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1. Introduction 
In the healthcare sector, particularly in organizations providing direct patient care, staff shortages have become a chronic issue, exacerbated by the pandemic. These shortages have far-reaching consequences, affecting not only the healthcare workers themselves, who experience burnout, stress, and dissatisfaction, but also the patients, whose quality of care may be compromised. The turnover rates in health and social care have reached alarming levels, creating a vicious cycle of increased workloads for remaining staff, leading to further burnout and turnover. 
This report explores the complex problem of staff turnover in the healthcare sector, focusing specifically on its impact within a particular organization. It examines the root causes of this issue, its effects on various stakeholders, and proposes potential solutions to mitigate the crisis. The analysis draws on established problem-solving frameworks, such as the Kepner-Tregoe method and the 5 Whys technique, to identify and address the core issues. Ultimately, the goal is to propose actionable strategies that can help improve staff retention, enhance job satisfaction, and ensure the delivery of high-quality care to patients. 
 
2. Define a complex problem in the workplace 
Complex problems involve too many unknowns and too many interrelated factors to reduce to rules and processes (Kinni, 2017). Nowadays modern leaders need to consciously cultivate the capacity to see more — to deepen, widen, and lengthen their perspectives (Schwartz, 2018) rather than look for simple answers which only solve problems in the short term.  
During the covid 19 pandemic healthcare workers including nurses and support staff played a crucial role in managing the crisis while many people were able to work from home or were otherwise affective by lockdowns and restrictions, frontline workers were put under extremely challenging condition. They faced working long hours that led to emotional and physical exhaustion. 
As a supporter worker myself I know that we often face large challenging responsibilities, being responsible for many patients with diverse needs and problems, A common work problem for myself is managing a high case load of patients while ensuring excellent quality of care to patients with very few staff on shift. 
When the caseload is high, this becomes difficult and harder to manage, this puts staff, patients, and the business at risk, this is due to staff shortages, this is the rote cause  of the problem is employees become stressed and this can lead to burnout of staff, with not enough work life balance, over worked and underpaid and not valued enough for the job we do. 
The problem under consideration is the high turnover of staff in my workplace. 
Who is affected 
Many employees in the care sector feel they are overworked this makes staff feel unappreciated and makes doing the job a drag, so much more hours need to be worked to get a reasonable salary this could lead to burnout, high stress levels and health problems 
This can lead to companies having to turn away contracts due to not being able to keep up with growing demand as they are unable to attract staff to work in the sector. 
In the COC’S state of care report 21/22 they stated that staff turnover is at an all-time high across Health and Social Care. 
This could impact the lives on the people we support without enough experience's mistakes will be made, more experienced staff will be focusing all the time and effort in training inexperienced staff up, this time will then be taken away from attending to patients care. 
Balancing family life alongside work can be challenging, if this leads to burn out or stress, this could lead to emotionally distant from your own children or spouse, this can happen by working long hours along with unsociable hours. 
Those affected include: 
· Healthcare workers 
· Managers of care homes 
· Hospitals (inability to move patients back to care homes) 
· Local authorities – care packages 
· Patients/clients 
· Patients’ families 
· Local communities 
How are they affected 
Patients are known for having a delay in being discharged from hospitals. Often patients are fit and well medically, but cannot leave due to the community care arrangements, the reason for this is the health and social care sector is in a crisis.  
The problem is the turnover of staff in the organization (and care sector in general).  This report will only consider the turnover within my organization (scope). The people who are affected Managers, staff, patients, patient families, hospital staff, care home staff, communities, local authority.  If this happens the services provided won’t run effectively and safely, this will lead to poor care quality and failures in the care sector, bad practice and shut down of services and more job loss. 
 
 
3 Collect and analyse information on the identified problem 
Brainstorming  
Brainstorming is defined as “the mulling over of ideas by one or more individuals in an attempt to devise or find a solution to a problem” (Ball, 2024). 
This is a brainstorming decigram to identify the problem of a high turnover of staff in the care sector and all the problems that a linked to the problem and who is involved. 
 
