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Question 1
What is structure? 
Organisational structure in a business is the way in which the company organises the employees of the business.  The two ways in which a company carries this out and this is through communication channels and the decision-making process.  According to Campbell and Craig (2005) structure is “the pattern of relationships of the workforce and their relative position in the organisation.” 
Two of the most common used structures are flat non-hierarchical structure and the hierarchical bureaucratic structure.  These models have significant differences in their level of authority.  
Types of Structure 
A flat non-hierarchical structure is set out with very little layers of middle management between the employees and the senior leaders.  In this type of organisation, the employees have greater autonomy and a flexible structure.  This type of structure is what David and Anna used to run Calmere House, this structure continued when their daughter Kirsten took over the family run business.  
The advantages of this structure are that everyone feels equally, and employees are involved in the decision making of the company which could result in being more efficient.  This type of structure encourages innovation and collaboration where the employees feel empowered.  
These advantages are clearly shown in Kirsten’s management style where she values the employees input where she has regular staff meetings and regular one to one check ins with them.  Kirsten invests time in her staff members where they are trained to have qualifications skills and experience in their specialist field of work.   There are strong communication skills where at the end of each shift a hand over meeting is held.  At Calmere House, employee retention is high and are committed to giving great care to residents.  
The disadvantages to this structure are that managers may become overworked and it can become chaotic or unclear at times.  It could become difficult to manage and follow policies and procedures with all employees reporting to Kirsten.  Kirsten would need a great deal of trust in her employees to ensure they are following these.  
A hierarchical bureaucratic structure is a one where there are multiple layers of management, clearly defining authority and responsibility.  Each level supervises the one below.  Each role is clearly defined, and control Is strongly emphasised with a clear chain of command.  
The advantages of this structure are there are defined roles and responsibilities.  There is strong supervision and control.  
The disadvantage to this role is that decision making can be slow process, there is risk of a break down in communication.  Employees have less autonomy and moral can slowly depreciate.  
This structure is clear when the Chaffinch Group take over and it becomes less personal and over time the employees feel less involved and valued in the company, this results in employees leaving and sickness absence also rises.  
Conclusion
The non-hierarchical structure was appropriate when Kirsten was running Calmere house, this was a family run business where employee’s views and ideas were valued.  Kirsten gained the loyalty and respect of her employees where they would go above and beyond.  Kirsten made time by holding regular meetings and focused on communication.  The colleagues were engaged on the business goals and were involved with how to move the business forward.  
When the Chaffinch Group took over the business it became very structured with Kath having to report to senior management.  The employees had less autonomy, and it was very functional and had a direct approach.  
AC 1.2 – Rational Strategy Formulation 
A rational approach to strategy formulation requires organisations to make decisions based on systematic analysis rather than intuition. The CIPD emphasises that effective strategy must be grounded in evidence, data and structured diagnostic tools to ensure alignment with stakeholder and customer needs (CIPD, 2023).
For Chaffinch Group, rational tools such as SWOT and PESTLE would provide a structured basis for understanding the decline in service quality at Calmere House.
SWOT Analysis
SWOT supports internal diagnosis by identifying strengths, weaknesses, opportunities and threats (Armstrong & Taylor, 2023). Applied to Calmere House, SWOT would highlight internal weaknesses such as reduced personalisation, high turnover, and declining employee engagement—factors directly affecting resident satisfaction. CIPD guidance stresses that workforce data, engagement scores, turnover rates and customer feedback should inform strategic decisions (CIPD, 2023), enabling Chaffinch to understand how cultural changes have undermined service delivery.
PESTLE Analysis
PESTLE provides a rational assessment of external influences including regulatory, social and economic pressures (Johnson, Whittington & Scholes, 2020). In the care sector, social expectations for personalised, relationship‑based care and regulatory requirements from bodies such as the CQC shape customer needs. A PESTLE analysis would reveal that Chaffinch’s standardised, bureaucratic model conflicts with these external expectations, explaining falling occupancy and resident dissatisfaction.
Integrating Rational Tools
CIPD emphasises that strategy must align organisational capability with external context. Integrating SWOT and PESTLE would allow Chaffinch Group to identify the strategic gap between its imposed operating model and the personalised care valued by residents. This rational diagnosis would support evidence‑based strategic actions such as restoring resident autonomy, improving communication, strengthening recruitment processes, and re‑engaging employees—actions directly linked to meeting customer needs.
Conclusion
Using a rational approach enables Chaffinch Group to base decisions on credible evidence rather than assumptions. By applying structured tools such as SWOT and PESTLE, Chaffinch can identify the root causes of service decline and formulate a strategy that aligns with resident expectations, regulatory requirements, and CIPD principles of evidence‑based practice.
AC 1.3 – Analyse one negative and one positive external factor affecting the residential care industry
Negative External Factor: Workforce Shortages and Reliance on Agency Staff
A major external factor negatively affecting the residential care sector is the national shortage of care workers, which has led to widespread reliance on agency staffing. According to Skills for Care (2023), the adult social care sector in England has a vacancy rate of 9.9%, equating to 152,000 vacant posts—one of the highest vacancy rates in the UK labour market. This shortage is driven by low pay, competition from other sectors, and challenging working conditions.
The consequence is increased dependence on agency workers. The same Skills for Care report shows that around 20% of care providers now regularly use agency staff, with usage rising sharply post‑pandemic. Agency reliance increases costs, reduces continuity of care, and negatively affects resident experience—particularly in residential homes where relationship‑based care is central to customer satisfaction. CIPD (2023) highlights that workforce instability is a critical external pressure that directly undermines service quality and organisational performance.
For Calmere House, this external labour market challenge explains why Chaffinch Group’s staffing model—combined with high turnover—has resulted in inconsistent care and declining resident satisfaction.
Positive External Factor: Growth of the Ageing Population
A key positive external factor is the rapid growth of the ageing population, which increases long‑term demand for residential care services. The Office for National Statistics (ONS, 2024) reports that the number of people aged 85 and over is projected to double by 2043, rising from 1.6 million to 3.2 million. This demographic shift is one of the strongest drivers of demand for residential and nursing care.
For Calmere House, this demographic trend means that, despite current occupancy challenges, the long‑term demand for residential care remains strong. With a rational strategy focused on quality, personalisation, and workforce stability, Chaffinch Group could position Calmere House to benefit from this expanding customer base.

