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Introduction


This essay is about a complex problem of an anonymous organisation. The complex problem is Absenteeism. To start with, Absenteeism will be defined. One of the numerous recognised problems solving tools and techniques will be deployed to identify the root cause of the problem and proffer solution to it. Afterwards, there would be implementation and evaluation of possible solution which also would be monitored and reviewed.

Definition of Absenteeism

Absenteeism is an impermanent leave from work: It is what takes place if an employee repeatedly or chronically to turn up for work (Collier, 2018 ).  According International Labour Review, absenteeism is when  an employee is scheduled to be at workplace but failed to turn up (Richard LOCKE, 2007). 

There are many variety of Absenteeism. However, the most usual type is sick leave (Mindtools.com, 2020). Often absenteeism is perceived from different angles: whilst some people view as an employee issue, others thought it to be a manifestation of a much bigger employer-based problem. Out of the two competing perceptions, there is an agreement that absenteeism is complex problem that needs decision making and problem-solving techniques to solve.

Scope of absenteeism 

In UK Absenteeism permeates both public and private sectors of the economy. It affects both small and large organisations. There are innumerable reasons for employee's absence from work. Some employees use absenteeism as a tool to rebel against an organisation's seeming unpopular policies.  As there are some lawful and sincere reasons for absence from workplace, so also are questionable reasons. According to professional body of HR and people development, Chartered Institute of Personnel Development, some of reasons of Absenteeism are minor illnesses, stress, back pain, home/family/carer responsibilities, pregnancy-related absence and drink or drug-related conditions (CIPD, 2020). The same report found that there is higher levels of absence in larger organisations than small organisations. It is enthused that the reason behind fewer absence in small organisations has to do with the less generous sick pay schemes in small organisations compare with larger organisations. This was further supported by publication by Department for Work and Pensions published on 15 July 2019 that skilled employees working full time for large organisations with permanent contracts and have access to Occupational Health service are more likely to be absent from workplace because they are entitled to statutory sick pays (assets.publishing.service.gov.uk, 2019).

Impact
 
It is overwhelmingly important that the impact of staff absenteeism in workplace is looked into. Better understanding of it will lead to successful management. The worst scenario for habitually absentees is loss of job. To employers, bosses and co-workers, it is an “expensive “issue (Collier, 2018 ). It degrades organisational process quality and productivity. It also affects the firm's operational efficiency. Each time there is absence there is always emergency or temporary replacement. This in turn negatively impact on overall organisational output. Whenever there an absence is covered, an equivalent of 10-12 percent of an organisation’s daily productivity is substituted as well (Herrmann, 2010). The 2016 CIPD report found that the average cost of absenteeism to an employee is (£522.00) and 6.3 working days. Absenteeism is known to have consequences. It leads to disciplinary action, accidents loss of rewards, greater work stress, low productivity and higher cost. The root causes of absenteeism  includes burnout, disengagement, as well as those that may require accommodations such as child care or illness. Absenteeism generally leads to low morale (Cushard, 2017).

Analysing Information 

It is now established that this organisation has a complex problem of absenteeism. Having identified the attendant effects, next on the line is how to manage it in order to reduce the rate or possibly eliminate it completely. The start point is to analyse the issue. According to CIPD the best way to monitor and quantify absence is looking at the patterns and exploring the underlying causes; these are keys elements for effective absence management (CIPD, 2020). There is also need to be informed about the lost time rate and frequency rate. All these enable decision making and problem-solving processes needed to manage the situation. Gathered information regarding the problem will equip the management to develop alternative potential decisions and choose the best alternative to implement in this situation. 

Putting forward a variety of alternative Solutions. 

Having explored the challenges and the impact absenteeism exert on this organisation, next is examination of different solutions before an effective decision is reached. To effectively manage absenteeism, the best approach is to focus on employee wellbeing and workplace health promotion. By taking action to control the situation instead of mere responding to it, management can prevent absence. It can as well support employee with an issue before it becomes a real problem. This will heighten morale and the result will be high productivity for the organisation. 

Using a Decision-Making Technique to evaluate a range of solutions 

According to mindtools.com, absenteeism has various forms.  However, the most complex type of absence are the contentious ones (Mindtools.com, 2020). There is a saying that, “a problem is problem solved”. Because there are human beings involved, the issue of sensitivity sets in. So, it is vital that variety of decision-making techniques are considered with the view of choosing and applying the appropriate techniques to solve the problem (Andrew Maud, 2017). For this purpose, three decision making techniques chosen are: Pareto analysis, Brainstorming and Fish bone analysis. They will be briefly considered before one of them will be chosen to evaluate a range of solutions. 

Brainstorming was originated by Alex Osborn. He was a Madison Avenue advertising executive. He first published the idea in his book, Applied Imagination in 1953. Due to favourable nature of the technique, researchers have been improving on the work. Brainstorming is the combination of lateral thinking and relaxed informal approach to solve problem (Mindtools.com, 2020). Brainstorming is known to draw people out of their shell: It encourages them to generally come up with any thoughts and ideas. While some of the ideas are moulded into authentic creative solutions to a problem, others may metamorphose to even more ideas. Effective management of brainstorming are known to increase team spirit. It as well encourages creative thinking and production of perfect idea (Wilson, 2020). Brainstorming advantages includes bringing team members’ diverse experience into use. On the negative side it has to be approached with open mindedness and a spirit of non-judgemental, otherwise, silence would reign and the outcome would be low morale and plummeting of ideas.

