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AC 1.1 Calmere House operated under a flat organisational structure that evolved organically during Kirsten’s ownership. This approach suited a small, values-driven care home, enabling them to adapt to changing needs (Taylor and Woodhams, 2022, p.56). Employee engagement, collaboration and decision-making were promoted under Kirstens ownership. It was Kirsten’s consultative style, which was reflected in participative management, encouraging employees to voice opinions and contribute to decisions, enhancing autonomy and meaningfulness at the workplace (Zhou, Sacramento & Martinaityte, 2023). Regular staff meetings and check-ins created belonging and psychological safety which is linked to higher commitment and performance in care settings (Zhou et al., 2023). The flat structure also supported agility and responsiveness, vital in a care setting where residents’ individual needs are paramount (Taylor and Woodhams, 2022, p.56). Informal policies allowed for flexibility, and sharing Calmere House’s history during onboarding reinforced identity and culture. As Waite (2022) notes, a positive workplace culture begins with core values when genuinely promoted and lived.
In contrast, under Chaffinch Group’s ownership, Calmere House adopted a hierarchical, bureaucratic structure typical of large businesses. While structures like these can be advantageous for large business to help with standardisation and scalability, its implementation resulted in problems for the business (Weber, 1947, p.330). Kath’s autocratic leadership and top-down communication led to disengagement, increased staff turnover and reduced morale. Employees felt disconnected from the business goals, reflecting poor alignment with Herzberg’s motivation hygiene theory, which emphasises the importance of recognition and involvement (Herzberg, Mausner and Snyderman, 1959, pp.141–147). The bureaucratic structure also impacted the residents’ experience by having standard refurbishment removed the personal touches and undermined person-centred care. The lack of employee voice and strict procedures eroded the strong culture, causing dissatisfaction among residents and staff (Backhouse et al., 2023).
While hierarchical structures may suit managing multiple sites, they require adaptive leadership and cultural sensitivity when integrating smaller, community-based organisations. Chaffinch Group’s failure to manage this transition highlights the importance of organisational fit and change management (Azevedo and Jugdev, 2022; CIPD, 2024). Azevedo and Jugdev (2022) stress that cultural intelligence and adaptive leadership as critical for successful integration, while CIPD (2024) offers practical guidance on managing change and aligning organisational culture.
The flat structure under Kirsten was suited and appropriate for Calmere House’s size, ethos and culture. The hierarchical structure under Chaffinch Group, although suitable for large-scale operations, proved unsuitable in its current form due to poor cultural integration and a lack of employee engagement. 
AC 1.2 A rational approach to forming a strategy, as explained through the design lens, is a systematic, evidence-based process which views developing a strategy as a logical sequence of analysis and evaluation. It assumes that systematic analysis is key, and that analysis precedes action, and objectives should be clear (Johnson, Scholes and Whittington, 2019, p.184-187).
Chaffinch Group’s main customers are residents who require respite or long-term care, and their families who also influence decision making. Secondary customers include the local authorities and healthcare professionals who refer clients to Calmere House. Meeting the needs of all these stakeholders is essential for maintaining occupancy rates and reputation. Historically, Calmere House was different from others through a personalised approach to care, residents had their own choice in room decor, and personalisation which were lost after the acquisition. This has led to dissatisfaction, and a decline in occupancy rates.
To address this, Chaffinch could apply a rational approach by conducting a PESTLE analysis to identify external pressures such as rising costs, demographic changes, and regulatory requirements (Appendix 1). Alongside this, a SWOT analysis would highlight internal strengths (financial resources, refurbishment capability), weaknesses (high staff turnover, loss of personalised care), opportunities (growing demand for quality care), and threats (competitors attracting residents) (Chakrabarty, 2024, pp.5–8). Using both frameworks together would offer a holistic viewpoint, validate decisions, and reduce risk (Research Optimus, 2021).
A rational approach supports vertical integration by aligning corporate objectives with operational plans. This ensures horizontal integration through coordinated strategies across functions such as HR, operations, and care delivery. Furthermore, this approach encourages data driven decisions, stakeholder consultation, and scenario planning. This therefore ensures strategies are transparent and aligned with customer expectations. By acting on analysis, rather than intuition, Chaffinch could then rebuild trust, enhance the quality of service, and achieve financial sustainability while differentiating through personalised care.
