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Staff shortage problem is faced by many healthcare organisations in the UK leading not only to the stressful workplace but also to complex problems associated with care quality of patients and costs. According to Haddad et al. (2020), inadequate skilled staffing may lead to the huge likelihood of adverse care users’ outcomes along with mortality. The reason behind the problem refers to the intention of healthcare staff to leave organisations or change profession due to lack of job satisfaction, stress, workload, and skill development opportunities. Alongside, the shortage of skilled staff in UK healthcare can increase labour and operating cost for them.  In this assignment the staff shortage problem is going to be discussed and analysed its impacts in the case of Freeman Hospital that offers services under NHS Trust over the UK (Marć et al., 2019). Moreover, the study will identify the alternative solutions for the hospital by evaluating some decision-making aspects with implementation and monitoring plan. 
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[bookmark: _Toc75626973]Discussion and definition of staff shortage problem with different frameworks
The staff shortage problem and its scope in Freeman Hospital is going to be discussed by considering the PESTLE and Fishbone cause-effect analysis models. The illustration of these models is stated below:
PESTLE analysis
Political factors: Brexit is one of the significant political factors that make negative impacts on various problems of the healthcare industry in the UK. Staff shortage is the main challenge raised by the capability of the NHS in retaining qualified healthcare staff. The NHS and its related healthcare organisations rely heavily on the foreign workers for making up for the limitations. According to the statistical value, the respective healthcare organisation noted a 6% enhancement in the staff leaving rate and they identified that due to lack of work-life balance the organisation has lost their qualified staff (Dalingwater, 2019).  Moreover, healthcare organisations cannot recruit EU migrants more due to potential limitations of Brexit on the immigration system. EU migrants do not get freedom in the UK healthcare industry for post Brexit impacts that would become a major reason for Freeman Hospital to lose more EU migrant workers and face shortage of qualified staff in the future. 
Economical factors: Economical factors include GDP, inflation, and per capita income of the UK. According to the statistics of 2019, the UK has 22.9% GDP and 0.5% inflation rate that is advantageous for the healthcare organisation to offer numerous skills and career development facilities (Simionescu et al., 2017). Moreover, per capita income in the UK is 29147 GBP that increases demands for career and skill development for the qualified staff in the UK. However, Freeman hospital offers less development facilities and opportunities for qualified staff, and they are unable to manage their talented workers in spite of the good economic condition. Thus, the organisation faces difficulties in retaining qualified workers and overcoming their shortage accordingly.   
Social factors: UK people prefer standard lifestyle, and they change their demands over time. In the healthcare industry, qualified staff are looking forward to increasing their income level by choosing a better career option and enjoying the standard lifestyle. The ageing problems and increasing case of different chronic diseases creates a gap between the present workforce and demands of the people. According to UK statistics, around 12% of the total workers are not British and most workers come from EU nations (ec, 2021). Therefore, social factors can lead to the increment of staff shortage rate in the healthcare industry. 
Technological factors: UK offers technological innovation and advancement in the healthcare industry to manage and improve their staffing process. It is challenging for healthcare organisations to utilise expensive resources in the staffing process efficiently. Innovation technologies play an instrumental role to manage workload as well as cost-effective staffing. By using technologies such as robotics and AI healthcare organisations can set staff scheduling automatically that can control working hours and help them in balancing work-life (Theodoulou et al., 2018). However, adaptation of technologies is costly and healthcare workers cannot adopt the same that can bring shortage of staffing problems in the case of Freeman. Staffs require technical support through proper training and skill development process from organisations to adopt these without any hassle. 
Legal factors: The UK government modifies healthcare related legislation based on the present situation. For example, “Health and Safety Act, 1974” has been updated by the UK government to overcome the Covid-19 situation and improve care quality for patients. Therefore, it can be challenging for healthcare organisations to comply with this and offer proper safety measures in their workplace (Khunti et al., 2021). Moreover, the regulations of “Employability Act, 1996” should be followed by the selected organisation to manage shortage of their staff. Without following the legislation and complying with the modified healthcare related acts Freeman would face problems regarding shortage of qualified staff (Sharar, 2021). 
