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1.Introduction
[bookmark: _Hlk70353477]This report will address a wide variety of common problems faced in Care Homes with a targeted focus on the high labour turnover experienced across the board. It will highlight how factors are impacting Stakeholders - utilising a fishbone analysis throughout. Statistics and an investigation will be carried out for research purposes with the ultimate goal of finalising possible solutions for employee retention and the consequences of these solutions will be taken into consideration.

2. Care Homes
“Care homes provide accommodation and personal care for people who need extra support in their daily lives. Personal care might include help with eating, washing, dressing, going to the toilet or taking medication. Some care homes also offer social activities such as day trips or outings” (AGEUK, 2019)
Care homes are an establishment providing an environment where different people live, share a communal space, and get the medical and emotional support they need from trained staff and health professionals. There are different types of care home such as residential, nursing, neurology and many more focused on specialised fields. 

3.Overview of care homes problems
“Overall CQC found most providers were delivering a good service, but a minority of people are affected by late or missed calls, lack of continuity of care workers, unsupported staff; poor care planning, and failures of providers to listen to people using services and their families and carers” (Quality Care Commission, 2013).
Care homes are a very broad sector that employs many different figures, from gardeners, chefs, administration, and activity coordinators to name a few. Maintaining both employees and resident’s happiness is a major goal and is no small feat for them to overcome.
Some of the problems faced currently are a lack of PPE, shortage of staff, lack of funding and problems of diversity and inclusion. As the sector is such a vast environment, these problems can be found around every corner. This report is focused on one of the major problems most widely faced; high labour turnover. Turnover can result from many roots so analysing them will give a better understanding and allow for possible solutions to these causes to be provided.

4. Problem Statement- High Labour Turnover
High labour turnover will be the primary issue analysed as it impacts most aspects of the care home workplace. This report aims to identify and discuss the main reasons that cause turnover in staff and why. These reasons can be applied into the general care home structure.
Labour turnover is defined as “the rate at which employees leave employment. Labour turnover can be evaluated by relating the number of employees leaving their employment during a period of time to the total or average numbers employed in that period.” (Pal, 2020).
Labour turnover can be voluntary, (people leaving due to retirement or career change/progression) or enforced by the company due reduction in force (RIF).
Potential staff approaching a job will not necessarily have the appropriate motivations or right state of mind to undertake the role efficiently but, the burden is with the company to find solutions to facilitate the employee’s success within the role. High labour turnover not only costs the company financially, but it is also not good for the staff and residents morale.
A possible root cause identified is the company neglecting to acknowledge the majority of the workforce consists of low/minimum wage workers. This leads to employees being underestimated, underappreciated and undervalued - all sufficient reasons to depart from a role.
National care forum has declared that “48% of home care staff leaving after less than a year in the job, and a staggering 73.5% leaving within two years – that’s almost three quarters of the workforce” (UniqueIQ, 2020).
Turnover in this sector is close to triple the average turnover for Uk employment, which stands at 15% according to the UK CIPD statistics.