AC 1.3 An external factor that would negatively impact the residential care industry is the ongoing workforce shortage. The sector faces a huge recruitment and retention challenge, with vacancy rates at 8.3% which is three times higher than the wider economy. Around 131,000 posts which are not filled daily (Skills for Care, 2024, p. 46). High turnover, currently at around 24%, adds further instability, and reliance on international recruitment creates vulnerability due to immigration policy changes. These shortages increase operational costs, reduce continuity of care, and compromise financial sustainability, as providers often depend on expensive agency staff to maintain satisfactory staffing levels (Skills for Care, 2024, p. 46). The situation is made worse by a rising demand for services and regulatory requirements for safe staff ratios, which leaves for little flexibility. Skills for Care estimates that 540,000 additional posts will be needed by 2040 to meet future demand, highlighting the scale of the challenge (Skills for Care, 2024, p. 46).
One external factor which is having a positive impact on the residential care industry is an ageing population in the UK. This is creating a positive impact by driving demand for residential care services. According to the Office for National Statistics (ONS), the number of people aged 85 and over is projected to almost double from 1.7 million in 2022 to 3.3 million by 2047, while those aged 65+ will increase by nearly 32% by 2043 (ONS, 2025). This demographic shift is attracting investment and encouraging innovation, with providers introducing luxury care homes and services, enhanced by technology such as telemedicine (remote diagnosis) and AI monitoring to meet evolving expectations (CBRE, 2024). The trend supports market growth and consolidation, offering opportunities for care providers to improve occupancy rates and diversify offerings despite rising costs (BTG Advisory, 2025; Carehome.co.uk, 2025; IBISWorld, 2025). This growth brings challenges around infrastructure and workforce capacity. This represents long-term opportunity for organisations to adapt their services to meet the needs of an older population.
AC 1.4 Under Kirsten’s ownership, Calmere House operated with a lack of investment in technology, relying on manual processes and informal communication. While this suited a small, family-run care home, it created challenges during the transition to Chaffinch Group’s more structured approach. The absence of digital systems would have hindered operational efficiency and contributed to confusion for the new manager, as processes lacked clarity and consistency.
Introducing technological enhancements to Calmere House can help to transform both patient care and employee experience. Digital care planning and electronic record systems would enable accurate, real-time documentation of patient information, improve medication safety and reduce errors during handovers. App-based platforms and handheld devices could allow staff to update care notes instantly, reducing time spent on paperwork and enabling more interaction with residents. This aligns with evidence that digitisation enhances efficiency and patient outcomes in care settings (Conner and Clawson, 2004, p.112).
Medicine management could be further supported through digital dashboards, alerts, and automated inventory systems, creating audit trails and reducing risks of missed doses. Wearable devices and sensors offer additional benefits, such as monitoring residents’ health status, detecting falls, and alerting staff to emergencies. For residents with dementia, location tracking can prevent harm by notifying staff if individuals enter restricted areas. These innovations would help improve safety and quality of care while supporting compliance with regulatory standards.
From a HR perspective, technology can streamline workforce management through digital rota systems, absence tracking, and payroll integration. Employees could access online training modules and compliance updates, supporting continuous professional development and competence. In addition to this, engagement tools such as feedback platforms and job satisfaction surveys can help managers monitor morale and retention, addressing issues highlighted in the case study where staff felt undervalued after the acquisition (CIPD, 2024, p.18).
Enhanced communication systems, including video calling for family interactions and digital scheduling for GP appointments, would improve resident experience and operational coordination. However, successful implementation requires investment in training and change management to overcome resistance and ensure adoption (Cameron and Green, 2019, p.276).
Overall, technology offers significant opportunities to improve care standards, staff efficiency, and organisational performance at Calmere House. By integrating digital solutions thoughtfully, Chaffinch Group can enhance patient safety, employee engagement, and profitability, ensuring long-term sustainability.
