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1.5 Million Homes……..?

Politicians Are Playing Hard Hat Bingo…But Will They Get  A Full House?
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Most Don’t Think So And It’s Clear The Planning System Is Not The Only Problem
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Some Uncomfortable Reading For The Government Landed at End of January 2025 
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Made Worse By Timing of Government’s Pro-Growth Announcements
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Can We Build Everything That Politicians Are Promising?

• How well?
• How long?

• How expensive?
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Summary of Findings &  Conclusions

• The industry has effectively been over trading in 
growth periods and this risks getting worse as 
structural resource base shrinks

• There is no hard capacity ceiling on output – project 
certainty & outcomes just deteriorate in a boom 
period

• Some parts of industry are very good at welcoming 
political intent on growth ambitions (ie workload!) 
but less good at being honest about capacity to 
deliver!
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Summary of Findings &  Conclusions

• Unprecedented risk now emerging in 
relation to declining workforce size 
and resiliency

• This is being driven by demographics, 
societal change, technological trends 
and changing end client and regulatory 
requirements



9

Summary of Findings & Conclusions

• There will be continued reliance on labour 
intensity combined with poor industry 
productivity and a low propensity to modernise

 

• This now threatens long term industry growth 
potential and risks driving unsustainable wage 
inflation

• The current outlook also increases risk of 
quality and safety issues due to structural 
capacity shrinking and possible competence 
dilution as experienced and capable workers 
retire or exit the industry
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Summary of Findings & Conclusions

• The continued exposure of construction 
to amplified economic cyclicality is a 
major risk of further hollowing out

• There is a basic workforce utilisation 
challenge in terms of how to better forecast 
demand and how to better connect 
available workforce supply with those often-
volatile demands

• This in turn needs more stable pipeline
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Summary of Findings & Conclusions

• Site based labourers, tradespersons, 
supervisors and managers are the 
workforce segment with the biggest risk of 
future shortages 

• This cohort is also likely to have less 
potential for near term major 
technological automation potential and 
step change productivity improvements

• This contrasts with what possibly could be 
significant near-term future impacts on 
certain professional, technical and 
knowledge-based workers 
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Summary of Findings & Conclusions

• There will be no ‘big bang’ impact of MMC 
on site workforce numbers especially with the 
failure of the volumetric single family housing 
market 

• Innovation in production & site labour intensity 
reductions through MMC will be incremental 
and hybrid in nature

• This trend will still have significant skills  
implications on existing & new job roles & will 
change workforce projections
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Summary of Findings & Conclusions

• Current activity related to industry image 
improvement, new entrant attraction and 
diversification is largely not working

• New entrant inflow is likely mostly related to 
pre-16 academic outcomes, societal and 
cultural trends or family and other personal 
influences

• Diversity & inclusion problems are deep 
seated especially for site workforce and there 
is uncoordinated & tokenistic activity 
happening

• There is a real possibility that the industry 
has a natural and predisposed level of new 
entrant flow that is difficult to influence but 
can be better harnessed
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Summary of Findings & Conclusions

• The industry seems to have high entry attrition on 
taking on new entrants – a ‘leaky pipeline’

• It also seems incapable of increasing apprenticeship 
& trainee numbers beyond a certain threshold an 
‘absorption’ problem

• We should ‘plug the leaks and make the sponge hold 
more water’ before we go press ganging for more kids

• Setting higher & higher notional targets for step 
changing the number of new starters is not realistic
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Summary of Findings & Conclusions

• There is too much focus on increasing new 
entrants

•  Emulating the armed services with a TV/ social 
media campaign is unlikely to move the dial

• There is more to be gained from a whole of 
workforce approach – new entrants & more from 
existing
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Summary of Findings & Conclusions

• There is a reasonable inference that 
improved competency results in 
improved productivity

• Considering how to influence both 
measures could therefore help industry 
capacity and capability
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Summary of Findings & Conclusions

• Competency is at the heart of Building 
Safety & new Building Regulations 
Compliance 

• Corporate competency is not the same 
as individual competency

• Competency & resource is even more 
important for the checkers, regulators & 
policers!
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Solutions & 
Recommendations
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Thematic Recommendations

Whole Workforce Approach

• Upskilling & Reskilling Of Existing 

Workforce

• Programmatic & at scale interventions

• Focus on competency & productivity

• Innovative & flexible skills to improve 

worker mobility & flexibility & green, tech & 

MMC bolt on ‘modules’

• Focus on multipliers – ie site foremen & 

supervisors

• Applied across PAYE & self employed 

workforce

An extra 1% productivity from site workforce equates to extra 10,000 workers!
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Thematic Recommendations

Flexible Career Pathways

• To Improve trainee absorption into the 

industry

• Accelerate & think beyond linear & 

traditional apprenticeship formats - 

modular

• Make productive & work ready quicker to 

aid business case for employment

• Innovative providers – ie NHBC multi-trade 

skills hubs

• Think about multi-skilling options

• Improve route from trade to technical & 

management 

• Allow kids to change direction part way 

through a course
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Thematic Recommendations

Digital Workforce Planning

• “How many workers do we need, when & 

where and with what skills?”

• AI driven data analytics of risk graded 

combined public and private pipeline (not 

planning permissions)

• Gap analysis – current to projected workforce 

differentials – look forward not backwards

• Factor in disruptive trends – ie technology, 

green, MMC

• Inventory of current workforce linked to 

passporting
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Thematic Recommendations
Digital Skills Passport

• Build on existing H&S carding platforms 

– unify and augment outreach – one 

version of the truth, digital and anti-fraud 

designed

• Move from site safety to job 

competency – skills, knowledge, 

experience & behaviour

• Ensure equivalence of experience can be 

tested to avoid losing time served 

competent workers

• Ensure dynamic and current

• Link to flexible & funded upskilling & 

reskilling programmes

• Implement & police across whole 

workforce – PAYE & self-employed, all 

trades, technicians & professionals
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Thematic Recommendations
Government to use public procurement 

and planning conditions more intelligently 

to drive better workforce outcomes &use  

pipeline to smooth demand

• Think beyond ‘box ticking’ 

apprenticeship start or SME engagement 

statistics on public contracts or planning 

conditions

• Focus on long term individual 

outcomes and joining dots with other 

initiatives

• Drive skills passporting through 

mandatory compliance

• Longer term and counter cyclical public 

investment & housing policy
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Government Response
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Industry Response
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But The Hard Work Lies Ahead. Ignoring Skills Will Be The Biggest Mistake Government 
& Industry Can Make

versus



Cast
Real Estate & Construction Consultancy
Black Bull Yard
24-28 Hatton Wall, 
London
EC1N 8JH

T: +44(0)20 3931 0200
www.cast-consultancy.com

@Castconsultancy

Contact us
Cast is a specialist construction 
consultancy providing solutions for 
developers, investors, policymakers 
and the supply chain. We are 
focused on helping deliver great 
homes and places viably whilst 
also addressing bigger economic, 
societal and environmental 
challenges.

http://www.cast-consultancy.com/
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