University of Wales Trinity Saint David





Long- term absenteeism at Mid Cheshire Hospitals NHS Foundation Trust

Student name: Vasilka Sarandalieva
Student number:2113113
Module: Problem Solving and Decision Making
Modul code: BMSW4004
Lecture name: Richmond Lamptey







Contents
Introduction	2
Understanding the nature, scope and impact of the problem of Absenteeism at Mid Cheshire Hospital	2
Analysis of the organisation and problem to understand its causes	3
1.What is PESTEL Analysis?	3
Fishbone diagram	5
Proposal for alternative solutions targeting main causes of long-term absenteeism	6
Evaluation of possible solution by using Grid Analysis	7
Implementation plan, Monitoring and Evaluation	8
Plan before implementation	9
Monitoring	10
Evaluation	10
Conclusion	11
References	12
















[bookmark: _Toc100311083]Introduction

The National Health Service was established by Bevan after he was elected minister of health in 1945. From 1948, the British government began to provide free diagnosis and treatment for all citizens based on their health care needs (BBC, 2014). In this days, the organisation experience problems. Problem-solving and decision-making skills are important not only for this but for any other organization. However, by understanding of problem solving- which means a solution to a problem is defined by determining its cause, identifying, prioritizing, and selecting alternative solutions, and implementing those solutions (Oxford Languages, 2022), and decision making- Identifying a decision, gathering information, analysing alternatives and making a decision are the steps toward making decisions (UMass, 2022), will determines the continued growth and productivity(services) of organisation.
The aim of this report is to discuss the logic of problem-solving and decision-making  to eliminate the problem of long-term absenteeism at Mid Cheshire Hospital NHS Foundation Trust. Understanding the nature, scope and impact of the problem are consider in the first section. Usage of problem-solving tools as a PESTEL analysis and Fishbone diagram, to identify the main causes of staff absenteeism are explained in following section. Also, identification of possible solutions, specifically thus which target the main causes identified from both analysis. In addition, developed implementation plan for most appropriate solution and discussion of success criteria.



[bookmark: _Hlk99981914][bookmark: _Toc100311084]Understanding the nature, scope and impact of the problem of Absenteeism at Mid Cheshire Hospital

Mid Cheshire Hospitals NHS Foundation Trust (MCHT) experiences a problem with staff absenteeism, as is the case for many organizations of similar size,. In spite of having the Trust's rolling average falling well within the 4.51% target previously set by NHS North West and clinical commissioning groups (CCGs), it is steadily increasing since 2007.Long-term absenteeism at MCHT is a wide ranging problem, that have significant consequences for the organisation as a whole. In addition a high level of poor quality service and long waiting time of patients has reported, due to employing a temporary staff.
The problem which the organization face, need to be solve because has a massive impact over the employees and NHS Foundation Trust.
· Employees – overworked, anxiety, depression, stress, reduced work performance, which can be a consequence of absenteeism or presenteeism (i.e., at work despite being sick)
· NHS Foundation Trust – over £1 000 000 each year per percentage point, poorer quality and quantity of service .
· Patients -  receiving poor quality service, increase of waiting time.

[bookmark: _Toc100311085] Analysis of the organisation and problem to understand its causes 
For finding a solution of the problem, which the organisation faced, first I identify the external factors linked to the problem. To clarify this causes I used a PESTEL Analysis.
[bookmark: _Toc100311086]    1.What is PESTEL Analysis?

Strategic tool used to evaluate the impact of macro-environment (external factors) over an organization, company or industry. PESTEL is an acronym for Political factor, Economic, Social, Technological, Environment and Legal factor. Using an integrated approach is an effective tool for developing a Corporate Strategy Plan and for identifying the pros and cons of a Business Strategy. (Figure 1)
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Description automatically generated]      Figure 1                                                                                                                               (B2U, 2020)
The PESTEL Analysis revealed four external environmental factors linked to the problem, which need to be taken under consideration .
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                                                                                                                                     (created by the student, 2022)