Environmental factors: The UK is currently suffering problems due to Covid-19 outbreak that has negative impacts on the healthcare industry and staffing problems. According to statistics, the employment in the nursing course increased by 17% in the UK that leads to more staffing for the healthcare organisation to support the outbreak situation (Arnetz et al., 2020). However, huge workload, long working hours and both shift healthcare support increases shortage of staffing in the healthcare industry. They are unable to make proper workforce planning, training and staffing management processes due to huge work pressures that can reduce the retention rate of healthcare workers for Freeman Hospital. 
Fishbone Analysis
The Fishbone analysis is going to find the cause and effect of shortage of staff problems identified in the healthcare industry. Here, Freeman is going to use the model to understand which factors raise staff shortage problems and major impacts of the respective problems on the chosen organisation. 
The causes of staff shortage problems
Workload and working environment: These are two significant factors that lead to the shortage in staffing in healthcare organisations. Unsupportive and unacceptable working environments may arise due to safety issues such as harassment and bullying that have negative effects on the staff retention problem (Herndon, 2018). Healthcare staffs demand flexible jobs and workloads to manage work-life balance. Therefore, job dissatisfaction, low morale and poor recognition can be a major cause to increase staff shortage problem in Freeman Hospital.
Organisational structure including management system: Restructuring in the healthcare organisational structure leads to low staff morale and it diminishes the loyalty towards the organisations. For example, restructuring of units and wards can experience huge loss in terms of qualified staff in healthcare organisations and due to restructuring the qualified staff face loss to their profession and they find alternative employment options as their career (Aluko et al., 2019). Therefore, due to this cause Freeman Hospital may face a staff shortage problem in their organisation. Another significant cause is the management system as without a secure and supporting management system healthcare organisations cannot run their care service process with registered nurses and staff therefore it reduces opportunities for the qualified staff to expand their career here. Therefore, Freeman Hospital can face a problem due to the lack of management system to manage their talented staff.
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Figure 1: Fishbone Analysis
(Source: Created by the author)
Alongside, some other factors are there that cause staff shortage problems in the selected organisation. These factors are demands of work, huge work pressure, constraint rush, and lack of additional payment and appraisal options etc. These factors impact on the performance of the staff and other significant factors illustrated in the Fishbone diagram in which bones are illustrating the causes and effects and mouth of the fish indicating the actual problem faced by Freeman Hospital. According to Awajeh et al. (2018), too much work pressure, constant rush and improper management can hamper workplace culture, reduce demand for work and lead to the staff shortage in healthcare organisations. Therefore, Freeman Hospital can face workplace conflict, lack of motivation and poor performance of their staff as the consequence of shortage of qualified staff. 
Care quality and constant rush cannot be managed by the organisation due to lack of encouragement and motivation from their management system. Author states that, the staff shortage in healthcare organisations raises more errors, higher mortality rates and morbidity that leads to poor care quality and inefficiency of the organisation. Higher values in patient-to-nurse ratios, staff experience burnout along with dissatisfaction brings postoperative complaints and increases safety risk for care users. Therefore, Freeman Hospital may face these effects due to their respective problems in the workplace. 
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According to Graystone (2018), the lack of qualified and skilled staffing can result in dissatisfaction of service users, higher readmissions, and decrement in quality. It also may impact the bottom line of their care services due to improper management of codes of conducts. Code of conduct in healthcare organisations encourages every staff, healthcare professionals and other stakeholders regarding their behaviour in the workplace. Due to huge work pressure and having shortage of staffing, care providers cannot follow codes of conduct and maintain ethical practices while making decisions for service users. Therefore, the services users of Freeman Hospital get poor care quality and unethical behaviour from limited staffing. Staffing shortage increases patient fall as fewer staffing is not adequate to support chronic patients that reduces performance level of healthcare organisations. Therefore, outcomes for service users of Freeman Hospital are hampered due to shortage of staffing. 
