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[bookmark: _Toc975424300] 1 Introduction 
The organization that I will be looking for is a cleaning company. The cleaning company will offer domestic and commercial cleans to customers in the Swansea area. The company has a main problem of staff calling in sick.
This has an effect on the rest of the staff who have to cover the extra jobs. This then makes other staff members stressed and overworked and feel tired. However, the report will look at why staff are calling in sick, and I will use different models to help understand what the problem is in more detail and then find solutions that will help resolve it.








[bookmark: _Toc230516217]2 Complex Problems in the Workplace
The main problem at work is staff constantly taking sick leave. This is a regular occurrence in the workplace. The impact of this is massive due to performance not being met in our cleans and due to lack of staff. Other staff members feel workload pressure due to staff shortage this falls on the staff left to pick up the slack. This could lead to other staff members feeling stressed and burnt out. This then has an impact on managers trying to find cover with agencies. Which then costs more to employ temporary staff. A complex problem is hard to solve as there is more than one cause (Dörner & Funke, 2017)






 
[bookmark: _Toc1203107219]3 Considering your Complex Problems

	Prompt
	Your notes

	Problem evidence
	Staff calling into work sick this leaves the other staff to cover extra shifts or cancel cleans.

	Actual condition
	
Mangers would need to find cover at a short time or ask other staff to cover. 

	Desired condition
	 Managers would need to have agency ready to cover. Try and reduce staff sickness going forward.


	Owner
	The manager would be the one to do this.

	Scope
	This can affect the other staff working. Customers will be affected due to cleans being cancelled. Managers will also be affected.


	Impact
	This can lead to extra pressure on staff needing to cover the work. Getting in agency staff can have a cost effect on the business. Customers won't be satisfied if cleans are cancelled.


	Restrictions
	Trying to find cover at short notice can cost with time and expenses 


	Complexity
	Staff may have health issues which lead to more sickness. Managers will need to have cover for this reason. This could be stress or too much work. This will affect a few of the stake holders such as customers and staff.







[bookmark: _Toc555196040]3.1 Information and Evidence Reviewed 

[bookmark: _Toc2123412415]3.2 Brainstorming   
Linking from the table above I used the brainstorming model to look at what causes maybe in the cleaning company of staff calling in sick.  This will help me to find out what the best solutions are going forward to help both staff and customers. (Rawlinson, 2026)
	Possible causes
	Evidence to collect
	Possible solutions

	

Management finding last minute cover



Poor quality 




Workload 







	

management needs to find cover in a short period to cover the work.

 
Staff may not do high standard as they must cover staff off on sick 


Staff can feel overwhelmed with the workload, and this can lead to stress for other staff members
	

management would need to employ an agency to cover for sicness


Move some jobs so staff don't have too much on and can complete clean to their best ability


Team meetings or one to one meeting to keep track that staff feel supported



The brainstorming process shows that it helps to look at the problems that may cause staff to phone in sick. It shows that the staff can be under pressure with too much workload.  Going forward onto a mind mapping model to help find the problem in more detail. 






[bookmark: _Toc550047958]3.3 Mind Mapping  
Below is a mind mapping model this is used after doing the brainstorming model this will help to find the main problem and will break it down so this can then be seen more clear to understand the problem. 
[image: ]
The mind mapping model above shows that the main problem is staff sickness so then we can find the best solution to the problem. This will help to make it easier to understand and to find the best solutions to stop staff calling in sick. The fishbone model below shows that.  (Edwards & Cooper, 2010)              





 







[bookmark: _Toc4101566]3.4 Fishbone/ Ishikawa Analysis 
The fishbone model below is followed on from the mind mapping model here we will look at the main cause which is staff sickness. This will look at the workload the health of staff and the impact of staff calling in sick. (Liliana, 2016)
 

   
[image: ]The fishbone model shows why staff are calling in sick it will show how the workload may affect staff sickness and how communication between staff and managers affect it. This will help managers support staff.











[bookmark: _Toc1919119024]3.5 Five Whys
Below is the five whys model this helped to look at why staff are calling in sick it gives more detail. Asking several questions helped to find that stress can be one of the problems and too much workload. Cleaning can also be very physical causing tiredness. This will help to look at what can be done to help improve the workplace. (Paterson, 2026)

	Link
	Why question
	Because answer
	Evidence supporting the link

	Why 1
	Why staff phone in sick

	cleaning jobs can be hard work 

	Staff have said cleaning is tiring and the workload can be too much.

