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Introduction
	Considering the severe difficulties that St. Mary’s Hospital is facing, it has resulted in several downsizing measures such as employees’ layoff. For the director of HR to prepare both short term and long term plans to avoid such challenges in future, there are several factors to check on such as identifying the current problems and their causes among others. The HR needs to consider such factors because to create metrics, he/she needs to have relevant, credible and complete data to work with. 
Problems and causes
	The major problem that St. Mary’s hospital is facing is loss of revenue. There are several causes to the hospital’s problem. To start with, it is evident from the text that the rate of occupancy in the hospital has really fallen to about 57 percent. Such a huge fall must affect revenue collection in the hospital forcing it to take such drastic measures. In addition, the change in the medical industry on reimbursement policies is another cause to St. Mary’s hospital problems together with its emphasis on outpatient services. Other factors leading to the problem could include the financial crises witnessed in the economy between 2008and 2010 and the increase in competition as many other hospitals have emerged, offering similar services (Pease, Byerly & Fitz-enz, 2012). 
Alternatives
	Other than employees’ layoff, the hospital can consider several other alternatives for dealing with the problem. The hospital can engage in negotiations on the terms of reimbursement with the various insurance providers and users. In addition, it can improve on its service delivery by introducing both day and night outpatient services. In addition to having day and night operations, the hospital can also introduce mobile clinics to its surrounding localities. On a different view, to deal with the problem and raise the expected funds, the hospital can combine both laying off of employees and strip off all extra benefits for a specific duration. Importantly, the hospital must ensure that it keeps credible and complete data about every activity it engages in. other factors such as minimizing on the utility bills can also be an alternative to dealing with the current financial problem (Nkomo, Fottler & McAfee, 2011).
Duration if it relied on attrition only
	If the hospital relied on attrition only, it would be several months to realize the savings. According to the hospital’s data, the annual turnover rate is about 9.5 percent. Therefore, if all employees would agree to share in the crisis of the hospital, the challenge can be overcome. After laying-off 10 percent of the employees, the hospital is able to about 1.6 million dollars. In addition, the amount achieved from saving payroll from attrition is about 1.4 million dollars. Therefore, if the hospital chooses to rely on attrition alone, it would take around 6 months to save the amount (Pease, Byerly & Fitz-enz, 2012). 
Other cost savings ideas
	There is a handful of other cost saving ideas that might be implemented to realize the target savings. Other than attrition, voluntary termination, which comprises of buy-out-officers is an important approach in cost saving. In addition, an early retirement incentive is another mode of saving cost. Early retirement incentive is where the hospital has to offer generous retirement benefits as an employee promises to exit at a certain time in the future. However, to ensure that the hospital has enough staff to work, the offer should be staggered to prevent many leaving at the same time. While taking all the measures to save cost, it is important for the HR and the hospital at large to be transparent to the employees about the current state of the hospital and the potential impact it has on the workforce (Pease, Byerly & Fitz-enz, 2012). 
A downsizing plan that will generate $7 million in annual savings
	One of the significant downsizing plans which can see St. Mary’s generate as much as 7 million dollars in annual savings is moving to smaller offices and embarking mostly on mobile clinics. Allowing employees to work at temporary structures within the community will enable the hospital not only to save cost, but also to retain a substantial number of employees (Nkomo, Fottler & McAfee, 2011). Mostly, the cost of offices is the highest in in most businesses and saving on such would help St. Mary’s hospital in generating 7 million dollars easily.  However, with this downsizing plan, there are some challenges. Some departments such as the HR will be highly affected. In most cases, some employees require supervision, and given the chance to work on their own will not only affect trust between employees and the HR, but it will also make it difficult for the HR to get complete, clear and reliable data. On the other hand, the management department will be affected because while offices are scattered within the community, there are high chances of having lowered productivity. However, in this case, it may be a challenge to give specific details on the number of employees affected and saving by department, but it is evident that the accounting department will have saved a lot from office costs (Schmidt & Green, 2019). 
	The use of other measures such as seniority versus merit, the amount of notice and out-placement activities would be important to consider even when downsizing. Seniority and merit are factors to consider when selecting the workers to layoff. Seniority is based on the period the employee has served in an institution while merit is based on his/her performance. Seniority versus merit is important when considering to reward employees for their service and is meant to ensure that no one would feel discriminated or shortchanged. Outplacement activities consist of career consulting and advising groups. These activities are aimed at helping the laid off employees to search for new jobs. The hospital can connect the laid employees with outplacement firms to help secure new jobs. Additionally, amount of notice is a significant factor to consider as it gives both employees and employers sufficient time to plan for upcoming exit. Outplacement, seniority versus merit and amount of notice were chosen because they focus on the welfare of the employee. Despite the current challenges, the hospital has to ensure that it parts with the employees in a fair manner. The other alternatives were not chosen because they mostly focus on the organization (Nkomo, Fottler & McAfee, 2011). 
Effects of downsizing plan on survivors
	Although the downsizing plan is meant to help the hospital rise above its challenges, it can have some effects on the survivors in terms of morale, and job security among others. In regards to morale, if St. Mary’s fails to give out information early, it can affect the employees’ morale because they lost their colleagues during the layoff. The information should motivate and give assurance to the employees (Walden University, 2020d). On job security, the survivors can be affected because the employees are uncertain of their future. In regards to productivity, the downsizing plan can affect the survivors in the demand for production against the minimal numbers of employees and the new structure of operations. To avoid potential problems in these areas, the hospital must ensure that there is proper communication to boost morale, and ensure equity among employees and ensure that the survivors maintain confidence in the organization (Walden University, 2020d). 
Possible long-term solutions for St. Mary’s hospital
	After getting its cash flow problems under control, St. Mary’s hospital should be able to integrate services but not just to focus on outpatient services. These services should include working with the surrounding communities through the newly established mobile clinics. In addition, the hospital should set up an annual HR planning and evaluation model. The planning and evaluation model is to improve the appraisal system and ensure that the hospital is always on alert and not to face such a crisis again (Schmidt & Green, 2019). 
Limitations of using performance data as a criterion for downsizing
	Performance data is highly preferred method of downsizing because if its applicability and flexibility in identifying the poorly performing employees. However, there are various limitations of using performance data in downsizing. These limitations may include discrimination based on the line of duty and age, methods of merit selection and its inability to offer accurate qualitative data. However, these limitations can be overcome through proper metric analysis of data y the HR. In addition, the limitations can be overcome through integrating the criterion with others, but not relying on it only (University, 2020c). 
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