-the-future-care-workforce-an-end-to-end-solution-for-recruitment-and-retention/
https://www.careengland.org.uk/creed-audit/
https://about.creedfoodservice.co.uk/care-england-tender/%22


 Fee Negotiation Tools
Available Discount: Up to 50% off CareCubed

subscription

Robust financial modelling is critical when negotiating fair fee rates with
commissioners. The CareCubed platform provides a transparent tool for calculating
and evidencing the true cost of care delivery. Care England members benefit from a
discounted subscription, up to 50%, making this resource more accessible. By
adopting such tools, providers can improve their negotiating position, reduce fee
disputes, and ensure that funding better reflects operational realities.

Resources: 
CareCubed Costing Resource

Proportionate care involves safely reducing the number of staff required for certain
moving and handling tasks through enhanced training and the use of appropriate
equipment. Providers implementing proportionate care have reported cost
reductions of approximately 20% within six months, while also achieving
improvements in staff satisfaction and resident independence. Proportionate Care
enables more responsive care delivery without increasing staffing levels, offering a
valuable strategy in the context of sector-wide recruitment challenges.

A lack of or inconsistent training for staff on how to understand these essential risk
assessments also plays a part, and this is what the Royal Society for the Prevention of
Accidents' (ROSPA) new Level 2 Proportionate Qualification aims to address.
Regulated by OfQual and developed with Al Risk Solutions with the support of Care
England, Skills for Care and the NHS, this qualification gives care staff the skills they
need to safely deliver proportionate care, covering such areas as understanding risk
assessments and handling plans, alongside how to use equipment such as hoists and
slide sheets safely and effectively. Equally importantly, it trains staff to identify when
proportionate care is not appropriate, for example, if a person's physical capability
and/or cognitive abilities are declining.

References: 
Care England, Are two people always required for moving and handling? 

Proportionate Care
Potential Savings: Around 20% care cost reduction
within six months
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https://carecubed.org/careengland/pricing/
https://www.careengland.org.uk/can-single-handed-care-change-the-game-in-social-care/


Insurance Cost Management
Available Discount: Up to 10% off premiums

Insurance premiums are a mounting cost pressure, particularly for services with higher
claims histories or lower CQC ratings. Providers working through Care England’s
partnership with sector-specific insurers can access up to 10% discounts on standard
premiums. Further reductions can be achieved through proactive risk management,
improved documentation, and achieving higher care quality ratings, all of which
positively influence insurer assessments.

References: 
Care England, Demystifying Insurance 
Care England, Navigating Insurance and How to Mitigate Risks for the Care Sector

Technology to Reduce Carer Time:
Pressure Management Systems

Potential Time Savings: Up to 2 carer hours saved per
resident per day; ROI in 13 weeks

16

Technological solutions such as Automatic Lateral Turning Systems (ALTS) have
demonstrated tangible time savings of up to 2 hours per resident per day by reducing
the need for manual repositioning to prevent pressure ulcers. The adoption of these
systems can result in a return on investment within 13 weeks, alongside improved
resident comfort, reduced night-time disturbances, and lowered risks of pressure-
related injuries.

References: 
Care England, Algeos
Care England, Preventing Pressure Ulcers: The Role of Automatic Lateral Turning
Systems for Innovative Approaches to Pressure Ulcer Prevention in Care Homes

https://www.careengland.org.uk/demystifying-insurance/
https://www.careengland.org.uk/navigating-insurance-and-how-to-mitigate-risks-for-the-care-sector/
https://www.careengland.org.uk/algeos/
https://www.careengland.org.uk/alts/
https://www.careengland.org.uk/alts/


Care England's research highlights substantial benefits from switching to default
decaffeinated drinks in care settings. Across multiple care homes, this low-cost
intervention has led to a 35% reduction in toileting-related falls and, in some
instances, up to a 77% overall reduction in falls. Staff have also reported significant
wellbeing improvements, with 97% of staff at one trial site voluntarily choosing to
remain caffeine-free, citing better sleep and mood. Residents similarly benefit from
improved sleep patterns, reduced agitation, and lower needs for 1:1 supervision,
creating both clinical and financial advantages.

References:
Care England, Decaffeination and falls prevention
Care England Decaf Reports:
Report 1: Improving health outcomes for care home residents: Decaffeination and falls
prevention
Report 2: Distress, 1:1 Support, and Challenging Behaviours
Report 3: Benefits of Decaffeination for Residents and Care Staff Alike

Falls Prevention and Wellbeing Through
Decaffeination
Observed Benefits: Up to 77% reduction in falls, 35% fewer toileting-
related falls, 97% staff choosing decaffeinated options, improved
resident and staff wellbeing

Enhanced Falls Prevention Through
Sleep Optimisation

Observed Benefits: Reduced fall risk, improved sleep
quality, enhanced daytime functioning

Emerging evidence from Care England highlights the significant role of sleep in
reducing falls risk within care settings. Implementing structured sleep routines,
reducing night-time disturbances, and promoting positive sleep hygiene have been
shown to reduce the risk of falls. Improvements in sleep can lead to better resident
mood, fewer behavioural concerns, and reduced need for night-time supervision,
making this a valuable non-invasive strategy for care providers.

