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Introduction by Sharon Allen 
I’ve always believed a well led workforce is 
central to the delivery of high quality social 
care and support. 

Well trained workers led by effective leaders 
and managers working for employers 
whatever their size make a difference day in, 
day out to the lives of people who use those 
services and to the local communities they 
work in. 

That’s why Skills for Care, home of the 
National Skills Academy for Social Care, is 
supporting the development of leadership at 
all levels especially in a period of change in 
our sector that is unprecedented in my 
experience. 

The Leadership Qualities Framework is an 
important addition to our range of tools 
supporting leaders and managers as it brings 
together in one place the attitudes and 
behaviours needed for high quality leadership 
at every level of the sector and within any 
organisation. 

The framework is designed to focus on the 
values and behaviours that provide the 
foundations of leadership, using research 
undertaken by the Skills Academy with 
managers, practitioners, people who need 
care and support and their advocates. It also 
includes contributions from health services to 

drive integrated approaches to care and 
support. 

Refecting the diversity of social care, the 
framework shows what leadership looks like in 
different contexts –practice leadership, 
collaborative leadership, working with a range 
of stakeholders and community leadership, 
with communities taking the initiative in 
shaping services. 

The framework is underpinned throughout by 
the principles of co-production, person 
centred care and community-based support, 
so that leadership support is accessible to 
micro providers, personal employers and 
user-led organisations. 

All the evidence shows that investing in 

developing the skills and knowledge of leaders 
and managers enables services to better 
recruit, retain and develop their workforce so 
they can achieve their business objectives. 
Crucially, this also means organisations are 
better placed to successfully meet the needs 
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The role of the Framework 
The importance of leadership to the future of 
the sector makes it vital that the Framework 
has practical applicability. Raising awareness 
of the need for leadership is just the frst step. 
Only when these principles are embedded 
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Each Dimension is broken down into four 
elements. For example, Dimension one, 
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Developing networks 

Collaboration within and 
across systems plays a 
vital role in the delivery of 
services. Effective leaders 
work in partnership with 
people who use services, their 
carers and representatives 
and colleagues to deliver and 
improve services. 

Good leaders:

�F����Identify opportunities where working in 
collaboration with others within and across 
networks can bring added benefts 

�F����Create opportunities to bring individuals  
and groups together to achieve goals 

�F����Promote the sharing of information  
and resources 

�F����Actively seek the views of others 

What leadership looks like 

Front-line 
Worker 

Actively makes and maintains effective connections externally. Actively seeks out 
links with community groups and activities and signposts and connects people to those 
groups effectively. 

Front-line Identifies and engages with other organisations and networks. Appropriately challenges, 
Leadership shares expertise and has an ongoing dialogue with community groups to ensure that they 

are inclusive. 

Operational Identifies and engages with other organisations and networks to share views and 
Leadership approaches. Appropriately challenges, shares expertise and has an ongoing dialogue with 

community groups to ensure that they meet the requirements of people who use services. 

Strategic Promotes relationships at the highest level with other organisations and networks within 
Leadership and beyond the sector. Shares views and approaches with integrity. 

Building and maintaining relationships 

In order to build and 
maintain successful 
relationships, leaders must 
be willing to listen, support 
others, gain trust and show 
understanding. 

Good leaders:

�F����Listen to others and recognise different 
perspectives 

�F����Empathise and take into account the needs 
and feelings of others 

�F����Communicate effectively with individuals  
and groups, and act as a positive role model 

�F����Gain and maintain the trust and support  
of colleagues 

What leadership looks like 
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Encouraging contribution 

Leaders encourage 
contribution, creating an 
environment in which others 
have the confidence and 
opportunity to contribute. 

Good leaders:

�F����Provide encouragement and opportunity for 
people to engage in decision-making and  
to challenge constructively 

�F����Respect, value and acknowledge the roles, 
contributions and expertise of others 

�F����Employ strategies to manage confict of 
interest and differences of opinion 

�F����Keep the focus of contribution on delivering 
and improving services to people who  
use services 

What leadership looks like 

Front-line 
Worker 

Encourages and supports people who use services to express their views and needs for care 
and support, enabling them to participate in joint decision-making. Enables people to play 
an active role in community life, using their unique talents, skills and gifts as participants, 
not only as recipients of services. Ensures that care and support takes into account a 
person’s whole life, including physical, mental, cultural, emotional and spiritual needs. 