According to Wolff (2018), better staffing is directly associated with patient satisfaction however due to lower qualified staffing healthcare cannot follow legislation to ensure patient safety and equal care. For example, “Health and Safety Act, 1974” and “Equality Act, 2010” cannot be followed by the organisations and staff. Therefore, Freeman Hospital is unable to offer equal care quality and support to their service users due to lack of staff that violates the regulations of these acts. 
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The needs of healthcare workers have been increased over time exponentially in meeting the demands in the coming days. By 2025, healthcare organisations in the UK will face around 29,400 staffing along with healthcare professions (Nyashanu et al., 2020.). According to Markit (2017), the main reason for staffing shortage is the old age population as most of the healthcare professionals are senior and they are heading into retirement. These professionals are replaced by the young staffs who want to work as part time or temporary jobs. Therefore, it would have negative impacts on the healthcare professionals as they cannot get full time commitment and support from them to manage the huge work pressure of Freeman Hospital. On the other hand, the codes of conduct such as encouragement towards the behaviours of professionals can be also hampered due to this problem.
According to White et al. (2019), inadequate staffing is directly associated with job dissatisfaction of professionals as they cannot get additional support and career development opportunities with training to maintain ethical practices and follow codes of conduct in the workplace. Poor management leads to staffing problems that make negative impacts on the practice of healthcare professionals as they cannot get proper guidance about healthcare legislation should be followed while offering care services. Therefore, Freeman Hospital faces workplace conflict and lower-level performance from their healthcare professionals. Increment of chronic diseases cannot be managed by the healthcare professional due to lack of educational programs offered by healthcare organisations and it causes staff shortage problems for them. Moreover, inadequate staffing refers to long working hours for existing professionals that increases stress and job dissatisfaction in the Freeman Hospital. 
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The UK has a wide range of healthcare regulators such as CQC in England, CIW in Wales including MHRA and HSC. The main purpose of these regulators is to maintain care quality and safety within healthcare. However, staff shortage problems these regulations face problems to offer support to all aged care users. CQC follows the regulations of “Health and Social Care Act, 2008” that is also violated due to the problem as they cannot arrange adequate staffing to meet fundamental standards of their healthcare (Tingle, 2018). CQC always ensures good codes of conduct and ethical practices for UK healthcare organisations however the problem creates staffing crisis for them, and they cannot offer quality care and emergency services for Freeman Hospital. CQC has also identified that an unsafe working environment causes staffing problems and creates staffing crises for them. Alongside, MHRA checks the quality of medicines and equipment to maintain safety however the problem reduces safety of care services and hinder their regulations negatively. 
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Decision-making is helpful to make a choice by recognising the decision, collecting information, and assessing some alternative solutions. In this case, Freeman Hospital faces a staffing shortage problem, and they can overcome by following proper steps of the decision-making process including related legislation for the same. To mitigate the problems the respective organisation should identify the cause and reason of raising the problem and then gather information regarding this and select some decisions from the alternative ones (Légaré et al., 2018). The alternative solutions for the problem can be better incentive opportunities, increment of educational resources, incorporate modern technologies, and arrange contingent labour. To implement the selected decisions Freeman must incorporate “Health and Safety Act, 1974” and “Equality act, 2010” to maintain equality and consider safety measures in the decision-making process. 
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The alternative solutions for the staffing shortage problem are going to be elaborated by using some framework and model to reach the effective one. 
SWOT analysis
	Strengths
	Weaknesses

