Nia Griffiths - 2514493 - Organisational Performance and Culture in Practice
(AC 1.1):
Kirsten’s ownership at Calmere House (CH) took on a flat, non-hierarchical structure. This adopts a minimal hierarchical structure where there is ‘limited complexity’ to its hierarchy (Shahvaraninasab, 2025). This was appropriate under Kirsten's ownership, as her business is small, family-owned and employees reported directly to her. CH was ‘centred around high quality care with a personal touch’, combined with the structure resulted in high employee retention and high-quality resident care. Because Kirsten valued her employees' input in management decisions and selection processes, there was strong engagement, commitment and communication. Kirsten's ability to maintain this structure created a committed, valued and positive culture which met her business goals. Disadvantages of the structure include the compliance of the business as all employees reporting to Kirsten could cause burn out. As no other member of management is present, the responsibility lies with Kirsten. Linking to this, as policies and procedures are already limited, they may not be compliant with new policies or legislation, as there is no direct team for this. Lastly, if employees' goals are to develop and climb the hierarchy within the organisation, then this structure would not be suitable for staff goals and development. 

Chaffinch Group (CG) adopted the hierarchical bureaucratic structure. Max Webbers theory states that ‘Bureaucracy is an organisational form that implements rationalism’, meaning that it focuses on procedures, structure and instructions (Daneshfard et al, 2016). The advantages of this structure is there is now a direct line of authority, providing stability within the workplace. There would also be better compliance procedures, minimising compliance risks as the policies would be up to date. However, while there are legal benefits, their management style does not agree with the previous employees, creating a negative environment. This change in an  employee valuing company has turned into a standardised, corporate company whose only goal is to gain capital return. Because of this change, employee turnover and overworked employees has increased. This had a knock-on effect as the standardised rooms affected residents' care. Therefore, while this structure may be beneficial in other organisations with similar business goals, for CG, the change hasn’t been as successful as expected.
 
(AC 1.2): 
In terms of a rational approach to strategy formulation to ensure customer needs are met, CG could apply a SWOT analysis to better understand its strengths, weaknesses, opportunities and threats (CIPD, 2021). The organisation's customer base is their adult residents who live within the facility, and the service they provide is care for those adults who have additional care needs. While customer needs are at the forefront of the organisation, employee care also needs to be met. SWOT is a useful tool to analyse internal and external factors. This can be implemented to improve customer service and employee turnover.

To understand SWOT, it can be broken down. To do this, they can gather reliable data to analyse and create an approach to improve their service. For example, employee voice and feedback would help CG gather information on each area of SWOT, as the employees are who provide resident care. They may find weaknesses such as increased workloads and undervalued employees, which can cause a potential threat. This may be that they find another organisation with better standards of care for all parties (Obiekwe et al, 2019). By applying SWOT, they can then apply a strategy to improve these, such as reintroducing 1:1s, regular employee feedback, to continue improvement and better working conditions. This would have an immediate positive effect on meeting customer needs as there would be less employee turnover and less agency staff. Therefore, a SWOT analysis can prove to be beneficial for an organisation, as gathering data such as employee feedback can produce opportunities. However, a limitation of SWOT on the organisation could be that the analysis may lack depth, as it can list weaknesses and threats but may not provide factual evidence or details of potential improvements (BusinessGuide360, 2024). Other types of strategies may be more beneficial as they go into more detail around external factors that can affect customer care.


(AC 1.3): 
To analyse external factors, organisations within the residential care industry can apply a PESTLE analysis. This looks into political, economic, social, technological, legal and environmental factors which can have either positive or negative effects. This analysis is beneficial as it allows a business to understand its position in the market as well as assess risks specific to the care industry (Siddiqui, 2021).
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One external factor that is currently having a negative impact on the residential care industry is the political factor. Being compliant with policies within the care industry is crucial for the success of an organisation. Policies such as ‘The Care Act 2014’ and ‘The Data Protection Act’ all must be applied according to The Social Care Institute for Excellence (SCIE, 2025). While these policies are beneficial, the constant change of these by the government can cause issues for care homes. The change in leadership within the government has caused issues for organisations. BREXIT, the government stance on VISAS, and views on immigration have a negative effect on the industry. According to the Government's current statistics, due to the change in VISAS and Immigration Rules, the number of immigrants applying for VISAS and working within health care has dropped significantly (Office, 2025). This has a knock-on effect as Migrant workers make up a large proportion of caregivers as over 230,000 people joined the care workforce in 2023 (Skills For Care, 2025). Therefore, government changes affect the industry negatively as they create situations where the industry is understaffed.

