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Care Workforce Pathway
100-day challenge guidance and template

Every organisation is unique, so our 100‑day challenge guidance and template provide a simple, focused way to turn the Care Workforce Pathway (the Pathway) into action, helping you drive progress, make an early impact, and plan your next steps with confidence.

This document includes a template and a worked example.

What is a 100‑day challenge?
A 100‑day challenge is a short, focused improvement period where you work towards a clear goal. You choose the timeframe. It doesn’t have to be exactly 100 days.

Why use one?
A challenge plan helps you stay organised, track changes, and deliver actions on time. It keeps teams focused on achieving measurable results.

How to plan your challenge
Pick a start and end date that work for you. For example, starting in September or October means finishing around January or February, giving you flexibility during busy periods like winter.

Who can use it?
This approach works for individuals, teams, or wider system projects. The template is flexible and can be adapted to light, medium, or full adoption of the Pathway.

Remember: this is just an example, tailor it to your goals, timelines, and resources.The term Pathway adoption means care providers who decide to use the Care Workforce Pathway’s recommended practices and tools in their day-to-day work


100-day challenge template 
A step-by-step guide to develop your own challenge plan.


Days 1–15: Secure strategic and leadership commitmentAim: To make sure senior leaders understand, support, and approve the plan to adopt the Pathway. This early agreement sets expectations and ensures the work has the backing it needs.




1. Present the case for change
Explain why the organisation should adopt the Pathway by sharing:
· key facts and evidence
· expected benefits
· how it aligns with current priorities and plans.

This helps leaders see the value and agree on the need for action.

2. Support leadership decision‑making
Use the template to outline the approach. You can include an options paper if leaders need to compare different choices. 
The aim is to confirm that:
· leaders agree with the plan
· resources (people and time) will be provided
· the organisation is committed to moving forward.

3. Set your ‘North Star’
The ‘North Star’ is your main goal for adopting the Pathway. It should link clearly to your organisation’s wider direction.
Examples of what success could look like include:4. Optional: Identify a senior champion to act as a visible sponsor and champion for the programme.


· improved staff retention
· clearer career pathways
· stronger recruitment and onboarding.

This gives everyone a shared sense of purpose.

Days 16–30: Governance and delivery planning 
Aim: To agree how the Pathway work will be planned, monitored, and delivered. This includes who makes decisions, what resources are needed, and how progress will be checked.





1. Create a project group
Set up a group to lead the work, for example a Governance Group, Working Group, or Project Team. Depending on your organisation, this may include people from:
· HR
· learning and development
· operational leadership
· workforce or staff representatives.

In smaller organisations, involve the people who will make the biggest difference, such as training providers, key volunteers, or staff with relevant experience.

2. Define roles and responsibilities
Decide who is responsible for each part of the work, such as recruitment, training, communications, or data.

3. Agree how progress will be reported
Plan when and how you will check progress. Regular updates help keep the work on track.

4. Choose your Pathway adoption level
Select the level of adoption (light, medium, or full) that matches your goals, capacity, and timeline.

5. Review available resources
Look at the templates and tools provided. Decide whether to use them as they are or adapt them to suit your organisation.

6. Capture feedback and learning
Throughout the process, note what works well and what could be improved. Record insights for future conversations and to strengthen the programme.
Days 31–45: Workforce engagement and role mapping 
Aim: To start raising awareness of the Pathway and begin mapping current roles against the Pathway.





1. Launch your engagement campaign
Share clear, simple information with staff through briefings, posters, the intranet, or team meetings. Explain what the Pathway is and how it may support the organisation now and in the future.

2. Hold Q&A sessions
Give staff opportunities to ask questions and share ideas. Offer different options such as in person, online, or anonymously, so everyone can take part.

3. Map roles to the Pathway
Compare your current job descriptions with the Pathway roles, especially the skills, knowledge, and behaviours required.

4. Identify gaps or overlaps
Note where roles fit well, where they don’t, and where there is duplication or extra activity. This helps you plan future improvements.

5. Capture learning
Record insights, questions, and feedback as you go. This will support better discussions and decisions later in the process.









Days 46–60: Recruitment and workforce development 
Aim: To review how the organisation recruits, trains, and develops staff and to check how well current approaches align with the Pathway.






1. Review recruitment processes
Check job descriptions, adverts, and recruitment documents. Add Pathway language where appropriate to show clear links to career progression and role expectations.

2. Assess development opportunities
Compare current training and learning pathways with the Pathway role categories. Identify:
· gaps in required learning
· overlaps or duplication
· additional training that goes beyond Pathway expectations.

Create simple example career paths, such as a pathway for someone new to care.

3. Work with learning partners
Engage training providers and other partners to help fill any gaps in skills, knowledge, or behaviours.

4. Capture learning
As with earlier steps, record feedback and observations throughout. This makes future planning easier and strengthens your overall approach.
Days 61–75: Career conversations and skills assessments 
Aim: To help staff explore career options, understand their readiness for progression, and strengthen how the organisation supports development. This includes reviewing supervision, coaching and career conversations, and identifying gaps or opportunities linked to the Pathway.