	· Company has a strong financial base and they gained around $1.10 billion annual revenue to support the healthcare services (Newcastle Hospitals NHS Foundation Trust, 2021). 
· The respective hospital has a good brand image, and it has provided support since 1977 and it also offers trustworthy and quality healthcare support (Newcastle Hospitals NHS Foundation Trust, 2021). 
· The hospital is considered as one of the heart transplant hospitals in the UK that indicates it has better infrastructure and resources. 
	· Long working hours
· Unsupportive workplace environment
· Lack of salary and appraisal structure

	Opportunities
	Threats

	· Offer career and skill development opportunities
· Provide incentive for overtime working
· To support in balancing work-life
	· Workplace conflict
· Lack of educational resources
· Ageing population
· Government policies


Table 1: SWOT analysis for Staffing shortage problem
(Source: Created by the author)
By using strength and opportunities Freeman can solve their problem as strong financial base and brand image help them to acquire more qualified staff and offer better workplace support for further career development. Moreover, the organisation also has good infrastructure that would allow staff to gain knowledge and enhance skills on medical equipment. It would be a motivation for them to reduce staffing shortage problems. By providing incentives and flexible working hours Freeman can retain qualified staffing and senior professionals after their retirements. However, they must focus on their weakness and threats to mitigate the problem. 
PESTLE analysis
From the analysis it is understood Freeman faces the hiring problem of migrant workers from EU due to Brexit and increased rate of staff shortage. To overcome the problem Freeman can arrange visa and immigration certificates for Migrant workers so that they can hire them easily and fill the staffing gap. They should also rely on the UK staff in decreasing staff leaving rates. Moreover, with a higher GDP rate and low inflation rate Freeman can offer better education resources and talent management processes to ensure adequate staffing for them (Mascha et al., 2020). 
To overcome the negative impacts of social factors Freeman must pay staff for overtime work and initiate incentives to satisfy their staff. For managing innovative technologies and medical equipment Freeman should offer training to their staff so that staff can easily adopt the same and are not willing to leave the profession (Walker et al., 2017). Freeman must comply with legal factors to enable staff rights and safety within the workplace. To overcome the huge work pressure in the pandemic situation they should arrange contingent staff and make a workforce plan by HR to support staff and decrease the staffing shortage problem. 
Burke Litwin model
It is a change management model that can help Freeman Hospital to change their organisational structure and strategy to adjust with the external environment in overcoming the staffing shortage problem. Freeman has identified threats and challenges from its PESTEL and SWOT analysis and by using the model they can bring change in the management system, organisational structure and working culture (Bejinariu et al., 2017). By changing the management system, Freeman can support staff regarding codes of conduct, legislation, and healthcare practice to encourage and motivate staff. Moreover, changes in organisational structure, leadership style and mission strategy can make a conflict free workplace, reduce workload, and arrange flexible working hours for satisfying their staffs and reducing staff leaving rates. The model would be helpful for Freeman to bring changes on healthcare policies, salary structure and offer safety, employability rights and demanded salary in meeting their working and salary demands. 
PMI analysis
By using PMI analysis, Freeman can identify plus, minus and interesting parts of their alternative solutions so that they can easily overcome the identified problem in the workplace (Hasanah, 2019). The analysis of their solutions is stated below:
	Plus
	Minus
	Interesting

	The strategic plan would satisfy staff and fulfil their demands. 
	The solutions would be complex and time consuming for the staff and Freeman Hospital due to modification in the management system and organisational structure.
	The interesting part of the plan is to offer training and skill development opportunities from which staff can gain knowledge in technologies, legislation, and healthcare policies to improve care quality. 


Table 2: PMI analysis on staffing shortage solutions
(Source: Created by the author)
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Freeman Hospital can use brainstorming as the decision-making technique as it helps them to enhance the range of improved ideas with solutions by which they can select the best one with collaborative decision. The technique helps the hospital to come up with a list of ideas which will be considered, analysed, and evaluated in the final decision-making process (Kobo-Greenhut et al., 2019). In this case, from the above-discussed range of solutions Freeman is suggested to consider their management and workplace environment to overcome the respective problems. Staffs are not satisfied with the job and unsupportive management, and they are willing to leave the profession. 
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	Objectives
	Required strategies
	Required action
	Communication process
	Required resources
	Monitoring and evaluation method

	To decrease staff leaving rates
	To offer better working environment and management support 
	They should limit their working hours and offer incentives for huge workload and overtime care services.
	Manager should communicate with healthcare staff via meeting about their performance and working progress 
	Supportive and flexible management system
	Management has to offer incentive based on their performance

	To increase motivation of staff
	They must offer training and skill development facilities 
	The management should conduct weekly training and monthly seminar on new technology, equipment and updated healthcare policies
	Management can communicate with staff via meetings, seminars 
	Healthcare policy related information, technologies, and associated equipment
	By checking the performance and quality of care services they can monitor and evaluate the same.


Table 3: Implementation and communication plan
(Source: Created by the author)
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To measure the successful implementation of the effective solution Freeman hospital can consider some important factors such as their staff leaving rate, turnover percentage, and feedback from the staff regarding their management, working culture and satisfaction level (Gandhi et al., 2021). Moreover, by checking the care quality and performance level Freeman can also identify how happy they are with the salary structure, working policies and other required services. These factors are considered the success factors for analysing the effectiveness of their solutions. Freeman should implement more career development and knowledge enhancing opportunities so that staffs are encouraged and motivated to work for a long time. Alongside, they can also arrange flexible timing, incentive for staff to satisfy them for not leaving the job and profession as well. By checking the staff feedback Freeman can analyse how their effective solutions can help in reducing staffing shortage problems to improve their care quality and safety for service users. 
[bookmark: _Toc75626985]Conclusion
The assignment has identified the staffing shortage problem for Freeman Hospital and the respective problem is defined with the help of PESTLE and Fishbone analysis. The analysis identified the external and internal factors that can raise the chance of staffing shortage problems in the respective healthcare organisation. Moreover, the assignment has also discussed the impact of this problem on the service users, professionals and regulators as lower staffing rate hinders the ethical practices in healthcare and hampers the safety measures for the patients. Doctors can face difficulties managing complex situations and regulators cannot maintain safety and care quality with inadequate staffing. Finally, the study has offered some alternative solutions and by using brainstorming techniques Freeman can reach an effective solution and to measure its effectiveness they can check their staffing performance and rate of staff leaving accordingly. 
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