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EXECUTIVE SUMMARY
The health care system is currently facing a difficult problem of staff shortages which requires urgent solution. This problem is currently imparting everyone involved including the clients, relative of the clients, staff, government and management of the health care system. Problem resolution and decision making using will require following methodical process and using appropriate tool such as the fishbone diagram. PESTEL analysis was used to understand the opportunities and threats of the health care system.  The evaluation of the proposed solution was carried out using PMI tool. Solutions and alternative solutions are discussed as well as the expected impacts of the solution using SQCDP were discussed.
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1.0 INTRODUCTION 
1.1      Background and Aim of Report
This work is the second part of BMSW4004 course. There is currently shortage of staff in health care sector and this work details the study of why there are staff shortages and proposed solution in health care homes using Proper Care Home, UK (an adult care home) as a case study. 
1.2

Some Definitions
Health & Social Care – System for the elderly or other group of people who require support and nursing care for their health and social care management on daily basis (Tsukasaki et al, 2022). 
Problem Solving – A process by which solutions to difficult problem are obtained methodically using appropriate tools.
Decision Making – This refers to the process of making choices among several options. The consequences of the decision can lead to improvement of the organisation or alternatively, have opposite effect (Huczynski and Buchanan, 2001).
Staff Shortage - This is when the required number of staff to provide care cannot be met.

Vacancy – This is when a post is unfilled by permanent or fixed-term staff even if the post if fixed by agency or temporary staff (NHS digital, 2022).

PESTEL Analysis – This is a strategic framework used by firms to understand and evaluate the business environment in which their company is operating - These include Political, Economic, Social, Technological, Environmental and Legal factors (Peterdy, 2022).
FISHBONE Diagram – Otherwise known as Ishikawa is a problem-solving tool that is used to map out possible cause and effect of a problem.

1.3

Problem Outline
The National Health Services (NHS) is currently undergoing staff shortages which is currently  undermining the quality of care in NHS. This has resulted in about 6.1 million treatment backlog in NHS alone (Campbell, 2022). The current problem of staff shortage in NHS services has been seen across the health care homes such as Proper Care Home.
2.0
SCOPE OF WORK AND IMPACT OF STAFF SHORTAGES
2.1

Some Literatures and Scope of Work 
In England health services, job vacancy is currently about 110,000 within NHS alone, 10% (39,652) nursing positions and 5.8% (8,158) doctors’ jobs (Campbell, 2022) as shown in Figure 1. By 2030, 1 in 6 people will be an older adult worldwide. Also, the proportion of the world’s population over 60 years will be around 22% by 2050 (World Health Organisation, 2021). Many health care workers such as radiographers and sonographers found opportunities for earning beyond basic pay a scarcity thereby driving them to agency work (Nightingale et al., 2021). Also, health care workers are mainly skilled workers and are difficult to replace (Charlesworth, 2021). It will take an integrated functional and effective health care system to respond to the huge demand of such care (Sommerfeldt et al, 2022). This report focuses on health care sector - Proper Care Home a case study to look at wider possible causes of why there are staff shortages.
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Figure 1: Current shortage of nurses and doctors in NHS England. Sources: (Campbell, 2022)
2.2

Impact of Staff Shortage
Currently at the Proper Care Home, everyone involve is impacted as a result of staff shortage. Staff shortages can lead to reduced Quality of Care to client such as medical errors and near misses, overloading of the remaining staff causing staff burnout and delay in providing care to clients. All these can lead to staff wellbeing problem which could ultimately become a public health issue (BMJ 2015).
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Figure 2: Showing who is impacted by staff shortages and how they are impacted.
As shown in Figure 2, the clients well-being and care could be affected as the clients will feel neglected when there are not enough staff to attend to their immediate need. The worst scenario (death) due to fall or heart attack could happen. In situation whereby the death of the client is caused by negligence or mistakes by the care home, it does affect the client family undergoing the bereavement of their loved one. This could lead to dissatisfaction and anxiety for the relatives. Staff shortages also mean that the remaining staff will experience fatigue which could lead to medical error, near misses and sickness. 
Management of the care home is also affected. They have to resort into other staffing strategies which includes bank staffs, agency staffs, and so on. Staff shortages can lead to missed delivery targets such as maximum time to treat a client and so on. Ultimately this leads to the health care home failing quality audits which can lead to closure of such home. The management can in the case of clinical error face penalties and legal issues. The government are equally affected because some of the staff shortages are as a result of the policies they have implemented. This can lead to poor image of government and loss of public trust. If the government could not provide a quick resolution, it could lead to loss of investment by the government and loss of general election by the party in government. 
3.0
PESTEL ANALYSIS AND ROUTE CAUSE ANALYSIS
3.1

