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[bookmark: _Hlk97118525]Abstract
Every organisation has problems that they want to see vanished and challenges that they want to overcome. Some problems are bigger, some are smaller. Some problems are complex in nature, some are relatively easy to resolve. Some problems are internal, some are external. Companies and organizations invest and allocate handsome amount of resources to solve these issues. To assist the   organizations with this not so easy process, over times researchers and scholars have suggested a number of different methods to identify root causes of the problem including PESTEL analyses, Fishbone model, SWOT analysis. After gathering all these information, organizations become well equipped to make a decision on what to do, what next steps to take.  Again depending on the types of the problem there are a number of tools available to assist professionals with decision making namely Grid Analysis and PMI etc.  This report is to facilitate a discussion on root cause analysis and decision making process based on a given scenario.

Introduction
The process of problem solving involve identifying the problem, analysing the root cause and its effect, and finally making one or more decisions with an intent to solve the problem (s) or issue(s) at hand. It is a complex process. In organizations leaders and managers regularly makes judgement calls, in other word makes decisions in order to solve problems. Sometimes, to solve a single problem leader makes numerous decisions along the way. All these decision making to determine which solution to pursue, demands great skills and great judgement from leaders and managers. At the end of the process leaders generally comes up with an action plan, monitoring plan and evaluation strategy. (Online: https://www.changeboard.com.)
In this report, based on the given scenario of Long-term absenteeism at MCHT, I will conduct PESTEL analysis to discuss external influences(Schmieder- Ramirez, 2015), Fishbone Method to analyse cause and effect of absenteeism, SWOT analysis and a Grid Analysis to make decision on my priorities to reduce Long term absenteeism. At the end of this report I will also outline an action plan, a strategy to monitor progress and how to evaluate the outcome.

PESTEL ANALYSIS: 
The acronym PESTLE stands for 6 factors which affect the business. The factors are:
· Political
· Economic
· Social
· Technological
· Legal
· Environmental
Organizations use PESTEL analysis as tool to analyse different situation that may acronym order to evaluate the highly dynamic external business environment. PESTEL is one of the most commonly used tools to evaluate external business environment. (Gupta, 2013).
It is also commonly used for the purpose of identifying the Opportunities and threats in SWOT Analysis. (Perera, 2017).  As the given scenario does not point to any specific issue or issues that could have contributed to high level of staff absenteeism, I have grouped together some of the known external issues in the table below (table 1- PESTEL Analysis), through literature review. 

  External factors to consider
[image: C:\Users\Adrina\Desktop\problem solving\assain.png]

Factors affected within my given scenario:
POLITICAL: - Frequent change of government and Management instability potentially leads to changes of policy. In most cases new government or management sees things differently than the previous ones and have their own sets of priority to accomplish. 
ECONOMIC:- In recent time’s budget cut and lack of having adequate fund to deliver the front end service has been one of the biggest challenges for NHS across the country. That meant there are many occasions where inadequate resources may have led to poor service and in some cases doctors and nurses were not able to deliver essential services to their patient. 
SOCIAL: - Work and life balance is seen as one of the most important factor for employee satisfaction (Kasbuntoro et al 2020). Sometimes due to high work load and excessive demand dedicated and employees tend to work longer hours and that put a lot of mental stress and also could lead to deprivation of social life. 
TECHNOLOGY: - Utilization of right technology helps employees and organizations in many ways. They can reduce time it takes to complete a task, helps easy access of patient data, makes it easier to maintain record for future etc. All this in fact can make an employee’s day to day work life easier. 
ENVIRONMENTAL: - Climate change and environment has been in the forefront of government and organizations. Having an ethical environmental policy within any big organization has become a priority. For these policies to be implemented organizations needs to stretch, in some cases divert resources and switch priorities. This may have profound impact on organization’s performance elsewhere. 
LEGAL: - Sometimes, in big organizations like NHS, there are complex paper works that needs to be completed before even proceeding to actual task. Some are legal requirement; some are compliance documents for future reference. Non completion or inaccurate completion of those paper works by employees may lead to fine and/or prosecution to both the organization and employee.




CAUSE AND EFFECT ANALYSIS
The process of identifying all the possible causes (no matter how small or big) that potentially influences the problem before filtering the most important ones (also known as root causes) is called Cause and effect analysis. In fact, it is a graphic representation of the relationship between the cause and its effect.
	
