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[bookmark: _Toc133669827]Introduction
The case of NHS is important given the exceptionally high rates of employee attrition of 11% per annum (Rolewicz and Palmer, 2022a). This means that one of nine employees leave the organisation every year and, more importantly, this key performance indicator has experienced a deterioration recently (Rolewicz and Palmer, 2022a). Hence, the human resource management (HRM) policies and practices at NHS must be analysed to find the root causes and solutions of the problem. 
[bookmark: _Toc133669828]Causes and effects of attrition 
Empirical evidence shows that poor levels of job satisfaction and motivation lead to worse outcomes for patients at NHS (Kings Fund, 2014). Therefore, HRM is of essential role in improving the overall satisfaction and retention of nurses, as well as the quality of healthcare services (Kings Fund, 2014).
Figure 1 – Positive relationship between staff engagement and patient experience 
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Source: Kings Fund (2014)
There are numerous reasons for attrition at work. It is suggested that attrition is a result of low levels of job satisfaction and motivation in the workplace (Mathis et al., 2016). Theoretically, the Hierarchy of Needs model by Maslow (1943) suggests that humans have key needs – physiological, safety, belonging, esteem and self-actualisation. These needs are also relevant to employment and must be met accordingly to achieve maximum levels of satisfaction, motivation and retention (Mathis et al., 2016). The following chart show some of the key elements of employee needs at each level of the pyramid (Mintz, 2017). The five groups of needs are analysed one by one to find the performance gaps of NHS causing high levels of attrition. 
Figure 2 – Maslow’s model in employment context
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Source: Mintz (2017)
The physiological needs of HRM employees are often neglected. This statement is supported by the fact that half of NHS employees experience extensive psychological pressure, excessive stress and even burnout at work (Nicolle, 2022). The lack of effective support and personnel shortages are key issues which violate the physiological needs for rest. More specifically, 80% of surveyed employees view the lack of enough staff as a key issue causing excessive stress (Nicolle, 2022). More than 30% of NHS employees report a health problem during a given year showing the considerable negligence of basic physiological needs (Nicolle, 2022).
Safety is also problematic in the case of NHS where special attention should be placed on pay rates. Nurses received an increase of their pay rates by 4% on average in 2022 (Farrah, 2022). Meanwhile, the annual inflation level in the UK reached a peak of 11.1% in October 2022 (Trading Economics, 2023). This means that the real salary level of nurses declined by approximately 7%. This is a major problem which causes a lack of safety and puts nurses in a worse-off situation amid a period of high inflation in the economy. The severity of the problem can also be seen by the recent strikes of nurses across the UK (RCN, 2023). 
There is also evidence regarding the role of leaders in developing a sense of belonging and meeting social needs of employees. It is reported that many NHS employees do not receive timely and adequate support by leaders when challenging situations occur (Kings Fund, 2014). Lack of support and ineffective teamwork lead to poor working relations at work and causes dissatisfaction of employees (Mathis et al., 2016). The problem is also exacerbated by the earlier-mentioned staff shortages (Nicolle, 2022). Therefore, it is also a reason for high employee attrition. 
Esteem needs are also critically important for workforce satisfaction and motivation (Mintz, 2017). Nevertheless, 42.1% of surveyed NHS employees suggest that they feel unappreciated at work (Nicolle, 2022). This is the lowest score in five years and suggests the existence of ineffective rewards and performance recognition practices (Nicolle, 2022).
The analysis shows considerable problems at NHS in key employee needs. Therefore, fixing the attrition issue requires extensive efforts and a re-design of the HRM process. NHS must be consistent in its efforts due to the significant negative effects of the problem. 
Employee attrition causes extra costs for recruiting and training new nurses (Mathis et al., 2016). Thus, the costs of keeping an existing employee are often much lower than finding a new one. In the UK, it is estimated that the overall cost of replacing an employee is £11,000 – a considerable share of an employee’s annual income (Mullineux, 2018). 
