
Victoria Owen 

Case Study on Calmere House 

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.  

Question 2
‘Strategy is the determination of the long -term goals and objectives of an enterprise, and adoption of courses of action and the allocation of resources necessary for carrying out these goals’(Channdler,1962). 
A rational approach to strategy formulation would for the company to: 
· Set an objective
· Goal alignment
· Sequential Planning 
· Monitoring and evaluation 
 The management of the Chaffinch Group can use a rational approach to ensure that the services they provide meet the requirements of the residents and the families.  
Firstly, the management team can collect and analyse information from resident feedback, family survey and care standards guidance.  Based on this data management can set clear objectives and ensure this is communicated to the employees.  An example of this could be ensuring the residents are receiving the medical care and treatment within a reasonable time frame.  
Once these objectives have been set are employees fully understand what is expected of them then then management team are able to monitor the performance to ensure these are being delivered consistently.  
By continuously monitoring and reviewing these objectives the care home can meet the requirements of the residents and the families.  
The advantages of using this approach in a care home is that is evidence based, so this has been obtained from residents and families.  Specific objectives are set to improve the care of the residents. Efficient resource can be provided to ensure equipment, time and staff meet the residents needs.  Management can monitor performance consistently and continue to evaluate and improve any concerns.  

Question 3
One negative factor that is currently having a negative impact on the residential care home is the constant use of agency workers.  
Many care homes rely on agency staff to cover sickness, high turnover and staffing turnovers with staff shortages. These agency fees are far more expensive than permanent employees.  
As agency fees and hourly rates continue to increase, care homes are facing higher operational costs that are already straining the car home budgets.  This pressure can put strain to make difficult decisions such as reducing investment to give staff the correct training.  This could also have a negative impact on the care the residents receive with there being no continuity from the agency staff.  According to recent analysis, care homes spent an estimated £1.59 billion on agency workers in 2023/2024 (Grant Thorton UK) 

A factor that is having a positive impact on the residential care home is the increased demand for care homes with the aging population.  As life expectancy increases more people live with long term health conditions who require care.  This creates a constant need for care homes and gives opportunities to expand technology and create new facilities that the care homes need.  
The disadvantages of a growing demand for elderly care homes could be that it will put increased pressure on staff, which could lead to shortages, resulting in increased agency workers.  Rapid growth in resident numbers can reduce the time and attention given to each resident which could impact the time and quality of care given. 

Question 4
The implantation of technology being used by Chaffinch House would have significant impact on both the quality and efficiency of care.  The changes can have a positive and a negative impact on both the residents, staff and company.  
With technology being introduced into the care home, this could reduce errors and improve accuracy.  This technology could make early interventions, and this could improve the patient’s health outcome.  
It could open a wider network of health care providers and create efficient communication between them which would result in improved patient care.  Patient’s records would be kept electronically which would help management identify trends and allow performance to be tracked.  Also, if digital records were implemented, this would make it easier to comply for audit purposes.  
However, there are some disadvantages to having technology implemented in Calmere house. Purchasing this equipment, software and digital software can be expensive and have an impact on the budget that is allocated to Calmere house.  
There would need to be a robust training plan put into place to ensure the staff at Calmere house have full understanding on how to use the technology, so they are able to give the best possible patient care.  This takes a lot of time and resource to put in place and can be time consuming.  
There could also be some resistance to change from some staff members, and they could feel as if the technology is replacing them and worry about job security.  There could be some members of staff that are uncomfortable with technology and could feel as if we are discriminating against them.  
Unfortunately, technology comes with technical difficulties, where there could be system failures, connectivity and software problems which could have an impact on patient care.  Having technology installed also comes with huge data and privacy risks.  Storing patients’ data could result in a data breach if this is not properly secured.  

Question 5
Herzberg’s Two Factor Theory 
Motivators (recognition, responsibility and meaning fully work) disappeared when autonomy and involvement were removed.  
Hygiene Factors worsened (workload, job security and unclear communication).  
Marslow’s Hierarchy of needs 
Safety needs threatened agency workers replacing staff.  
Belongingness needs non supportive relationships.  
Esteem needs damaged employee views.  
This explains the rise in stress and absence along with resignations.  

Kotter’s Model 
From using this model, the steps that are missing are: 
No communication vision 
No empowerment 
No stability in the culture 
This results in resistance, confusion and low commitment.  


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.  

Question 7
Chaffinch Group could have managed the change more effectively by using Kotter’s 8 step Change Model.   Firstly Chaffinch House needed to create a sense of urgency and they could have done this by explaining clearly why the organisational changes were needed, this would help the employees understand the pressures as well as the goals they all needed to work towards.  Chaffinch House could have shared data so the employees the benefits of joining a large organisation and what the long term stability would be for them.  They should have given the employees time to adjust to the changes and ask any questions or queries that they might have, to allow them time to adjust to the new policies and processes as well emotionally.  They  also could have incorporated and worked alongside Kirsten before the handover to build trust and stability.  

