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INTRODUCTION 

 
The ADASS (Association of Directors of Adults Social Services) Autumn Snap 
Survey was sent to every Director of Adult Social Services (referred to as ‘Directors’ 
in this report) in the 153 English councils with adult social care responsibilities. 
These Directors are all full members of ADASS. 

 
This survey has been conducted around the same period for several years to enable 
comparability. The report summarises data from a membership survey carried out 
from 26 September to 13 October 2023. 

 
The survey gathered information on a range of issues. This report focuses on those 
issues relating to adult social care budgets and the number of people waiting for 
assessments, care and support or a direct payment to begin, or for a review of their 
care plan. A report focusing on other elements of the ADASS Autumn Survey 
findings -social care, housing, health and winter- was published on 9th November 
2023. 

 
126 councils submitted responses to this survey - an 82% response rate. To ensure 
that results are comparable from year to year for the financial data contained within 
this report, we take the figure from the number of responses that we have received 
and extrapolate from that to represent the estimated circumstances of all 153 
councils. 

 
The survey report is anonymised and aggregated to a national level. No individual 
council data is shared with third parties unless the specific party to be shared with 
was agreed by individual respondents prior to the survey. The data and details in the 
report remain the property of ADASS. 

We are extremely grateful to Directors of Adult Social Services (DASSs) and their 
colleagues who have contributed responses to these surveys. 

https://www.adass.org.uk/media/9884/autumn-survey-2023-social-care-housing-health-and-winter-final.pdf
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KEY MESSAGES 

 
Adult social care is facing significant budgetary challenges in 2023/24 which 
impact on its ability to support people with care and support needs and their 
carers. This is due to a mix of high rates of inflation, increasing need and complexity 
of need, workforce challenges, welcome but costly increases to the National Living 
Wage, the demand and budgetary challenges facing other council services, such as 
children’s social care, and also as a result of the well-documented challenges facing 
the NHS. This is compounded by our findings that 70% of Directors report that social 
care staff are undertaking activity that would have previously been done by the NHS 
on an unfunded basis. This means that despite access to additional funding from 
Government, 83% of councils are projecting to overspend by an average of 3.5% on 
adult social care in 2023/24. This is not sustainable as councils are required by law 
to balance their budgets. 

 
Nearly a third of Directors of Adult Social Services have been asked to make 
additional in-year savings to their budgets because of the challenging financial 
environment facing adult social care and councils. 29% of Directors indicated 
that they’ve been asked to make savings that collectively total £83.7mn for 2023/24. 
This is in addition to the £806mn of savings that Directors across England have 
already planned to deliver this year. Several Directors indicated that they have yet to 
be asked to model additional in-year savings, however, they expect that this will be 
the case over the coming months due to the overarching financial challenges faced 
by their councils. 

 
Adult social care is already expecting to have to deliver nearly £1 billion in 
savings in 2024/25, a higher level of savings than in the current year. Directors 
are expecting to deliver savings of £964mn in 2024/25, or an average of 5% of their 
budgets. This is the highest level of savings since 2015/16 when Directors were 
tasked with making £1.1 billion of savings. 

 
The number of people awaiting an assessment of their needs, care or direct 
payments to begin or for a review of their care plan has increased by 8% since 
March 2023. While this is at a slightly lower level than this time last year, there 
are still nearly half a million people who are not getting the support they need 
or whose needs may have changed since their last review. There are 470,576 
people waiting and some of those individuals will inevitably deteriorate, need hospital 
care as a result or have to rely on unpaid carers to support them. 
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The true financial pressure on adult social care is hidden because of the 
backlog of people waiting for an assessment of their needs. Nearly a quarter of 
a million people (249,589) were waiting of an assessment of their care needs as of 
August 2023, an increase from 224,978 people at the end of March 2023. A 
proportion of those people waiting for an assessment will go on to access council-led 
adult social care support, ranging from short-term care to enable them to regain their 
independence, long-term residential care or end of life care. 
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ADULT SOCIAL CARE BUDGETS 

 
Context 

 
1. Adult social care, and councils more broadly, are facing an extremely 

challenging financial environment. This has an impact on older and disabled 
people needing essential care and support, their families and carers. 

