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Introduction 
Absenteeism is a consistent pattern of absence from a duty or responsibility. Normally absenteeism has been viewed as an indicator of poor individual performance, as well as a breach of a contract between employee and employer. It was seen as a management problem, and framed in economic terms. More recent scholarship seeks to understand absenteeism as an indicator of medical, psychological, or social adjustment to work. People often tend to have different concepts or attach different meanings when viewing the topic of employee absenteeism. Absenteeism occurs when the employees of a company do not turn up to work due to any scheduled time off, any illness, any injury, or any other reason. 

Before the start on 20th century, there was no concept of absenteeism in the organizations. As businesses were running on small scales with the limited number of people, so No attendance, No pay concept was adopted by the owners. Later on with the passage of time and with the development in businesses, labour union forced the companies to start absenteeism policy. Companies therefore agreed to start offering paid holidays, sick leave, time off from work and paid sick holidays. Although this change was to facilitate the employees but companies have realized that it costs them a lot. Companies therefore have adopted different policies which we shall discuss below regarding managing absenteeism. A report says that company who has effective employee absence strategies can reduce their overall payroll costs by minimum 10 percent. 

Sometimes going to work is not a pleasant thought 

Effect of Absenteeism on Business 
According to the employee’s point of view, one person’s absence doesn’t effect at the business, as business can be managed with the help of other colleagues. However, in real it is not true. According to a business report of BBC, Taking a one-off sickie may not seem too much of a crime, but they all add up to a major headache for UK industry. 

So much so that according to a report by healthcare consultancy IHC, 40 million days are lost each year in the UK to workplace absenteeism. And while 93% of employees cite colds and flu as their reason for being away from work, IHC says that in reality at least half of all workplace absence has absolutely nothing whatsoever to do with health. 
* Will, S. (2004), “The continuing cost of absenteeism”, BBC Online Business Report. 
“The latest figures show that a staggering 40 million days are lost each year to workplace absence, and according to CBI, every day that an employee is not at their desk, it costs their employer £533.” (htttp://www.ihc.co.uk/articles/3.html) 

According to this figure, if a company is having absente one employee everyday in a year, which mean the company, is losing a big amount of money from their profit. 
Lost per day | No. of days in a year | Total lost/year | 
£533 | 365 | £194,545 | 

According the latest estimate from the 2004-05 Self-reported Work-related Illness report published by the Department for Work and Pensions, sickness absence costs the UK economy £12 billion a year with absenteeism in the private sector making up around £8 billion of the total. Stress is among the biggest problems in British workplaces, with the cost to the British economy being estimated at £3.7 billion per year (House of Govt. - H&S Executive - 2006) 

Comparison of Absenteeism between EU Countries 
EU comparison of absence rates is equally useful and informative. The title ‘sick man of Europe’ was once given to Britain because of apparently poor industrial relations record. This title can be given to any other country now as absence rates in the UK are among the lowest of any EU member country. The table below tells us the actual result of absentees in Europe: 

Country | Short-term Absenteeism rate | Long-term Absenteeism rate | 
Denmark | 3.5 | 9.1 | 
UK | 3.6 | 5.5 | 
Austria | 4.1 | - | 
Sweden | 4.4 | 12.7 | 
Ireland | 4.5 | 3.0 | 
Norway | 5.0 | 10.4 | 
Netherlands | 5.5 | 13.3 | 
France | 5.6 | 11.1 | 
Germany | 5.6 | 6.5 | 
Belgium | 5.8 | 6.6 | 
Italy | 6.9 | 5.5 | 
Portugal | 8.0 | 11.2 | 
Source: Adapted from CBI, Focus on Absence, 1989 

Most common reason of Absence 
The reasons of employee absenteeism are numerous and complex. In efforts to both understand and impact absenteeism, researchers and practitioners have focused concentration on variable risk factors linked with employee illness expecting that changes in these risk factors would effect in corresponding changes in absenteeism. Recent studies suggest that health risks are associated with absenteeism (Aldana, 2001) & (Reidel, et. al. 2001). Aldana (2001) concludes that stress, obesity, and the presence of multiple risk factors are associated with increased rates of absenteeism. Aldana (2001) also indicates that the association between absenteeism and other health risks and behaviors such as seat belt use, cholesterol, physical activity, and hypertension or alcohol abuse remains unclear. 
According to Trevor Bolton and Susan Hughes (2002), there are two types of employees at work and the most common reasons of absence are: 

