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Organisational performance and cultural in practice
AC 1.1) A Flat non-hierarchical structure is defined as having little layers of management. It will have a short chain of command and is usually used for smaller businesses. (BBC, 2025a). It can improve employee motivation by letting employees make decisions and they will feel valued as a result. For example, it is beneficial under Kirsten’s management as she values employee input when making business decisions and allows them to be a part of the hiring and selection process. A drawback of a non-hierarchical structure can be that there is no clear path to make decisions, and this can make the process more complicated, leading to employees feeling helpless (Matriano, 2024). Overall, this is a good structure as it works well under Kirsten’s management, especially as the employees are engaged and the residents are happy. 
In contrast, the hierarchical bureaucratic structure is more suited to Chaffinch Group’s ownership as they thrive on hierarchical structure, due to Kath’s leadership style being autocratic. An advantage of this structure is that there is a chain of command, and they opt for a top-down approach (Forbes, 2025). It allows employees to have a clear authority and reporting person to go to, this is good because it can help decisions get approved faster. A disadvantage of this structure is that having too many managers can cause a problem especially as the business grows. This can lead the workflow and the decision-making process to slow down as there would be a breakdown in communication when they travel up through the chain of command. Decisions can get decided however, if not followed through with actions, this can lead to employees feeling helpless and demotivated. 
Overall, both structures suit each leadership style with there being benefits and drawbacks to each. A larger organisation would benefit more when there is a chain of command as it provides the business with more structure and it is more easily manageable than a smaller organisation. On the other hand, Calmere was thriving under the non-hierarchical structure as it was a different leadership style, and employees felt a sense of understanding between themselves and Kirsten.  

AC 1.2) A rational approach to strategic formulation is an evidence-based method, which examines the businesses objectives to provide clear goals and highlight any issues the strategy could face as a result. A rational approach can demonstrate a structured strategy to highlight any benefits and any drawbacks of the approach (Celik,2019). Chaffinch groups main customers are the care residents, and they need to ensure that the needs of their customers are met. For example, if they deliver an effective strategy by increasing the level of service, the residents will receive a higher level of patient care. This will also increase resident retention as the care home residents will feel valued and cared for resulting in a good service, making the residents more inclined to stay. They could consider using a SWOT analysis to identify the strengths and weaknesses within their organisation to ensure they meet the resident’s needs. This will consider the strengths, weaknesses, opportunities and threats that is facing the business.  (Bitesizelearning, NODATEa).
In addition to this, they could break down the strengths and weaknesses by identifying the opportunities for them to grow internally. By recognising the threats they are facing, it could help them identify any competition that the business is currently fronting. For example, if they do not have an effective strategy the care residents could be unsatisfied with the level of service and could leave Chaffinch group and go to a competitor. This will have a negative impact on Chaffinch as they will lose profits, income and close as a result. Moreover, they could also use a PESTLE analysis to identify any errors in their strategy, and it can aid in strategic business planning (CIPD, 2025a). A PESTLE analysis is a tool that can form part of a rational approach to strategy to assess the current environment and what type of strategic approach would work best for them. They could look at external factors such as the economic factors like rising costs on the business, they might need to cut costs in certain departments or increase it in other areas to improve their strategy to boost customer service. 

AC 1.3) A PESTLE analysis can be used to determine external factors that are having positive and negative impacts on the residential care industry. An economic factor that is currently having a negative impact on the residential care industry is the rising operational costs that they are currently facing. The inflation and operational costs are meaning that wages are increasing substantially along with the rising energy bills to support their industry. Due to this, it has led to reduced profits being achieved by the care industry resulting recruitment and retention to suffer. This could lead to potential job cuts as they will not be able to pay their workers (BBC, 2025b). Also, to save on costs the care home could employ agency workers, but they would be forfeiting their level of care. For example, we see this happen with Chaffin Group as they were having reduced profits and not making as much income as they desired. They were also employing care agency workers to save on costs, but it was ultimately their downfall as residents left due to the lack of care they were provided. 
A legal factor that is currently having a positive impact on the residential care industry is the new guidance and training around safeguarding in residential homes. According to GOV.UK (2025) “The Care Act helps to improve people’s independence and wellbeing”. This is good as it ensures that the residential care industry needs to provide a level of care to its residents. If they don’t provide satisfactory level of care, they could see their residents leaving as demonstrated with Chaffinch Group. It is important to protect the resident’s independence and wellbeing where possible as it makes them feel valued and respected. 