 
2. Over several years we have highlighted unmet, under met or wrongly met 

needs because of the pressures facing adult social care. This includes the 
level of overspends on budgets and the planned savings required of Directors 
and their staff year on year. For the current financial year and looking forward 
to 2024/25, it’s important to recognise the growing pressures on other council 
funded services, in particular children’s social care and housing. Recent 
County Councils Network (CCN) research found that in 2021/22 councils with 
children’s services responsibility overspent by a total of £946.5m.1 These 
pressures are only growing, with several councils across England projecting 
significant overspends by the end of 2023/24 for both adult and children’s 
social care. 

3. Councils are legally required to deliver a balanced budget year on. As such, 
significant pressures in one service area of a council may result in other 
service areas having to make savings to ensure that a balanced budget can 
be delivered by the end of the financial year. This report sets out the scale of 
those pressures. 

 
4. As such, it is unsurprising that our Spring Survey found that three-quarters 

(75%) of Directors either have partial or no confidence that their budgets will 
be sufficient to fully meet their statutory (legal) duties in 2023/24.2

 

 
 

What Directors Told Us 
 

Projected Adult Social Care Overspends 2023/24 
 

5. Additional investment by Government through the Market Sustainability and 
Improvement Fund, Social Care Grant (shared with Children’s Social Care), 
Discharge Grant (shared with NHS) and the ability for councils to increase the 
adult social care precept by up to 2% has had a positive impact on reducing 
all of these pressures. However, it has not stabilised adult social care and 
supported councils sufficiently to match people’s needs or to deliver what is 
required by law. Fewer people are getting support and care, albeit that those 
who do, get more intensive care. 

 

1 County Spotlight- Children’s Services, County Councils Network, July 2023. 
2 ADASS Spring Survey 2023, Association of Directors of Adult Social Services, June 2023. 

https://www.countycouncilsnetwork.org.uk/download/4944/?tmstv=1698678331
https://www.adass.org.uk/media/9751/adass-spring-survey-2023-final-web-version.pdf
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6. The impacts of inflation remaining at a stubbornly high level of 6.7% (although 

down from a peak of 11.1% in October 2022), workforce pressures and the 
impact of more people needing more and more complex support mean that 
adult social care budgets are under extreme pressure.3 

 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 

 

3 Rising cost of living in the UK, House of Commons Library, 20 October 2023. 

https://commonslibrary.parliament.uk/research-briefings/cbp-9428/#%3A~%3Atext%3DThe%20cost%20of%20living%20increased%2C2023%2C%20unchanged%20from%20August%202023
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7. The impacts of high inflation on adult social care include the increasing costs 

of residential, nursing and homecare because of labour market pressures and 
the costs of goods (including fuel) and services. 

 
8. The result of these, and the broader council pressures set out above, is that 

83% of councils are projecting to overspend by an average of 3.5% on adult 
social care in 2023/24. The total projected overspend on adult social care 
budgets (extrapolated to represent 153 councils) for 2023/24 is £515mn, or an 
average of 3.5% of adult social care net budgets for the current financial year. 

 
9. The ability for councils to manage these overspends without impacting on the 

availability of high-quality care and support in their local areas is becoming 
increasingly limited. The use of reserves is one-off and as such is not a 
sustainable solution to the budget challenges facing adult social care or 
councils more broadly. In 2022/23 just under two-thirds (63%) of councils in 
England overspent on their adult social care budgets. Concerningly, of these 
councils there was a significant increase in the proportion using reserves from 
37% in 2021/22 to 72% in 2022/23 as a source of funding to address their 
overspends. 

 
10. The financial pressures facing adult social care are being further exacerbated 

because already stretched frontline care staff are increasingly undertaking 
tasks that were previously delivered by NHS staff on an unfunded basis.4 

Seven in ten Directors (70%) reported that this is the case in their local areas. 
This also reduces the time that frontline social care staff have to meet 
people’s essential needs and means that people are being charged for care 
that would have previously been free at the point of delivery. 

