[image: ]
BMSW4004 
PROBLEM SOLVING AND DECISION MAKING
REPORT: ADDRESSING THE PROBLEM OF STAFF 
SHORTAGES IN PROPER CARE UK
Lecturer: Julius Azasoo

BY
AMINA BEGUM 2118505









CONTENTS

Introduction......................................................................................................	3
1. Defining the problem...................................................................................	4
1.1 	Staff shortages within Proper Care UK.....................................	4
1.2 	Scope and impact of the problem.............................................	4
2. Analysis of the organisation and the problem...............................................	5
2.1 	PESTLE analysis of Proper Care UK........................................	5
2.2 	Fish Bone Analysis of the cause and effect of the problem.......	7
3. Proposing alternative Solutions.....................................................................	8
3.1 	Evaluating the alternative solutions............................................	8
4. 	Making the decision................................................................................	10
5. Plan to implement, monitor and review the process......................................	10
   	5.1 	Implementing the solution..........................................................	11
5.2 	Monitoring the success..............................................................	11
 	5.3	Reviewing the process...............................................................	11
Conclusion.........................................................................................................	12
References List..................................................................................................	13-15







Introduction

One of the most important skills to possess is of problem solving and decision making within any organisation.  It is unavoidable to encounter problems in everyday life as well as in a business organisation.  We can define the term ‘problem’ as an unwelcome situation that would require attention to be dealt with (Oxford dictionaries, 2020).  It is important to know how we identify there is a problem and to what degree this problem will impact ourselves.  In a business, the management will watch for any differences in how a product may be selling or how their staff are performing.  When something changes significantly in these statistics then a problem would be established.  We can categories problems as strategic, operational and administrative.  Operational problems are short to medium term and would require for management to achieve objectives.  Administrative are short term and will require instant dealing such as following a procedure or policy.   
A problem in an organisation is not a big of a problem until it is having a negative large-scale impact.  This report aims to understand the causes and impact of a problem using professional models used in business, analysing possible solutions using decision making tools and deciding what actions need to be taken to improve the situation.  There will be a detailed plan to implement the decision and a conclusion of the overall process.










1.	Defining the problem
   1.1	   Staff shortages within Proper Care UK
Proper Care UK are an adult care provider.  Unfortunately, they are faced with workforce challenges wherein staff shortages are having significant impact on its patients and staff.  The NHS and health and social services make up a large proportion of the UK workforce.  Since the NHS began in 1948 it has gone from 144,000 staff to 1.1million full-time equivalent staff (NHS Digital, 2018).  Despite this, in the last 10 years, staff shortages have been severely affecting some key groups.

   1.2	   Scope and Impact of the Problem
It is important to gather as much information as possible to understand the current state of the organisation to help decide what course of action must be undertaken.
Currently, the vacancy rate for registered nurses within adult social care in the UK is at 12%, that’s nearly 5,000 vacancies (Nuffield trust.org, 2022).  In 2015/2016, social care saw 1.8million new requests for its services (Full fact.org, 2017).  Without enough staff to fill roles to provide services and support, it would weaken the system and reduce confidence of potential patients and their families.  Many care workers are being left to cover roles of other staff without prior knowledge or expertise and are overwhelmed with the workload which is impacting their performance (Savage, 2022).  This can cause staff to make mistakes which is unprofessional and can put others at risk.  Amazon, a warehouse retailer is offering better pay compared to what is offered within health care, this is encouraging care workers to find jobs within other sectors and may be a reason why there is a staff shortage (Booth, 2021).  This is nationwide problem across the UK and poses issues for both Proper Care UK and other similar organisations.  Many care homes are having to close their doors to new patients which is affecting the business financially (Booth, 2022).  A litigation case study involving a large nursing care home in United States had found that where there had been least staff to cover the amount of nursing required there had been more litigation cases (Harrington and Edelman, 2018).