AC 1.4 – Assess how technology could be used by Chaffinch Group and how this would impact work at Calmere House
Chaffinch Group’s decision to invest in technology represents a significant shift from Kirsten’s informal, low‑tech operating model. CIPD (2023) emphasises that technology can enhance both employee experience and service quality when implemented strategically. Several types of technology could be introduced at Calmere House, each with distinct impacts on work processes, communication, and resident care.
1. Digital Care Planning Systems
(e.g., Person‑Centred Software, Nourish Care)

How Chaffinch could use it
Digital care planning systems allow staff to record care notes, medication administration, risk assessments, and resident preferences in real time using handheld devices.
Impact on work
· Improved accuracy and compliance: Digital records reduce errors and support regulatory compliance, aligning with CQC expectations.
· More personalised care: Staff can instantly access resident histories, preferences, and routines, improving continuity of care.
· Time savings: Reduces paperwork, allowing staff to spend more time with residents.
· Training needs: Staff will require digital skills training, which may initially increase workload.
This technology directly addresses current issues at Calmere House, such as inconsistent care delivery and reduced personalisation.

2. Electronic Rostering and Workforce Management Systems
(e.g., Rotacloud, CarePlanner)
How Chaffinch could use it
Electronic rostering systems automate scheduling, track attendance, and match staffing levels to resident needs.
Impact on work
· Reduced reliance on agency staff: Better forecasting helps ensure adequate permanent staffing.
· Fairer and more transparent rotas: Improves employee satisfaction and reduces conflict.
· Lower sickness absence: Systems can identify patterns of absence and support early intervention.
· Operational efficiency: Managers spend less time manually creating rotas.
Given Calmere House’s high turnover and increased sickness absence, this technology would stabilise workforce planning and improve employee experience.
3. Digital Communication Platforms
(e.g., Microsoft Teams, internal communication apps)
How Chaffinch could use it
Digital platforms can be used for updates, policy changes, team communication, and sharing care information securely.
Impact on work
· Improved transparency: Staff regain access to organisational plans and updates, addressing current dissatisfaction.
· Enhanced collaboration: Supports teamwork across shifts and departments.
· Reduced miscommunication: Replaces ad‑hoc verbal updates with consistent digital communication.
· Cultural shift: Moves Calmere House from informal communication to structured, documented information flow.
This directly addresses employee concerns about feeling uninformed and undervalued.
Overall Assessment
Introducing technology at Calmere House would modernise operations, improve regulatory compliance, enhance resident safety, and strengthen employee experience. However, CIPD (2023) stresses that technology must be implemented with appropriate training, consultation, and change management to avoid resistance—especially in environments with recent cultural disruption. If introduced thoughtfully, these technologies could help rebuild trust, improve care quality, and stabilise workforce performance.
AC 2.1 – Organisational and human behaviour: why problems arose after the takeover
After Chaffinch Group took over Calmere House, problems emerged primarily because of a sharp cultural clash and changes in leadership style, structure, and psychological contract. Using organisational behaviour theories—especially Schein’s model of organisational culture and Handy’s culture types—we can explain why employees and residents reacted negatively.
1. Culture clash: Schein’s three levels of culture
Schein (2010) argues that culture operates at three levels: artifacts, espoused values, and basic underlying assumptions.
Under Kirsten (before takeover)
· Artifacts: flat structure; informal meetings; personalised rooms; staff involvement in recruitment; storytelling about founders.
· Espoused values: “high quality care with a personal touch”; employee voice; resident autonomy.
· Basic assumptions: people are trustworthy; care is relational; staff and residents are central to decisions.
· Artifacts: hierarchical structure; formal policies; autocratic management; standardised rooms; agency staff.