AC 1.4) Technology could be used by Chaffinch group to deliver better patient care by introducing a digital care management system, which can provide mandatory staff training and undertake administrative duties to streamline work processes. The benefit of this is that it will streamline processes and will provide up to date real time information. It can also update staff with the relevant resident’s paperwork to reduce paperwork and improve efficiency. On the other hand, using digital care management systems that use artificial intelligence can have downsides for example if it is too efficient, it could lead to potential job cuts. This is due to some employers being unsure of whether to use AI as it can negatively impact employees job prospects (CIPD, 2025b). 
According to Mayor, H et al (2025) employee would like their organisations to invest in their training needs, and they believe that this is the best way to boost AI adoption into the workplace. By providing Chaffinch group with the mandatory training, this will help with medication administration education as the system will keep on track with the dosage of certain residents and it will all be stored safely online. For example, it can help Calmere house as the residents will feel they are experiencing a better level of care when the employees get their medication right.  
Additionally, technology can be used by using 4D mapping technology which can detect when a resident falls using sensors and alerts (Gov.uk, 2024). This technology can help with the detection of resident’s safety and can ensure that they are secure and feel safe. It can also be beneficial as it can, not only detect any falls that take place it can also look at how the residents can live independently so it provides digital voice coaches to instruct them. 

AC 2.1) Waite et al (2021) recognises that for an organisation to thrive it needs to have a positive workplace culture. Problems have arisen following the takeover of Calmere house as Chaffinch group has completely changed their culture by changing their organisational structure. Also, by Chaffich group hiring more agency workers, they will see the negative impact it has on their culture and workforce. This can be seen in the Schein Organisational culture model as it looks at three stages of culture and how it affects the values within the organisation (IJAEM, 2021). The first being Artefacts, which looks at what they can see but not fully understand. Espoused values are what the business can represent but might not apply to their behaviours, and basic assumptions is the culture and how it makes people conduct themselves. For example, Calmere house used to be employee orientated and have a non-hierarchical structure, where employees felt heard and respected. Since the takeover, employees feel disconnected from the new culture, and this has reduced morale as a result. Culture plays a vital role in an organisational as a positive culture can boost productivity and boost morale (Waite et al., 2021, p.29). 
According to CIPD (2020) agencies are used by 60 per cent of organisations to free up time in recruitment so hiring managers can add value to the business in other ways (Waite et al, 2021, p.109). This relates to Chaffinch group as they started to hire more agency workers to save money and time, this backfired as the residents did not feel satisfied with their level of care. They preferred how it used to be with Calmere house and they built a bond with the other workers. This means that the workers were disengaged as Chaffinch's agency workers did not build a bond with their residents. This can have a negative impact on Chaffinch group as if the workers they are selecting do not provide good service, they will lose their residents and could potentially close. 
Additionally, the Scarf model demonstrates the key factors to employee behaviour, and it looks at five key elements that affect employee’s psychological safety. These are Status, Certainty, Autonomy, Relatedness and Fairness (Bitesizelearning, NODATEb). This could be for employees to feel heard by being treated fairly and having job certainty. For example, employees at Calmere house would feel respected by having empowered teams and decision-making powers. They would have had a sense of job security as well, however not whilst working at Chaffinch. Also, they would have that genuine human connection that the agency workers at Chaffinch group just do not have with the residents and they do not have any decision-making powers anymore due to the change in ownership.

AC 2.2) Changes to selection has impacted culture and behaviours at Chaffinch Group due to them hiring more agency workers. It had a negative impact as they are not checking the qualifications themselves it was all processed by the agency. This can be a drawback as the employees at Calmere house were carefully selected by the other members of staff and they built a bond with the residents. Also, by Chaffinch hiring agency workers it will have a negative impact on the organisational culture and behaviours as the existing employees will feel disengaged as they were not a part of the decision-making process anymore. This can lead to the employees losing their employee voice. Employee voice is important in an organisation as it allows staff to feel comfortable to talk to their employer about anything that is concerning them, or any improvements they would like made (CIPD, 2025c). 
Employee selection can be important when trying to stick to organisational culture as the employees are an important factor in culture. It is important that a business hires a person that fits into the culture and feels like they have an employee voice. The organisation needs to have a culture that promotes employee voice so that it encourages them to speak out (Kwon and Farndale, 2020). With Chaffinch group they prioritised agency workers as opposed to permanent employees, which means the culture suffered as a result. Compared to Calmere house the employees felt valued and the employee voice was important, and they could make decisions. Additionally, employee selection can have a massive impact on organisational performance if poor decisions were made (Waite et al., 2021, p.116). This is because poor selection can lead to poor performance, increased employee turnover and more costly for the organisation. 

