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Introduction and defining the problem
Mid Cheshire Hospitals NHS Trust Foundation Trust, hereafter referred to as MCHT, has a problem with Staff absenteeism that costs MCHT more than £1 million per year to deal with. This money is spent largely on temporary Staff and agency Workers.

Employee absenteeism has been the source of concern for the Head of Human Resources. The Director of Human Resources has therefore asked for assistance in finding strategies to reduce Employee absenteeism.

The issue is Employee absenteeism, which is leading to poor service quality because of an increase in the usage of temporary and agency workers who lack the expertise that permanent Employees have.

Definition of a problem - a problem is a situation in which there is a disconnect between how you see the situation and how you believe it should be.

Definition of decision-making - the act of deciding between two or more courses of action is known as decision making.

In this Report, the scope and impact of the problem shall be reviewed, as well as a Pestle and a Fishbone analysis selected to identify the problem. Four solutions of Staff absenteeism will be examined with corresponding PMI’s, and the best solution shall be selected in the conclusion.


Page 1



Scope of the problem

The issue of Employee absenteeism at MCHT is widespread and must be addressed as soon as feasible.

This issue has an impact on the following:

· Patients ;

· Staff ;

· Management ;

· the larger community ;

· Government.
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Impact of the problem

At MCHT, Staff absence has a few consequences, including:

· Reduced productivity due to fewer employees, putting additional strain on current employees, who are more likely to make mistakes, potentially harming Patients ;

· Financial strain on MCHT in terms of paying salaries or sick pay to absent Employees ;

· Patient satisfaction is worse because of fewer Employees ;

· Existing employees' motivation and morale are lowered because of increased workload pressure caused by absent Employees.
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Pestle Analysis of the problem at MCHT
A PESTLE analysis is a method for gaining a broad view of an industry's environment.
PESTLE stands for Political, Economic, Social, Technological, Legal, and Environmental aspects, with Francis J Aguilar being the first to use the phrase (Aguilar, 1967).

Political
Due to a substantial number of Staff originating from the EU who have now left due to the UK's exit from the EU, putting intense pressure on recruitment of Staff with the specific skills needed, which are already hard to find in the UK, Brexit has had and will continue to have a significant impact on MCHT.
Due to the UK's exit from the EU, numerous medicines and medical equipment will be shipped from the EU, which will have a severe impact on MCHT.

Economic
Due to the 2008 economic downturn, the NHS was under pressure to lower Employee compensation, which resulted in many Employees departing and being replaced by less qualified Employees.
NHS Trusts were put under even more strain when the NHS cut their overall funds, which did not help.

Social
The average age of the UK population is rapidly rising, resulting in increased health issues and increased burden on the NHS and MCHT. This added stress makes providing appropriate care to the expanding number of cases challenging.
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Technological
In recent years, technological advancements have enabled the NHS to provide MCHT with innovative equipment that helps diagnose problems faster than traditional ways.
The NHS and the MCHT have been able to leverage technological improvements to deliver high-quality, quick care to all their patients.

Legal 
Patients are increasingly turning to litigation for medical malpractice, which is costly to the NHS. Negligence cases can be reduced with better technology and trained personnel.

Environmental
The medical business helps the environment by disposing of vast amounts of harmful and medicinal waste.
The medical business is expected to take steps to guarantee that medical waste disposal has the least impact on the environment, according to climate change and environment organisations.
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Fishbone analysis of the problem affecting MCHT 

The Fishbone approach, often known as an Ishikawa, is a route cause analysis method developed by University Professor Kaoru Ishikawa in the 1960’s (Ishikawa, 1998).
Below is a Fishbone diagram that helps deconstruct, in successive layers, root causes that contribute to an increase in Employee absenteeism at MCHT.

[image: Diagram

Description automatically generated]
“Root cause analysis or fishbone analysis is commonly employed in Organisations where Employees are encouraged to analyse practise, risk, and mistakes when they arise. This aids in determining the root of a problem and resolving issues.” (Esmail, 2011).
“Because it allows retrospective analyses of accidents or events, root cause analysis is becoming more widely utilised in health and social services to improve safety and quality and reduce adverse events.” (Pearson, 2005).
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Four solutions for Staff absenteeism at MCHT


Solution 1 – Provide support to Staff

If an Employee is away due to personal reasons such as bereavement or mental health challenges, MCHT Management should provide support during their absence as well as upon their return to work. Such encouragement from Management will very certainly encourage them to return to work earlier and avoid absenteeism in the future.

Employees may also be offered time off in lieu of pay and/or flexible working hours by Management. Employees will feel that they have a healthy work-life balance and that their Employer values their needs because of this.