PESTEL Analysis

PESTEL analysis is tool used to understand the opportunities and threats in the industry. The acronymn PESTEL means: Political factors, Economic factors, Social factors, Technological factors, Environmental factors and Legal factors affecting the healthcare sectors as shown in Figure 3. 
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Figure 3: PESTEL Analysis Source: (Peterdy 2022)
The PESTEL analysis of health care sector is shown in Figure 4. The decision made by our government does have significant impact on the system. The BREXIT effect of the sector means there are several European health workers that have returned back to their various country of origin. Due to BREXIT, new immigration rules came into place on 1st January, 2021 which means high bureaucracy and costs is a barrier for healthcare workers such as doctors and nurses to come to the UK from the EEA for work (Dayan et. al, 2021). It is also difficult to recruit people from outside UK and the European Union due to the immigration policies that is currently in place. Other policies such as high taxation rates means that the income of the workers is low thereby pushing the them to take more agency work in order to make ends meet. 
Economic factors such as salary and bonus does lead to staff shortage in the sector. Currently in the UK, there is harsh economic situations such as high energy bill, high fuel prices, inflation at the highest rate for more than 30 years (9.4% in June) and the recent increase in interest rate by the Bank of England means many staff will struggle with their finances without any compensating increase in salary.
The demographic change in the UK means people are living longer and more staff is needed to provide care for the ageing population. COVID-19 pandemic has paved way for flexible/hybrid way of working but since the chance of hybrid working is so low, it means many healthworker are moving to other industries where hybrid working is possible. 
Environmental factors such as climate change and pandemic effect means that the staff that are supposed to provide health care for the adults will be focusing on resolving these environmental issues. Lastly legal issues such as difficulty in getting licence to practice means shortage of staff.
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Figure 4: Summary of PESTEL ANALYSIS – Health Care Sector
3.2

FISHBONE Analysis – Ishikawa

The possible route cause for staff shortages at Proper care home has been summarised in Figure 5. The six major categories include: Governmental policy, environment, staff well-being, staff renumeration, people and equipment. 
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          Figure 5: Fishbone Analysis – Possible causes of staff shortage in Proper Care, UK
4.0
SOLUTION EVALUATION AND ALTERNATIVE SOLUTIONS
4.1

Evaluating the Possible Solutions 
Shown in Table 1 are the root cause, details of problem and the proposed solutions to staff shortage at Proper care home.
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Table 1: Table showing proposed solution to staff shortages at Proper care home
To be able to evaluate possible solutions to staff shortage at Proper care home, PMI analysis shown in Table 2 has been used. The acronym PMI stands for Plus, Minus, Interesting. It is a tool used for analysing the pros and cons of a complex problem in other to come up with a balanced decision to solve such problem.  
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Table 2: A PMI analysis of the proposed solution
4.2

Identifying the Alternative Solution to the Problem
The solution to staff shortage in section 4.1 is not the only way in solving the problem, alternative solution is analysed using PMI analysis and presented in Table 3. From the Ishikawa diagram, key areas that need improvement include investment in modern equipment, change of shift pattern and improvement of the work environment.
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Table 3: A PMI analysis of the alternative solution
5.0
IMPLEMENTING SOLUTION, MONITORING AND REVIEW OF PROCESS
5.1

Implementing Solution – Develop a plan
In implementing these solutions, it should be categorised as short term, medium term and long term. 
5.1.1
Short term solution 

These include plan for 3 months. The management can help with fees and bureaucracy for European nurses and doctors to get permission to work in the UK. On staffing plan, the management can have more agency/bank staff on standby to mitigate the risk of staff shortage. Better bonus scheme and staff appreciation schemes should be introduced.
5.1.2
Medium term solution

These include plan for 12 months. The management can introduce new shift pattern. Better staff training that will make the staff to be better at their work should be introduced. For some staff who is finding it difficult to get to work, the management can partner with some transportation companies to reduce transportation problem. Also, parking can be subsidised to allow more access to the current parking spaces. 
5.1.3
Long term solution

This includes solution that will take 3-5 years for the benefit to manifest. These include training of more nurses in the University. The management of health care such as Proper care home should work with the government on new trade deals with developing countries to expand the rights for their citizens to come to UK to work (Dayan et. al, 2020). 
5.2

Success Criteria – Identify and Discuss the Effectiveness of Proposed Solution
For the sustainability of the solution put in place, it is important that the management must put a success criterion in place at Proper Care Home. A recommended key performance indicator (KPI) such as SQCDP should be implemented. 
S – Safety: Records of all safety issues such as near misses, accidents and clinical errors should be properly monitored. Every near miss and clinical errors should be reported and investigated. Once the set threshold is passed, then major investigation should be declared.
Q – Quality: The management should investigate the quality of care provided to the clients. The KPI in this category could be number of staff or clients complaints per year. This is to ensure that the staff are being listened to by the management and to also signal to the Proper healthcare management the areas to improve. Record of staff absent/week should be monitored so as to model staff availability and plan appropriately.
C – Cost: A good example is the penalties/compensation paid per year. This should be kept at the lowest level. If this is too high, then the management may not have the resources to investigate the people aspect of success criteria. Keeping record of cost of overtime per year will help with correct staffing plan for the following year

D – Delivery: Records of time to respond to clients should be documented (lead time). Also survey regarding the quality of service to client should be carried out. 
P – People: This is so important for the staff of Proper care home as this ensures that the well-being of the staff is being looked after. A good example of People matrix is to ensure that the appropriate training for each person is up to date. Information about staff well-being should be gathered using anonymous survey so as to know which areas to improve for the retention of staff.
It is equally important that success of the team is celebrated. This can be done by paying bonus however small if every area of SQCDP is green. 
6.0
CONCLUSION 
The staff shortage is a general health care problem and not limited to Proper Care Home alone. PESTEL and Route-Cause analysis showed that there are many problems causing shortage of staff. Proposed solution to the problem includes better staffing plan, review of some government policies, between pay package for staff and more flexibility at work. Further alternative solutions include investment in new equipment and training, change of shift pattern and improvement of the work environment. For each of the proposed solutions, PMI analysis has been used to look into pros and cons of each solution. It is expected that the short-term plan, medium term plan and the long term plan discussed in the report will help to resolve the staff shortage at Proper Care Home.
7.0
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