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The following report is aiming to cover aspects of absenteeism in the workplace, analysing absenteeism in Aldi,  analyse the problem by using swot analysis and fishbone analysis to understand the cause and the effect of absenteesim, show the process of decision making and give alternative solutions to problem, choose  two final solutions by using plus minus and interesting model   and demonstrate how can be implemented in my workplace using ADKAR model.
Absenteeism in the workplace

Absenteeism in the workplace represents an intentional choice of an employee to be absent at work which can be caused by different reasons, like illness, bereavement, stressful environment, bullying and harassment, family issues and so on. Absenteeism is an important problem within an organization when is frequently and excessive done by employees and needs to be solved.
Absenteeism at the workplace has increased in the past years and it becomes a real problem within various businesses, therefore various changes had been added in the work contract and some companies had introduced different ways to analyse absenteeism at work and one of them is Bradford score which is used in ALDI as well.
Absenteeism in the workplace has an impact on the organization and on the individual in various ways, it can make important changes within the organization, Moreover, regarding the impact on the organization, it can cause a higher cost to the business because employers are forced to pay the other employees a higher hourly pay rate for overtime to cover absent employees, or depending on the reasons which absenteeism exist, employers will cover sick pay.
On the other hand, regarding Aldi company, the turnover of the employees can impact the delivery time of goods because employees are contracted to one hundred hours and thirty per month, and the shift starts at five am and should be finishing at eleven am, therefore employees are forced to work overtime to accomplish the orders to not affect stores.

Moreover, there is an impact on the individual as well, because employees that are usually absent at work, will also be less productive, so that means that there disagreement at work which affects team performance also because others colleagues can feel frustrated because they are forced to work long hours to cover absent people(Chron.com, 2018).

Analysing absenteeism in Aldi (my workplace)

First of all, to find the cause and effect on the attendance of employee at work Fishbone analysis developed by Kaoru Ishikawa(1991) which was used initially for the quality of the products, it is a great technique to do brainstorming to find the possible causes that bring this problem within the organization. Moreover, fishbone analysis attached in Appendix A, shows the possible causes of absenteeism in the workplace, and the main causes are people, environment, method, machine, management and materials.

The effect of the various causes seen in the fishbone analysis (Appendix A) is that employees are not feeling motivated enough to come to work, because the personal factors or general factors are more important for them keeping their job.

There also has been conducted a swot analysis attached in Appendix A, to see how absenteeism affects the organisation ALDI, it has shown that not dealing with absenteeism can have a high negative because weaknesses on absenteeism are multiple which leads at an unstable organization.
Survey on the most common problems at my workplace

On the other hand, primary research has been conducted and the data collected from the survey 26 employees that work in the same department. In addition, this survey has been done to find out the most common problems in Aldi, especially in the department where I am an employee, it showed that absenteeism is one of the most common problems, followed by miscommunication between team management, low motivation and job dissatisfaction, performance issues, favouritism, sexual harassment and discrimination.


[image: ]
Cause and effect analysis

When analysing a problem there is a need in finding out what causes the problem and what are the effects on the specific organization, moreover, the absenteeism in Aldi has increased in this year as the Covid-19 virus had appeared and multiple colleagues were forced to take some time off because they contracted the virus, or others employees with kids that had the school closed, or employees that were high risk had the right to choose to stay home because of it and also a lot of employees were falling sick because of the long hours at work.

Therefore, the effect of absenteeism was that the company had the deliveries delayed, had no time to stock up, reduced team productivity or decreased performance because the employee was forced to work long hours every day, Moreover, workers also showed an increase of level stress and illness, and job dissatisfaction.
 
Absenteeism alternative solutions
Alternative solutions have been given after understanding the cause and effect analysis, therefore five solutions were found as a possible problem solving:
· Developing a clear attendance policy
· Providing more support to employees
· Reducing work stress level
· Rewarding scheme for attendance (Collier, 2018)
· Use work agencies to employ new people
 
Plus Minus and Interesting model
 
Using the Plus, Minus and Interesting model developed by Dr Eduard de Bono in 1988 and used in at first as a tool to check the quality of the product now this model can help to critically analyse two chosen solution to identify if they are adequate for solving the problem and to implement further.
 