Adult Social Care Additional In-Year Savings 2023/24 

11. The budget pressures that councils are facing means that nearly a third (29%) 
of Directors have been asked to make additional in-year savings to their 
budgets, totalling £83.7mn, to enable councils to deliver a legally required 
balanced budget. In the 2022 Autumn Survey we reported that just under a 
fifth (19%) of Directors had been asked to deliver in year savings.5 These 
savings are above and beyond the £806mn of savings that Directors across 
England have already planned to deliver as part of their council’s annual 
budget setting process for 2023/24. 

12. Although 71% of Directors have not been tasked with making additional in- 
year savings to-date, several indicated that their councils are currently in the 

 

4 ADASS Autumn Survey- Social care, housing, health and winter, Association of Directors of Adult Social 
Services, November 2023. 
5 ADASS Autumn Survey 2022, Association of Directors of Adult Social Services, November 2022. 

https://www.adass.org.uk/media/9876/autumn-survey-2023-social-care-housing-health-and-winter-final.pdf
https://www.adass.org.uk/media/9876/autumn-survey-2023-social-care-housing-health-and-winter-final.pdf
https://www.adass.org.uk/autumn-survey-report-2022
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process of savings reviews. It is likely that these reviews will include additional in- 
year savings target for adult social care. As such, the figures that we have reported 
from this survey are likely to be understated. 

 
Modelled Adult Social Care Savings 2024/25 

1. Directors were asked what level of savings have been modelled or planned 
for adult social care budgets for 2024/25. Adult social care is already 
expecting to have to deliver nearly £1 billion (£964mn) in savings in 2024/25, 
a higher level of savings than in the current year (£806mn). 

 
2. The level of savings modelled to-date for 2024/25 is the highest level since 

2015/16 when Directors were tasked with making £1.1 billion of savings.6 

 
 

 
Figure 1: Planned/Modelled savings to adult social care budgets 2015/16-2024/25 

 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 

 

6 Figures extracted from ADASS Budget and Spring Survey reports. 
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7 The state of the adult social care sector and workforce in England, Skills for Care, October 2023. 
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WAITING TIMES 

 
Context 

 
15. The time that people are waiting for an assessment of their needs, care and 

support or direct payments to begin, or for a review of their care plan has a 

direct impact on their future prospects, including their health and wellbeing, 

independence, ability to play an active role in their communities and achieving 

their aspirations. 

 
16. As ADASS has been reporting since 2021, there are extremely high levels of 

people waiting for an assessment of their needs, care and support or direct 
payments to begin, or for a review of their care plan. A longer wait increases 
the likelihood that someone’s safety or health may decline further and their 
care needs may increase. 

 
17. The recent investment of more short-term resources from Government has 

made a difference and stabilised what was a growing issue. However, this 

progress has stalled in recent months. This, in part at least, is likely to relate 

to the ongoing recruitment and retention issues facing adult social care. 

These workforce challenges have a direct impact on the ability of councils to 

reduce the waiting lists set out above. A recent Skills for Care report shows 

the vacancy rate for Social Workers was 11.4% in 2022/23, above the 

average vacancy rate of 9.9% for adult social care as a whole. Social Worker 

vacancy rates decreased each year from 2016/17 to 2020/21 (10.7% to 

7.6%), then increased to 9.4% in 2021/22 and then to 11.4% in 2022/23.7 

These vacancy rates are higher than the NHS (8%) and accommodation & 

food service activities (5.4%). 

 
What Directors Told Us 

 
18. There has been an 8% reported increase in the numbers of people waiting for 

an assessment, care or direct payments to begin or a review of their care plan 
since the last time ADASS collected this information from Directors (470,576 
for August 2023 compared to 434,243 on March 2023). This is a reduction 
from the highest figure for the first quarter of 2022 (542,002), but significantly 
higher than the quarter ending November 2021 when the figure was 395,845. 

 
19. The number of people waiting for an assessment of their needs, including 

those relating to care, support, carers, occupational therapy or deprivation of 

liberty safeguards, totals just under a quarter of a million people (249,589) as 

https://www.skillsforcare.org.uk/Adult-Social-Care-Workforce-Data/Workforce-intelligence/documents/State-of-the-adult-social-care-sector/The-State-of-the-Adult-Social-Care-Sector-and-Workforce-2023.pdf


8 The state of health care and adult social care in England 2022/23, Care Quality Commission, October 2023. 
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of 31 August 2023. This is an increase of 8% from 31 March 2023 when 224,978 

were waiting for an assessment of their needs, although a decrease from the peak of 

294,449 in April 2022. 