Moreover, employee attrition leads to process disruptions and lower productivity levels (Mathis et al., 2016). Disruptions occur because some time is necessary to find a replacement. In the case of NHS, this is a major issue because staff shortages are already quite considerable, and the organisation does not have buffers to quickly replace a leaving nurse with an existing one (Nicolle, 2022). Lower productivity occurs due to the time required to train a new employee (Mathis et al., 2016). Thus, high attrition can also be a cause for lower-than-normal quality of healthcare services which in turn has a quite negative impact on patients (Kings Fund, 2014).
It is also worth mentioning that attrition is not an isolated problem. Frequent replaces of staff members tends to worsen the working atmosphere and relationships between colleagues and teams; thereby, being a major inhibiting factor for organisational performance (Mathis et al., 2018). High attrition may also fuel new waves of dissatisfied and leaving employees. 
[bookmark: _Toc133669829]Financial and non-financial retention policies of NHS
The analysis begins with five monetary ways of stimulating employee retention. 
Agenda for Change is a main financial retention policy by NHS. It represents a change of the previously existing pay scale with the most recent update in 2018 (Croner-I, 2023). Agenda for Change is universal for all employees of NHS, including nurses. It delivers an increased level of starting salaries, as well as shortened amount for pay band progression (Croner-I, 2023). This is a positive stimulus, as nurses can achieve meaningful pay increases for a shorter employment period in comparison to the ole Whitley scale (Croner-I, 2023).
NHS employees also have access to a wide variety of discounts and vouchers (NHS Employers, 2023). The discounts include gym membership, travel and holiday deals, airport parking discounts, deals on mobile phones and others (NHS Employers, 2023). To a great extent, these perks are quite common for employees working in large organisations; hence, they should not be viewed as something extraordinary. 
Staff retention is also stimulated by the recognition of the unequal price level across the UK. As a result, NHS offers additional payments to employees living in high-cost areas. This measure is also known as “London weighting”, as it covers mainly employees in the capital and large metropolitan areas (Rolewicz and Palmer, 2022b). With a budget of almost a billion, the measure is extensive and reflects the economic realities in the UK without discriminating for NHS employees in the lower-cost areas (Rolewicz and Palmer, 2022b).
It is also important to note that some financial stimuli have a long-term impact. This is particularly relevant for the pension benefits offered by NHS. Pensions have inflation protection, as they increase with the pace of the consumer price index and are paid for life (NHS, 2023a). Depending on the pension scheme, cash lump sums are also offered. Advantages also include ill health pension benefits, as well as considerable participation of NHS in its capacity as employer (NHS, 2023a). It is suggested that the attractive pension benefits constitute an important financial stimulus, especially for nurses of older age. 
Last, the role of Recruitment and Retention Premia is discussed. This is a form of extra payment added to the salary in the cases when staff shortages exist in a respective hospital or other NHS facilities (Rolewicz and Palmer, 2022b).  The purpose is to be able to recruit more nurses or other employees to fill the vacant positions. This initiative, however, has a limited scope, as it covers a quite limited number of hospitals and has a limited annual budget of £28 million (Rolewicz and Palmer, 2022b). Hence, its general impact on employee retention is insignificant (Rolewicz and Palmer, 2022b).
Five non-monetary practices are presented hereafter. 
NHS recognises the importance of flexibility at work – a quite relevant trend recently. Hence, NHS offers opportunities for flexible working arrangements as a way of maintaining the emotional wellbeing and productivity of employees (NHS Employers, 2023). The flexible schemes are based on individual preferences of employees and should be approved by the respective managers (NHS Employers, 2023). 
In addition to flexible working hours, NHS also delivers opportunities for flexible career planning and breaks. This policy is based on the recognition that every employee has unique circumstances and needs for managing a variety of life-related events (NHS, 2017). As a result, employees are offered a career break lasting between 6 months and 2 years depending on individual needs (NHS, 2017). Thus, employees do not have to resign in the cases when they need to temporary leave the workplace (NHS, 2017). The measure is quite effective, as it not only fosters flexibility and job design processes, but also automatically reduces attrition rates. The latter is valid because many nurses may prefer a temporary break instead of permanently leaving the organisation. 