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AI-generated content may be incorrect.]AC 2.1 The Problems at Calmere House after the takeover can be explained by changes in culture, management style, and motivation. According to Schein’s model, culture has three levels: artifacts, values, and underlying assumptions. Chaffinch Group changed visible artifacts such as reporting lines and procedures but did not align the deeper values and assumptions. This misalignment often causes confusion and resistance because staff feel the organisation’s actions do not match its stated values (Schein, 2010, p.23). 
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The culture type also shifted. Under Kirsten, the home had more of a task/person culture, where teamwork and relationships were important. Chaffinch Group introduced a role, power culture, which was heavily focused on rules and hierarchy. This change reduced autonomy and slowed decision-making, which can lower morale and increase turnover (Handy, 1993, pp. 76–78).
The management style changed too, McGregor’s Theory X and Theory Y explains that Theory X assumes people dislike work and need control often an authoritarian approach, while Theory Y being a more participative approach assumes people want responsibility. Kirsten’s approach was closer to Theory Y, but Chaffinch adopted a Theory X style, which limits involvement and reduces motivation and would explain why effort fell and resistance grew among staff members (McGregor, 1960, pp. 33–34).
From a motivation perspective Herzberg’s Two-Factor Theory says hygiene factors (like policies, supervision and job security prevent dissatisfaction, while motivators (like recognition and responsibility, drive engagement. After the takeover, hygiene factors declined and motivators disappeared, these two combined lead to low morale and higher turnover (Herzberg et al., 1959, pp. 113–115). Similarly, Vroom’s Expectancy Theory shows that if employees feel effort will not lead to fair rewards for the work they do, motivation levels will decline. (Vroom, 1964, pp. 29–31).
Finally, the change process was poorly managed. Lewin’s Force-Field Model shows that restraining forces (fear, loss of culture, poor communication) were not reduced, so the change never fully “unfroze” before new ways of working were imposed. (Lewin, 1951, as cited in Cameron & Green, 2019, p.115). Staff reactions follow the change curve shock, denial, frustration, depression because there was little support or consultation (Cameron & Green, 2019, pp. 276–278). (Appendix 3)
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Overall, problems arose because Chaffinch changed structures without managing culture, they adopted a controlling style, removed important motivators, and ignored the human side of change. These theories explain why morale fell, resistance grew, and turnover increased.
AC 2.2 Before the acquisition, Calmere House operated under a flat structure where employees were actively involved in the selection of new hires. This collaborative approach reinforced a sense of autonomy and belonging, contributing to a strong, family feeling culture. Staff participation in decision making enhanced trust and engagement, aligning with collectivist values and low power distance dynamics (Henderson, 2017, p.129). Such involvement supported psychological safety and accountability, fostering positive behaviours and cohesion.
Following Chaffinch Group’s takeover, employee voice in recruitment was removed, and decisions became centralised under a bureaucratic hierarchy. This shift represents a significant cultural change, reducing openness and trust. Employees now feel excluded from processes they previously viewed as integral, leading to perceptions of disrespect and diminished value (Boxall and Purcell, 2022, p.278). Cartwright and Cooper (1992) suggest that such loss of involvement can evoke feelings akin to bereavement, as employees mourn the disappearance of familiar practices and relationships.
The change in power dynamics has increased the power-distance dimension, creating a more individualistic culture where authority is concentrated at the top (Henderson, 2017, p.129). Staff who once operated in a collectivist environment now experience limited influence, which can destabilise cultural norms and reduce motivation. (Buchanan and Badham, 2002, p.207) warn that when employee voice mechanisms are removed, resentment and gossip may emerge, fostering toxic subcultures and undermining collaboration. This is evident at Calmere House, where informal groups may form to express dissatisfaction, further eroding morale.
The adoption of Weber’s bureaucratic model reinforces control through formal processes and rigid communication channels (Rees and French, 2023, p.260). While this structure offers consistency and compliance benefits, it has weakened employee engagement and accountability. The absence of participative practices has negatively impacted behaviours, reducing willingness to speak up and limiting innovation.


Max Webers’ Bureaucratic Model
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Although standardisation may improve efficiency and legal compliance, the cultural cost is significant. People practice professionals could mitigate these effects by introducing alternative voice mechanisms, such as staff forums or feedback platforms, and by promoting inclusive policies to rebuild trust and engagement.