 

 
20. It’s important to recognise that the figures collected do not measure the level 

to which councils are assessing people who approach them for support. 

Councils could be assessing more people than in the past, but if the numbers 

approaching them continue to grow, then the number of people waiting for an 

assessment may also grow despite the best efforts of staff. It is unsurprising 

that with an ageing population, more people living longer with a disability and 

the impact of the pandemic, that the number of people needing support would 

rise. The Care Quality Commission (CQC) highlighted a rise of 4.9% per 

100,000 population in requests for support between 2017/18 and 2021/22 in 

their recent ‘State of Care’ report. They also highlighted a reduction of 2.2% 

per 100,000 population in the number of requests responded to with short or 

long-term care. The latter will undoubtedly have been as a result of increasing 

complexity of need and costs.8
 

 

 
21. On a positive note, Directors are reporting that there has been a further 

reduction in the numbers of people who are waiting for care and support or 

direct payments to begin from 22,152 in March 2023 to 20,313 in August of 

this year. This figure is less than half of those waiting at the peak of 43,503 in 

February 2022. However, the numbers of people waiting for an assessment of 

their care needs for more than six months continues to increase and is 

reported as nearly 85,000 people, an increase of 3% from 31 March 2023 

when the figure was 82,087. 

https://www.cqc.org.uk/publications/major-report/state-care/2022-2023
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Figure 2: Numbers of people waiting for an assessment, care or direct payments to begin or a review of their care plan 

 

 
 
Assessment 
category reported 

 
Number 
on 30 Nov 
2021 

 
Number 
on 31 Jan 
2022 

 
Change 
Nov 
2021-Jan 

2022 

 
Number 
on 28 Feb 
2022 

 
Number 
on 31 
Mar22 

 

Change 
% 
Feb-Mar 
2022 

 
Number 
on 30 Apr 
2022 

 
Change % 
Mar-Apr 
2022 

 
Number 
on 31 Aug 
2022 

 
Change % 
Apr-Aug 
2022 

 
Number 
on 31 
March 
2023 

 
Change % 
Aug 2022- 
Mar 2023 

 
Number 
on 31 
Aug2023 

Change 

% 
Mar 
2023- 
Aug 
2023 

Awaiting 
assessment, care 
or direct 
payments, or 
reviews 

 
 

395,845 

 
 

461,269 

 
 

17% 

 
 

506,131 

 
 

456,816 

 
 

-10% 

 
 

542,002 

 
 

19% 

 
 

491,663 

 
 

-9% 

 
 

434,243 

 
 

-12% 

 
 
470,576 

 
 

8% 

Awaiting 
assessment 

204,241 217,557 7% 245,537 226,032 -8% 294,449 30% 245,821 -17% 224,978 -9% 249,589 11% 

Awaiting 
assessment for 
over 6 months 

41,192 61,226 49% 64,772 63,128 -3% 73,792 17% 80,967 10% 82,087 1% 84,788 3% 

Awaiting care and 
support or direct 
payments to 
begin 

 
25,468 

 
27,406 

 
8% 

 
43,503 

 
26,785 

 
-38% 

 
37,447 

 
40% 

 
29,571 

 
-21% 

 
22,152 

 
-25% 

 
20,313 

 
-8% 

Overdue 12+ 
months Care Act 
reviews 

166,136 216,326 30% 217,090 203,999 -6% 210,106 3% 216,271 3% 187,112 -14% 200,674 7% 

DASS Respondents 84 101  94 138  83  115  142  123  
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CONCLUSIONS & RECOMMENDATIONS FOR 

GOVERNMENT 

It’s evident from the findings set out in this report that adult social care finances, and 
local government budgets more broadly, are in an extremely challenging position. 
The impact of inflation remaining at a stubbornly high level, increasing levels and 
complexity of need, pressures in the NHS and ongoing recruitment and retention 
challenges in adult social care, means that the availability and timeliness of care and 
support to those of us who need it is increasingly under threat. This report suggests 
that an increased level of funding for adult social care from Government in recent 
years has undoubtedly made an impact, but not fixed adult social care. 