Manual | Non-Manual | 
Minor illness (cold, flu, stomach upsets & headaches) | Minor illness(cold, flu, stomach upsets & headaches) | 
Back pain | Stress | 
Muscular-skeletal injuries | Muscular-skeletal injuries | 
Home/family responsibilities | Back pain | 
Stress | Home/family responsibilities | 
Recurring medical conditions | Recurring medical conditions | 
Injuries/accidents not related to work | Other absences not related to ill-health | 
Source: Absence Management, Trevor Bolton and Susan Hughes, 2002 

Legal & General’s Health Uncovered research reveals that 33% of full time workers in the UK are concerned for their health due to the levels of stress caused by their daily routine.  A further 24% of full time British workers say that they are generally stressed at work, 20% say they work too many extra hours and 23% never take a break during work. 

Relevant Theories about Absenteeism 
Following are the different theories from different scholars which we can use to cope with absenteeism in companies. 

Motivation Theory 
Over the past many years, there have been many studies and surveys conducted to discover what motivate people. The most recognised theories are Taylor (1856-1917), Mayo (1880-1949), Maslow (1908-1970), McGregor (1906-1964) and Herzberg (1923-2000). Because motivation is very much important not only at work but almost in all part of life too, there are so many new theories which are constantly being developed. 

Motivation is the inner power or energy that pushes toward acting, performing actions and achieving. Motivation has much to do with desire and ambition, and if they are absent, motivation is absent too. Motivation strengthens the ambition, increases initiative and gives direction, courage, energy and the persistence to follow one's goals. A motivated person takes action and does whatever it needs to achieve his/her goals (Remez 2001). 

Example 
“Siemens” engineering group which provide electric products all over the world. The company has been operating in the UK since 1843 and employs more than 18,000 people. Across the world Siemens employs over 427,000 people. 
According to the research of Siemens, it has been proved that a motivated workforce puts more energy into work in order to achieve the required outcomes. 
* Motivated employees feel that their work is special. 
* They are encouraged to take pride in what they do. 
* There is low absenteeism because employees are happy to go to work. 
* Individuals are more loyal to the organisation and stay longer because their needs are being met. 
http://www.thetimes100.co.uk/case-study--motivation-within-creative-environment--89-376-2.php 

Herzberg’s Two Factor Theory 
Frederick Herzberg, a psychologist, who theorized that job satisfaction and job dissatisfaction act independently of each other. The two-factor theory known as Herzberg's motivation – hygiene theory states that there are certain factors in the workplace that cause job satisfaction, while a separate set of factors cause dissatisfaction. Herzberg's Two Factor Theory is a "content theory" of motivation". Herzberg analysed the job attitudes of 200 accountants and engineers who were asked to remind when they had felt positive or negative at work and the reasons why. 
From this research, Herzberg suggested a two-step approach to understanding employee motivation and satisfaction: 

Source: http://tutor2u.net/business/people/motivation_theory_herzberg.asp 
Hygiene Factors 
Hygiene factors are based on the need to for a business to avoid unpleasantness at work. If these factors are considered inadequate by employees, then they can cause dissatisfaction with work. Hygiene factors include: 
* Company policy and administration 
* Wages, salaries and other financial remuneration 
* Quality of supervision 
* Quality of inter-personal relations 
* Working conditions 
* Feelings of job security 

Motivator Factors 
Motivator factors are based on an individual's need for personal growth. When they exist, motivator factors actively create job satisfaction. If they are effective, then they can motivate an individual to achieve above-average performance and effort. Motivator factors include: 
* Status 
* Opportunity for advancement 
* Gaining recognition 
* Responsibility 
* Challenging / stimulating work 
* Sense of personal achievement & personal growth in a job 
Source: Ebrahim, A. (1991), “Comparative Study of Herzberg's Two-Factor Theory of Job Satisfaction among Public and Private Sectors”, Public Personal Management, Vol. 20. 

Example 
One of the most usually used examples to explain how Herzberg’s theory works is that group of people who criticize about working conditions on the job, such as poor lighting, dirt, cold temperatures and noise, however go home and put up with similar circumstances working on their own car in a dingy, dirty, drafty garage. This obvious contradiction is explained by pointing out the fact that working on your own car is more motivational than a routine job where you don’t feel personally engaged. 