One external factor that is currently having a positive impact on the residential care industry is the social factor, specifically demographics. As residents at CG would mainly be the older generation, according to the Office for National Statistics, adults aged 65 and over make up the majority of care homes. Therefore, an ageing population can be seen as a benefit to the industry as the increase in the population requiring care can open opportunities within the sector (Office for National Statistics, 2023). A benefit for the industry is that increased need for care, increases the demand for jobs, which also benefits other areas of PESTLE, such as Economic (Schulz et al, 2014). This provides opportunities for the younger generation to gain experience and education. Demographics also benefit the industry as the increase in long-term health conditions in adults, care homes are now more widely known to the younger generation. They have a better knowledge that these organisations are available to them for the kind of support they need. This allows organisations to profit and continue to provide much needed care (Bach-Mortensen et al, 2025). Lastly, as there will continue to be an ageing population and new social factors, there will be a long-term and continuous demand for the industry. 
 

(AC 1.4)
Technology and Artificial Intelligence are becoming the future of every organisation, However, in more manual sectors such as the care industry, it can be more challenging to implement this. Calmere House (CH) invested very little into the adoption of technology, whereas Chaffinch Group (CG), had the opportunity to invest in technology that could potentially improve patient care and employee experience. Using the technological factor from PESTLE can provide opportunities that CG can adopt.

Transferring to digital management could be a great advantage for the organisation, as it comes with the benefits of using digital patient records as well as electronic patient charts to track and hold information. These are beneficial to patient care and employee experience as these systems would have the most recent health record of each patient, creating highly efficient care due to the decreased risk of errors on the system (Alomar et al, 2024). It would also mean that each member of staff has access so that nothing is missed in the patient's care plan due to a lack of communication. However, while going paperless and having the information available, there are disadvantages to using this system, these risks include software malfunctions, employee training and the cost of implementing this software. Malfunctions could cause critical issues for patient care, as if there were issues accessing information, there would be no paper backup available, compromising the care of the patients. Training and implementation would also be costly and time-consuming for CG, as this would take employees away from patients. However, this is not for employees to undertake in their spare time, as this would impact their employee experience (Giebel et al, 2023).

Digital communication would also be highly beneficial for CG to implement as this can have a positive effect on patient care and employee experience. This includes areas such as a communication system and utilising email communication, which can be utilised for handovers; this benefits CG as they use agency staff (Yuen et al, 2023). This would avoid handover errors and would provide more efficiency and consistency in patient care. Digital communication could also be utilised for patients to communicate with family members at home. iPads for patients to stay in contact with family would create a more personalised experience, improving patient care and employee satisfaction. There also are disadvantages as employees may feel that it dehumanises patient care, reducing employee experience, as there is a lack of direct employee communication. While this type of communication may already be used within the organisation, different types of communication platforms would also be costly to implement and may run the risk of data breaches (Zlatolas et al, 2024).


(AC 2.1) 
Following the takeover of Calmere House (CH) by Chaffinch Group (CG), organisational and human behaviour have been negatively affected. To analyse why, we can utilise models such as Edgar Schein’s Culture Model to examine organisational behaviours, and David Rock’s SCARF model for human behaviour.  