 
More people are not getting the essential care and support that they need, which will 
consequently restrict their ability to live their lives, and which will, for some, 
foreshorten life. In many cases unpaid carers are left to pick up the pieces, with over 
two-thirds (68%) of Directors reporting in the ADASS Spring Survey 2023 an 
increase in referrals to their council relating to carer breakdown. Where Directors 
have seen an increase in carer breakdown the main drivers appear to be, burnout, 
lack of access to health support and the struggle to find the right support services.9

 

As the Institute for Government has recently pointed out, the ‘approach of ‘crisis- 

cash-repeat’ is ineffective and represents poor value for money’.10 However, ahead 
of this winter it’s the only way in which improved retention levels of frontline adult 
social care staff may be achieved. Yet, as we have recommended on numerous 
occasions, we need a long-term fully funded plan for adult social care that includes a 
workforce strategy. The absence of such a plan is something that the National Audit 
Office (NAO) have highlighted in their recent report on adult social care reform 
‘DHSC does not have a long-term funded plan for transforming adult social care’.11

 

Looking forward to the next Spending Review period and General Election, we 
recommend that Government, in partnership with ADASS, key partners and people 
with lived experience:12

 

 
i) Ahead of this winter, invest an additional £300mn in adult social care, to 

enable councils and providers to recruit and retain staff in what is an 
extremely competitive labour market. To maximise the impact of this 

 

9 ADASS Spring Survey 2023, Association of Directors of Adult Social Services, June 2023. 
10 Performance Tracker, Institute for Government, 2023. 
11 Reforming adult social care in England, National Audit Office, December 2023. 
12 The figures in the recommendations are based on the ADASS Autumn Statement submission 2023. The 
£600mn is based upon analysis by the Health Foundation that suggests that to meet need based on existing 
levels of service provision for adult social care in 2024/25 requires an additional £600mn. The £300mn mirrors 
the additional support provided by Government in 2022/23 through the DHSC Workforce Recruitment and 
Retention Fund . 

https://www.adass.org.uk/media/9751/adass-spring-survey-2023-final-web-version.pdf
https://www.instituteforgovernment.org.uk/our-work/trackers/performance-tracker
https://www.nao.org.uk/press-releases/reforming-adult-social-care-in-england/
https://www.adass.org.uk/media/9879/adass-autumn-statement-representation-2023-final.pdf
https://www.health.org.uk/publications/long-reads/adult-social-care-funding-pressures
https://www.gov.uk/government/publications/workforce-recruitment-and-retention-fund-for-adult-social-care-round-2/workforce-recruitment-and-retention-fund-for-adult-social-care-round-2
https://www.gov.uk/government/publications/workforce-recruitment-and-retention-fund-for-adult-social-care-round-2/workforce-recruitment-and-retention-fund-for-adult-social-care-round-2
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funding, Government should apply minimal grant conditions and enable 
councils to spend it beyond 31 March 2024. DHSC analysis found that 
investment of this sort led to a net growth of 33,000 staff. There is an 
additional need to invest in council social workers to deliver increased 
assessments, person led planning and reviews to address waiting times. 

 
ii) Government to provide a minimum of £600mn in additional funding for 

2024/25 to stabilise adult social care budgets ahead of the next 
Spending Review period. 

iii) For the next Spending Review period invest in a long-term fully funded 
adult social care workforce plan to reduce waiting times, reduce unmet 
need, prevent avoidable admissions to hospital and to support people to 
maintain and access employment. 
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ADASS is a membership charity, and a leading, independent voice 

of adult social care. 

 

 
We promote higher standards of social care services and influence 

policies and decision-makers to transform the lives of people needing 

and providing care - so that all of us needing care and support can live 

the lives they want regardless of age, disability, status and social 

background. The membership is drawn from serving directors of adult 

social care employed by local authorities and their direct reports. 

Associate members are past directors and, since 2019, our wider 

membership includes principal social workers. 
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