Attribution Theory (Weiner 1935) 
Weiner developed a theoretical framework that has become very significant in social psychology today. Attribution theory assumes that people try to conclude why people do what they do, that is, understand reasons to an event or behavior. A three-stage process underlies an attribution: 
1) Behaviour must be observed/perceived 
2) Behaviour must be determined to be intentional 
3) Behaviour attributed to internal or external causes 

Weiner’s attribution theory is generally about achievement. According to him, the most important factors affecting attributions are ability, effort, task difficulty, and luck. Attributions are classified along three causal dimensions: 
1) Locus of control (two poles: internal vs. external) 
2) Stability (do causes change over time or not?) 
3) Controllability (causes one can control such as skills vs. causes one cannot control such as luck, others’ actions, etc.) 

Attribution diagram based on the work of Bernard Weiner 
Equity Theory (Adams 1965) 
The focus of Equity Theory is upon a person’s observations of fairness with respect to a relationship. During a social trade, a person assesses the ratio of what is “output” from the relationship to what is “input” in the relationship. It also accesses the ratio of what the other person in the relationship outputs from the relationship to what is input into the relationship. 

Equity Theory conceives that if the person identifies that there is inequality, where either their output/input ratio is less than or greater than what they identify as the output/input ratio of the other person in the relationship, then the person is likely to be distressed. 

Systematic of Equity Theory 
Outcomes A = Outcomes B 
Inputs A Inputs B 
Formula from Glass and Wood (1996) following Humans 

O < O O = O O > O 
I I I I I I 
Benevolent Equity Sensitive Entitled 

Theory X and Theory Y (Douglas McGregor 1960) 
Douglas McGregor in his book, “The Human Side of Enterprise” published in 1960 has examined theories on behavior of individuals at work, and has formulated two models he calls Theory X and Theory Y. 

Theory X 
Theory X assumes that the average person: 
* Dislikes work and try to avoid it. 
* Has no aim, does not want any responsibility and would rather follow than lead. 
* Is self-centered and therefore doesn’t bother about organizational goals. 
* Refuse to accept change. 
* Is not particularly intelligent and depends on others. 
Essentially Theory X assumes that people work only for money and security. 

Theory Y 
The higher level needs of esteem and self-actualization are continuing needs in that they are never completely satisfied. It is these higher level needs through which employees can best be motivated. Theory Y makes the following general assumptions: 
* Work can be as expected as rest and play. 
* People will be self-directed to meet their work objectives if rewards are devoted to them. 
* People will be committed to their objectives if rewards are in place that addresses higher needs such as self-fulfillment. 
* Under these circumstances, people will take responsibilities. 
* Most people can manage responsibility because creativity and initiative are common in the population. 
McGregor realized that some of the theories he has put forward are unrealizable in practice, but wants managers to put into operation the basic assumption i.e. 
* Staff will contribute more to the organization if they are treated as responsible and valued employees. 

Example 
Egg is the largest pure online bank in the world. It was set up in response to consumer demands for more flexible banking and has gained a reputation for innovation. Egg wants to make customer experiences superior by “unleashing the power of its people”. Motivated and happy employees will offer a first-rate service to customers, who will in turn be loyal to Egg and buy more, which apparently will increasing shareholder value. Egg creates an environment where they can plan for them, work well with managers, enjoy their work and are rewarded for their efforts. They also feel authorized to create change. Egg recommends to this as “unleashing the power of people”. Egg's approach is based on motivational theory, an area of business which is regularly being developed. Egg believes in motivating its people to attain what both they and the organisation want - a 10/10 achievement. 

Calculation of Absenteeism 
Almost all employers understand that high absenteeism rates have a negative effect on their business but the monetary effect of abnormally high absenteeism is usually not quantified. In contact with over 60 South African companies, it has been found that in most instances, employers are not aware of their absenteeism rate or they have not measured the absenteeism rates correctly. The old saying “You can’t manage what you don’t measure” applies for calculating absenteeism. 
It is also common for employers, who have calculated their absenteeism rates, not to quantify the monetary cost of the absenteeism. This is particularly important with regard to unplanned absenteeism, which is mainly sick absenteeism and absence without leave - AWOL. The absenteeism rate multiplied by the basic earnings will provide management with the direct cost of absenteeism. 
Johnny, J. (2007), CEO of Absenteeism Management Specialists, CAM Solution. 

Calculation of sick absenteeism rates 
The calculation of sick absenteeism rates can at times be complicated with various methods evolving. As a rule, the rate should be based on productive lost time as a percentage of total available productive time for a certain period.  
Johnny Johnson recommended using the following formula: 
A = B / C 

Where: 
A = Absenteeism rate for the period 
B = Total number of mandays lost due to absenteeism in the period 
C = Total number of working mandays available in the period 

And where: 
C = D x E 

D = Total employees planned to work in the period 
E = Number of available working days in the period 

Where shifts are worked the calculation is more accurate if the “days” in the above formula is changed to hours. 