AC 2.3) Chaffinch group could have better managed the change by using Kotter's 8 step model for leading change. This model takes a wide view of change and identifies factors that could affect organisational culture (Waite et al., 2021, p. 38). Figure 1 represents the Kotter’s 8 step model for leading change (Bitesizelearning, NO DATEc). 
Figure 1.
[image: Kotters 8 step change model diagram]
Step one is creating a sense of urgency by communicating with both Kirsten and Kath and the wider team about why this transition is necessary for profits and having improved resources as part of moving to a bigger care home. It could have highlighted any risks on staying as a small owner managed business and what the positives would be of joining a bigger organisation. Step two is building a guiding coalition, which would have included senior members of Calmere house and the Chaffinch managers as representatives to carry the change. Step three would be to develop a clear vision for the change that can outline both organisational goals to ensure they align before the takeover. There needs to be a clear vision throughout for the strategic vision to be obtained (Laig R.B D., Ferdinand T. Abocejo F. T, 2021). They could have also planned to keep Calmere's core values and culture intact to ensure that they only made improvements to the care home and not destroyed the foundation. Step four would be communicating the vision across to the care home using one to one meetings or team meetings to explain the reasons for the change. During these meetings, it is important to be honest about what the change will mean for the employees and how will they be supported. 
Step five looks at removing any barriers, for example any lack of training needs meaning employees feel less supported, they could remove the barriers and put a full training day to ensure everyone is comfortable with the change and have everything they need. This period could also promote staff to suggest anything improvements they would like to be made. Hodges (2024) believes that people are the driving force of change and believes in the people centric approach. Employers should prioritise the needs of the employees throughout the change process. Step six is to generate those short-term wins, and this could be that the takeover has begun and things are going smoothly with improved care plans in place for residents and employees feeling a better sense of job stability. This will need to be sustained over a period to ensure that the change can be permanent, to make it sustainable the managers could check in to see if all the equipment and PPE's are all working. Also, they could ensure that they keep accurate data to show the progress of change and monitor staff feedback. Finally, the last step is to fully institute the change by creating new values and a culture that works for the new business whilst still having the foundations of Calmere house. They could ensure that Kath adjusts to the culture and she could reinforce it through consistent actions and fair judgements. 

AC 2.4) The employees go through an experience of change at Calmere house, and this can be seen and understood through the Kubler Ross model change in curve. Figure 2 illustrates the Kubler Ross model (Bitesizelearning, NODATEd). 
Figure 2
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As seen in Figure 2, it highlights the multiple stages employees can go through, and it outlines the emotional toll it can have on their journey. Some stages affect employees in different ways it can depend on various factors and how they view their life and work life balance. (Waite et al, pp.40, 2021). There are five stages, and these can be defined as responses which can affect a person's behaviour. For example, once change has been announced there will be an initial response of shock or denial that employees will go through such as when the employees at Calmere house when they knew about the takeover there would have been a stage of initial shock that they experienced. 
After the shock they can experience anger, employees will feel angry at Kirsten for considering the change, whilst knowing the effect it would have on the employees and their financial stability. The employees could have bargained with Kirsten to stop the takeover as they were happy with the workplace at Calmere house. After the employees have tried everything to avoid the change, they start the depression stage where they are debating if this company is right for them and consider if it's better for them to leave or to accept the change and hope it allows them to work in the same way. 
Finally, the last stage is acceptance, and this is the stage where the employees understand the change and why it is necessary for the growth of the organisation (Bitesizelearning, NODATEd). Some employees realise once they experience the depression stage, they may want to leave their jobs or employees could skip stages and avoid the depression stage and go straight to the acceptance and learn to deal with the change. It does depend on the employee and how the change was communicated too.  

AC 2.5) A factor that could impact employee wellbeing at Calmere house is loss of employee voice. It influences wellbeing as employees who previously had input in the decision-making process to then move to a top-down management style where they do not make the care decisions anymore. This can have a negative impact on wellbeing at Calmere and it is important to address it to ensure the employees feel comfortable to use their employee voice. Chaffinch group could send out staff forums or feedback forms to gauge how the employees feel. This will boost morale and engagement and can rebuild trust and reduce turnover. They could also foster a positive working environment and relationships to improve employee loss and make the employee feel heard (Waite et al., 2021, p.141).
In addition to this, another factor that could impact employee wellbeing at Calmere house is the increased workload due to staff turnover. It can influence wellbeing as when organisations go through this type of change you tend to see an increase in staff reporting sickness and a change in staffing levels due to them being unhappy at work. If the workloads increase, then the remaining staff will need to work overtime to cover the absences which can lead to them feeling burnout and fatigue. According to CIPD (2025d) “About a quarter of respondents say work has a negative effect on their mental health”. This is relevant as the more burnt out the employees are feeling the bigger toll it is having on their mental health. It needs to be addressed so that there is not a strain on the workforce at Calmere house. As there has been a high increase in staff reporting absences the remaining staff are under the pressure to work the extra hours, and it can put a strain on their wellbeing and work-life balance. They need to foster an effective work-life balance to avoid the prolonged work hours and stress, by doing this it will prevent any mistakes being made by tired and overworked employees (Waite et al., 2021, p.144). 