2.	Analysis of the organisation and the problem
   2.1	   PESTLE Analysis of Proper Care UK
A PESTLE Analysis has been conducted to assess the macro-environmental factors which indirectly affects how the business operates (see fig.1).  This model can help to develop a strategy to overcome issues presented within organisations by determining how much of an affect outside factors may pose on the business (Perera, 2012).  Detailed information will be discussed regarding the key indicators of each factor.
A SWOT analysis can be used to assess the strengths, weaknesses, opportunities and threats of a business when planning a project.
Fig.1
	Political
	· Brexit
· Immigration Policy
· Covid rules
	Medium

	Economical
	· Government funding
· Costs of living
· Inflation
	High

	Socio-cultural Environment
	· Increased ageing population
· Global spread of new infections
· Increase in patient expectations
	Medium

	Technological
	· Frugal Innovation
· Advancement of technological equipment
· Global lab innovation
	Low

	Legal
	· Increase of litigation in health care.
	Low

	Environmental
	· Increased carbon emission areas
	Low



· Political
During the lead up Brexit negotiations and the period within, it caused a lot of uncertainty and the unfamiliarity which led to the decline of potential EU workers.  Since the UK left at the end of 2020 it was reported in ‘The Guardian’ that EU-based job seekers had declined by 36% in the UK in May 2021 (Partington, 2021).  The care sector and warehouses had recorded declines of 41%.  Post-Brexit immigration policy has seen the end of freedom of movement between EU and UK which would affect around 17% of adult social care roles that are carried out by non-British workers in the UK (The Health Foundation, 2020).
· Economic
There is a gap in the funding within councils which has been insufficient to provide the needs of health care.  Local.gov.uk (2021) reported there has been a 35% drop in confidence in the budget from 2019/20 to 2020/21 and that there is a £6.1 million gap to be managed. The living costs within the UK has risen considerably especially more since covid.  Travel costs have almost doubled and with inflation rising this could set to go up.  
· Socio-cultural environment
The ageing population of the UK has increased between 2009 and 2019 by 7% (House of Commons Library, 2021) which could put more pressure on the health system.  The global spread of new infections and the ‘coronavirus’ pandemic have seen many people suffering from ‘long-covid’ which requires people getting support from local governments for social care.  Patient expectations and awareness have increased about medicine and health facilities since the increase of social networking platforms and search sites.  
· Technological
Global lab innovation are external bodies who look for ways to improve the health system and make it affordable (Sood, 2015).  The advancement in equipment makes it more accessible and easier to use.  
· Legal
The care quality commission CQC are regulators of all health and social care services in England.  They ensure the safety of care given in care homes and in people’s own homes.  They provide inspection reports and guidance of what is expected for all health services in UK (CQC.org.uk, 2022).  Litigation cases have increased over the past few years which would impose a heavy cost on the sector (Lane, Bhome and Somani 2021).  Care providers faced problems of negligence cases during the pandemic especially where policies were not followed because of the complexity of the challenges faced during the pandemic.  
· Environmental
The NHS has agreed to becoming ‘carbon net zero’, and they are changing the policies and procedures regarding this to make it sustainable.  Local councils have also imposed congestion charges in some areas to make it cleaner air zones.



2.2	   Fish Bone Analysis of the cause and effect of the problem
Cause and effect diagrams are good for establishing as many causes as possible for a problem.  It aims to brainstorm causes on a mind-mapping template.  Each of these would be a cause for the effect of staff shortages (see. Fig.2).
Fig. 2
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People and money have more effect on staff shortages and therefore, it may be that the actual problem could be either of those.






3.	Proposing Alternative Solutions
Based on the evidence from the PESTLE (see. fig1), the impact of political, economic and social environment factors, may have impacted staff shortage problem.  The Fishbone analysis gives a better understanding of the possible causes that may have contributed to staff shortages.  From this evidence, these alternatives can directly address the problem.
· Better Pay
Increasing the base pay for care workers can motivate them to retain their jobs.  A survey was undertaken at Kelly services to find out the factors that motivate their staff.  The results showed that the levels of salaries and social package came at 72% for most importance (Akhmetshin et al, 2018).  Underpaid staff within social care have admitted to being reliant on overdrafts and credit cards as the living costs increase and over 70% of 500 care workers said their wages were not covering their outgoings (Blackstock, 2022).  Better wages can help support care workers for a better living and can help to solve the problem of staff shortages.
· Additional support and training
Offering better support through training can improve the working environment and encourage a culture where people feel more connected.  In their paper of ‘Measuring and improving the quality of mental health care: A global perspective’ (Kilbourne et al, 2018) suggested that a greater expectancy of work force training is required for assessing the quality in the system.  Having better trained staff improves the services and will help retain staff as they are more likely to feel confident and comfortable with what they are doing.

      3.1	      Evaluating the alternative solutions
A challenging problem may require more consideration because of the complexity and high-risk consequences associated with the decision.  By evaluating the pros and cons, it will give a better idea on what decision to move forward with.  A PMI strategy is a brainstorming, decision making and critical thinking tool.  Developed by Dr. Edward De Bono, a pioneer in lateral thinking process (De Bono, 2006) believed that the biggest flaws of the traditional thinking process, is backing up an already formed opinion rather than exploring the subject.  A grid analysis can be used when there is more than one alternative to choose and many factors to consider.  This can help make the rational decision process more effective.  