Front-line 
Leadership 

Encourages and supports people who use services and staff to express their views, enabling 
them to participate in joint decision-making. Creates a positive environment which enables 
people to maximise their potential. Creates a team ethos which takes into account a 
person’s whole life, including physical, mental, cultural, emotional and spiritual needs. 

Operational 
Leadership 

Encourages and enables both staff and people who use services to be involved in the 
co-production of how the service operates. Identifies strengths, challenges and issues for 
other people and uses this understanding to engage positively with them. Creates a service 
ethos which takes into account a person’s whole life, including physical, mental, cultural, 
emotional and spiritual needs. 

Strategic 
Leadership 

Actively creates a culture of co-production, joint responsibility, joint decision-making, 
support and community participation. Models behaviour that identifies strengths, 
challenges and issues for other people and engages positively with them. Champions 
and models rights and entitlements within the organisation and beyond, creating a 
culture which takes into account a person’s whole life including physical, mental, cultural, 
emotional and spiritual needs. 

Working within teams 

Effective leaders work within 
teams in order to deliver and 
improve services. 

Good leaders:

�F����Have a clear sense of their role, responsibilities 
and purpose within the team 

�F����Adopt a team approach, acknowledging and 
appreciating efforts, contributions  
and compromises 

�F����Recognise the common purpose of the team 
and respect team decisions 

�F����Are willing to lead a team, involving the right 
people at the right time 

What leadership looks like 

Front-line 
Worker 

Works proactively with individual differences and preferences to achieve team outcomes. 

Front-line 
Leadership 

Maintains a personal style that gets the best out of others and the team. Recognises  
and rallies individual behaviours, strengths and attitudes into an effective team. 

Operational 
Leadership 

Maintains a personal style that gets the best out of teams across the organisation.  
Builds a service based on the combined contributions of different people. 

Strategic 
Leadership 

Maintains a personal style that gets the best out of teams across the service.  
Champions an organisation of difference, mutuality and co-production. 

Working with others 
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Planning 

Leaders engage in planning, 
actively contributing to plans 
with the aim of achieving 
organisational goals. 

Good leaders:

�F����Support plans for services that are part  
of the strategy for wider health and social  
care systems 

�F����Gather feedback from people who use services 
and colleagues to help develop plans 

�F����Contribute their expertise to planning 
processes 

�F����Appraise options in terms of benefts and risks 

What leadership looks like 

Front-line 
Worker 

Actively contributes to discussion about care and values to improve performance, using 
appropriate feedback. 

Front-line 
Leadership 

Shows commitment to design services in response to the needs and wants of people  
who use services, learning from experience and with appropriate assessment of 
opportunity and risk. 

Operational 
Leadership 

Consistently seeks to shape services around the needs and desires of people who use  
services, learning from experience and with appropriate assessment of opportunity and risk.  

Strategic 
Leadership 

 

Creates a culture of shaping services around the needs and desires of people who use 
services within an appropriate governance and risk management framework. 

Managing resources 

Effective leaders know what 
resources are available and 
use their influence to ensure 
they are used efficiently, 
safely and in a manner 
reflecting the diversity  
of needs. 

Good leaders:

�F����Accurately identify the appropriate type and 
level of resources required to deliver safe and 
effective services 

�F����Ensure services are delivered within allocated 
resources 

�F����Minimise waste 

�F����Take action when resources are not being used 
effciently and effectively 

What leadership looks like 

Front-line 
Worker 

Understands what resources are available and uses the appropriate type and level of 
resources to deliver safe and efficient care and support. 

Front-line 
Leadership 

Identifies resource requirements associated with delivering services. Manages resources 
and takes action to ensure their effective and efficient use. 

Operational 
Leadership 

Forecasts resource requirements associated with delivering complex care and support 
efficiently and effectively. Manages resources taking into account the impact of national 
and local strategies and priorities. Commissions outside traditional services, making the 
most of what community groups and other assets within the community have to offer. 