Lost Time Rate 
The most commonly used measure of absence is the lost time rate. This is usually calculated as the time lost due to sickness absence as a percentage of contracted working time in a defined period.  
Lost Time Rate = Total absence (hours or days) in the period  x 100 
Possible total (hours or days) in the period 

For example, if the total absence in the period is 110 hours, and the possible total is 1,420 
hours, the lost time rate is:  

110 x 100 = 7.75%  
1420 

Frequency Rate 
The frequency rate method shows an average number of absences per employee, which is expressed as a percentage. This neither gives any indication of the length or duration of each absence period, nor any indication of employees who take more than one spell of absence. The formula is:  
No of spells of absence in the period x 100  
No of employees  

For example, if in an organisation employed on average 215 workers in one month, and during this time there was a total of 19 spells of absence, the frequency rate will be:  

19 x 100 = 8.84%  
215  

To find out the individual frequency rate, we have to count the number of workers who take at least one interval of absence in the period, rather than to total number of intervals of absence. 

Bradford Factor 
The Bradford Factor is a Human Resources tool used by many organisations to measure and identify areas of absenteeism. The theory is that short, frequent and unplanned absences are more disruptive than longer absences. 
The formula is: 
S x S x D = Bradford Factor Score 
Where: 
S is the number of spells of absence 
D is the total number of days absent in a rolling 52 week period. 
So, for employees with a total of 10 days absence in one year, the Bradford Factor score can vary extremely, depending on the number of episodes of absence involved. For example: 
One absence spells of 10 days is 1 x 1 x 10 = 10 
Five absences spell of two days each is 5 x 5 x 10 = 250 
Ten absences spell of one day each is 10 x 10 x 10 = 1000 

Absenteeism Control Policies 
Adopt a proactive approach to absence 
A pre-emptive approach to absence management begins with promoting employee wellness throughout the business and taking positive steps to eliminate the common causes of absence before they impact on the workplace. Get a clear picture of who is absent and when. Can you spot a pattern of people or the days they are absent? Some businesses chose costly software to get the exact figure of employees absentees result. But these software just give you figure. It is you who needs to take action. 

Put a clear absence policy in place 
An absence policy should be clear and easy to understandable to the employees. Employees must have given this during their hiring, induction or training process. There are different stages of absence policy in large organizations, so that all the employees must have known all the stages of the policy according to their absentees from work. 
Tackle absence from the first day 
Check the facts causing the absence and address any immediate or short-term workload issues to ensure business continuity. Absent employees should be made aware of the services and support that is available to them and where appropriate to their families, such as Employee Assistance Programmes or occupational health services. 

Support line managers to manage the problem 
The line managers of absent employees should be supported too and should be skilled to deal with any occurrence of absenteeism sensitively and within the requirements of workplace law (including the Disability Discrimination Act, Medical Records Act, Data Protection Act) and company policy. 

Work as a team to Manage Absence 
Managing absence is not the sole responsibility of one person. By supporting all relevant parties to develop a solution for each individual case of absence will relieve the burden on one person and will also highlight to the whole business that tackling absenteeism is a normal and regular part of work, not a ‘flash-in-the-pan’ project that can soon be forgotten. 

Encourage the team to support absent colleagues 
Employees who have been absent need to feel that their colleagues are supportive and understanding of them and their situation, not offended of their time off work. Team members should be encouraged to greet returners with a welcoming atmosphere and, where possible, remove any backlog of work. 

Talk about your experiences 
Working with someone who has had experience of the pitfalls of absence can help. Not two situations are the same but missing some of the obvious pitfalls can realise performance gains faster. 

Don’t rush into outsourcing your problem 
Outsourcing absence management is an option that requires careful consideration. Making quick gains is relatively easy but maintaining a sustained improvement is tough. You should also consider if you want employees to ring an outsourced call centre rather than another employee when they are absent. Is this the ‘right’ message that you want to give out? 