NHS also recognises the importance of professional development and growth – key factors of employee motivation and retention (Mathis et al., 2016). Therefore, the organisation encourages their professional development by offering extensive on-the-job training, apprenticeship opportunities to all employees without exception, as well as professional coaching and mentoring support (NHS Employers, 2023). These are key non-monetary stimuli which address the highest-order self-actualisation needs of Maslow’s model (Maslow, 1943). Hence, the above-mentioned activities are considered as quite effective to activate the potential of employees, their motivation, emotional attachment to the organisation and level of retention (Mathis et al., 2016).
Recognition of achievement is also quite important in motivating employees because of the relevance of esteem needs from the Hierarchy of Needs model (Maslow, 1943). In this connection, NHS also offers recognition programs which a form of non-monetary stimulus. The forms of recognition include awards in numerous fields, such as excellence in healthcare, volunteer aware, excellence in urgent and emergency care, future NHS award, health equalities award, nursing and midwifery, which is particularly relevant to nurses, as well as lifetime achievement award (NHS, 2023b). 
NHS has also adopted changes in the way of managing employees by focusing on setting clear objectives and well-structured employee appraisals (Kings Fund, 2014). The policy is not a form of stimulus; instead, it focuses on the process of HRM and its impact on employee engagement (Kings Fund, 2014). By adopting objective measurements, personalised approach and accountability, NHS is expected to boost the level of employee engagement in the workplace with positive outcomes on retention, as well (Kings Fund, 2014). 
Taken together, the presented monetary and non-monetary measures are extensive, diverse an resource-supported, but they lack the necessary focus to improve the retention levels of nurses. Hence, the next section of report explores some tailored approaches to cope with the challenge of high attrition among NHS nurses. 
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Immediate actions are needed to achieve short-term improvements. Several suggestions are relevant, including:
· Expansion of workforce size: New nurses must be recruited to solve the issue of staff shortage. This can immediately solve the problem with stress and overworking; thereby, addressing the problems in terms of physiological needs. 
· Immediate pay increase: Salaries of nurses must not only compensate for the inflation, but also reflect the productivity gains. Therefore, a base salary increases of 5%-10% is recommended. This suggestion directly addresses the safety issues at work.
· Personalised approach to HRM: NHS must also improve the quality of its management, so that the latter is able to better handle contemporary work-related issues of nurses and deliver effective support, if necessary. This can considerably improve the sense of engagement of nurses, as NHS is more aware and committed to their problems. 
In the long-term, there are also several ideas for improvement, such as:
· Consultations with nurses: Nurses must be regularly consulted as a part of the decision-making process. Face-to-face and group meetings, as well as periodic employee surveys can deliver important quantitative and qualitative data regarding the work experience of nurses, their evolving needs and individual areas for improvement (Saunders et all., 2009). The access to primary data from nurses can be valuable in early detection of performance issues, as well as access to relevant ideas and feedback for improvement. Thus, change can be more effective and implemented in a timely manner. 
· Democratic leadership: Frequent consultations and inclusion of nurses also stimulates inclusion – a key factor for improved motivation and engagement at work (Kings Fund, 2014). Democratic leadership thus contributes to a bottom-up approach of decision-making which better reflects the opinions of nurses and other NHS’s employees. The adoption of democratic (consultative) leadership can also enhanced the sense of belonging – an important employee need (Mintz, 2017). 
· Resource availability: All of the proposed recommendations also require considerable financial resources and management. Hence, NHS must ensure reasonable levels of funding, otherwise, the suggestions cannot be executed as planned. 
[bookmark: _Toc133669831]Conclusion
Research findings indicated considerable issues of NHS’s HRM policies leading to unsustainably high levels of employee attrition among nurses. The weak performance areas were analysed and identified with a series of recommendations. Consistent efforts are needed to improve the problems. 
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