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Introduction

Absenteeism is when employees will miss days of work without valid reasons, and it is a struggle many organisations must deal with, but it is something that can be reduced. In this study absenteeism in the NHS will be discussed such as what it is, why it is and who it affects and the scope and impact it has on the NHS and their employees. A PESTEL analysis will be used to determine the external factors that can affect decisions made by an organisation and it will be used to observe the macro-factors that go into contributing to absenteeism along with a fishbone diagram to see the causes and effects of the problems. 3 Solutions for absenteeism will be considered, each will be put through the plus, minus interesting method to discover the advantages, disadvantages and interesting factors of each solution and decide which would be best. The best solution will then be evaluated and a plan to implement, monitor and review the choice will be made. It will then conclude with a summary of the research.
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[bookmark: _Toc100320824]What is Absenteeism

Absenteeism is when an employee intentionally or due to their habits is absent from work. (Forbes, 2013) It is a problem that many organisations around the world face such as schools, a report by the U.S. Department of Education revealed “chronic absenteeism” as a hidden educational crisis. In 2013-2014 students were absent around 14 percent nationwide with or without excuses, they were said to have missed around 10 percent or more of school days. (Jacob and Lovett, 2017) The Mid Cheshire Hospitals NHS Foundation Trust is another one of the organisations that have also suffered from absenteeism. During the first peak of the pandemic staff absences soared due to the anxiety, stress, and depression they were going through. (Tooth, 2020) Everyone had been affected by absenteeism in the NHS whether that be the organisations, the employees, or the patients. “Official data show that an average of 70 000 hospital trust staff in England were absent from work in the week ending 30 January, 28 000 (40%) of whom were off because of covid-19” (Lacobucci, 2022)


[bookmark: _Toc100320825]The Scope and Impact of Absenteeism:

Absenteeism affects everyone it is a long-term problem, and it affects employees and their organisations such as the NHS in a negative way. Not having enough employees affects the financial and operational part of the NHS. During the start of the pandemic isolation times were around 5-7 days because of this many GPs and hospitals became short staffed as there were not enough workers to complete their responsibilities which could then affect other employees because they needed to do more tasks to get necessary jobs done on time. Patients are also affected because if their doctors or nurses did not come in for work then they may not get what they booked an appointment for such as an important surgery because there is not enough time for them as they are short-staffed or there is no one there who is qualified for that specific surgery, an example of this would the how the NHS have a significant amount of ambulances off the road as there were not enough trained people for them. (Gammie, 2021) In fact staff have voiced their concerns about how the staffing shortage is dangerous for patients’ safety as there are not enough people to care for them all. (Nursing Times, 2019)
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PESTEL Analysis of the NHS and Absenteeism:
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(PESTEL Analysis table)
The PESTEL Analysis was invented in 1967 by Francis Aguilar who was skilled in strategic planning. Although it was originally known as PEST it has had many different versions come out since then, such as STEP and PESTLE. (Reding, 2021) Political, Economic, Social, Technological, Environmental and Legal. The PESTEL Analysis is a framework that is used to analyse and monitor factors that will influence the organisation or company. (Washington State University, 2022) It finds external factors that could affect the organisations decisions and is used to increase opportunities and reduce threats (CIPD, 2021) It has been used to discover what factors are causing absenteeism in the NHS. The political factor includes government policies which can impact a business or industry such as tax policy, labour law and trade restrictions; the economic factor is about what contributes to the economy’s performance like growth, unemployment rates and inflation; social factors are the norms it includes cultural barriers, lifestyle and career attitudes; technological factors contain innovative technology which can affect the market desirably or undesirably; environmental factors include aspects such as weather, pollution and climate change; legal factors is similar to political but targeted like discrimination laws, employment laws, and health and safety laws. (Bruin, 2016) PESTEL analysis helped uncover some of the issues that are causing absenteeism. A political factor that is contributing to absenteeism is the pay freeze, an economic factor is the shortage in workers even before the pandemic, social factor is how the NHS workers feel overworked, demoralised, and underpaid, the environmental factor would be the air pollution affecting their health making them too sick to go to work and lastly the legal factor is self-isolation if they encounter someone with Covid.
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Fishbone/Ishikawa Diagram
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(Fishbone Diagram on Absenteeism)