Pareto analysis can be used to solve the problem of absenteeism in work place. It is based on the pareto principle called “80/20 Rule” created by Italian economist, Vilfredo Pareto in his 1896 book, “Cours d’economie politigue”. The 80/20 rule states that every 80 percent of problems can be traced back to 20 percent of causes. Conversly,80 percent of productivity is as a result of 20 percent effort.  Pareto analysis may help to identify root causes of a problem even before the 80/20 Rule is activated. It is used when multiple factors are contributing to a single problem. Management are mostly overwhelmed by different pressing needs of organisations and, due to it, instead of going through all available solutions to a problem, Pareto analysis enables it to concentrates on 20 percent of solutions which will help solve 80 percent of the problem.

Whilst Pareto advantages includes helping to identify the root cause of a problem, its key disadvantage is that the root cause analysis cannot be done itself in Pareto analysis (www.geeksforgeeks.org, 2020). There is a need of tool for root cause analysis tool for determining or identify root causes or major causes of defect.

Fishbone analysis also known as cause and effect analysis or Ishikawa diagram was invented by Dr Kaoru Ishikawa, a Japanese quality control statistician. It is an analysis tool which come up with a methodological way of understanding problems and getting to the root cause of those problems. Fishbone analysis helps to identify the root causes of problem and helps to manage and categorize the many possible causes of it in a systemic way.  

Fishbone analysis is the greatest way of solving absenteeism in workplace. Those management should include to participate are team members who have personal knowledge of the processes and systems involved in the absenteeism problem to be investigated. The analysis will assist team to stimulate and capture ideas in best way possible. It would work to locate causes leading to a particular problem like absenteeism. The fishbone analysis has helped to categorize the causes of absenteeism as management (poor leadership, low employee engagement, etc), external organisational factors (personal problems, traffic, etc), machines (accidents and transport), mother nature (illnesses and bad weather), materials (poor work condition and lack of resources) and methodology (low motivation, stress etc) (thestrategizers, 2016). The benefits of using fishbone analysis includes: It is simple to understand and analyse; It helps with the identification of the root cause of the issue; it pinpoints bottleneck in the process; it helps to improve the process; and it involves an in-depth discussion of the problem, which educates the team.  


Develop a plan for implementation

Fishbone analysis primarily categorizes and branches the workplace absenteeism root causes. Creation of ideas are fundamentals for conducting and implementing solutions. With fishbone analysis, the root causes relevant to absenteeism would have been established through participants brainstorming ideas and eliminating ideas all participants agreed are not cause of the problem. The next stage is examination of each idea to determine which of them is an actual cause of absenteeism. This can be done by consensus or through “straw” vote by participants. The reason behind voting for each of the idea is for others to understand how other participants’ understanding of the root causes. A number of voting is conducted till the actual cause of the problem is determined. After the voting, data is collected and analysed to confirm the exact cause of the problem. Ones the problem has been identified, a solution should be developed and implemented. Ones there is implementation of the solution, to ensure that the problem is solved data should be gathered.   If by any chance the problem was not corrected or only partially corrected, then it is that a wrong cause was followed or that implementation of wrong solution was carried out. In that case, the original fishbone analysis should be reviewed for determination of other causes to be investigated.

Communicate the plan to stakeholders

The essence of using fishbone analysis in this context is to know the root cause of absenteeism in other to develop a proactive approach, based on preventing absence in the first place. Clearly the major stakeholders in this circumstance are senior managers, HR professionals and Line managers. There should be openness, truthfulness and considerate in the communication. Stakeholders should be provided with root cause of absence and solutions to it unearthed through fishbone analysis.  They need the information in order to exercise some level of control over the situation. There is also need to inform stakeholders when to have additional information or follow up with any new information.
[bookmark: _Hlk59205765]Assessment of appropriate monitoring and review techniques 
Fishbone analysis was used for absenteeism problem solving. Instead of merely dealing with the symptoms of absenteeism, it went deep into the root causes of absenteeism and provided solutions to it. It helped management to understand better the pattern of absence and how to proactively deal with it. This will reduce the cost of the problem to the organisation.
There is need to put in place appropriate monitoring and review technique to ensure productive implementation of the solution. For this purpose and, out of several tools, Gantt chart is chosen. Gantt chart is beneficial because it has clear start and end dates for all tasks. It also fosters communication and shows how tasks relate to one another (Anon., n.d.).
Conclusion

To conclude this essay, it can be said that fishbone analysis was able to find out in the organisation the root cause of absenteeism and provided solution to it. So, the key issue which is how to manage absence to maximizes the days employees come to work and minimizes the number of days they are absent so that high morale is enhanced and productivity increased is achieved.
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