1. Use skills self‑assessments
Use existing tools, or create simple ones, to help staff compare their skills with Pathway role requirements. You can also ask managers how confident they feel having career conversations to understand training needs.

2. Plan career conversations
Focus on staff who want to develop or change roles. Make time for supportive discussions about interests, strengths, and possible next steps.

3. Train or coach managers
Use Pathway resources or short workshops to help managers feel confident in:
· talking about career options
· supporting staff development
· explaining the benefits of the Pathway.

4. Capture aspirations and barriers
Gather staff feedback on their career hopes and any challenges they face. Use this information to improve your approach and strengthen the Pathway tools.

5. Check progress
Record learning and insights throughout. Notes and feedback will support better discussions later and help shape future development plans.







Days 76–90: Recruitment model review and organisational fit – talent pool 
Aim: To ensure the Pathway is used consistently in recruitment and workforce planning, including identifying future leaders and recognising talent within the team.






1. Review current recruitment practices
Look at how the organisation hires people, including promotions, external recruitment, and apprenticeships, and check where Pathway language and expectations can be included.

2. Plan future workforce needs
Use the Pathway to help forecast staffing requirements, identify key roles, and consider who might step into leadership positions in the future.

3. Test new recruitment approaches
Try innovative methods such as:
· values‑based recruitment
· job adverts that show career pathways
· clearer descriptions of skills, knowledge, and behaviours.

These can help attract the right candidates.

4. Check internal movement
Review how staff move within the organisation to see whether internal talent is being recognised and supported to progress through Pathway‑aligned roles.












Days 91–100: Impact review and next steps
Aim: To reflect on what has been achieved, recognise successes, and plan how to use the Pathway across the wider organisation.








1. Review impact and plan next steps:

· Check what worked.
· Ask staff, managers, and the project group for feedback. Identify what went well and what could be improved.
· Share successes.

Celebrating progress helps build momentum so highlight positive outcomes 
such as clearer roles, better engagement or examples of career growth.

Improve tools and processes:

· Update guidance, templates, and ways of working based on what you’ve learned during the challenge.
· Plan wider rollout.
· Create a simple plan to scale the Pathway across the organisation.
· Include what will be done, who will do it, and how progress will be tracked.

2. Track progress over time:

· Set clear goals.
· Decide what success looks like and how it will be measured.
· Compare expected vs. actual results.
· Review what you planned to achieve and what the outcomes were.
· Use data effectively.
· Record baseline information and build new measures if needed to support ongoing monitoring.
· Monitor progress long term.

The Pathway is an ongoing programme. Keep reviewing progress regularly to support continuous improvement.
Examples of what to track:

· Staff engagement – Are staff clearer and more motivated about careers?
· Recruitment – Are adverts and hiring linked to the Pathway?
· Retention – Are more staff staying because career paths are clear?
· Workforce planning – Is planning easier for future needs and succession?
· Manager confidence – Do managers feel ready for career conversations?
· Training alignment – Is training linked to roles and cost-effective?
Use dashboards and short summaries to explain progress. Include milestones in your plan.
Planning template
You can use this template to start planning and writing down your 100-day challenge. 

	Milestone Area
	Key actions
	Status
	Commentary
	Barriers

	Leadership agreement decision 
	

	
	
	

	SLT lead named
	

	
	
	

	Governance project group formed
	

	
	
	

	Roles chosen 
	

	
	
	

	Adoption level test site(s) confirmed (if chosen)
	

	
	
	

	Engagement campaign started
	

	
	
	

	Role mapping started
	

	
	
	

	Role mapping – roles review and aligned
	

	
	
	

	Review of JD and recruitment processes
	

	
	
	

	Training & learning opportunities mapped
	

	
	
	

	Career conversations happening
	

	
	
	

	Mapping of succession workforce planning
	

	
	
	

	Review and reflection of phased milestones and achievements, celebrate success
	
	
	
	



Workforce engagement, communications, and measurement

To keep staff informed, involved, and supported throughout the Pathway work and to measure what impact the engagement is having:

1. Use familiar communication channels
Share Pathway updates through the methods your organisation already uses, such as staff briefings, newsletters, posters, intranet pages. This helps people recognise and trust the messages.

2. Encourage staff feedback
Make it easy for staff to share ideas, concerns, and suggestions. Involving people helps build ownership and support for the Pathway.

3. Track engagement
Monitor how well your messages are received. It may take a few attempts to find the approach that works best for your teams.

4. Start with baseline data
Record what things look like before you begin, such as understanding, participation, or confidence levels, so you can measure change over time.

5. Bring the Pathway to life
Use real examples and stories to show practical benefits, such as:
· clearer career options
· recognising skills
· supporting learning and development.

This makes the Pathway feel meaningful and relevant.