5.Reason Behind High Labour Turnover
Why do staff in care homes leave so often?
There are several reasons, and they will be analysed in turn during this report.
As a standard, unless an employee achieves a degree or a higher qualification, the staff/position will be paid generally at minimum wage or just above. According to PayScale the average hourly rate for a care assistant is £9 and for a catering assistant £9.30. In the competitive job market of today there are many minimum wages jobs who’s stress and workloads equate to less than that of care, meaning care is not a favoured sector among the minimum wage workforce. This does not apply to Specialised Health professionals or management, as they are on higher wages scales.
“The turnover rate among staff who had had recorded training during the year was 28.2% compared with 33% for those who had not, while the more training a person had had the less likely they were to leave their jobs. Of staff who had a relevant social care qualification, turnover was 21.6%, compared with 30% of those without such a qualification”. (Carter,2019). Training is another issue that causes people to leave the workplace; the insecurities and the struggle of completing a job you are not equipped for. Training and qualifications are a great motivation to stay for anyone that is interested in this sector, as companies will retain staff for the whole duration of their studies.
Another source of motivation for an employee can career development. Career development can work concurrently with training. Career development is “the process of choosing a career, improving your skills, and advancing along a career path. It's a lifelong process of learning and decision-making that brings you closer to your ideal job, skillset, and lifestyle” (Mcaky, 2020). Becoming member of senior staff or undertaking relevant training is a great way to retain staff as well as valuing lower skilled roles the previously occupied. Career progression is also a great way to have companies’ goals become personal goals. 
The contracts care homes make available are impacting labour turnover. It is considered as acceptable hiring most care assistants on zero hours contract. “a zero-hour contract is one in which the employer does not guarantee the individual any hours of work. The employer offers the individual work when it arises, and the individual can either accept the work offered, or decide not to take up the offer of work on that occasion” (Gov.com, 2015). It is common within privately owned care homes to hire staff on zero hours contract s with the goal of utilising staff in the most profitable way - staff will rely on an accepting all shifts offered to them in order to produce an income. Care homes, especially private sector, are working on a high profit target, so it is easier to revaluate and stretch every employee s shift to save money.
Unsociable Time pairs with the aforementioned issue problem of zero hours contracts. Care operates 24 hours a day, food. cleanliness, laundry, and necessities must be available at any time of the day or night for residents. Being less flexible or asked to work long shifts or during unsociable hours is a primary reason people leave. It is common practice for care homes to schedule people for more hours than recommended by the Working Time Regulations, this being less than 48 hours a week and 8 hours a day. It is usual that a care assistant can be required to work for 12 hours daily and more than 5 days a week.
Personal wellbeing being missed. All the factors above can have a huge impact on everyone’s life. The long shifts and demotivation can often make the individual overlook the positive experiences from the job. Mental health can cause individuals to miss goals and lose their purpose in their role. Money is not adequate to drive a motivation; “well-being is just feeling well”. (Drevitch, 2019). If an individual is not feeling well or is frustrated it shows that they will be not motivated to continue with something that harms their happiness.
Inadequate structure and lack of leadership. Labour must be organised efficiently and fairly. A good leader shares a vision with their staff, directs and drives the targets and cares about every individual by showing empathy. Being a leader is an extremely challenging role and to be a leader in a care structure has unique stressors. Management in the homes must deliver the high standards, make residents and employees happy and they have to juggle different types of cultural and social backgrounds. They manage doctors but also catering assistants, maintenance, and receptionists. A single person cannot be fully knowledgeable in all these sectors an unfortunately it is human nature to prefer one sector, skill or person to another; value one over the other. They cover such a vast field of skills that leaders have to supervise and be extremely careful to delegate the right jobs to the right people. They cannot risk having unrealistic expectations, but often it happens. Fear of being discriminated, demotivation of lack of a communication channel will make people leave.
Cultural misfit. Staff cannot always integrate in the home. It is not for everyone to fit within the established dynamic within the job, these people can easily risk being excluded by the existing social groups or isolate themselves from it. Thus, they will never stay long as they can never interact well with the others. Some individuals are not prepared to mould themselves in order to deliver care and co-operate with others. Cultural misfits can often be caused by lack of social and communication skills or conscious, deliberate actions to alienate themselves. 

[image: ]Below there is a summary of my findings in a fishbone analysis

6.External Factors
All the above causes can be defined as internal issues, driven by the company or by individual staff members. To understand fully the high labour turnover issue, it is necessary to take into consideration also the external factors. External factors are described as “elements that influence a business’ results and performance from the outside. These factors are often part of the economic, political and social environment of the locations where the company operates.” (My Accounting Course, 2021). Defining general problems without investigating the surrounding environment is not possible, especially when leadership, wellbeing and misfits are mentioned.
A PESTLE analysis was used to describe and summarise the external factors.
Pestle analysis is “a set of tools used to analysis and evaluate various factors which determines and affects the environment of an organization, which should be identified in order to aid company's so they can achieve optimum performance” (Abbas, H., 2014)
Below are the findings
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Analysis 
It can be said that Brexit and the change of free movement has impacted the care home sector due the new rules of right to work and permit permission. Low paid jobs are often considered by foreign people as an option due to accessibility and lack of skills required, this is needed by some due to language barriers. The imposition of a visa or a settle status reduces the chance of immigration and also contributes the labour turnover as employees then leave the place of work to return to their home country.
By law to come to the UK after Brexit is only possible when the individual undertakes a “skilled” job and earns over £ 25,600 per annum and be sponsored by a company. Research states that just 1% of the care assistants earn over £23,000 per annum, so the minimum requirement is near impossible to reach.
The law also affects the working regulations in contracts. The most common in care being zero hours contracts that allows the companies to hire an occasional workforce, with the sole clause of respecting the minimum wage and statuary employment rights. If the government does not agree in being this being used as a continuative business plan, the law does not stop any employer from applying these contracts to all staff members.
The contract is also subject to the yearly inflation and to the minimum wage’s requirement, as the employer is trying to generate the maximum profit reachable. Therefore, it is normal to see that, if inflation rises and the minimum wage rises, jobs are erased, and workload is stretched over the remaining staff.
An increase of workload can also be created by the the demographic factor the population. People are living longer. “Almost 190,000 more people aged 65 years or older will require care by 2035 to cope with the rise in demand, marking a rise of 86 per cent” (Bulman, E. 2017). Also, lifestyle has changed significantly, so providing quality care has had to adapt on the bases of new requirements (such as dietary requirements, activity, or new routine of personal hygiene).
Technology has also impacted high labour turnover, especially when introduced into training. Not everyone is always prepared to invest time into discovering new technologies. Also, not everyone is confident in using them. So, even if technology can improve the work of many, there will be always someone that will encounter difficulties.
The high cost of some technology has an impact on the labour budget (using the restricted funds available).
Lastly, the environment. Currently at the time of writing we are going through a pandemic caused by Covid-19. Covid-19 (also called coronavirus) is an infectious disease that creates respiratory problems followed by many symptoms such as headache, loss of smell or pain. The pandemic has created an enormous fear in the care sector- lack of support and the consequent stress on the employee. The virus can be reduced by using correct PPE (personal protective equipment). PPE costs the company a lot of money and in some cases, there was a registered shortage. People are losing confidence to work in care homes as coronavirus is affecting older population disproportionately. The death of the residents and the emotional distress is increasing the turnover dramatically
[bookmark: _Hlk69589650]7. How Stakeholders are impacted by High Labour Turnover
Stakeholders’ definition is “anyone with an interest in a business. Stakeholders are individuals, groups or organisations that are affected by the activity of the business.” (BBC, 2021). Any of the individuals can be positively impacted or negatively impacted by any factor that affects the business.
High labour turnover has a huge impact on companies and stakeholders and has a mainly negative result. Labour turnover has a negative impact on the achievement of an organisation’s objectives. Providing a care service is the main issue in this case.