[image: ] 
Brainstorming is a method to use to produce ideas, this can be done by a team or individual approach to try latest ideas or solutions, this encourages free thinking and share ideas that come to mind during brainstorming sessions, no one is judged, this leaves people comfortable sharing ideas, this then will generate many ideas and may increase finding good solutions and identifying potential solutions to the root problem. One reason good ideas hatched in brainstorming sessions often go nowhere is that they are beyond the scope of what the organization would ever be willing to consider (Coyne & Coyne, 2011) however it is important to recognize and record all contributions and then assess which ideas meet the scope of the problem. “It is easier to tone down a wild idea than to think up a new one”Alex Osborn 1953 
 
In this brainstorming diagram I have discuss about clear policy and procedures, clear roles and responsibilities, staff training and work equipment and identify a solution to the problem. 
(Kepner and Tregoe, 2013) both identified a decision-making process what become a well-established farmwork for problem solving. By identifying the problem, they need to look at the cause then identify, where, when and whom did problems started occurring, try and find the rote causes, and find a solution to get it right. 
The K-T process 
1 Define the problem. 
2 Describe the problem. 
3 Establish the problem. 
4 Test the most problem causes. 
5 Verify the true cause. 
Fishbone diagram 
A fishbone diagram is a cause analysis tool that identifies many possible causes for an effect or problem (ASQ, 2024). 
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 Thia is a fishbone diagram, also known as Ishikawa diagram, this is a useful tool to identifying the root cause of a problem, this fishbone diagram is addressing the root cause of the staffing issues in the care sector and every one that will be affected by the problem and the rote cause that made it happen first of all. 
 
The 5 Whys 

1. WHY is the Health Care sector struggling?   Because there is a shortage of healthcare workers 
2. WHY is there are shortage of healthcare workers?  
Because many healthcare professionals are leaving the field 
 3. WHY are healthcare professionals leaving? 
Because they are experiencing burnout, stress, undervalued, dissatisfaction with working conditions. 
 4. WHY are they experiencing stress, undervalued and burn out? 
 Because of large caseloads, long hours, and unsociable hours  
 5. WHY are these issues? 
 Because lack of funding for the healthcare sector 



By looking at the five WHYS the root cause of the struggles the healthcare sector is all linked to the government funding and resources to meet patient's demand. 
Analyse information relevant to the problem 
The recent survey conducted by unison, the UK largest health trade union, highlights concern amongst NHS workers regarding staff levels, workloads and working conditions. 
Staff shortages and patients' safety three quarters of NHS workers (75%) reported inadequate staffing in teams, almost two thirds (63%) are worried about patients' safety due to understaffing. 
Increased workloads and unpaid overtime (64%) of NHS staff worked overtime without extra pay almost three in five (58%) increase in workload, seventy percent of workers are not compensated for overtime and two thirds never leave work on time, (49%) staff do not take breaks due to increased workloads. 
Job satisfaction and morale, more than three quarters of (77%) of NHS workers are dissatisfied with pay with (70%) feel undervalued, (83%) feel they are working more and earning less and (71%) feel they have poor work life balance. 
 
 5. Propose a range of alternatives solutions to the problem 
Staff  
It is important to get feedback from employees, this will give the company an idea of where it might be going wrong. 
Promote work life balance, this will help to improve mental and physical health, reduce stress, and prevent burnout, employees are more satisfied and engaged in their roles, so less turnover of staff happens. 
Increase company rewards and benefits, offer existing staff overtime with fair pay, opportunities to grow in the business.  
Hire temporary staff, agency workers, weekend employees only, just to fill the gaps. 
Continue to build on your team by offering room for improvement, developing further. 
Polices 
Bad polices in the care sector can execrably challenges such as staff shortage, poor care, quality, and financial instability and implementing new procedures or policies without consulting staff, this could lead to resentment and lead to business failures. 
Operational issues 
Patients' safety due to overcrowding could lead to increased infections, more accidents, this is neglect and safety protocols are not being followed. 
Language barriers in the care sector can improve the quality of care provided to patients, leading to misunderstandings, this happens when a care worker and patients may speak different language, this could lead to medication errors, informed consent, time consuming etc. 
Overcrowding patients in a care sector, particularly in hospitals and nursing homes, is a risk to patients and staff well-being, due to the high demand for services with limited compacity. 
Managers 
Effective communication between managers, staff, clients, and families is important, if there is no communication this can lead to bad practice. This is down to poor leadership by managers and lack of trust from staff. 

Solutions 
Encourage open communication within the team, share brainstorming ideas feedback and concerns. 
Managers need to involve the team in decision making. 
Managers need to ensure communication is clear to avoid misunderstanding and confusion. 
     