Next a clear strategic vision was required, where they could have explained to the employees what would stay the same and they would invest in for the company to be future fit, listening to the employees’ ideas or concerns along the way.  
From here they would have needed to communicate the vision by holding meetings with the employees, giving the opportunity to raise any concerns.  Ensure they had clear communication, providing updates to changes that were being made. 
Chaffinch House didn’t empower the employees, they created barriers and with the sudden changes they put in place, the employees had no say in any of the decisions that were being made.  They should have allowed employees to have an input into any procedures or refurbishments.  Provided a clear training plan so they learn and adapt to the new systems in place, with regular reviews and support as required.  They could have also reduced the workload pressure by ensuring there were enough employees to run the care home.  
Chaffinch House focused on the long-term goals of filling the rooms, without celebrating and early achievements.  They should have celebrated small achievements, such as improved technology whilst recognising what the staff have contributed to that along the way.  By doing this it would have kept the employees motivated and gained their loyalty and trust.  
Chaffinch House became reactive, dealing with sickness absence rather than caring for the employee’s well-being and reviewed what support they needed to enable them to attend work.  Reviewed any concerns with the employees adjust a necessary change to create a better working environment.  
Lastly, Chaffinch House needed to really change the culture by maintain their structure and incorporating Calmere’s strong teamwork, values and employee’s well-being.  By doing this they would have a great long-term outlook and gained loyalty.  

Question 8
Employees at Calmere House experienced the change of employment to Chaffinch Group as poorly managed, distressing and emotionally unsettling.  This is explained using Kotter’s 8 step model change.  
Chaffinch House did not create a clear sense of urgency which lead to the employees not understanding why such change was needed.  This left the employees feeling anxious and insecure which created resistance very early on.  
There was a lack of guiding coalition where the employees felt there was lack of trust from the management and lack of support to the employees.  This caused disconnection for the employees and no one to hear their views.  
Chanfinch Group had no clear vision, so whereas the employees previously were very much included, this was no longer the case.  They were almost dictated to and given instructions rather than an explanation of why or how the changes would benefit them and the business.  
There was a lack of communication which was carried out through emails, and this left the employees unable to express any concerns they had.  Instead of engaging and empowering employees it added increased workloads and caused stress, this led to the increase in absence.  
Chaffinch House did not recognise any employee achievements during the short term process so this left them facing uncertainty and disruption with a decrease in morale. With the resident complaints rising and operations failing, this resulting in Chaffinch House unable to sustain momentum.  
Lastly, because the culture, morale and communication were no dealt with correctly, the processes and new ways of working were not accepted.  The employees held on to the Calmere house ways of working and Chaffinch house failed to embed and sustain a stable culture.  

Question 9
There are two pestle factors impacting well-being at Calmere House. 
1. Political/Legal Factor – Compliance Pressures 

As a residential care home, Calmere House has policies and procedures alongside regulatory compliance demands daily.  So, when Chaffinch House introduced new policies, procedures and reporting systems, this increased the pressure on the current admin employees. This added pressure made the employees feel overwhelmed and stressed.  There was no robust training plan put in place for them, and they were given very little time to adapt, this led to errors being made adding more pressure which resulted in an increase in absence.  

Why Is this important to address: 
	If compliance paperwork is not kept up to date, this can have a huge impact in the 	employee’s well-being.  With paperwork falling behind, it will add pressure to the 	admin employee resulting in stress and burnout.  With the employees being 	stressed and caring for the residents, critical mistakes are more likely to be made, 	this would put the care homes compliance at risk and have a detrimental effect 	on employee’s wellbeing.  

2. Social Factor – Cultural Change and lack of support in the workplace.  

Social factors and workplace factors have a large impact on workplace culture and plays a huge role in workplace culture.  
Under the running of Kirsten, the environment was warm, friendly and a family-built atmosphere.  The employees felt valued and appreciated which had a positive impact on their well-being.  
Once the care home changed to Chaffinch House, there was a sudden culture change which became very cold, and the employees felt no longer listened to.  There was huge strain on the employees and reduced stability with agency workers put in place.  This created emotional strain with the lack of experience and added more pressure on the long-standing employees.  Overtime moral decreased and absence increased.   

Why is this important to address:
Social and cultural wellbeing is very much needed in a care environment, where teamwork and strong relationships are essential.  Without a positive and supportive workplace culture employees disengage and performance declines. This has an impact on the care and treatment given to the residents.  

Question 10
What is retention? 
Retention focuses on keeping employees motivated, engaged and have good understanding of business goals so they remain loyal and committed.  Since Chaffinch House has taken over, there has been loss in employee voice, the workload has increased, and communication decreased with a loss of the positive family culture that was there when Kirsten had the care home.  
People Manager 
The People Manager plays a huge part in shaping the employee experience at the care home and there are a few ways in which they can support retention.  
· Support wellbeing and manage workload, they could do this by monitoring the workload.  They could look out for the stress indicators of the employees and put plans in place to support their wellbeing.  
· Rebuild trust and engagement which will improve communication.  They could introduce the staff meetings that Kirsten used to hold when it was a family run care home.  This would allow the employees to have voice, and their opinions would be valued.  They should create a two-way communication with the management and employees which would result in stronger relationships.  Employee voice is a key factor in retention, as employees want to feel heard and valued (CIPD 2023).  
· Improve capability by creating a learning plan and coaching the managers such as Kath around using different management styles.  This supports motivators such as recognition and autonomy (HEZVERG, 1959), improving job satisfaction.  
· Employee involvement, the People Manager could create a culture where the employees voice is heard and could incorporate them around decision making.  