· Political factor - due to Brexit, working rules for non – UK citizens are changed (gov.uk.,2021). People with no settlement or pre-settlement status, visa and etc. no longer has rights to work in United Kingdom. Combined with sick staff or other related issues, increase the absenteeism.
· Economic factor - disposable income: the pay rate in this sector for some of the employees is very low, after all taxes together with impact of inflation, there is no enough money left for leaving. Employees are force to change their jobs for monetary remuneration. (Calnan, 2000). In addition, disposable income lead to poorer quality of service due to lack of motivation, merged with sick staff, increase the absenteeism.
· Social factor – health consequences; lifestyle attitude – choosing an unhealthy food and bad habits (smoking, drinking, etc.) worsens health which increase the absenteeism.
· Legal factor – health and safety due to Covid 19 restrictions. UK government impose restrictions for staying home and get vaccinated (gov.uk.2020). People working in this sector are required to be vaccinated, but as a result of those who refused, they were no longer eligible for employment. As well as other sick staff and related issues, increased absenteeism is observed.
[bookmark: _Toc100311087]Fishbone diagram 

For better understanding, a research – informed cause – and -effect analysis of complex problem has been done also. For this purpose I used a fishbone diagram, which is a structured brainstorming tool, using categorise to explore root causes. If thus roots are not identified, the solution will be not effectively and the problem will remain. Fish's heads or mouths display the problem. The smaller bones under each category are indexed with potential contributing causes. It can be helpful to use a fishbone diagram to identify possible causes for a problem that wasn't otherwise apparent. The team is directed to look at the categories and come up with alternative causes for the problem. (Figure 2)

[image: ]Figure 2                                                                     
As seen in the Fishbone diagram above, there are causes and sub-causes (roots), which need to be targeted by possible solutions aimed at solving the problem. The following main causes after the evaluation are:
· Fishbone diagram
-Staff sickness – engagement, presenteeism, overworked, lack of motivation
-Poor management (leadership) – bullying, discrimination, lack of knowledge on how to successfully manage staff and recognising of problems at an early stage.
· PESTEL analysis
-Brexit- working rules are changed for non-UK citizens, related impact (reducing the staff)
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Following  identification of the root causes of the problem, I developed three possible solutions that target those causes.
1. A scheme to assist foreign citizens (staff/workers) in obtaining the documentation they need to reside and work in the country. This solution aiming the main cause from PESTEL analysis – Brexit. Providing this option allows the organization to retain its foreign employees, allowing them to continue to pursue their careers.

2. Hiring more (qualified) staff – targeting  two main causes from both analysis Brexit (PESTEL) and staff sickness; engagement; quality and quantity of work (FB). Employing more (qualified) personnel can solve the Brexit issue while at the same time covering sick leave staff. With the new additions, quality and quantity of work will improve, staff will be less overworked, and employee engagement will increase.


3. Upskilling for leaders (recognition of presenteeism),developing wellbeing environment. Reducing the bullying and encourage for more engagement. Learning how to develop a wellbeing strategy for greater mental and physical health will reduce bullying and presenteeism. Musculo-skeletal and psychological factors are the commonest reasons for long-term absence within the Trust due to overworked.  Employers can make a difference in a number of ways. Reducing sickness absence through fast-track access to physiotherapy. Employees will be able to recover more quickly before returning to work. However, upskilling managers will also include asking employees monthly through surveys about their working lives with you (the leader) in order to understand better what we call "predicting a problem". Understanding the reasons why some of them are overworked, stressed, etc., can provide insights into their situations.

[bookmark: _Toc100311089]Evaluation of possible solution by using Grid Analysis

Using Grid analysis, I evaluated the most appropriate solution. In decision-making, this tool is preferred when many factors are balanced. This mean each solution need to be evaluated against the factors, which are important for the organization, also each factor is applied in the same way against every solution (choice).
Factors, taken under consideration are implementation time, cost of implementation, quality of service, complexity of implementation. To balance this factors, I scored each of these factors from 1 to 5 (1-not very significant, 5 very significant) according to their importance, and scored each solution against the factors from 0 to 3 (how well does the solution perform against the factor, where 0 is not very well, and 3 is very well).
[image: ]                                                                                                                                          (created by the student, 2022)
Following the scoring, I multiplied the numbers I was given to each factor with the number from the solution. Moreover, I combined the results of each solution. Based on the highest score, I can clearly determine which solution to implement.
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According to these analyses, evaluations, and identifications, the best, most effective way of solving this complex problem is to upskill the managers (leaders). Through this training, they'll be able to spot issues early on and address them. This solution appears to be good enough, as it will have a short period of fulfilment, which will allow the business to respond to the problem quickly, and the implementation costs are minimal, as well as being a lasting solution with no need for adaptation.
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To ensure the success of the chosen solution (choice, project, etc), an action plan must be created, which details specific steps to follow.  After what needs to be accomplished is outlined, specific roles are defined, which are well explained. The action plan involves three stages:
· Plan before implementation (what and how need to be done before to implement the training).
· Plan during implementation – Monitoring (when the action is ongoing)
· Plan after implementation – Evaluating (success criteria )
Following structure for the Implementation plan is: 
Action (What?)   Description (How?)   Timeline (When?)   Responsibility (Who?)
[bookmark: _Toc100311091]Plan before implementation