	Why 2
	Why are cleaning jobs hard 

	Staff are on the go for limited time and physical work is needed.
	They can be hard due to moving ad bending and needing to complete in a short period.

	Why 3
	Why does this make staff ill and not come to work
	Staff can become very tired and stressed.
	Long period of time working can make staff ill.

	Why 4
	Why do staff become so tired and stressed 

	They don't have enough breaks and must complete jobs in a certain time 
	Not having enough breaks can make staff tired and over worked.

	Why 5
	Why is there so much work for staff to do
	Staff are calling in sick due to tiredness and other staff members then need to pick up the workload
	The workload is put onto other staff members this will make them tired and stressed. 

	Root cause
	Final supported answer
 Managers should make sure staff have enough breaks and have cover for staff that is off so there is not too much work overload for other staff. Having extra cover when staff are off sick will help will the workload.






[bookmark: _Toc1667530790]3.6 Root Cause 
Below is the root cause table used after the 5 whys to understand better what can be done to help solve the issue.

	
	Option
	Brief Description
	How it addresses a cause
	Notes on Resources / cost
	Notes on barriers, risks and unintended effects

	1
	Agencies 


	Get more cover in to take the work load off the staff 


	This will help staff if there is cover to help them have less jobs to do 
	This will cost to get staff in to cover
	New staff coming in will need to be showed what the routine is this could lead to loss of time

	2
	Team meetings 
	This will help managers know staff are struggling 
	
Staff can tell managers what they need help with to make the day easier

	This may take up time and then delay jobs


	Trying to get staff together while being busy can be a challenge. 



	3
	More breaks needed
	Regular breaks will help staff to have time to relax 
	This will give staff time to have a drink and a rest.

	This could lead to less time doing the job.


	Some staff may feel that they don't get the same time for breaks 






Above is the root cause table after looking at this there are solutions that can be made to help with the root cause going forward. Having an agency in for cover would help with the workload for the remaining staff. This will help with them feeling less tired and stressed. Having more breaks throughout the day will help them to rest. Some of the solutions will costs more and need more time. (Andersen & Fagerhaug, 2026)


[bookmark: _Toc1743721647]4 Possible Solutions 
Below is a table to show what 3 solutions will be considered when looking at different options that will best suit the root cause which is staff absent and sickness. 
	Options

 
	Description 
	resources
	Barriers risk 

	Team meetings 
	For managers to know if there are any issues this could be tiredness or being stressed
	Managers would need to find time for this so this could cost extra 
	This will take time so jobs may feel rushed then or meetings will not be processed 

	More breaks
	Staff will benefit from regular breaks to have some time for drink or food or just to relax
	While some staff are on breaks job may need to be covered so extra staff will be required
	This could cost more to get jobs covered in time

	Agencies 
	Having agencies ready to cover when staff are absent
	This may take time to train the agency worker to understand what is required
	More costs and time for managers and staff to train



After looking at the solutions there are more advantages to having agency staff in this will then provide the cover needed to help the remaining staff, this will make sure all cleans are completed.




[bookmark: _Toc366374669]4.1 Evaluate Preferred Solution
The solution I have chosen to look at further is to get an agency ready so when staff are absent or sick this will cut time for managers not trying to get staff covered at short notice. This will ensure cleaning jobs will all be covered without cancellation or other staff feeling overloaded with work. Having an agency in will cost more they will need to be trained so they know what is expected. 


[bookmark: _Toc1233270635]4.2 Weighted Grid Analysis
Using a weighted grid analysis table below will help to sort the solution's out to see which will be the better option when dealing with staff calling in sick. Using scores to see which outcome will be the best.

	Option
	Criterion 1
	Criterion 2
	Criterion 3
	Criterion 4
	Criterion 5
	Unweighted total
	Weighted total

	Weight
	Cost 5
	Safety 4
	Time 4
	Risk 3
	Easy to use 4
	
	

	1 
Agencies 
	3/15
	5/20

	4/16

	5/15

	5/20

	22
	86

	 2
Team meetings
	4/20

	5/20

	3/9

	5/15

	5/20

	22
	84

	 3
More breaks 
	4/20
	5/20

	4/12

	4/12

	3/12

	20
	76





Having done the weighted grid above it shows that having agency staff in will help with the workload. This will help with stress at work. Using the different models helped to get the outcome of the root cause and solutions to solve the problem of staff calling in sick. After this we will go onto do a cost benefit analysis table. (Wei et al., 2022)
 