FISHBONE DIAGRAM:
Fishbone diagram can be termed as a cause-and-effect analysis that facilitates the identification of root causes of a problem (that may not be so obvious in first look). Moreover use of Fishbone analysis is not limited to any specific types of problem. (Phillips and Simmonds, 2013). 
Previously Fishbone analysis has been used for finding solution and feedback to staff by NHS (NHS Scotland, 2007), an evaluation of supply chain and business process conducted on the St James Hospital (Bose.2012), a risk assessment on software development (Riaz,et al, 2019) etc.
 
Now in this report I am making use of Fishbone diagram to find the root causes of absenteeism in MCHT.
The Fishbone diagram below (Table 2- Fishbone Diagram for absenteeism) shows some common causes and the effect (absenteeism) in a pictorial form.  
[image: ]
 In this diagram showing all the possible causes of problem, depending on its complexity and importance. Now we can investigate the most likely causes further.







SWOT ANALYSIS:
From the PESTEL analysis and Fishbone Diagram we can see that there are several internal and external factors potentially contributing to the high level of absenteeism. As we have completed the PESTEL analysis to find the external causes and the fishbone diagram to find out the (primarily) internal root causes of absenteeism, I am to combine both these together to facilitate a SWOT analysis.

Table 3 – SWOT Analysis (absenteeism)
	
Strengths

- Valuable stake holders [eg BMA, LOCSU, BDA, RCGP etc]
- Combined Experience in healthcare 
- Other health benefits offered to employees
- Nationalized organization
- Huge client base
- Job security
	
Opportunities

[bookmark: _Hlk99647431]- Management Instability
- Competitors/ private organizations offering better work and life balance
- Pressure from excessive patient, aging population 
- Lack of resources Eg, high end equipment
- Longer working hours
- Poor social life
- Too much paperwork 
- Complex policy guidance

	
Weaknesses

[bookmark: _Hlk99646444]- Structure is too big and change of policy is expensive process
- Lack of staff -Waiting times increasing
- Unfair treatment by other colleagues
- Use of private companies
- Increasing cost for caring elderly population
- Government spends a Lower proportion on health care comparing with other developed EU countries
- Higher number of vacancies
- Unreasonable workload
- Inexperience Agency Staff
- Poor salary increment
- Lack of recognition
- Poor reward 
- Lack of innovation in company
- Poor scheduling
- Fear of disciplinary


(Online: https://www.bbc.co.uk/news/health-50290033)
	
Threats

[bookmark: _Hlk99647640]- Frequent change of Government policy
-High Investment in green technology means less investment in other segments	
- Diverting Management resource to execute green projects
- Lack of investment in wellbeing
- Competitors paying more salary for similar role
- Lack of investment in new technology. 
- Lack of training on new technology
- Lack of automation
- Fear of prosecution








SWOT analysis in table 3 above shows that the data collected through PESTEL analysis forms part of external elements namely Opportunities and threats. On the other hand, the fishbone model data constitutes the internal elements. 


DECISION MAKING: 
After completing SWOT analysis (focusing on absenteeism), question remains, what can be done to solve this problem. What options to consider. Analysing the data from SWOT analysis, I have considered 6 different options that would help me in addressing absenteeism. For easy demonstration purpose I have placed the options on table columns and underneath I have placed the potential causes that can be addressed by considering that option. 
	Options
	Focus on new Technology

	Invest in New facility
	Recruit more Staff

	Invest in Training and Salary
	Change of working condition and culture
	Review and Reshape Management
Policy

	Causes that can be solved by the option 
	Lack of resources Eg, high end equipment

Lack of investment in new technology. 


Lack of automation


Lack of innovation in company


	Government spends a Lower proportion on health care comparing with other developed EU countries

Diverting Management resource to execute green projects


	Inexperience Agency Staff


Higher number of vacancies


Lack of staff -Waiting times increasing

Increasing cost for caring elderly population

Pressure from excessive patient, aging population 


	
Lack of training on new technology

Poor salary increment

Competitors paying more salary for similar role

Lack of recognition

Poor reward 

Use of private companies



	Longer working hours

Lack of investment in wellbeing

Unreasonable workload

Poor scheduling

Fear of disciplinary

Fear of prosecution

Poor social life

Competitors/ private organizations offering better work and life balance
	Structure is too big and change of policy is expensive process