· Espoused values: efficiency, standardisation, return on investment.
· Basic assumptions: control and uniformity drive performance; corporate priorities override local preferences.
2. Handy’s culture types: from “clan” to “role” culture
Handy (1993) identifies different organisational culture types, including power, role, task, and person/clan cultures.
· Closest to a clan/person culture:
· family‑like atmosphere
· strong relationships
· high trust and loyalty
· emphasis on values, stories, and personal commitment
3. Leadership style and human behaviour
Under Kirsten, leadership was consultative/democratic—staff were involved in decisions, recruitment, and regular meetings. This aligns with participative leadership, which research links to higher engagement, commitment, and satisfaction (Armstrong & Taylor, 2023).
Kath’s autocratic style—“I know what Chaffinch wants”—removed voice and participation. Employees:
· lost influence over decisions
· felt disrespected and undervalued
· experienced increased workloads without consultation
This change damaged the psychological contract—the unwritten expectations between employer and employee (CIPD, 2023). Staff had expected a voice, relational leadership, and shared purpose; instead, they experienced control, distance, and corporate priorities. Breach of the psychological contract is strongly associated with withdrawal behaviours, such as turnover and sickness absence.
From an organisational behaviour perspective, Chaffinch failed to recognise that Calmere House’s previous success was rooted in its clan culture and relational ethos, not just its physical assets. Imposing a role culture and autocratic leadership without cultural integration or consultation created resistance, disengagement, and service decline.
Question 6
There are a few elements as to why changes to selection and employee voice have impacted organisational culture and behaviour at Chaffinch Group.  When Calmere House moved to Chaffinch Group the changes to selection and employee voice practices have a had a profound impact on organisational culture and behaviour.  These together have impacts on engagement, performance, relationships and organisational identity.  
Workplace culture refers to the employees shared values, beliefs, behaviours and attitude that shape how tasks are performed within the organisation.  How safe colleagues feel within the workplace plays a vital role in how they perform when no one is looking. 
Schein (2017) defines organisational culture as “a pattern of shared basic assumptions learned by a group as it solved problems…considered valid and taught to new members as the correct way to perceive, think and feel.”   
When the employees were working for Kirsten, they were very much involved in recruitment. Their value lead behaviours such as compassion and empathy with commitment to residents, were with equal levels to having qualifications, so this to the employees almost felt as if they were part of the decisions that were being made.  The employees under Kirsten felt a great sense of teamwork and she built a strong culture of compassion, this reflected in the care that the residents received.  
According to the CIPD (2023), values-based recruitment helps ensure alignment between individual behaviours and organisational culture, supporting positive engagement and performance.  
However, when Chaffinch Group took over, they implemented a bureaucratic recruitment process that focused on speed and basic qualification checks.  They used agency workers on a frequent basis a rarely reviewed the assessment of behavioural fit or how it would affect long term stability.  This changed the whole recruitment process, and it moved from a one-person organisation fit approach to a skills only approach.  As Kristof -Bowen et al. (2005) note, poor alignment between individual and organisational values reduces job satisfaction and increases turnover intention.  
The behavioural consequences of this would be: 
· Reduced Teamwork, this is because the agency workers are not engaged with the current values, standards and current practices of the care home.  
· Withdrawal from long standing employees as they felt the agency workers did not demonstrate the care and commitment to the residents.  
· Reduced effort, this is due to inconsistency of the behaviours and the inconsistency of the team.  
· Increased sickness absence, this is consistent with research showing that poor selection processes affect morale and well-being.  