Recruitment Advisor 
The role of the recruitment advisor is to ensure there is effective on boarding session through high quality recruitment.  
· Enhanced Onboarding is where they would create a solid and robust induction where new staters receive all their training.  This would help long term retention.  
· Selection quality, ensuring the recruitment process assess values, behaviours and commitment.  This will create stability and the quality of treatment and care to residents.  
· Reduce agency workers by planning the workforce by tracking turnover trends and working alongside management to create stability and a permanent team where employees are committed.  



Employment Relations Case Advisor 
The role of the employment relations case advisor is to ensure all employees are treated fairly and consistently and looking after their wellbeing.  
· Look into sickness absence by looking after the employees well fair and understand what is causing them stress.  They could put in place a return-to-work plan to support the employees so that they feel care a valued to return to work.  
· Encourage the employees to have a voice, this would enable them to feel heard a valued and that their views count.  They could listen and respond to any concerns that the employee have raised.  
Where employees feel their voice is valued, retention is higher (CIPD,2023).  
· Support with conflict and resolution by creating a calming environment with possible mediation where they could help and support with the rebuilding of the relationships.  


Question 11
People Practices could help Chaffinch Group fill 100% of resident rooms within 6 months by: 
Political Factors: 
Embedding culture of accountability, this will build trust and confidence between the families and the care home.  They could then look at putting in place a robust training plan which will ensure the standards of care are given and the care home is complaint with the standard of care that is required.  Ensure Kath has completed all her training and fully understands the operation and responsibilities of running a care home.  
A care home with strong compliance and one where employees live the values and have trust will lead to more placements and the rooms being filled faster.  
Economical Factors: 
The care sector faces staff shortages and faces difficulties with budgets. With absence rising a poor retention, results in the rising cost of agency workers.  
The people practices could put in place incentives where people would want to work in the care industry.  Put wellbeing at the centre, to improve retention.  

Social Factors: 
Families normally select care homes based on their family needs and require a home that has warmth, compassion and deliveries the standard of care that is required.  As well as looking for the personalised care and the continuity of staff behaviour.  
The People Practice could put a training plan in place so that the employees have the one-to-one personalised care.  
Run a values lead recruitment structure, so the employees know what is expected of them and fully understands the expectations of the company.  This will ensure the residents get the quality of care they deserve.  

Technology Factors: 
Technology plays a huge part in delivering efficient and quality care to residents.  
The People Practice could ensure that the employees have a digital care plan training, which will improve accuracy.  
Introduce new digital learning platforms to upskill current employees.  
Improving efficiency of training, enables more quality of care which increases family satisfaction and allows the care home to have strong recommendations which increases demand.  

Legal Factors: 
Chaffinch House must comply with certain legislation and CQC employments standards.  If they fail to do this it will damage the brand a reputation of the care home which will reduce the level of demand.  
The People Practices could ensure that practices and policies are of good standard to ensure the residents receive a good standard of carer.  
Training Managers to treat employees with care and compassions and to follow any policies.  This will help reduce absences and any concerns or complaints that they may have.  

Environmental Factors: 
The expectation of a care home is to provide a clean comfortable safe environment which complies with environmental standards.  
The People Practices could train the employee to have great hygiene standards of care and recognise and celebrate success when the employees maintain high quality of care.  

Conclusion: 
If the People Practices support Chaffinch House to build a stable motivated team who understand the company’s goals and love the values.  Improve compliance safety and quality so the residents get the standard of care.  Create and engaged workforce whose behaviour represents the company and improves the company reputation.  From this the employees will feel valued, supported and give great quality of care which will improve the reputation of the company and attract more residents.  

Question 12
Employee turnover at Calmere House has risen due to few issues and these are the loss in employee voice, increased workload and a huge change in culture since the switch to Chaffinch House.  The has caused absence to increase and low morale.  
To improve this Kath could hold regular team meetings to build relationships and create trust with employees, which worked when Kirsten used to do this.  
Kath could create small working groups where they could have team meetings to discuss ways of working or any suggestions or improvements of the quality of care to residents.  
Kath could hold exit interviews to help understand why the employees are leaving the care home and listen and react to any feedback.  Kath could build relationships with her team so the employees have a voice, this could be done through anonymous surveys.  Plan one to one meeting to talk about any concerns and to build ways of working going forward.  Kath must recognise and change her leadership style where she needs to switch from an autocratic instruction-based style to a two-way communication where there is structure and the employees feel valued and listened to.  From here she will gain understanding of her employees and rebuild relationships to gain trust and stability.  
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