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1. Introduction

Absenteeism can be described as a behaviour of not attending work. To handle functionality some businesses and organizations trying to regulate attendance by pushing unwanted behaviour (Camden et al., 2011). In our days this behaviour is unallowable, and the employee absenteeism becomes a complex problem. However, the reasons for absence differ phenomenally. Therefore, as part of the course and qualified specialist, I have been given a task to write a report how to reduce NHS Mid Cheshire hospital staff absenteeism. Absence was costing £1 million each year per percentage and leading to poor quality of service and unsatisfied patients. 
Considering the importance of this problem NHS Trust head of human resources has requested a specialist who can identify the measures to reduce the staff absenteeism. Therefore, I have been assigned to solve the problem by minimizing the absence as much as possible and complete a report with clear idea, tools using to identify the factors, what is the best solution and whether is measurable to check the effectiveness of it. 






























2. Research of long-term absenteeism

2.1 Research on the nature and impact of the problem on employees and their organisations

What is a problem, problem solving and decision making? According to V.  Gundy (1988) problem can be described as any situation in which a gap is perceived to exist between what is and what must be. Problem solving and decision making are important skills for business success and lifestyle. Problem solving is the process of taking appropriate actions to meet expectations. Decision making is the process of selecting the best course of action that will solve the problem. To solve a problem, you should ask yourself a couple of questions such as: What is the nature of the problem? Do I gather the correct information? Have I solved similar problem before? Have I noted all the critical factors? What will I do to solve it or know how to solve it? How will I know when I have found a good solution that will work out?

According to this definition Branford and Stein (1993) has developed a theory that improves the problem-solving skill components by representing the acronym IDEAL where I= Identify problems and opportunities, D= Define goals, E= Explore possible strategies, A= Anticipate outcomes and act, L= Look back and learn.

Therefore, I have done research based on NHS problem and identify the following: 
Nature of the problem- NHS staff refuse to attend work due to circumstances changes. 
Reasons- Covid 19 leaded to high risk and afraid of catching it, Anxiety, Stress, Depression.
Impact- £1 million each year per percentage, high level of absence and recruiting temporary agency staff, Poor quality of service, Unsatisfied patience and high score of complaints, long treatment/ appointment time 






Figure how the absence increase
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2.2 PESTEL analysis connected to the complex problem

What is PESTEL? This is a technique tool to identify in easier way external factors that affect the organisation (in the case NHS) as without this analysis it would be very difficult to know where to start (each organisation is affected by several factors not only one). PESTEL analysis is used as qualitative tool to explore the dimensions and macro environment related to NHS absence (Song et al., 2017). That will help me to understand the whole situation, including any extra weight on the existing NHS absenteeism problem (Mkude and Wimmer, 2015). Another research states that the PESTEL has been structured to identify macro-environmental factors, which can affect the specific organization/industry (Sandberg et all., 2016). Furthermore, PESTEL analysing identify factors that can be explored and give us an idea what will be the impact, which will support hospitals management for real life decisions (Thakur and Ramesh, 2016).
What means PESTEL? Has been explored under six dimensions which are:
· Political
· Economic
· Social
· Technological
· Environmental
· Legal
In my particular task to identify and minimize the absence I have picked up three factors that are connected to the problem.
Political factors
- Different procedure and policies for covid 19
- Financial subsidies
- Brexit

Social factors
-Community displacement during covid
-Social awareness 
-Safety measurements
-Compensation grants 
Legal factors
-Developing legal actions 
According to my research these are the factors that I need to consider while I am making my solution to the NHS absence problem 


2.3 Cause and effect analysis- FISHBONE

Cause and effect analysing is a technique for identifying all the possible causes related to the problem / effect before narrowing down to the small number of main root causes which need to be addressed. If root causes are not identified properly the problem will never be solved. Also, this analysis describes and provide clear picture why the problem or effect is happening, establish strong basis for further data collecting and action, identify all major factors that needs to be handled to produce a positive effect. This analysis also is known as fishbone and has been proposed in Tokyo university by Professor Ishikawa (1991). Its name comes from the diagram shape that matches fishbone structure. The fishbone helps us to look at every aspect of the problem and to highlight the numbers of relationships along with the related importance of its part. Moreover, the diagram is designed to stimulate thinking during a brainstorm of conceivable causes and give idea what data to collect. 
To be able to structure up the diagram first we need to identify the main problem which in my case is NHS absenteeism. Then we continue with the major factors that are relevant to the problem and label them. The major factors that I have identified are: 
· Environment (not enough treatment rooms, high risk of infection spreading, covid 19 restrictions, stressing situations)
· Equipment (poor covid protection, employee requirements)
· People (people arguments, poor training, too many temporary/unprofessional staff, illnesses)
· Salary (no reward system, low salary)

For better look please see diagram drawn by me.