Impact of changes to Employee Voice on behaviours
Chaffinch Group changed these ways of working with a hierarchical structure and a completely different management style.  They communicated mostly through email and employees were not part of a decision making and their thoughts or opinions were not considered.  An example of this is where Kath dismissed employee queries with statements such as “I know what Chaffinch wants.”  These changes made the employees doubt the trust of Chaffinch House and lose their phycological safety.  
This led to behavioural consequences; there are a few listed below: 
· Silence behaviours, this started when employees no longer felt their thoughts or opinions were valued.  
· Lower motivation and engagement, when employees feel their opinions are no longer valued their commitment decreases and burnout takes over.  
· Resistance to any organisational changes, this is when employees feel they have no voice or and involvement in decision making.  (Kotter, 2012). 
· Sickness absence increases as voice is strongly linked to well-being (Kahn, 1990).  

Both changes to selection and employees voice result in negative behaviour outcomes, some of these are listed below: 
· Quality of care is declined; this is due to the employees having a lack of motivation and just delivering the everyday task rather than having personal quality care.  
· The relationships within the workplace break down, this is because collaboration decrease and lack of peer support.  
· Breakdown in communication which results in lack of focus on company goals and priorities.  
· Increase in absence, this created further workload pressures and frustration, and the patients care decreases.  

Conclusion
The changes made by Chaffinch House, since the family run business that was taken over by Kirsten has gone from values and great teamwork culture where employees felt valued and listened to.  Since Chaffinch House has taken over, this has now become a hierarchical process driven culture where communication is carried out through email and employees are not valued.   This has resulted in negative behaviours from the employees with reduced teamwork, lack of communication and over a decreased quality of patient care.  

AC 2.3 – How Chaffinch Group Could Have Better Managed the Change
The transition from a small, owner‑managed care home to incorporation within a large corporate organisation represents a significant organisational change. Academic literature consistently emphasises that such transitions require structured planning, cultural sensitivity, and employee involvement to avoid resistance and performance decline (Armstrong & Taylor, 2023). Chaffinch Group’s approach lacked these elements, resulting in cultural disruption, disengagement, and deterioration in service quality. Several organisational behaviour theories illustrate how the change could have been more effectively managed.
1. Cultural Integration: Schein’s Organisational Culture Model
Schein’s (2010) three‑level model—artifacts, espoused values, and basic assumptions—provides a robust framework for understanding why cultural misalignment occurred and how it could have been mitigated. Calmere House’s culture under Kirsten was characterised by clan‑like artifacts (flat structure, personalised rooms, informal communication), values centred on personalised care, and assumptions emphasising trust and employee autonomy. Chaffinch Group imposed new artifacts (hierarchical structure, standardised rooms, formal policies) without addressing deeper values or assumptions.
2. Cultural Compatibility: Handy’s Culture Types
Handy’s (1993) typology further explains the incompatibility between Calmere House’s clan/person culture and Chaffinch Group’s role/bureaucratic culture. Research shows that abrupt shifts between incompatible culture types often lead to employee resistance, loss of identity, and reduced organisational commitment (Armstrong & Taylor, 2023). Chaffinch could have adopted a blended cultural approach, retaining elements of clan culture—such as employee involvement and personalised resident care—while gradually introducing role‑based structures required for compliance and efficiency.