A PMI strategy has been used to explore the solution of better pay and support and training (see Fig. 3 and Fig.4).
Fig. 3
	BETTER PAY
Plus   +

	
Minus   -
	
Interesting   ?

	
Increased interest to work in health care.  

Make living costs affordable.  

Feel more appreciated.  

Motivate staff to work more and cover more shifts.   

Motivate staff to retain their job.
	
Staff will get tired for working more and may increase absences.  

They will spend more so the need will just increase for better pay.  

Will require policy change from government.


	
It may make the job more worthwhile.  

Will more money come with more responsibility?  


Fig. 4
	ADDITIONAL SUPPORT AND TRAINING

Plus   +
 
	 
Minus  -
	 
Interesting   ?

	Increased confidence.

Staff will feel supported.

Staff will have better knowledge.

Organisation can project their standards.

Appeals to all staff.

Better customer service.

Client satisfaction.

More motivation.

	Will require funding.  

More work time interrupted. 
 

 

 

	Would staff need additional days off from work for training purposes.

 
What will the cost be?  





4.	Making the decision
The findings from the PMI table suggests that offering additional support and training would be the best course of action to follow.  In a business all leadership styles are different, and in this case, it would be important to involve the staff in the decision.  The Tannebaum-Schmidt Leadership Continuum Model 1958 suggests 7 leadership styles which could be used in different situations when deciding new strategies (Tannenbaum and Schmidt 2017).  
[image: ]
Source: Drew (2022)

5.	Plan to implement, monitor and review the process
It would be wise to suggest the decision to staff so any questions that they have can improve the implementation process.  Planning in advance on what, how, who and when to do this would make it possible to achieve the change.  It's important to monitor the process of implementation to ensure the plan is running as expected and to make changes as required.  Evaluating the success is required to assess the organisation to track the intended changes.  By monitoring the success indicators, the organisation can see if they have achieved the desired outcome.
   



   5.1	      Implementing the solution
· Set clear goals that need to be achieved from this solution.
· For the immediate term, additional staff will be required to cover the vacancy gaps in the organisation.
· Use a time scale to schedule training goals.
· Find out what kind of expertise or knowledge is lacking in staff to help create content.
· Determine roles for individuals and departments to ensure the access of the training programmes.
· Hire external companies to offer leadership training for managers.
· Document the resources available that can be used for training programmes.
· Put aside additional funding for the training programmes to pay trainers and for suitable locations for training to take place.
· Create content for training programmes.
· Have objectives for the training.
· [bookmark: _Int_bYajvbZT]Hire additional admin staff to help provide support for staff.

  5.2	      Monitoring the success
· Create a google spreadsheet with employee names and training programmes available for each employee.
· Tick off the training completed.
· Use employee's satisfaction questionnaires to get data on how they are feeling and whether the training is effective.
· Use customer satisfaction questionnaires to get data on service provided.
· Use the statistics to make any connections from beginning of training and customer satisfaction.
· If the rating of satisfaction is improving the staff training content quality is good.
· [bookmark: _Int_oVdRM14b]Monitor the staff’s behaviour at work regarding their confidence using questionnaires.

   5.3	   Reviewing the process
Compare staff numbers from previous 6 months to after 6 months of training.




Conclusion

Identifying and investigating the complex problem within Proper Care UK has enabled us to understand how it affects the organisation and recognise similar issues in other health and social organisations. Using the pestle analysing tool and the fishbone diagram has led us to finding alternative reasons for the problem and find possible solutions by critically evaluating these alternatives. For better analysis of the organisation a SWOT analysis could have been performed.  This would give a better understanding of the strengths, weaknesses, opportunities and threats faced by the business and which could have led to finding other alternatives.  By evaluating the ideas using the grid analysis it is possible to weigh options of all the alternatives but if the weights used are inappropriate then it may not be as useful.  The problem is more of a strategic issue and therefore the implementation of the decision and monitoring the success would take time.  Proper Care UK will need to evaluate the success indicators, such as whether there is an increase in staff retainment, increased staff confidence and motivation.  Progress towards the intended desired results would indicate that the best course of action was to train staff.  If there is not a significant change then it would be necessary to look at other possible solutions or that there may be a change in the macro-environmental factors which is indirectly affecting the organisation which is no longer what had been previously indicated.
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