Strategic 
Leadership 

Strategically manages resources across the organisation and wider care and support 
sector. Provides staff with the support and resources needed to effectively fulfil their roles. 
Has a strategic overview of available provision which in turn informs decision-making and 
sets organisational direction. 

Managing services 
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Managing people 

When managing people 
leaders are expected to 
provide direction, review 
performance, motivate  
others and promote equality 
and diversity. 

Good leaders:

�F����Provide guidance and direction for others using 
the skills of team members effectively 

�F����
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Identifying the contexts for change 

Identifying the context for 
change means taking a 
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Making decisions 

When leaders make 
decisions they do so basing 
their judgements on both 
the available evidence and 
their own values. 

Good leaders: 

�F����Participate in and contribute to organisational 
decision-making processes 

�F����Act in a manner consistent with the values and 
priorities of their organisation and profession 

�F����Educate and inform key people who infuence 
and make decisions 

�F����Contribute their unique perspective to team, 
department, system and organisational 
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Developing the vision for the organisation 

Good leaders: 

�F����Actively engage with colleagues and key 
infuencers, including people who use 
services and the public, about the future 
of the organisation 

�F����Broadly scan and analyse the full range 
of factors that will impact upon the 
organisation, to create likely scenarios for 
its future 

�F����Create a vision which is bold, innovative 
and refects the core values of social care 

�F����Continuously ensures that the 
organisation’s vision is compatible with 
future developments within the wider social 
care system 

What leadership looks like within the 
whole organisation/wider social care 
and support sector: 

Actively engages key stakeholders in creating 
a bold, innovative, shared vision which refects 
the future needs and aspirations of the 
population and the future direction of social 
care. Thinks broadly and aligns the vision of 
social care core values and the values of the 
wider social care system. 

In�uencing the vision of the wider 
health and social care system 

Good leaders: 

�F����Seek opportunities to engage in debate 
about the future of health and care related 
services 

�F����Work in partnership with others in the 
health and social care system to develop 
a shared vision 

�F����Negotiate compromises in the interests of 
better services for people who use services 

�F����Infuence key decision-makers who 
determine future government policy that 
impacts on the social care sector 

Creating the vision 

What leadership looks like within the 
whole organisation/wider social care 
and support sector: 

Actively participates in and leads on debates 
about the future of social care and related 
services. Manages political interests, balancing 
tensions between organisational aspirations 
and the wider environment. Shapes and 
infuences local, regional and national health 
and social care priorities and agendas. 

Communicating the vision 

Good leaders: 

�F����Communicate their ideas and enthusiasm 
about the future of the organisation and 
its services confdently and in a way which 
engages and inspires others 

�F����Express the vision clearly, unambiguously 
and vigorously 

�F����Ensure that stakeholders within and beyond 
the immediate organisation are aware of 
the vision and any likely impact it may have 
on them 

�F����Take time to build critical support for the 
vision and ensure it is shared and owned 
by those who will be communicating it 

What leadership looks like within the 
whole organisation/wider social care 
and support sector: 

Clearly communicates the vision in a way 
that engages and empowers others. Uses 
enthusiasm and energy to inspire others 
and encourage joint ownership of the vision. 
Anticipates and constructively addresses 
challenges. 

Embodying the vision 

Good leaders: 

�F����Act as a role model, behaving in a manner 
which refects the values and principles 
inherent in the vision 

�F����Demonstrate confdence, self belief, 
tenacity and integrity in pursuing the vision 

�F����Challenge behaviours which are not 
consistent with the vision 

�F����Identify symbols, rituals and routines within 
the organisation which are not consistent 
with the vision, and replace them with ones 
that are 

What leadership looks like within the 
whole organisation/wider social care 
and support sector: 

Consistently displays passion for the vision and 
demonstrates their commitment to it through 
their day-to-day actions. Uses personal 
credibility to act as a convincing advocate 
for the vision. 
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Framing the strategy 

Good leaders: 

�F����Take account of the culture, history 
and long term underlying issues for the 
organisation 

�F����Use sound organisational theory to inform 
the development of strategy 

�F����Identify best practice which can be applied 
to the organisation 

�F����Identify strategic options which will deliver 
the organisation’s vision 

What leadership looks like within the 
whole organisation/wider social care 
and support sector: 

Critically review relevant thinking, ideas and 
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