3. Protecting the Psychological Contract
The CIPD (2023) emphasises that organisational change must safeguard the psychological contract, which encompasses employees’ expectations of fairness, involvement, and respect. Chaffinch’s approach—removing employee voice, imposing autocratic leadership, and replacing colleagues with agency staff—constituted a significant breach of this contract. Academic research links psychological contract breach to withdrawal behaviours, including turnover, reduced discretionary effort, and increased sickness absence (CIPD, 2023).
A more effective change process would have included transparent communication, consultation on policy changes, and opportunities for employees to influence how new systems were implemented. This would have maintained trust and reduced resistance.
4. Structured Change Management: Kotter’s 8‑Step Model
Kotter’s (2012) model provides a widely recognised framework for managing organisational change. Chaffinch Group failed to implement any of the model’s core steps. A more academically grounded application would have included:
· Establishing urgency through evidence‑based communication about financial pressures and regulatory requirements.
· Forming a guiding coalition comprising both Chaffinch leaders and Calmere House employees to co‑design the change.
· Developing and communicating a vision that balanced corporate efficiency with Calmere’s personalised ethos.
· Empowering employees by involving them in adapting policies to the local context.
Conclusion
Academic theory demonstrates that Chaffinch Group’s approach lacked cultural sensitivity, employee involvement, and structured change management. By applying Schein’s cultural model, Handy’s culture types, Kotter’s change framework, and CIPD guidance on the psychological contract, Chaffinch could have implemented a more effective, evidence‑based change process. This would have preserved Calmere House’s relational strengths, maintained employee engagement, and ensured continuity of high‑quality resident care.
AC 2.4 –  Employee Experience of Change Using the Kübler‑Ross Change Curve
The employee experience of change at Calmere House following the Chaffinch Group takeover can be critically examined through the Kübler‑Ross Change Curve, a model widely applied in organisational behaviour to explain the emotional and psychological responses individuals exhibit during disruptive organisational transitions. Although originally developed to conceptualise grief, the model has been adapted extensively within change management literature to illustrate how employees process significant organisational upheaval (Kübler‑Ross & Kessler, 2005; Armstrong & Taylor, 2023).

1. Shock
The initial announcement of the sale generated shock, characterised by cognitive paralysis and an inability to immediately comprehend the implications of change. Employees had long associated Calmere House with Kirsten’s personal leadership and family‑oriented ethos, and therefore perceived the takeover as incongruent with their expectations of stability. Shock is typical when change is sudden and contradicts established cultural norms (Kübler‑Ross & Kessler, 2005).
2. Denial
Following shock, employees entered denial, attempting to preserve their existing working identity and routines. Denial manifests when individuals believe that change may be temporary or less significant than anticipated (CIPD, 2023). At Calmere House, this was reflected in employees’ initial belief that the sale might not proceed or that Chaffinch Group would maintain the existing culture. Denial served as a psychological buffer, delaying engagement with the realities of organisational transformation.

Conclusion
The Kübler‑Ross Change Curve provides a robust theoretical lens through which to analyse the employee experience at Calmere House. Employees progressed through the emotional stages of shock, denial, anger, bargaining, depression, and acceptance as they attempted to reconcile the loss of a familiar, relational culture with the imposition of a bureaucratic corporate model. The model highlights that employee reactions were not simply resistance to new policies but a deeper emotional response to cultural disruption, loss of identity, and breach of psychological expectations. Understanding these stages underscores the importance of empathetic, communicative, and participative change management in safeguarding employee wellbeing during organisational transitions.
AC 2.5 – Factors Affecting Employee Wellbeing at Calmere House
Employee wellbeing at Calmere House has deteriorated significantly following the organisational changes introduced by Chaffinch Group. Two internal factors—workload and staffing pressures, and loss of autonomy and control—are central to understanding this decline. Both are widely recognised in academic literature as critical determinants of psychological wellbeing, motivation, and organisational performance.
1. Workload and Staffing Pressures
Assessment of the factor
The case demonstrates a marked increase in workload due to:
· rising sickness absence
· high turnover
· reliance on agency workers
· employees working extended hours to maintain resident care standards
Workload intensity is one of the most significant predictors of employee stress and burnout. The CIPD (2023) identifies excessive workload as a primary cause of poor wellbeing, reduced engagement, and increased sickness absence across UK workplaces. Armstrong and Taylor (2023) similarly argue that sustained high workloads undermine psychological health by increasing pressure, reducing recovery time, and diminishing perceived organisational support.
At Calmere House, the reliance on agency workers further exacerbates workload pressures. Agency staff often lack familiarity with residents, requiring permanent employees to provide additional guidance, oversight, and emotional labour. In care environments, where relational continuity is central to service quality, this creates additional cognitive and emotional strain.