Edgar Shein's culture model identified 3 levels of organisational behaviours: these are artefacts, espoused values and underlying assumptions (Hattangadi, 2020). When each level is understood, it creates a positive cultural environment and helps to see what motivates organisational behaviour (Mutomorro, 2023). At the artefact level, problems arose due to the change in reporting lines at CG, as CH had a different hierarchy. CG has an autocratic style with direct orders and prioritised communication of changes through email rather than being direct. This created problems with employees, as they then felt they were not heard, valued and not able to give their opinions as they previously had. At the espoused value level, problems arose due to the organisation's change in values. CH prioritised efficient care for its residents, personalising their care and creating a family-style team of staff, whereas CG is a profit-focused, standardised organisation. Due to the culture change, turnover increased causing heavier workloads and longer working hours for others. Lastly, underlying assumptions are regarding people's unconscious beliefs, which can affect behaviour and feelings (Schein E, 1985). This can be the hardest to change, as it is not tangible but shown unconsciously through behaviours which showed in CG’s management style. Kath's behaviour was disapproved as employees were not consulted on decisions and directed orders to ensure a return on investment.

To analyse human behaviour, we can use David Rock's “SCARF’ model, made up of; Status, Certainty, Autonomy, Relatedness and Fairness. This model helps to anticipate emotional responses to change (CIPD, 2017). Status links to values and respect and when applied, motivation and productivity increased. After the takeover, employees felt undervalued resulting in increased turnover, as the level of respect changed as job satisfaction shows to be better than monetary awards (Hamzah et al, 2023). The change in certainty increased turnover and created uncertainty for employees as to what their role is and how their workload will change. There is uncertainty about any business plans due to the problem with communication. There also were high expectations of employees to keep residents' rooms full. Looking at autonomy, employees are now micromanaged compared to previously having management's trust to make decisions. Employees did not have time to adjust or provide feedback to this change (Vuorenmaa, 2024a). Looking at how their teams changed to agency staff links to relatedness. While productivity did not lack, the motivation did due to missing the support of coworkers who had left. Lastly, fairness, when each of the above are analysed, which in CG, they were not, there is unfairness across the board. CG expected the employees to adjust to new rules immediately, and this may be why problems have arisen, such as increased turnover.


(AC 2.2)
Following the takeover of Calmere House by Chaffinch Group, there has been a change to the selection processes and employee voice, which has impacted both organisational behaviours and cultures. These impacts can be perceived as both positive and negative.

There has been a significant change in how CG now conducts their selection process, which includes a more standardised and strict entry process. CG now has a recruitment advisor who deals with the recruitment process and has a different view on who they want to work for them; they look for qualifications over experience. The positives of this selection process are that the requirements would be standardised across the organisation, so the level of care provided is consistent, which benefits residents and organisational behaviour (CIPD, 2024a). However, previously, the criteria would have focused more on a personal interview, where employees were involved in the selection process to observe behaviour rather than qualifications. This has had a huge impact on the culture at CG, as employees previously at CH are no longer involved in this process. This is a negative change as these employees no longer feel heard or valued, causing a behavioural change such as a lack of motivation and productivity. The lack of further assessment by CG would also affect the trust and involvement of senior leadership (Vuorenmaa, 2024b), which shows a lack of care on their part. For employees to see how little the senior leadership team values those who work for them would affect behaviour and the dynamic of the culture.

There has also been a significant change in CG’s approach to employee voice. Previously, CH had taken on a person-centred approach to employee voice and communication, where opinions and views were believed to be the best way to achieve their goals and open communication created trust. However, this style has now changed to a formal approach, and there is now a lack of employee opinion regarding their job. The change in employee voice does not benefit the organisation in any way, and there are no positive impacts, as this change is one of the main reasons why there is such an increased turnover of staff. The impact this has had on the culture and behaviour at CG is increased uncertainty, reduced morale, and it would affect the well-being of staff, as they now feel that they do not have a voice in their place of work. They may also not engage as much with newer employees, resulting in less productivity and motivation, which would increasingly affect the culture and behaviour at CG (Morrison, 2014). A recommendation toward CG would be to gather feedback from employees on how they can ensure employee voice is at the centre of their goals and to implement this.
 
(AC 2.3)
Chaffinch Group (CG) could have better managed the takeover, by using models to understand what went wrong and how it could be improved. Models which can be utilised are Kotters' 8 Step Change Model which looks at how change can be implemented across large organisations (Kotter, 2025), and creating a structured approach to doing this (Carreno, 2024), and Jeff Hiats ADKAR model which looks at the emotional journey.