Closing thoughts

The 100‑day challenge template offers a simple, structured way to make progress, but it’s flexible. Use it as a guide rather than strict rules and adapt it to fit your organisation’s needs. The real value comes from shaping it to spark ideas, support improvement, and help you reach your goals.
100-day challenge example plan 
A worked example of a challenge plan for inspiration 


Days 1–30: Build understanding and awareness about the Pathway 

	Week 1
	Get to know the Pathway 
· Read our ‘Understanding the Care Workforce Pathway – A guide for all’ and explore each of the role categories that make up the Pathway. 
· Think about which roles in your service could link to the Pathway.
· Check out the Pathway’s resources such as case studies to find out how other care providers are using it. 
· View the bite-sized level approach to using the Pathway in our ‘Adopting the Care Workforce Pathway – The how-to guide’. 

	Week 2
	Start conversations and get leaders buy-in
Speak with your senior leaders about the Pathway. Together, talk about: 
· Why adopting the pathway could help your staff, those who draw on care and support, and the wider organisation (e.g., clearer development routes for people to follow, consistent language for use in job adverts, clear training requirements, a set of values that could help attract new people to start a career in care).
· What the different levels of using the Pathway (light, medium and full) could mean for your size of organisation, and where you might like to start. 
· Who could lead and be involved in a 100‑day challenge.
· If you have the green-light to go ahead with ‘light’ use of the Pathway.

	Week 3
	Introduce staff to the Pathway 
Share a simple explanation with teams about:
· What the Pathway is and why it’s been created. 
· Why you’re exploring it.
· How it could support their careers.

	Week 4
	Get a rough idea of how your organisation looks alongside the Pathway 
· Make a list of the jobs in your organisation, keep it simple, just using job titles and main duties.
· Compare that information with the ‘What people do in their work’ section in each of the Pathway’s role categories. 
· Record where you think each job in your organisation roughly sits on the Pathway, and if any don’t feature on the Pathway, make a note of that too.




Days 31–60: Map a role and start making changes  

	Week 5-6
	Map a role 
Check out the role mapping guidance for the Pathway, and map one or more jobs in your organisation to: 
· Check if the information in your job descriptions and specifications match the knowledge, skills, behaviours, values, and suggested learning in the Pathway’s role categories.
· Make a note of any mismatches or where anything might not make sense.
· Make a note of where you may have some gaps between the information in your job roles and the role categories in the Pathway. 
· Identify where making changes could help improve clarity.

	Week 7
	Identify some quick wins 
Choose 1–2 small things you can start to do straight away, for example:
· Using the Pathway to start career conversations with your people.
· Start to use wording from the Pathway in your job adverts. 
· Start to include the Pathway’s role values or knowledge, skills and behaviours in staff supervision meetings. 
· Record the reasons why staff leave, and carry out an exit interview, if you’re not already.  

	Week 8
	Find out what people think 
Hold a short staff discussion or anonymous survey to find out: 
· Does the Pathway make sense to people?
· Do people feel that their job descriptions match what they really do day to day?
· What do people need to remain happy and motivated in their careers?
· What types of things hold people back in their careers?




Days 61–90: Start using more of the Pathway to get results

	Week 9-10
	Update key materials 
Choose two areas to trial, which could include things like:
· Updating a recruitment advert using Pathway language.
· Updating a job description using Pathway language.
· Including the Pathway in a staff supervision template.

Record the results of what happens in response (e.g., an increase in job applications, positive reaction in staff supervision conversations). 

	Week 11
	Trial different types of career conversations 
Use the Pathway’s language in 1–2–1 staff supervisions: 

“You’re currently a Care Worker but have expressed a wish to specialise and develop your skills. If we were to aim for a Practice Leader role, how could we work together to develop your knowledge and skills in that role category?”

	Week 12
	Review what’s working 
· What was easy to use from the Pathway?
· What added value and made a difference?
· What needs more time?
· What support might you need from external bodies (training providers, local authority, Skills for Care)?




Days 91–100: Make a plan and keep moving forward 

	Week 13
	Build a 6–12 Month Plan 
Focus on:
· What things you’ve trialled that you’d like to embed fully in the organisation. 
· Whether you’d like to use more of the Pathway using the medium and full level approach. 
· What support you need.
· Whether you’ve identified any gaps or things you’d like to address (e.g., a gap in learning and development)

	Week 14
	Share progress with your teams 
· Celebrate the 100‑day challenge, what you’ve done and what’s changed.
· Say what things you’ve trialled that are staying.
· Say what’s coming next.
· Reassure everyone that this is about creating exciting careers in care, not about creating extra work or pressure for people who may already be very busy. 

	
	Next steps 
· Note what the organisation has achieved in 100 days.
· Confirm next big events (e.g., we want to be using the Pathway fully in all our recruitment approaches within the next 12 months).
· Keep updating your plans as you learn about what works. 
· Keep involving your people in your Pathway plans. 
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