Importance of addressing this factor
Failure to address workload pressures will result in:
· continued sickness absence
· further turnover
· diminished care quality
· increased operational risk
Academic research consistently shows that manageable workloads are essential for sustaining employee wellbeing, engagement, and performance (CIPD, 2023). Addressing this factor is therefore critical not only for employee health but also for resident safety and regulatory compliance.
2. Loss of Autonomy and Control
Assessment of the factor
The transition to a hierarchical, bureaucratic structure significantly reduced employee autonomy. Under Kirsten’s leadership, staff enjoyed:
· involvement in decision‑making
· participation in recruitment
· influence over care practices
· informal, relational communication
The CIPD (2023) similarly emphasises that autonomy and employee voice are essential components of “good work.” Their absence contributes to disengagement, emotional exhaustion, and withdrawal behaviours such as turnover and presenteeism.
Conclusion
Workload pressures and loss of autonomy are two critical internal factors negatively affecting employee wellbeing at Calmere House. Academic literature consistently demonstrates that these factors influence stress, motivation, engagement, and retention. Addressing them is essential not only for employee wellbeing but also for organisational stability, resident satisfaction, and regulatory compliance. Chaffinch Group must adopt evidence‑based interventions—such as improving staffing levels, redesigning roles, and reintroducing employee voice—to rebuild a healthy and sustainable working environment.

10 – What is Retention?
Retention refers to an organisation’s ability to attract, engage, and maintain a stable workforce over time. It involves creating conditions in which employees feel valued, supported, and motivated, resulting in long‑term commitment and reduced turnover. The CIPD (2023) emphasises that retention is strengthened when employees experience meaningful work, fair treatment, wellbeing support, and opportunities for development.
At Calmere House, retention has deteriorated since the takeover by Chaffinch Group. Employees have experienced a loss of voice, increased workloads, reduced autonomy, and a breakdown of the family‑oriented culture previously fostered by Kirsten. These factors have weakened the psychological contract and contributed to rising turnover and sickness absence.
The People Manager, Recruitment Advisor, and Employment Relations Case Advisor each play a critical role in rebuilding retention through evidence‑based HR practices.
People Manager
The People Manager shapes the employee experience and is central to improving retention. Several interventions are supported by academic literature:
Wellbeing and workload management
Monitoring workload and identifying stress indicators aligns with CIPD (2023) guidance on proactive wellbeing management. Excessive workload is a major predictor of burnout and turnover, particularly in care environments. Implementing wellbeing plans, reviewing staffing levels, and ensuring recovery time would help stabilise retention.

Rebuilding trust and engagement
Reintroducing regular staff meetings—similar to those held under Kirsten—would restore employee voice and strengthen communication. Employee voice is strongly associated with higher retention because it enhances fairness, belonging, and organisational commitment (CIPD, 2023).
Improving capability through learning and leadership development
Developing managers, including Kath, through coaching and training in participative leadership would improve motivation and job satisfaction. Herzberg’s (1959) motivation‑hygiene theory highlights that motivators such as recognition, autonomy, and development opportunities increase retention.
Employee involvement in decision‑making
Creating a culture where employees contribute to decisions enhances psychological ownership and reduces turnover intentions. Involving staff in shaping policies and care practices would rebuild the relational culture previously valued at Calmere House.
Selection quality
Recruiting individuals whose values and behaviours align with Calmere House’s care ethos increases cultural fit and reduces turnover. Behaviour‑based selection is particularly important in care settings where relational competence is essential.