Solution 1-  Is the use of employment agencies to employ new people appropriate to reduce absenteeism

	Plus 
	Minus 
	Interesting 

	· Employees have the chance to check if this job it is suitable for them 
· Employers can see if the new workers are employable for the future
· A faster process of hiring new employees
· Access to workers in busy periods
· Opportunity of qualified workers
· Less pressure for employers
· New employees are more competitive



	· Can be seen very challenging for the rest of the staff
· Higher pressure for new employees
· Less benefits for the new staff
· Longer time to get a contract with the company
· Job insecurity

	· Contracted employees
Will have a better performance because they can feel more competitive 
· New employees are more able to do long hours 




	Solution 2 for absenteeism
PMI 
Why  reducing the stress level at work  can have a positive impact on employees attendance
	Plus

	Minus
	Interesting


	· High turnover of the employees
· Satissfied employees 
· Increase the productivity
· Quality teamwork

· Happy employees are more likely to work long hours

· Better communication between team members

	· Some employees can feel that their job is not challenging anymore
· Some employees can feel demotivated
	
	· Employees are more happy to work long hours and do overtime
· Employees will feel positive about their company
· Employees are more likely to have a good relatishionship with their manager 



In conclusion, the solutions chosen for PMI model shows that compared to negatives aspects the positive aspect are more, therefore these solutions are likely to work and have really good results in solving the problem of absenteeism in Aldi for employees and the organisation.
Organizational changes

Organizational change within a company leads usually to many positive aspects especially when the change is a response to a problem within the company. Changes made in an organisation can lead to innovation, it can be helpful in the process of developing skills, employees can develop their interpersonal and employability skills, which in the end can have positive results on improving job satisfaction for the employees.

Organizational change is the key of an organization to be successful over the years and strong to remain on the market, for example, Dixon Group, one of the leading companies of the electrical and electronic market had a clear on their strategic direction and understood the requirements of the customers.

Moreover, Dixon Group strategy was to expand externally by the acquisition of Curry, Mastercare and also to have an internal development by increasing market penetration to cover all types of customers (Studies, 2020), therefore a change in an organization is valuable to exist on the market.
On the other hand, regarding Aldi company, a change in how the management is dealing with absenteeism is necessary to be able to have employees that are engaged in their daily job basis,  stay on the market and be a successful business that has a positive image.
Plan of implementation of solution 1 and solution 2

A plan of implementation of the solution given by using the ADKAR model which is a managerial tool for organizational change. ADKAR model represents 
five tangible and solid outcomes that are necessary in order to achieve a change in an organisation: awareness, desire, knowledge, ability and reinforcement (Hiatt and Joyce Mihran Turley, 2004).


Moreover, to implement the solutions by using the ADKAR model, management should put in practice by:  
· AWARENESS-communicating employees the reason for the change and explaining why is needed in the company
· DESIRE-empower employees and engage them in their daily work basis
· KNOWLEDGE-develop skills
· ABILITY-skills to apply new changes, identify challenges that have occurred
· REINFORCEMENT-focusing on achieving the results(Hiatt and Joyce Mihran Turley, 2004).
 
 
An implementation plan is crucial to be communicated to the stakeholders, to set a clear and defined goal to achieve a successful change within the organisation. The plan to implement solutions will be executed in a probation period that will allow management to assess the progress of it.
In addition, to use employment agencies, ALDI company, must be prepared with specific requirements that they are looking in their employees and have a trial on using employment agency in busy periods of the year.
On the other hand, reducing the stress level in the workplace must be done by introducing a clear Human Resources Departement, as currently ALDI’ s human resources department is unclear and it is creating confusedness between employees. Moreover, employees that have an issue with their direct manager do not have with who to discuss it as he is the one who is dealing with that as well.

Implementing solution two using a special training programme for managers to know how to empower and motivate employees by encouraging employees to talk freely and openly with their managers, this will help to avoid absenteeism in the future because workers will feel more appreciated and also this will lead to job satisfaction and a positive image for the whole organization, "Organisational stress interventions are defined as actions to eliminate or reduce stressful job characteristics and working conditions to improve worker well-being" (Murphy, 1999).

Conclusion
In conclusion, this report has shown that absenteeism in the workplace has a strong negative impact on the organisation and the employees and also using fishbone analysis and swot analysis it has shown the root cause of the complex problem and the effects on the organization and also plus, minus and interesting to assess two solutions to understand the efficiency of the solutions, in the end, ADKAR model showed how can be used to monitor the implementation of the solutions.
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Appendix A 

absenteeism in the Aldi- fi


	People              management	                                     method	
-demotivated                                                   -poor leadership
-poor leadership                                          -no HRM support          -work stress
-childreen                                                -lack of engagement	
                                                                                                    -job dissatisfaction
-illness		-high level of stress
                                                         -poor incentive
-stress	



 ABSENTEESIM
-accidents related to work	-low temperature	-lack of resources
	-stressful environment	-poor conditions
-lack of transport	-poor relationship between collegues
-no training	-lack of teamwork


                                 Machine                                  Environment	             Materials                                 


SWOT ANALYSIS
ABSENTEEISM
	STRENGHTS

-Overtime hours avaiable for the rest of collegueas 
-chance to improve employability skills









	WEEKNESEES

-Decreased productivity
-low motivation 
-working long hours
-trainining for new staff
-job dissatisfaction
-low team work

	OPPORTUNITIES

-promotion for collegueas that come to work
-employment of new candidates









	THREATS

-company instability
-delayed deliveries
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