AC 2.3 The transition from a small, owner-managed care home to part of a large organisation was poorly managed, resulting in employee disengagement, high turnover, and resident dissatisfaction. Chaffinch Group enforced its organisational strategy immediately after acquisition, with limited communication and no structured handover, creating a sense of uncertainty and resistance among staff (Lynch, 2023, p.351). Applying a structured change management approach, such as Kotter’s 8-Step Model, would have provided a proactive and planned process to manage this transition effectively. (Appendix 2)
The first step should have been creating a sense of urgency by clearly explaining financial pressures and the benefits of joining a larger organisation. While Kirsten communicated the sale, the lack of detail left employees with unanswered questions. Involving Kirsten and key staff in a guiding coalition would have leveraged trust and credibility, ensuring smoother integration (Cameron and Green, 2019, pp.285–309). A clear vision that balanced modernisation with personalised care should have been developed and communicated through two-way channels such as meetings and Q&A sessions, rather than impersonal emails (Karanges et al., 2015).
Empowering employees to act on the vision was critical. Instead of imposing rigid policies and autocratic leadership, Chaffinch could have allowed flexibility to retain Calmere House’s ethos of resident choice and employee voice. Change teams could have supported implementation, removed cultural barriers, and celebrated short-term wins, such as refurbishing rooms while maintaining residents’ ability to personalise décor. These early successes would have built momentum and reduced resistance (Boxall and Purcell, 2022, p.277). Over time, embedding changes into organisational culture required respecting Calmere House’s strong traditions of collaboration and resident-focused care. Recognition programs and participative decision-making could have anchored these values within the new structure, ensuring a sustainable future (Cameron and Green, 2019, p.313).
Maintaining Kirsten’s involvement during the transition would have reassured staff and facilitated cultural integration. Strong communication channels, onboarding, and clarity on new contracts would have aligned expectations and supported wellbeing (Karanges et al., 2015). Alternative approaches such as Lewin’s three-step model or ADKAR could also have been applied; however, Kotter’s model is particularly suited to large-scale cultural and structural change. By following a structured approach, Chaffinch Group could have minimised resistance, maintained engagement, and preserved the home’s reputation while achieving operational goals.
AC 2.4 The experience of change for employees at Calmere House following the takeover by Chaffinch Group can be understood through the Kubler-Ross Change Curve, which illustrates emotional responses to significant change. This model, adapted from grief theory, includes stages of shock, denial, frustration, depression, experiment, decision, and integration (Cameron & Green, 2019, pp. 276–278).
Initially, employees experienced shock when Kirsten informed them that she was selling the family run care home. Staff members had a strong attachment to the previous culture of trust and involvement, so the announcement created a sense of uncertainty and anxiety. Many then moved into denial, hoping the new ownership would maintain existing practices. This is reflected in the case study where employees believed their roles would remain unchanged despite early signs of structural changes.
As Chaffinch introduced bureaucratic processes and removed employee voice, staff entered into frustration phase. The loss of autonomy and consultative management led to feelings of powerlessness and resentment, evidenced by rising sickness absence and informal complaints. For some, this progressed into depression, marked by the low morale and disengagement. The case study highlights increased turnover and reliance on agency staff, which often occurs when employees feel disconnected and undervalued.
Over time, a few employees began to experiment, trying to adapt to new reporting lines and procedures. However, without adequate support or communication, progress was slow. Those who perceived benefits or stability moved into decision, choosing either to accept the changes or leave the organisation entirely. The case study notes that several staff resigned, showing that for some, the decision stage resulted in exit rather than integration into Chaffinch Group.
Finally, integration where employees fully accept and embrace the new culture was limited. The lack of a structured transition and poor communication meant many never reached this stage, leaving the organisation vulnerable to ongoing instability.
The Kubler-Ross model demonstrates that employee reactions to change are emotional and non-linear. At Calmere House, insufficient consultation and wellbeing support prolonged the negative stages, leading to resistance, absenteeism, and attrition. CIPD research emphasises that effective change management requires clear communication, involvement, and wellbeing support to help employees move through these stages successfully (CIPD, 2024, pp. 14–16).