[bookmark: _Toc1055515706]4.3 Cost Benefit Analysis 
Using a cost benefit analysis table will help to see what costs will be affected and how much it will cost the company over a 3-year period.
	Cost item
	How figure was calculated
	Period 1
	Period 2
	Period 3
	Total

	Agency costs
	
£50 x 10 =£500
	£500
	£100
	£100
	£700

	Emergency cots
	
£600 +£200+£300=£1,100 
	£600
	£200
	£300
	£1,100

	Training costs
	
£800+£300+£200= £1,300 
	£800
	£300
	£200
	£1,300

	Flexible costs/ managers time 
	
£500+£300+£100=£900 
	£500
	£300
	£100
	£900

	Fuel costs
	
£600+£200+£100=£900 
	£600
	£200
	£100
	£900

	
	

	
	
	
	

	TOTAL COSTS
	
	£3,000
	£1,100
	£800
	£4,900



The cost benefit analysis showed what the company will spend over a period of three years with the first year being more expensive due to extra costs like training and emergency costs. In the next two years cost will drop as training won't be needed and agency will be settled. (Prest & Turvey, 1965)
 







	
Monetary benefit
	How figure was calculated
	Period 1
	Period 2
	Period 3
	Total

	
more cleans
	
£900+£1,500+£2,500=£4,900 
	£900
	£1,500
	£2,500
	£4,900

	
Reduce training
	£700+£800+£1,000=£2,500 

	£700
	£800
	£1,000
	£2,500

	
Reduce agencies
	
£200+£300+£500=£1,000
	£200
	£300
	£500
	£1,000

	
	

	
	
	
	

	
	

	
	
	
	

	TOTAL BENEFITS
	
	£1,800
	£2,600
	£4,000
	£8,400









	
Measure
	Formula
	Your working
	What the result means

	Benefit-cost ratio (required)

	Total benefits ÷ total costs
	£8,400 /£4,900=1.71
	For every £1 pound spent we get £1.71 in benefit to the business

	Net annual benefit (required)
	Annual benefit − annual cost
say which year
	£1,800-£3000=£1,200
	The business will make a loss in the first year as more cost are paid out like training to agency staff

	Average annual benefit (required)
	(Total benefits − total costs) ÷ number of years
	£8,400-£4,900/3=£3,500=£1,166.67
	The business will make a profit of £1,166.67 a year

	ROI (optional)
	(Total benefits − total costs) ÷ total costs × 100
	
	

	Payback (optional)
	Up-front cost ÷ ongoing net benefit per period
	
	






[bookmark: _Toc764214524]5 Implementation Plan
The table below will help to show what tasks will be needed and who will sort these tasks out, there will be a time to get these tasks sorted. And what recourses are needed to complete.
	Task
	Owner
	Start/finish
	Resources
	Milestone / success

	1 look for the best agencies to suit us
	
Manager 
	
1-2 weeks 
	
Internet and phone calls 
	
Will save time for short cover 

	2 contact them to see if they have availability 
	
Manager 
	
1-2 weeks 
	
Phone calls internet and time 
	Keep them on system ready to use 


	3 training will need to be provided
	
Manager 
	
1-2 weeks
	
Money internet and phone calls 
	
After training agency worker will know what is expected 

	4 ask customers for feedback on agencies staff
	Manager 
	2-3 weeks
	Phone calls and text messages 
	
Keeping standards of clean to highest to keep customers happy

	5 monitor staff off sick 
	Manager 
	1-3 weeks
	Meetings and phone calls 
	
This will help us know how long agencies is needed 

	6 monitor costs using agencies 
	Manager 
	1-3 weeks 

	Invoices and emails 
	
Check costs are ok 



The implementation table shows the manager will need to look for an agency that will suit the company's needs also making sure the agency staff will know what is expected of them. Customer feedback will be important to make sure they are happy with the work being completed.


[bookmark: _Toc954188658] 5.1 Gantt Chart
The Gantt chart will help show how the task will start and finish. This will help to keep task completed on time. The chart will help to keep track of staff sickness and will help with customer feedback. 
 