AC 3.2 – How People Practices Could Help Chaffinch Group Fill 100% of Resident Rooms Within Six Months
Achieving full occupancy within six months requires strategic alignment between Chaffinch Group’s business objectives and its people practices. This involves both vertical integration (aligning people practices with organisational strategy) and horizontal integration (ensuring people practices reinforce each other). CIPD (2023) emphasises that integrated people practices improve service quality, employee engagement, and organisational performance — all essential for increasing occupancy at Calmere House.
Below is an academically grounded analysis structured across four core people practice areas.
1. Resourcing Strategy (Vertical Integration)
A stable, skilled workforce is essential for delivering high‑quality, personalised care — the primary driver of occupancy in residential care settings.
Key actions
· Strengthen recruitment for cultural fit Recruiting individuals whose values align with personalised, relationship‑based care improves service quality and resident satisfaction. Armstrong & Taylor (2023) highlight that value‑based recruitment enhances retention and performance.
· Reduce reliance on agency staff Agency staff disrupt continuity of care, which negatively affects resident experience and reputation. A permanent, stable workforce increases trust among families and improves occupancy.
Impact on occupancy
High‑quality, consistent care improves reputation, reduces complaints, and increases referrals, directly supporting the goal of filling all rooms.
2. Reward Strategy (Horizontal Integration)
Reward practices must reinforce behaviours that support excellent resident care and organisational stability.
Impact on occupancy
Motivated, stable staff deliver higher‑quality care, improving resident satisfaction and increasing demand for placements.
Impact on occupancy
A positive working environment translates into better resident interactions, fewer complaints, and stronger community reputation — all essential for increasing occupancy.

Impact on occupancy
High‑quality care delivered by confident, well‑trained staff improves resident satisfaction, family trust, and external reputation — increasing demand for placements.
Conclusion: Integrated People Practices Drive Occupancy
To fill 100% of rooms within six months, Chaffinch Group must ensure:
· Vertical integration: People practices directly support the strategic goal of improving care quality and occupancy.
· Horizontal integration: Resourcing, reward, ER, and L&D practices reinforce each other to create a stable, motivated workforce.
AC 3.3 –  How Kath Could Consult and Engage with Employees to Understand Increased Turnover
Understanding the causes of increased turnover at Calmere House requires Kath to adopt a structured, evidence‑based approach to employee consultation. Academic literature emphasises that effective consultation is grounded in employee voice, psychological safety, and multiple communication channels (CIPD, 2023; Armstrong & Taylor, 2023). Given the cultural disruption and loss of trust following the organisational changes, Kath must use methods that encourage honest disclosure and rebuild relational connections.
The following academically supported mechanisms illustrate how Kath could consult and engage with employees to diagnose the drivers of turnover.
1. Structured Exit Interviews
Exit interviews are a critical diagnostic tool for understanding turnover. Armstrong and Taylor (2023) argue that exit interviews provide rich qualitative data about employees’ reasons for leaving, particularly when conducted by a neutral party to reduce fear of reprisal. For Calmere House, exit interviews could reveal patterns relating to workload, leadership style, loss of autonomy, or cultural misalignment.
2. Anonymous Employee Surveys
Anonymous surveys allow employees to express concerns safely, especially in environments where trust has been eroded. The CIPD (2023) highlights that anonymity increases honesty and reduces social desirability bias, making surveys an effective method for capturing sensitive information.
Surveys could assess:
· workload and wellbeing
· perceptions of leadership
· communication quality
· job satisfaction
· psychological contract fulfilment
Conclusion
To understand increased turnover, Kath must adopt a multi‑method consultation strategy grounded in employee voice, psychological safety, and evidence‑based HR practice. Exit interviews, anonymous surveys, listening meetings, focus groups, staff forums, and stay interviews will provide comprehensive insight into the organisational, cultural, and leadership factors driving turnover. These methods also support the rebuilding of trust, engagement, and communication — essential foundations for stabilising the workforce at Calmere House.























