AC 2.5 Employee wellbeing at Calmere House has been impacted greatly by the acquisition by Chaffinch Group. One major factor which is affecting employee wellbeing is the loss of employee voice and autonomy. Under Kirsten’s ownership, employees were highly engaged through a consultative approach to management, regular meetings, and involvement in decision-making, all of which fostered psychological safety and a strong sense of purpose. After the takeover, Chaffinch introduced a bureaucratic structure and autocratic leadership style, removing the opportunities for employee input and reducing transparency. Employees now feel undervalued and disconnected from organisational goals, undermining the psychological contract and intrinsic motivation (Boxall & Purcell, 2022, p. 207). Research indicates that lack of voice can lead to diminished job satisfaction, lower engagement, and increased turnover (Karanges et al., 2015, p. 130). Reinstating methods in which employee voice can be heard is therefore critical to rebuilding trust and commitment, which directly influences retention and the service quality.
Another significant factor is increased workload and stress. The case study highlights rising sickness absence and longer working hours as employees cover gaps caused by high turnover and reliance on agency staff. This creates physical and mental strain, reducing resilience and increasing the risk of burnout. Poor work life balance negatively affects health, relationships, and overall wellbeing (CIPD, 2024, p. 12). From an organisational perspective, stress-related absence and reduced capability lead to inefficiency, higher costs, and reputational damage. Expectancy theory suggests that when effort does not lead to fair rewards or recognition, motivation declines, further exacerbating performance issues (Vroom, 1964, p. 30). Managing workload through adequate staffing, fair scheduling, and wellbeing initiatives is essential for sustaining productivity and care standards.
Employee wellbeing underpins organisational success, influencing engagement, resilience, and overall performance. Failure to address these issues risks further turnover, absenteeism, and strained workplace relationships, increasing potential for conflict and stress (Cameron & Green, 2019, p. 118). Proactive measures such as restoring employee voice, offering mental health support, and implementing workload management strategies would help rebuild trust, improve morale, and enhance care quality.
AC 3.1 The retention stage of the employee lifecycle focuses on maintaining engagement, motivation, and commitment after onboarding, through initiatives such as career development, recognition, and wellbeing support. At Calmere House, retention has become a critical issue following the acquisition by Chaffinch Group, as employee turnover and sickness absence have increased significantly. This highlights the importance of coordinated efforts by people practice roles to address underlying causes and restore stability. (Appendix 4)
The people manager plays a strategic role in retention by designing and implementing policies that promote engagement and wellbeing. For example, they could introduce flexible working arrangements, recognition schemes, and career development pathways to rebuild trust and motivation. In the case study, the loss of employee voice and autonomy under Chaffinch’s bureaucratic structure has damaged morale. The people manager could address this by reinstating consultative forums and ensuring transparent communication, aligning with research that links employee involvement to higher engagement and retention (Boxall & Purcell, 2022, p. 207). They also have responsibility for monitoring turnover data and implementing initiatives such as wellbeing programs and succession planning to maintain organisational resilience.
The recruitment advisor contributes to retention by ensuring cultural fit during hiring and supporting onboarding processes. At Calmere House, reliance on agency workers without thorough assessment has weakened team cohesion and increased stress for permanent staff. The recruitment advisor could implement robust selection criteria and structured onboarding to integrate new hires effectively, reducing turnover and improving team stability. They can also collaborate with the people manager to ensure recruitment strategies align with long-term retention goals, such as targeting candidates who share the organisation’s values and commitment to personalised care (CIPD, 2024, p. 12).
The employment relations case advisor supports retention by managing conflict, grievances, and disciplinary issues fairly and consistently. Rising dissatisfaction and stress at Calmere House increase the risk of disputes and absenteeism. By providing early intervention and promoting positive employee relations, this role helps maintain trust and psychological safety, which are essential for retention. Effective case management also ensures compliance and reduces reputational risk for the organisation (Cameron & Green, 2019, p. 118). Additionally, they can advise managers on handling sensitive issues such as workload concerns and wellbeing, preventing escalation and fostering a supportive environment.