Management Instability

Complex policy guidance

Too much paperwork 

Unfair treatment by other colleagues



While making the decision on which option is the most efficient, realistic, and feasible to undertake for the organization in question, there are some factors that influences the problems and decision making process. Every organization has some constraints that impact the decision-making process. For example, availability of adequate budget could limit leaders to authorise a new and expensive project or not having right skill set within the organization would lead to a project being delayed until skills shortage gap is mended. These constraints, acts as deciding factors for available options, also referred as the criteria. (Online: https://www.knowledgecity.com). 
For my given scenario I have identified 5 such key factors (criteria) and a brief description is provided below.
Cost: Project must be cost effective to ensure that the cost of the project undertaken stays within the budget. 
Time: Maintaining time and completing the task within the deadline is a must. When time is short and not all the tasks in hand can be completed, we prioritise what needs to be done urgently. For example: In a hospital an immediate resolution would be required for any safety critical issue. But some minor GP appointment can be delayed.
Complexity: If the degree of complexity in a project is too high the project progression may slow down and may impact the completion deadline. 
Skills: Right skills level is essential for smooth running of a process. Without having the right skills set the progression will slow down and, in some cases, it may become impossible to complete.
Sustainability: Some changes are temporary some changes need to be sustainable. For example, a one-off bonus could be a temporary measure; however a permanent salary increase for employees must be a sustainable process.














GRID ANALYSIS: 
To support the leaders, managers and decision makers, the researchers have proposed many decision-making tools over years. One such tool is called GRID Analysis. A Grid analysis is a very useful tool when a decision making process involves a number of different options and many influencing factor to take under consideration.
(Online:https://magnussonllc.wordpress.com)
For the purpose of my GRID Scoring I have assigned weights of 5, 3, 3, 5, and 4 to cost, time, complexity, skills and sustainability respectively. Table blow is shows the scores in my GRID.
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From the above grid Table it is clear that the change of working condition and culture has gained a maximum score of 57, which is significantly higher than any other options I have considered. Hence Change of working condition and culture is considered my best option. Now is the time to devise an action plan, a plan to monitor progress and set an evaluation criterion measure accomplishment.
 





ACTION PLAN
The action plan below outlines the tasks to be undertaken, what has to be done, at what time frame and who is responsible for completing the tasks. Table below is my action plan to support MCHT in reducing the absenteeism. 
	Actions
	Description
	Time Frame
	Responsible Staff

	Complete schedule in advance
	Complete 4 weeks schedule In advance and publish them.
	1st may 22 -7 may 22 
	All relevant department Managers

	Review Staffing requirement
	Establish difference between total hours required and total contracted hours
	8th may 22 – 14 may 22
	Head of Administration

	Recruit new staff
	Based on the RPPT(right people time and place)  and reflecting on shortfall recruit to fill the required contracted hours
	15th may to 14th June 22
	HR Manager

	Assign a wellbeing champion
	Assign a capable midlevel manager to actively promote and raise awareness of mental health
	14th June -21st June 22
	Head of employee relations

	Review Time off request 
	Review every time off request from the pool and ensure all requests are given equal attention with intent to approve wherever it is not business critical.
	21st June – 27th June 22
	Department head

	Identify training requirement and schedule training sessions
	Establish any training requirement by checking employee training records and plan training start and completion date
	27th June 22 – 26th July 22
	Branch Trainer




MONITORING
Setting criteria for monitoring the progress of the action plan gives the leaders and managers opportunity to understand whether they are making any progress on the plan and if there is any need for review of the plan to accelerate the progress. This monitoring takes place while the project is ongoing.
	
	Description
	Time Frame
	Responsible Staff

	Holidays
	% of holidays booked
	Weekly
	Department  managers

	Training
	Training booked for staffs
	Weekly
	HR Trainer

	Recruitment
	Fulfilment of contracted hours
	Weekly
	HR Manager

	Wellbeing
	Wellbeing champion assigned and all information avenue and bulletins are active
	Periodically
	Hr Manager

	
	
	
	



EVALUATION
Evaluation of outcome comes after the implementation of the project. Evaluation can be completed either by internal or external entity depending on the scope of the project undertaken. 
	Success Indicator(S)
	Data Source/Information collection method
	Time frame
	Staff responsible

	Reduced Level of absence
	Absence Less the 3% of contracted hours
	Weekly
	Audit Team

	
	
	
	

	
	
	
	



Conclusion:
After all these discussions above it can be affirmed that problem solving and decision making process involves sequence of task including cause and effect analysis to find the root cause(s), establish internal and external factors influencing the issue, consider the options and make decision on what course of action to take. However a problem is solved only when actions are taken based on the decision made. Such actions require regular monitoring and evaluation to measure the progress and the success. For our given scenario I have utilized Fishbone diagram and PESTEL analysis to establish the internal and external causes for SWOT analysis, used GRIT scores to make a decision and devised an action plan to execute the decision made, followed by a monitoring and evaluation 
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