	Activity
	P1
	P2
	P3
	P4
	P5
	P6
	P7
	P8

	Task 1
look for the best agencies to suit us
	

	
	
	
	
	
	
	

	Task 2
contact them to see if they have availability
	

	
	
	
	
	
	
	

	Task 3
training will need to be provided
	

	
	
	
	
	
	
	

	Task 4
ask customers for feedback
	

	
	
	
	
	
	
	

	Task 5
monitor staff off sick

	

	
	
	
	
	
	
	

	Task 6
monitor costs using agencies
	

	
	
	
	
	
	
	



Going from the chart finding the best agency will be completed by week two. This will help with completed training for the agency staff and monitor costs the manager stays organised and make sure tasks are completed on time. (SHIREY, 2008)





[bookmark: _Toc1528640924]6 Communicate the Plan to Stakeholders
The stakeholder table will show who will be involved and affected by the plan, it will show the importance of who needs to be kept informed daily or just regularly. This will help keep things running smoothly. 
Agency workers 
Customers 
Staff
Accountant 

Above shows who will be involved and who will need informing and this will ensure everyone knows their roles. Feedback will be important to have to know everyone understands.




[bookmark: _Toc291265528]6.1 Stakeholder Matrix and Analysis 
This table will help show who is involved in the plan making sure staff feel supported in their daily tasks and that customers are happy with their service feedback will be important in this. The agency staff will also be important in this as they will cover for staff sickness. However, keeping accountants updated to make sure they keep track of costs is important. (Crosby, 1991)

	Stakeholder
	Power
	Interest
	Why? / Stakeholder Expectation
	Support or resistance?
	Engagement approach

	1
 Customers 
	high
	high
	Reliable / high standards 
	This will keep customers happy with their service 
	Manage closely asking customers for regular feedback.

	2 
Staff
	High 
	High 
	Providing good working conditions for staff

	This will keep staff motivated in their work

	Manage closely, Staff will feel appreciated for their hard work

	3
 accountants 
	High 
	Low 
	They will know who to pay 
	Can keep up to date with payroll 

	Keep satisfied by keeping them informed about invoices 

	4
 Agency workers 
	low
	High 
	Training supplied to know what is expected
	This will help them with extra work 
	Keep informed so they know what is expected and ask for feedback






 
[bookmark: _Toc1770405822] 7 Communication Plan 
The communication plan will help show how communication between each stake holder. This will be done through text message email or even phone calls.









	Stakeholder
	Purpose / message
	Method
	Timing / frequency
	Owner
	Feedback / evidence

	1 Customers 
	Let customers know agency staff will be attending their property.

	Phone calls/emails/ text message 
	Before and after clean has been done
	Manager 
	Ask for feedback 

	2 Staff
	Ask staff if they are happy with agency staff 

	Team meetings/ phone calls /e mails 
	This will be when an employee is off 
	Manager 
	Ask for feedback when in a meeting/ survey 

	3 accountants 
	Make them aware of different cost such as agency costs

	E mails/ phone calls
	End of every month when payroll is due
	Manager 
	Ask them for invoices 

	4 Agency staff 
	Show what is needed to do daily when covering 

	Emails/ phone calls/ in person 
	When a staff member is off 
	Manager

	Will ask them for feedback 




The table will show the outcome of communicating with each stakeholder showing what method will be needed for each one like a phone call or text message. This will help each stakeholder to understand better.

[bookmark: _Toc473600770]             8 Monitoring and Review Plan
After monitoring the sickness in the workplace using the models and solutions the manager can then see what changes will be needed. They will look at improvement with staff calling in sick and will also look at using team meeting to deal with any issues with staff. Customer feedback is important. By using the solutions going forward mangers hope to see an improvement and reduced staff calling in sick therefore they can then reduce the agencies to keep costs down.  Reviewing every 2 months will help the manger to see how things have changed and if there is improvement to staff calling in sick. Mangers can then make changes if things are clearly not working with the solutions made. 




[bookmark: _Toc653077100]9 Conclusion  
In the conclusion we found the main problem was staff calling in sick this causes jobs not to be covered and leaves staff members needing to cover other cleans. so, after using brainstorming and mind mapping models to look closer at the problem then went on to do fishbone analysis model. It showed several problems that could be addressed to help like getting in agency staff to cover the extra shifts when staff off sick. This will help with stress and the work overload that the other staff feel. cleans will then be completed at a high standard. The grid analysis and cost benefit grids will show how this will affect the company with cost increase to cover the agency staff.
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