Retention strategies must be holistic, combining proactive engagement initiatives with responsive support mechanisms. Failure to address these issues at Calmere House risks further turnover, reduced care quality, and financial losses. Coordinated efforts by people managers, recruitment advisors, and employment relations specialists can restore stability, enhance wellbeing, and align employee experience with organisational goals (Karanges et al., 2015, p. 130).
AC 3.2 In order to achieve full occupancy within six months, Chaffinch Group must align its people practices with business strategy through vertical and horizontal integration. Vertical integration ensures that people practice directly support the corporate goal of filling rooms in the care home, while horizontal integration promotes consistency across HR functions such as resourcing, reward, learning, and employee relations (CIPD, 2024, pp. 10–12).
A robust resourcing strategy is critical, and recruitment advisors should implement targeted campaigns to attract skilled care staff, using realistic job adverts and employer branding to rebuild trust after recent turnover. This would address operational gaps that currently limit capacity. Internal mobility and succession planning can also ensure continuity of care and reduce the reliance on agency staff, which has weakened team togetherness. (Boxall & Purcell, 2022, pp. 205–210).
Learning and development specialists can help to design induction and training programmes focused on person centred care and compliance. Upskilling staff in dementia care and safeguarding enhances service quality, which is essential for attracting residents and meeting regulatory standards. Development opportunities also improve engagement and retention, reducing disruption caused by a high turnover of staff. (Cameron & Green, 2019, pp. 276–278).
Introducing competitive pay structures and recognition schemes can motivate staff and reinforce commitment. Herzberg’s Two-Factor Theory highlights that improving hygiene factors such as pay and conditions, alongside motivators like recognition and responsibility, boosts morale and performance, which directly impacts occupancy rates (Herzberg et al., 1959, pp. 113–115).
Positive employee relations are vital for stability. People managers and ER advisors should implement consultative forums and wellbeing initiatives to rebuild trust and psychological safety. CIPD research stresses that engagement and wellbeing correlate strongly with service quality and customer satisfaction, both key drivers of occupancy levels. (CIPD, 2024, pp. 14–16).
By integrating these practices vertically with strategic objectives and horizontally across HR functions, Chaffinch can create a high-performing workforce that delivers a consistent level of quality care. This should strengthen its reputation, attract new residents, and achieve the goal of 100% occupancy within six months.
AC 3.3 To be able to understand why turnover has increased at Calmere House, Kath should use a combination of consultation and engagement methods that encourage open dialogue with staff members and to build trust. Effective consultation would begin with stakeholder analysis to be able to identify key groups, such as care staff, supervisors, and agency workers, and understand their concerns. This ensures that engagement activities are inclusive and targeted (CIPD, 2024, pp. 12–14).
One approach is to conduct focus groups, which allow employees to share experiences in a collaborative setting. These sessions can explore issues such as workload, loss of autonomy, and wellbeing, which the case study highlights as major concerns. Focus groups provide rich qualitative data but require skilled facilitation to avoid dominant voices and ensure confidentiality.
Employee surveys offer an alternative which would enable anonymity, encouraging honest feedback on sensitive topics like management style and job satisfaction. Surveys can include both closed questions for measurable trends and open questions for detailed insights. However, they may lack depth compared to face to face methods.
One to one interviews with a sample of staff can provide deeper understanding of individual experiences, particularly for those who have resigned or are considering leaving. Meanwhile exit interviews are also valuable for identifying patterns in reasons for leaving, such as pay, workload, or cultural misalignment (Boxall & Purcell, 2022, pp. 205–210).
Regular team meetings and consultative forums can help rebuild trust and demonstrate that management values employee voice. These should be supported by transparent communication about how feedback will inform action plans. CIPD research stresses that ongoing dialogue and visible follow-up are critical for engagement and retention (CIPD, 2024, pp. 14–16).
Finally, Kath should implement monitoring and evaluation processes to track progress, such as analysing turnover data before and after interventions. Combining quantitative and qualitative insights ensures a comprehensive understanding of the issues and supports evidence-based decision-making.
By using a mix of methods focus groups, surveys, interviews, and forums, Kath can create an open, inclusive process that identifies root causes of turnover and informs strategies to improve retention and morale.
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