Fishbone analysing 
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2.4 An evaluation of alternative solutions to the problem and tool using to choose most appropriate between these alternatives- GRID analysing

To choose the appropriate solution to the problem we need to use decision making tool because difficult or challenging decision need more consideration. This tool plays important part of identifying the factors, impact of the decision making and considering various alternatives. The most useful decision-making tools are PMI and GRID analysis. In my research I use GRID because provides more details and factors to balance and consider. 
The first step of analysing is to list my factors which are: 
· Effectiveness
· Reduce stress
· Improve motivation
· Satisfaction
· Investment
Next step is to weight the factors across the table by rating them on scale from 0 to 5, where 5 is the most important. For effectiveness I have rated 5, Reduce stress 3, Improve motivation 4, Satisfaction 3 and Investment 2. Then I have listed my possible solutions on vertical position which are:
· Flexible schedule
· Wage increase/reward system
· More treatment rooms
· Workplace well-being
The way for scoring them on the scale is from 0 to 3, where 3 is very good (please see GRID table under to have understanding what scores I gave for the solutions). Next step is to multiply the score from the weight factors with the relevant solutions scores that will give overall weight in my decision making. Finally adding up the total score for each option, the highest score wins and provide me with best possible solution to the given problem which is 45 total score for wage increase/reward system.
GRID analysis table
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3. Final evaluation- plan to implement the decision and measure the effectiveness of decision taken

To gain an idea of implementation action plan I would like to clarify that this is a process by which I will achieve my solution to the complex problem. Of course, this is not happening just with saying that, so to be able to measure effectiveness or ineffectiveness I will need to monitor, measure, and evaluate my decision taken for minimizing the absenteeism, otherwise my plan for success will remain unactionable. Key factors for success are components that needs to be identified.
-First step is to set goal- already know that minimizing NHS staff absenteeism.
-Second- allocate resources and time schedule: Action taken- calculate and identify suggesting increasing how much the salary need to be increased by percentage. Speak with NHS main department manager to represent the salary increasing. Time frame 1st of May 2022- 5th of May 2022. Staff responsibilities- support manager to represent to the staff suggested increasing. Another resource- contact HR financial advisor- speak with HR department manager to discuss and organize when the increasing salary to start- time frame 6th of May 2022- 9th of May 2022. Staff responsibilities- to check the suggestion and agree or disagree. Third resource- looking for approval- speak with HR and manager department- time frame 9th of May 2022- 13th of May 2022. Finally allocate the date that the increasing starts- speak with department managers about preparing and schedule the starting date of increasing- 13th of May 2022- 15th of May 2022. 
Last step is to create staff software system for direct feedback and quiz so in that- speaking with department manager for setting up software system- time frame 13th of May 2022- 16th of May 2022; Staff responsibilities- creating online account to get access to the software system.
- Third step is measurement/monitoring for success: In two simple steps I will be able to check whether the plan works or not by monitoring monthly absenteeism by percentage does it go up or down. In six month time then I will check the average percentage, because the measurement and evaluation cannot be done only in one- or two-months’ time monitoring. Second step to measure the effectiveness is to monitor the staff software system answers, how satisfied they are with the rates and how often they attend work now. The monitoring again it will be for every single month and then the evaluation will be done after six months period. When all the information and data is collected, I will be able to evaluate how successful I managed to solve the problem by using several decision-making techniques. If I have success I will look forward for my next challenging job.














4. Conclusion

If absenteeism is not properly managed it might fail the business/organisation to reach their goals and aims. The head office/management need to understand the outcome from absenteeism and the reasons behind it on time. Such gratefulness will give confidence in the strategies for taking control over the complex problem. Complex problem it is likely to be result of work pressure- long working hours due to shortage of staff, equipment, unfair and inadequate wage/reward system for motivation, incapability of the nurse/doctors’ managers to meet and solve their problems, stress illness, absenteeism policy dissatisfaction, external factors like funerals due to COVID-19, conflict situations, skills deficit due to too many agencies temporary staff. My conclusion is that we all need to remember that the staff satisfaction must be placed on the first line, as they are humans, and it is necessary to meet their needs and keep them happy in the workplace. 
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