The stakeholder and how they are impacted are identified as below:

The owners or the shareholder: training and employing staff has huge costs and they can face decreases in profit when residents leave due to issues related to the lack of staff. To add, they can face problems rehiring due the reputation of the job: if potential employees have the impression staff leave the role soon after starting (negative) they will not apply for the job.
Management can face real issues because they have to schedule staff and maintain standard requirements. In addition to this, management often are working on bonus and labour turnover can impact their KPI (key performance indicator) and resulting in a considerable loss of salary.

The residents or customers are the most affected people: they are the ones to face emotional difficulties as a result of their care constantly changing, they must endure the lack of care and they are the ones that experience the stress from remaining staff. They also can risk their health due the lack of training and have their wellbeing neglected by misfit staff. They are the heart of the care home, the ones that commission the job and the main income for the shareholder. An unhappy resident can create many difficulties. Seeing all the problem s that someone must face and then seeing them leave, can impact their decision in staying or leaving for a better place.

The colleagues deal with the workload increase, lose time retraining colleagues and the stress of an unhealthy environment. Meeting the deadlines requested are not possible. The remaining employees are more likely to make mistakes; decreasing the quality of the work they carry out by cutting corners. In many cases, having staff leave will motivate others to leave too, in search of a better opportunity. The personal wellbeing of each colleague is impacted.

The community has an impact on high labour turnover. Each resident or colleague has a friend or a relative outside the home, this means that the staff loss impacts the outside environment as well. Relatives of the residents can see and monitor the change by looking and recognising different atmospheres. Friends or family of the colleagues can notice the struggle of staff in carrying out their jobs, and the shareholder and management can be impacted by financial loss. But also, the population can be impacted by creating unconscious bias and thinking different and demotivating thoughts about a care home.