Top tips to cope with Absenteeism 
Following are the top tips that management can follow to manage with the absenteeism. 
* Give confidence to the team to be honest about the real reasons for their absence by understanding that people’s personal problems can impact on their work trends often come forward amongst absent employees. 
* Stay in regular contact with anyone absent to not only ensure that resulting workload issues can be addressed but also to make obvious support and obligation to facilitating an early return to work. 
* Allow if employee is not prepared or able to return to work full-time to ease them back into work by working part-time or from home. 
* Bare in mind that simply discussing to employees and figure-out what’s at the heart of their absence can often unblock some of the barriers to an early return to work 

Managing Short-Term Absence 
Short-term absence is also known as absence interventions. The most effective interventions in managing short term absence include the followings: 
* A proactive absence management policy 
* Return-to-work interviews 
* Disciplinary procedures for unacceptable absence levels 
* Involving trained line managers in absence management 
* Providing sickness absence information to line managers 
* Restricting sick pay 
* Involving occupational health professionals 
The most effective and successful way to manage short-term absence is employee’s welcome back interview on the day s/he comes back to work after absence. During this short interview, manager asks the reason of employee’s absence. If it is a habitual absence then manager informs the employee regarding his/her absence rate. This leads to an informal and then formal warning and sometimes to the dismissal in worst case. 

Managing Long-Term Absence 
Long-term absence causes because of temporary or permanent disability, pregnancy, study leave, career break, lifestyle break and domestic problems. Organizations of well repute pay the employees for the maternity leave which normally last for one year. During long-term absence from work, managers and colleagues need to stay in contact with the employee. Home visit is also a good way to cope with long term absence. In this way management come to know about the employee’s actual situation and employee realises that the company cares about him/her. 

Organizational Behaviour Theory relates to everyday practice 
There are a number of theories which are being used in everyday business by different organizations. The most useable and common theories are as follows. 

Motivation 
Motivation is a key element to success in every aspect of our lives. Business motivation and workplace motivation use the same concepts as everyday motivation because the common denominator is people 
Bo Bennett said, “Enthusiasm is excitement with inspiration, motivation, and a pinch of creativity.” 
The business motivation covers many different areas such as, the power of positive thinking, leadership and motivation and goal setting concepts that can be used for individual or team motivation. Motivated staff can bring the following positive aspects in any business. 
* Motivated staff boosts their overall morale. 
* Motivated staff can increase the productivity. 
* Motivated staff decreases downtime. 
* They decrease the absence rate in the organization. 
* They provide higher quality of work. 
* And with all these, employees get better job satisfaction. 
A main determinant of behaviour is the particular situation in which individual workers find themselves. Motivation varies over time and according to the situation. It is often most keen for younger people starting on their profession, for people at mid-career positions or for those who find limited opportunities for promotion or further advancement. For employers there may be complexities in motivating staff both in the long term as well as in the short term. 

Communication, Decision-making and Negotiation 
Negotiation involves discussion to make agreements where the parties involved have some difference of interest or simply negotiation of how a task, deal, transaction or project will be carried out. Communication involves talking to interested parties both to explain developments and issues and in order to capture their views and ideas that they can contribute.  

Typically negotiation involves a greater level of democracy in decision making than communication. In a negotiation there may be considerable uncertainty about what the outcome will be. In contrast managers who consult their employees may already have decided the core of what they intend to do from the outset. Negotiation and communication and decision making are an important part of employer/employee relations in the organization. Managers will negotiate with trade unions and with individual employees over work related problem. Communication is an important aspect of any type of decision that managers are thinking about to take. 

Communication and negotiation are both suggestive of a greater level of industrial democracy in Britain today. They represent a move away from the old “tell and do” approach to management to one of “involve and consult”.  Negotiations will take place in a workplace over pay and conditions, and about new working practices.  

Conflict and Politics 
In every area of society, conflict is present.   From time to time, people have disagreements among family members, friends and often co-workers which can create difficult issues of arguing and bickering over areas of passionate disagreement.   Whether the topic is one of importance that must discussed for the overall good of the company, or even a petty squabble that two co-workers may have because of small annoyances or irrelevant frustrations which just waste time and effort, they all exist in every company, and they must be dealt with.   As to whether conflicts are good or bad in the business place, there is no straight answer to this important question, because it is vital “To sustain their ability to implement strategic decisions, top management teams must maintain positive affective relationships among their members” (Amason). 
Conflict and politics both can be argued to be common to organizational life. There are also individuals who introduce an element of game playing intended to develop their power base and as a mean of making work more interesting. Politics and conflict can also introduce a source of fun and enjoyment to the observers of this behaviour in others. 

Personality (Individual Difference) 
The idea of individual difference is a complex issue for managers to deal with. It manages at various different levels within the organisation on day to day basis and has many different theoretical roots along with a number of different measurement mechanisms. At a commonsense level personality is something that most people (including managers) would claim to recognise. It reveals how people get on with each other and features such as intelligence, sociability and individual level of perception. 
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