Recruitment issues 
Businesses need to overcome this issue by attracting the right candidates, employing qualified candidates, and hiring quickly. Also look at improving working conditions and career development opportunities for existing staff. 
Solutions 
Offer flexible hours, remote working, or additional paid time off 
Promote the company online so recent and past employees can leave feedback, this will make it more attractive to new candidates. 
Ensure that improvements are made to speed up the hiring process 
Ensure that employees have development opportunities within the organization 
Use local agency providers for brief time use to cover shifts 
 
Evaluating options and solutions 
Clear roles and responsibilities 
Clear roles and responsibilities are essential in running of an organization, this gives employees job description, key duties, and responsibilities this ensure that the team understand their roles, so each member knows where to fit in, and no confusion might happen this will reduce accidents, conflict, and lead to better performance. 
Clear policies and procedures 
Clear policies and procedures are essential for the organization for the company to run efficiently, this will give a clear idea, what the policy and procedure is and needs to be followed what it aims to achieve, information is gathered by stakeholders, including management and employees then this is reviewed by a legal experts and needs approval in higher management before putting in place  for staff to read and sigh, polices need to be regular updated with the change in laws and regulations or changes in the organization  
 
Training 
Training employees is essential in the care sector; this helps employees learn new skills, though training provided with this will enable them to develop and improve, leading to better patient outcomes, and it also helps keep up to date with professional standards. 
New employees need to undergo training, specialized training could be offered so that staff have the skills to handle specific conditions or challenges, this could be done on online courses or in a workshop setting. 
 
Work equipment 
All employees and managers need to have training to used equipment before they can start working in the care sector, this is done on a two-day course for the first time, after that it a refresher course once a year, to keep cost down and speed up recruitment times, companies could shear training venues and training providers. 
 
The best solution in this report is to look at training new staff  

Grid analysis 
 A grid analysis or decision matrix is a quantitative method that can be used to help find the right solutions  by placing a relative value on each factor and then weighting them accordingly (Peek, 2024) A list of criteria that could influence the situation were identified and then a weight value (usually 0 through 5) was assigned to each factor. This enabled me to see the best solution to the problem. 
	Factors 
	Staff 
	Managers 
	Cost 
	Resources 
	Total 
	Weighted  
total 

	Weights 
	4        
	2 
	3 
	1 
	 
	 

	Training 
	4       16 
	5          
10 
	5 
15 
	5 
5 
	19 
	46 

	Job description 
	5     
20   
	2 
4 
	1 
3 
	1 
1 
	9 
	28 

	Working equipment  
	5 
20 
	1 
2 
	3 
9 
	3 
3 
	12 
	34 

	Policies and procedures  
	5 
20 
	5 
10 
	2 
6 
	4 
4 
	16 
	40 

	 
	 
	 
	 
	 
	 
	 


 
 
The grid analysis shows that training staff is the best option, improving the team's skills, investing in employees, this can lead to increased productivity and better job performance, investing in the development shows staff that the organization values its staff, this can lead to higher job satisfaction and reduced turnover. Employees are more likely to stay with the organization as there is room to develop higher. The next best solution would be Policies and procedures, then working equipment and finally improving job descriptions to provide clear roles and responsibilities for care workers.  Bearing this in mind initially I will pursue the training solution. 
 
Cost benefit            
Training    
Cost of training – 5 days per member of staff per year 
1x 5 days @ £390.00                                                                                                                                                               15 x £390.00 = £5850 
Benefits - 
Retain 3 members of staff =  
3 x recruitment selection, interview, and employ = £7,000 = £21,000 
Benefit difference = 21,000 – 5850= £15,150 
Cost benefit ratio:  £21,000/5850 – 1:3.59 
 
 

Stakeholder Analysis      
A stakeholder analysis can be used to identify the  stakeholders affected by the problem, issues they care about and how they will be impacted. Creating a stakeholder analysis will outline the essential people you need to communicate with about the progress and scope of the project (Hoory et al., 2024) 
                                                          HIGH 
	Local authority 
	Managers 
Doctors 

	Media 
Patients  
Community 
Care home staff 
Nurses  
	Nurses  
Staff 
Family's  
Training providers  
Care home staff 
 


                         LOW                                                                                                                                                                               
                                                                    INTEREST 
 
Your most important stakeholders should be those who are most interested in your project and they could need daily communication, because “You don’t ever want to let their interest wane because they’re the most important people,” (Hoory, 2024). Once you have plotted your stakeholder on the map, identifying their level of power and influence this allows for the construction of a communication plan. 
 
Communication plan 
Communication plan is how u might communicate and plan to help you team to understand who should be what with, when or how frequently that communication should take place, and how you plan to communicate, what is the best channel to use.