AC 3.1) The people manager could support the retention stage of the employee lifestyle by creating a positive working environment for the employee. This could be done by praising their achievements and providing reward initiatives to promote a motivated workforce. Also, they could promote flexible working as it will aid in a positive work-life balance for employees. This could improve the ways the employees perform in their role and the performance of the organisation (Waite et al., 2021, p.145). It can also ensure that employees are supported with their workload and can still have time for their personal life. 
The recruitment advisor could support by recruiting as per the organisational culture as culture is made up of its employees, so it is important that they are the right cultural fit. In addition to this, they will need to ensure that the employees experience a smooth onboarding and transitional period when they first start. They can do this by keeping in touch with employees after their six months to ensure they feel comfortable in their role (Taylor. S and Woodhams. C, 2022, p.98) This will be beneficial for Kath’s team to undertake as it ensures that employees are supported from when they are new starters all the way through their employment journey. Regular meetings with the new staff after the onboarding will be useful to ensure they are happy and understand what is expected of them. 
The employment relations case advisor could support by handling disciplinaries and grievances according to the organisations policies and produces and ensuring that they refer to the ‘ACAS Code of practice on disciplinary and grievance procedures’ (ACAS, 2015). By doing this in a fair and transparency manner it can build trust between the organisation and the employees. 

AC 3.2) Vertical integration is the link between the organisation’s business strategy and HR, it ensures that HR’s targets align with the goals and objectives of the business. On the other hand, horizontal Integration is when the HR policies and procedures link with each other and are applied to the businesses strategy (Rampling, 2021). For example, Chaffinch’s objectives are to fill the rooms within six months, people practitioners could look at reward systems for staff. If they have undertaken a certain amount of training per year a rewards system could be used to retain the current staff and keep them engaged. They could also look at reward packages and present these to employees to give them an idea to see what they could have so it keeps them motivated, which will improve performance. 
People practitioners could help Chaffinch Group to fill 100 per cent of residential rooms within six months by planning and looking at the workforce. This is important as assessing the current workforce and staffing levels will allow Chaffinch group to have a better understanding of planning and creating targets to work towards.  It can also allow them to look at the employees training needs to ensure that these are met to have a well-rounded workforce to aid in staff retention (Waite et al., 2021, p.212). By forecasting on recruitment and workforce planning, it will mean they have suitable staff to deliver the best service and level of care to the residents.  This will be important as the highest level of care the residents receive the happier, they are to stay, and it can potentially attract future residents to fill more rooms in the care home.
It could also help Chaffinch group to focus on their employer brand which can attract more residents and employee. Employer brand is important as it’s a way for Chaffinch group to express themselves and make themselves stand out in the labour market (CIPD, 2024). Improving employer brand will attract new residents which will fill the rooms at the care home, and it will even boost their profits as a result.  

AC 3.3) Kath could consult and engage with employees to understand why employee turnover has increased at Calmere house by holding one to one meeting with employees to understand how they are feeling within their role. Sending out staff feedback forms to gather feedback on how employees feel about the change of ownership could be useful. Online Microsoft forms could be a good tool to use to consult the employees over feedback forms. It can be focused on how the employees view their workload, pay and work-life balance. It is beneficial using staff feedback forms as it provides data that can be used across the field, and it can be used to identify any trends within the organisation. Identifying a trend and being able to predict the employee turnover can help the organisation budget efficiently and plan the workload (Zhu et al, 2016). 
One of the biggest reasons employee turnover increases is when employees are disengaged from the workforce. If employees are disengaged, they will not be performing their role to the best of their ability and they will be withdrawing from the workforce. Reasons for this can be due to increased workload, and the current staff could be burnout or struggling with their work life balance. Conducting exit interviews with staff before they leave is good practice, as it allows the employer to gain insights to how the employee viewed their role and what they think about the organisation (Macafee, 2007). Kath could reassure them that everything that gets discussed with remain confidential, this will build a trusting relationship. 
In addition to this, according to CIPD (2025e) “One key reason for an individual’s decision to leave may be a poor relationship with their line manager, leading to disengagement”. This is important as this relates to the culture of the organisation and to employee voice. Employees at Chaffinch group need to feel heard and respected and to be treated fairly by Kath. By Kath engaging with her staff the employees will be more motivated and productive. 
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