Solution 2 – Reduce workplace stress
Management should address issues at work that are causing the Employee stress. If a piece of equipment breaks and Employees become stressed, it should be repaired as soon as feasible.
Employee health and wellbeing should also be implemented and encouraged by Management, demonstrating to Employees that their health, welfare, and job are all equally valued.
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Solution 3 – Provide feedback

Management should provide frequent and effective feedback to their Employees, especially when they have done something well.
Employees will not feel missed when Management does not provide feedback since they will believe their efforts and demanding work are unappreciated.


Solution 4 – Reward good attendance 

Employees that maintain outstanding attendance throughout the year should be rewarded by Management.
Apart from the genuinely long-term unwell, this will encourage all Employees to make them feel valued.
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Evaluating the previous four solutions for Staff absenteeism at MCHT using PMI tool

Dr. Edward de Bono (De Bono, 1992), a proponent of lateral and critical thinking, developed PMI as a brainstorming, decision-making, and critical thinking tool.
The following are the meanings of each letter in PMI -
P stands for Plus - evaluate the plus points and provide a positive number to each one.
M stands for Minus - which means to think about the minus points and produce a negative number.
I stands for Interesting - and this point can be accompanied by a plus or minus number to indicate whether it has positive or negative consequences.
The four solutions for Staff Absenteeism that were found have been subjected to a PMI evaluation, with the best option receiving the highest score being recommended to MCHT Management for implementation. PMIs for all four solutions will be displayed on the following pages.
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PMI for solution 1 – Provide support to Staff



Total = 9
	P


Happier Staff (+10)
	M


High cost to implement       (-10)
	I


Reduced absenteeism (+9)
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	P


Increase in Staff cohesion (+10)

Pleasant working atmosphere (+10)


	M


High implementation costs    (-5)

	I


A reduction in absenteeism
(+10)


PMI for solution 2 – Reduce workplace stress


Total score = 25
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PMI for solution 3 – Provide feedback


	P

Content Staff (+10)
















	M

High cost of implementation (-9)
	I

Staff will feel heard via feedback (+8)



Total = 9
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PMI for Solution 4 – Reward good attendance


	P

Staff feel valued (+10)
	M

Large implementation costs (-8)
	I

Higher Staff morale (+9)




Total = 11
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Plan for implementing solution, monitoring, and evaluation

What is planning?

Philip Kotler (2007) mentions that “planning entails deciding what to do in the future while still in the present. It is the process by which businesses align their resources with their goals and opportunities.”
Koontz and O'Donnell (1955) states "deciding in advance what to do, how to do it, when to do it, and who to do it. The distance between where we are and where we aspire to go is bridged through planning. It allows things to happen that would not otherwise be feasible."

Questions to consider when planning

· What do you want to happen after you have implemented the solution?

· What steps should be made to put the best solution to the situation into action?

· What systems or procedures in your organisation should be updated, such as a new policy or procedure?

· What kind of people, money, and facilities would you require?

· How long will it take you to implement the solution? Make a schedule that includes start and stop times as well as when you expect to see specific success indicators.

· Who will oversee ensuring that the strategy is carried out?
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Monitoring and Evaluation

Monitoring is the process of gathering and analysing data on a project or programme while it is still in progress. While evaluation is defined as the periodic, retrospective review of an organisation, project, or programme by internal or external independent evaluators.

Here are some questions to think about -
· Is the plan going to be completed on time?

· If the strategy is not being carried out as planned, consider the following: Was the strategy feasible?


· Are there enough resources on hand to complete the plan on time?

· Should different components of the strategy be given higher priority? Should the strategy be altered?
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Identifying success indicators

Peter Drucker (2006) states “what gets measured gets done”.
· You will need to develop key performance indicators if you want to track the intended changes from your programmes or projects (KPIs). KPIs can be defined as crucial success indicators.

· You should keep track of the plan's implementation as well as the success indicators, as these will be used to assess the implementation's success.

· Thinking about the expected outcome after executing the chosen solution to the complex problem is one technique to discover KPIs.


It is critical to look at the relationships between indicators and outcomes, as well as between outcomes and the identified problem, while monitoring and evaluating.

Indicators that are useful -
· Provide objective evidence of progress toward a targeted outcome.

· Measure what must be measured to make better decisions. 


· Can track efficiency, effectiveness, quality, timeliness, governance, and resource utilisation and provide a comparison that assesses the degree of performance change over time.
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Identifying success indicators continued

Implementation of the chosen solution to the difficult problem should be preceded by action planning.


Identifying success indicators will aid in the post-implementation evaluation of the outcome.

Both the plan's implementation and the success indicators chosen should be monitored.
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Conclusion

This Report has looked at the problem of Staff absenteeism using various methods including Pestle and Fishbone Analysis. The scope and impact of the problem has been discussed. Four solutions to the problem of Staff absenteeism have been identified with the relevant PMI’s done.

It is recommended that MCHT's Management prioritise reducing workplace stress to reduce Employee absenteeism following the PMI analysis which identified the highest scoring solution.
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