The stakeholder with high power and high interest (Doctors and Managers) will be communicated with on a daily basis, providing updates of what is currently happening, whether there are any issues and requesting feedback. Staff will be very interested in the change and they will be updated every week during a staff meeting, at this meeting it will be important to share what is happening because if staff know they are happy but if they don’t know they will make up their own stories and this could create a toxic workplace. It is important to be open with staff and if there are no updates then its important to make that clear too.

Training providers who will be providing the training should be updated with details and numbers on a weekly basis, although they have little power over the project they do have significant interest and if training were the only solution and we were dependent on a single training provider this would make their power higher.

Families may have some interest in what is going on as it will impact on their loved ones so it is important to communicate with them but this could be via a group e-mail on a monthly basis.
Although the patients will have little interest or power over the project it is worthwhile keeping them updated on a weekly basis.
 
	WHO 
	WHEN 
	WHAT 
	HOW 

	Staff 
	Weekly 
	Update 
	Meeting 

	Training providers 
	Weekly
	Request training  
	Email 

	Nurses 
	Daily 
	Updates 
	Meeting 

	Doctors 
	Daily 
	Update 
	Meeting, email, phone                            

	Managers 
	Daily 
	Updates 
	Meeting, email, phone 

	Patients 
	Weekly
	Updates  
	Face to face 

	Care home staff 
	Daily 
	Updates 
	Meeting, email, phone, handover 

	Media 
	Rarely 
	Updates 
	Email 

	Community 
	Rarely 
	Updates 
	Email 

	Local authority 
	Monthly 
	Updates 
	Email, meetings 

	Families
	Monthly
	Updates
	Email


 
 
Gantt Chart            

A Gantt chart can be used to improve the planning and scheduling of projects of all sizes; and are particularly useful for visualising projects (APM, 2024).  A Gantt chart can also help with resource allocation and task delegation (Shweta et al, 2024.

Typically a Gantt chart represents all information visually through a horizontal bar graph (Shweta et al., 2024).  The simple Gantt chart means that a quick glance can help ensure either all tasks are on track or whether there is some slippage in the project, which then means something has to be done to pull the project back on time.









                                                                                   WEEKS 
	TASK 
	1 
	2 
	3 
	4 
	5 
	6 
	7 
	8 
	9 

	Police checks 
	 
	 
	 
	 
	 
	 
	 
	 
	 

	Online training  
	 
	. 
	. 
	. 
	. 
	 
	 
	 
	 

	Meds training  
	 
	 
	. 
	. 
	 
	 
	 
	 
	 

	First aid training 
	 
	 
	 
	. 
	. 
	 
	 
	 
	 

	Moving and handling 
	 
	 
	 
	 
	 
	. 
	 
	 
	 

	Induction training 
	 
	 
	 
	 
	 
	. 
	. 
	 
	 

	Start employment 
	 
	 
	 
	 
	 
	 
	. 
	. 
	 


 
Week 1-2 Police Checks applied  
Week 3-4 Online Training 
Week 4-5 First Aid training 
Week 6-7 Induction training 
Week 8 start employment  
 
 
 
 
Action Plan 
An action plan in the care sector is a structured document that shows steps that need to be followed to identify issues, achieve success, the time given to achieve this goal and resources used. 
	Objectives 
	Task 
	Succes criteria 
	Time 
	Resource 

	Recruit New Staff 
	Speed up interview time process 
	Identify the problem of staff shortages 
	2 Months 
	HR and Managers 

	Training  
	Book training room and book training staff 
Training equipment  
	Get staff trained ready before CRB return  
	2 weeks after interview  
	Need equipment and funding 

	Book new employees, online training  
	Book time slots for each employee  
	Training completed  
	2 weeks 
	Time  
 
Employees  

	Qualified nurses 
	Booking for training  
	Training completed to give medication 
	1 week 
	Time  
Employees  
Managers 


 



Monitor and evaluate 
In the care sector it is essential to ensure that services are running efficiently and safely by using Gantt charts, action plans and communication plans, this tracks progress and gives regularly updates and identify any delays, this is crucial to prevent issues escalation again in the future.  
How will you know if everything is going to be planned? 
By doing this company’s can track and report employees who require training, improve any issues, working condition, stress levels and track over time working hours, offer regular appraisals, to give the opportunity to give an individual feedback on the performance, training, intervention and quality of care. This could be done by using a Gantt chart, action plan or communication plan, this could be monitored, daily, weekly or monthly. 
Stake holders feedback  
Ask patients and family members feedback to see how staff changes impacted on the quality of care. 
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