8. Possible Solutions
The question should be simple: how to avoid people leaving?
First, the company must build a stronger business plan aimed toward staff retention.
A key point that businesses can consider: 
Develop career plans for everyone. Sometimes career progression is available for a limited few where future positions are available or based on individual performance. Career’s development is a great way to show appreciation to the employee for the work undertaken. It also strengthens your team, as more people will be skilled and knowledgeable. People that feel needed are less likely to leave.
Offer competitive pay. Minimum wage is set by the government, but companies can increase any salary to a fair compensation for the work carried out. Offer unsociable hours pay, extra pay on bank holiday or productivity bonus can motivate people to stay in the company. Care homes are a competitive field, due the high demand. If the owners put in place a reward plan not only the people will decide to keep their jobs, but also it will attract staff from other companies or sectors.
Offer support. Stress, illness, comfort needed, and cultural misfits can make employees leave. If the company offers a structure available for staff support, it can minimise the chance of people leaving. Sometimes an employee is unsure how to deal with some issues; having a professional available to support can help to overcome the obstacle rather than bottle it up. Also offering support by bonding the team is a solution. Working to create a team and encouraging good relationships is something that a professional figure can undertake.
Offer a good-life balance: offer proper contracts, considering flexible working patterns, and changing shift hours according with the suggested working time regulations (or give appropriate breaks) are just a few options that the employer can take to retain staff. If the individual isn’t forced to sacrifice their personal life over their working one, the employee will be happier and more motivated to come into work. Offering rewards such as free lunch or high street vouchers is a further motivator.
Value their thoughts. Ask the staff for issues. They are the ones facing the issue, they then will help to find a solution. Be an active listener and value their opinion - a good practice as they will feel like an individual, not just a team. Ask for feedback or improvement plans to help tackle the cultural misfit by creating a universal goal. Open communication is proven to drive successful business. 
Hire the right candidate from the start. Conducting the right research and hiring highly motivated people can save the company money and time. Making sure new employees understand fully what the job involves and what is expected from them. Make sure the hours and the contracts are what they are looking for and they don’t think that the job is just a temporary one. It is common knowledge that care home jobs are considered as a transitory stop or an in-between from a different career that offers better pay or better contracts. 
9.Conclusion
To conclude they will be analysed the consequence of the solutions being put in place by using a PMI Structure (Plus-Minus-Interesting) to see if reducing high labour turnover is a good decision.
	Pro
	Cons
	Interests 

	Staff retention work for customer trust (+4)
	Less profit by increasing wages and sponsor career (-5)
	By valuated their thoughts someone can feel discriminate (-3)

	No need to invest in constant training (+5)
	No turnover can harm balances and excitement (-3)
	Work colleagues can become friends (+2)

	Team are more confident as they know everyone pace (+3)
	If customer is not liking current staff, there is a chance of them leaving (-5)
	There is a high probability of success with a structure (+5)

	Stability creates good morale (+5)
	Not all current staff maybe work at the right pace (-5)
	Resistance to changes can be an outcome (-3)

	Management can rely on a stable structure (+5)
	People looking for a job will consider the company as difficult to join (-3)
	Interview needed to be done with detailed question to find the right candidate (+3)

	Company can create a good brand integrity (+5)
	
	New people can have fresher ideas (-3)

	Pros total + 27
	Cons total - 21
	Interest total +1




Overall total +7
The structure shows that overall, reducing high labour turnover has a positive impact on the general stakeholder structure, even if some stakeholders will be more negatively impacted than others. Clearly reducing labour turnover can save money and time, which are the two important factors that every company has in their KPI (Key Performance Indicator) and can positively impact everyone’s morale. It can be said that retention and a solid structure can deliver goals and allow the whole company to succeed.
10.Appendix
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PMI structure 
	Pro
	Cons
	Interests 

	Staff retention work for customer trust (+4)
	Less profit by increasing wages and sponsor career (-5)
	By valuated their thoughts someone can feel discriminate (-3)

	No need to invest in constant training (+5)
	No turnover can harm balances and excitement (-3)
	Work colleagues can become friends (+2)

	Team are more confident as they know everyone pace (+3)
	If customer is not liking current staff, there is a chance of them leaving (-5)
	There is a high probability of success with a structure (+5)

	Stability creates good morale (+5)
	Not all current staff maybe work at the right pace (-5)
	Resistance to changes can be an outcome (-3)

	Management can rely on a stable structure (+5)
	People looking for a job will consider the company as difficult to join (-3)
	Interview needed to be done with detailed question to find the right candidate (+3)

	Company can create a good brand integrity (+5)
	
	New people can have fresher ideas(-3)

	Pros total + 27
	Cons total - 21
	Interest total +1



The ADKAR Module 
	Awareness
	Desire 
	Knowledge 
	Action 
	Reinforcement 

	
1.Poor staff morale
2.Low wage
3.Poor wellbeing
4.No brand integrity
5.CQC miss standards
6.No senior staff
7.No staff commitment
8.Lack of recognition
9.Stress


	1.Reduce profit
2.Invest in training
3.No “new faces”
4.Longer and more detailed interview
5.More investment
6.wrong workplace culture 



	1.Performances are variable
2.Conflict between company and employee can arise
3.Alternative jobs are available
4.High cost of agency staff can be involved
5.Economic trends to be considered
	1.Restructure
2.Compensation offered
3.Analysis of issue and action plan to be carried
4.Extensive training offered
5.New policies to be created 
6.Better performance management 

	1.Strong leadership
2.Expectation meets
3.Benefit can be offered (bonuses, voucher, scheme)
4.Refer scheme or loyalty prizes
5.Flexible hours offered 
6.long term employee rewards 
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