The Fishbone or Ishikawa diagram was created by Kaoru Ishikawa in the 1960’s, it is also known as the cause-and-effect diagram. It is used to identify the main causes of quality problems. (Watson, 2004) Here the fishbone diagram has been used to identify the causes and effects of absenteeism in the NHS. There are 4 main categories that are leading to absenteeism: staff, government, people, and rules. Staff taking sick days are one of the reasons for absenteeism statistics show that NHS staff take triple the number of sick days than the average worker and this was even before the pandemic. This is mainly due to anxiety, stress, depression, and muscle pains (Craig and Robinson, 2022) The reason why they are having to take sick days due to their mental health being so bad is because they are being overworked. (Unison, 2014) The government is also at fault for absenteeism because of NHS funding shortages and the pay freeze. The funding shortage is the reason why there are so few workers, and those few workers are being overworked and because of the pay freeze they are not even being paid what they deserve. Therefore, workers are depressed, stressed, and have body pains because they must do more than their work. During the Christmas holidays people were advised not to party by the NHS because of Covid but people did not listen and almost a week after Christmas Covid cases rose by a third by doing this. (Schraer, 2021) They risked not only their lives but also the NHS workers too and because of this Covid cases 70,000 a day which was more work for NHS workers which could make them too demoralised to go into work and must take sick days for their mental health. Another fault people make is they miss their appointments and not let the NHS know, this is a problem because firstly it is a waste of the NHS’s money and secondly staff have already mentioned how they are overworked and underpaid by doing this they prepare everything ready for the patient’s arrival and when the patient does not show up it will be a waste of their time and make them feel frustrated as they could have been helping another patient. (NHS England, 2019) Some rules that the NHS had decided upon that were not taken well with the employees, for instance this was the case when they tried to make vaccines mandatory for healthcare workers but when they saw people were leaving their jobs, they decided to not go through with it. (UCL, 2022) During the start of the pandemic many employees had gotten Covid which is why they could not go into work as they had to self-isolate for ten days, it has since been reduced but because of this many workers were and still are missing work which is causing absenteeism. (Oxford University Hospitals, 2022)
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 Solutions to Absenteeism:
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A solution that could tackle absenteeism is an increased pay for NHS staff this would help because after years of pay freeze the NHS will continue to keep losing workers because the pay is not worth the stress and long hours of the job. A pay rise could be the thing needed to convince them to stay. (Gorton, 2022) By doing this there won’t be an even bigger shortage in workers causing further stress for those who remain. When the pandemic started there was a shortage of 100,000 workers so another solution is to hire more people, by hiring more people the workload would reduce from the current workers which would then stop them from feeling overworked and exhausted during work as their will be more people to help with the work. (NHS Confederation, 2022) The last solution to absenteeism mentioned is to improve the workplace environment. Stress can have effects on the physical and mental health of a person and due to the nature of the job NHS workers are more likely to end up as patients than other people. Bullying, discrimination, harassment, and conflict they can be stressful and to get a better workplace environment need to be dealt with first. (West, 2016) Only then will staff feel better when coming into work and not call in sick.
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Evaluation with PMI:

Three solutions to absenteeism were discussed and have been put through the plus, minus and interesting method. Using this method will determine which solution is the best of the three choices and why.

Increased Pay for NHS Staff
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Hire More People
[image: Table

Description automatically generated]





Improve Workplace Environment
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After using the plus, minus interesting method it is shown that the best solution to absenteeism from the three solutions mentioned is to improve workplace environment. This is the best long-term solution. A big problem the NHS faces is keeping their workers happy, a healthy workplace environment would not only reduce sickness absence but also improve the quality of work and performance. Research led by the University of Leicester discovered that 21 percent of mental health workers had been bullied and 8 percent had been discriminated against by their higher ups. Out of them 86 percent had taken 11 days average sick leave because of this which proves that bad mental state can result in absenteeism. (Health Business, n.d.)

[bookmark: _Toc918348471][bookmark: _Toc100320830]Plan for Implementing Solution, Monitoring and Review Process/System:
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The plan for implementing improved workplace environment is to identify the goals which should be attainable, and the goal is to improve the workplace environment so that staff can have a better experience when at work and if any problems were to appear to discuss with everyone and decide what to do moving forward. Next is to let the team know what is expected of them and what their role is in this plan. The role for NHS workers would be behave well and let someone know if they have gone through something so action can be taken. Regular check ins to monitor how everyone is doing mentally and if they need to talk about something they experienced at work or out of work. After a month look back on the outcome, receive feedback from workers and determine where to make changes if necessary, such as there was not enough support, or they did not like something or would prefer a different take and then apply it and see how it goes again. Once the solution has been implemented fully, write a review of what went well, what did not and what challenges appeared during the project and what can be done better for future projects. (Miller, 2020) By the end of the project the mental health of workers should be better than when the project started. Bullying, discrimination, and harassment should not be happening anymore but if it is support should be there to help straight away. When going to work staff should not be so stressed that they would feel the need to take sick days for their poor mental health instead of going into work and absenteeism should be reduced greatly. 
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In the introduction the idea of reducing absenteeism was mentioned. The research for this topic has supported that fact. Absenteeism can be reduced, there were 3 solutions mentioned in this study; increased pay for NHS staff, hire more people, and improve workplace environment. The idea was to select the most appropriate solution to absenteeism and improve workplace environment was then decided by using the PMI method. The evidence used suggested that bullying, discrimination, and mental health in general played a big part in absenteeism in the NHS and therefore it seems reasonable that improving workplace environment will improve the mental health and physical health of the employees and patients around them which will make the workplace environment a happier and healthier place to be in. Now that this information has been gathered the head of human resources can use the evidence shown and use the plan and make these necessary changes happen to improve absenteeism for the NHS.
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