Before to start the training/upskill for managers (leaders), initially need to be identified what the training will include (developing of wellbeing strategy – introduce health-promoting at work to encourage better mental and physical health; knowledge to recognise presenteeism and how to avoid bullying, different approach for managing and sickness (better understanding of employees needs).
	
ACTION
	
DESCRIBTION
	
TIMELINE
	STAFF RESPONSABILITY

	Identify the training needs(what to include); 
Document them
	Collect information from Directors of each department;
Record in a notebook 
	15/04/2022 –
15/05/2022
	HR

	Identify the managers (leaders) of each department/ training recipients 
	Use the board that expressing the hierarchy of department / list with      employees positions held
	20/04/2022 –
25/04/2022
	HR

	Identify Qualified Coach
	Workforce Director and HR to determine the best coach(online, advertises, phone calls); sign a contract 
	30/04/2022 – 
10/05/2022
	HR and Workforce Director

	Create a program schedule 
	Schedule to include list with participants, duration time of training, venue, etc.
Discuss the schedule with Workforce Director and managers identified for training 
	12/05/2022 –
17/05/2022
	HR and Workforce Director
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Following identification of what will include the training, who will participate, who will deliver the training, and when it will take place, the next step will be to implement the solution. In this step the solution is ongoing (training actually started). Monitoring is simply gathering information that tells you how things are progressing.
	
ACTION
	
DESCRIBTION
	
TIMELINE
	STAFF RESPOSABILITY

	Engagement
	Responses to coach questions/Feedback from participants 
	  Daily 
	Training Coach 

	Understanding
	Using quizzes and low-stakes assessments, direct questions, 
	  Daily
	Training Coach

	Practice
	Requesting the participants to create action plans, presentations, etc. 
	Weekly
	Training Coach

	Participation/Attendance
	% of participants in the session, using time and attendance register
	  Daily
	HR
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Here, it is crucial to understand how the implemented solution contributed to solving this complex problem. To identify and discuss success criteria.
	PERFORMANCE INDICATOR
	
DESCRIBTION
	
TIMELINE
	STAFF RESPONSABILITY

	Progress and engagement of managers(leaders) with employees
	Employee surveys to gather information what the managers in their attitude and  process of work together
	Weekly
	HR

	% of reducing staff absenteeism
	Staff attendance rate
	Weekly
	HR

	 Patients feedback (waiting time; quality of service)
	Surveys of patients and to be discuss with Workforce Director
	Monthly
	HR and Workforce Director





[bookmark: _Toc100311094]Conclusion
The NHS is one of the few organisations that offer services 24 hours a day, 365 days a year. And the work NHS staff do takes a physical and psychological toll. Should we simply accept high sickness absence rates for NHS staff? If the NHS is really meant to be the premier place to work, these absence rates must be reduced. And a focus on the health and wellbeing of the current workforce across the whole system is one of the most effective ways to begin. After identification of the main causes (roots) has been done, along with evaluation of the most appropriate solution and then implemented, the statistic shows very positive results. Previously set by clinical commissioning groups (CCGs) and NHS North West 4.51%,than steadily increased from 2007 to 2012. However, the implemented solution managed to reduce the staff absenteeism rate to 4.06% in 2013-2014 (NHS, 2014). In addition, in 2015-2016 is announced the lowest absenteeism rate of 3.33% (NHS, 2016). The results which are achieved are more than satisfactory. 
Unfortunately, nowadays the results does not last long due to Covid-19 pandemic. Will be even more challenging given the pressure on staff and the impact of Covid-19 on health and wellbeing.
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