References: 
Care England, The Hidden Power of Sleep in Reducing Falls Risk Report
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https://www.careengland.org.uk/decaf/
https://www.careengland.org.uk/wp-content/uploads/2024/04/Decaffeination-and-Falls-Prevention_Final_Online-2.pdf
https://www.careengland.org.uk/wp-content/uploads/2024/04/Decaffeination-and-Falls-Prevention_Final_Online-2.pdf
https://www.careengland.org.uk/wp-content/uploads/2023/05/FINAL-2-Cornerstone-Healthcare-Decaffination-Trial-Report.pdf
https://www.careengland.org.uk/benefits-of-decaffeination-for-residents-and-care-staff-alike-our-new-edition-of-our-decaffeination-series/
https://www.careengland.org.uk/the-hidden-power-of-sleep-in-reducing-falls-risk-in-care-homes/


Potential Benefits: Improved staff financial resilience,
reduced turnover, lower recruitment costs

Stream’s financial wellbeing platform offers a comprehensive, all-in-one solution to
strengthen staff financial health while helping employers improve retention and reduce
recruitment costs. Accessible through a single, easy-to-use app, the platform brings
together a wide range of benefits: real-time budgeting tools that give staff visibility
over their earnings; the ability to access a portion of earned wages instantly (Earned
Wage Access), reducing reliance on high-cost credit; automatic savings facilities with
workplace-level interest rates to encourage regular contributions; and access to
impartial financial coaching for personalised guidance. In addition, employees can
benefit from bill-management tools that help lower utility costs, exclusive retail and
supermarket discounts to stretch household budgets, and affordable loans at fair rates
for essential expenses. For employers, the platform integrates seamlessly with existing
payroll systems, meaning minimal administrative burden while offering a highly visible
and valued staff perk. This combination not only supports employees in building
financial resilience and reducing day-to-day money worries but also generates
tangible organisational savings through lower staff turnover, reduced absenteeism
linked to financial stress, and enhanced engagement and productivity across the
workforce.

References:
Care England, Stream

Improving Administrative Efficiency in
Financial Management
Observed Benefits: Fewer billing errors, improved cash
flow, reduced administrative burden

Administrative Inefficiencies strain finances and increase workload. Care England, with
Cleva Card, highlights digitised billing, regular audits, and better payment tracking as
solutions. Providers adopting these report faster payments, fewer disputes, and
stronger finances.

Efficiency: One supported living provider cut admin time by 45% by replacing
paper expenses with Cleva Card’s digital system.
Transparency: A domiciliary provider reduced family complaints and met
compliance through real-time transaction visibility.
Operations: A residential home using Cleva Cards for 80 residents halved audit
time and added income by offering shopping services.

References: 
Care England, Solving the Financial Administration Crisis in Adult Social Care

Financial Wellbeing Platform
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https://www.careengland.org.uk/wagestream/
https://www.careengland.org.uk/solving-the-financial-administration-crisis-in-adult-social-care/
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Adult social care is facing one of its most difficult financial periods in recent memory.
Providers are under extraordinary pressure, with rising costs, growing demand, and
insufficient funding combining to threaten the viability of vital services. But amid
these challenges, this report demonstrates that there are still practical steps
providers can take to stay afloat and maintain the quality of care that communities
rely on.

Across the country, organisations are responding with determination and creativity,
reducing waste, optimising operations, and investing in what works. These actions are
not about cutting corners but about using available resources more effectively to
protect care quality and preserve services. The measures outlined here are already
being implemented by providers who are leading the way in adapting to a new
financial reality.

This resilience is a clear indication of the sector’s strength. It shows that, even in the
absence of immediate reform, there is still space to act; to stabilise, to support staff
and residents, and to plan with more confidence. Sector-led solutions, when shared
and scaled, can provide immediate benefit and create the foundations for a more
sustainable future.

But providers cannot and should not do this alone. While these actions offer much-
needed breathing space, restoring long-term stability will ultimately depend on
national leadership and investment. A renewed commitment to social care, backed
by policy, funding, and reform, remains essential.

In the meantime, this report offers hope. It proves that despite the pressure, there are
solutions that work. Providers are not waiting for change; they are driving it. And in
doing so, they are helping to secure a more stable, sustainable future for those who
live and work in adult social care.

Building Confidence Through Action
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