Step 1 is vital, where CG needs to find the sense of urgency, explaining why the takeover was necessary. While Kirsten explained, employees could not comprehend the takeover, therefore making the transition more difficult and unexpected. Step 2 (Build) is where a change management team could be founded, including employees from CH and CG, to create a plan for the transition. Insight from CH employees could help previous employees adapt to the change. This would improve team building and trust as CG did not allow time to adjust to new employees and policies. Step 3 (Form) is where CG will create SMART goals and objectives with steps on how these can be reached. Rather than setting a goal to fill 100% of resident rooms within 6 months, a smaller goal of 50% of rooms may be best. Smaller goals would have better long-term effects. Step 4 (Enlist) is where feedback is essential to understand if the previous steps have had any effect. Examples for CG would be to hold in-person team meetings, one-on-ones and implement change champions; overall this could encourage trust (Thakhathi, 2018). Step 5 (Enabling) is where CG will review the feedback and see what barriers there are to overcome. For CG, this would be improving communication, managerial styles and recruitment processes. Step 6 (Generate), CG, looks at what they are doing well during the transition period, and keep motivating their employees by showing them the current progress. Step 7 (Sustain) will continue to slowly keep introducing new positive changes to the organisation, taking advice from previous steps. Lastly, step 8 (Initiate), CG will continue to make positive changes permanent. The continuity helps encourage the organisation's behaviours and culture to remain positive.

Jeff Hiatt’s ADKAR model focuses on an individual's journey through change. Kotter's model does not take into account that each employee may emotionally handle the changes differently (Hiatt, 2006). CG can implement ADKAR into Kotter's model. Jeff Hiatt explains that ‘awareness’ is a key factor in ensuring change is positive after a takeover. ‘Desire’ looks at what could motivate people to want change. Within Kotter's model, feedback can find what personal motivation may be, for example, communication, training or rewards. ‘Knowledge’ includes the change happening and where employees will be, this may require training and ensuring job roles are known. Each employee learns and adapts differently. ‘Ability’ within Kotters, is not to rush changes, these must be gradual, as a rushed transition period would create more risks. Gathering feedback around wellbeing would identify barriers and areas which may need more attention. Reinforcement would also come under enlist as understanding how the people are adapting is the key to change. Therefore, areas within ADKAR can be utilised within Kotter's model as they both bring different perspectives.


(AC 2.4) 
Following the takeover of Calmere House (CH), it brought out an emotional response from the change in ownership. This can be reflected through the Kubler Ross’s Change Curve. This model shows 5 stages of how someone emotionally experiences change (Lindblad, 2022). Employees may go through these stages at a different rate and accept the change quicker than others.

Stage 1 is shock, where the employees experience the initial shock of finding out that Kirsten is selling CH when explained why it was necessary, it caused uncertainty for many employees, creating negative feelings toward the change. Stage 2, denial, presents itself as the employees do not believe much change will occur and that their day-to-day routine will remain the same. In CH’s case, major changes happened in a short time span, such as teams, management and communication. Denial can be seen as a defence mechanism, and if prolonged, it could cause less productivity and efficiency in the workplace (Chavan et al, 2022). Stage 3 looks at frustration. CH’s newly implemented changes which include changes to the culture, teams, managers and communication cause employees to feel frustrated due to its knock-on effect. This frustration can lead to resistance within the workplace (Tarnoff et al, 2021). Stage 4, depression, is introduced. Employees realise that new changes are permanent. Understanding this leads to low moods, depression and lack of productivity. In CG’s case, the employees felt hopeless and dissatisfied due to the effect of the changes such as heavier workloads and reduced team support (Malone, 2018). Stage 5, experiment, is where employees start to engage with the new changes. They do not accept them yet, but are seeing how they may feel slowly. For CG, the employees are engaging but not by choice; therefore, this is where many employees are stuck until positive change occurs. Stage 6, decision, is where the employees are learning how they can fit into the new environment. This may take longer than others, but it is ultimately a positive step. For CG, many employees were unable to reach this step and had left the organisation. Lastly, stage 7 is integration. Employees accept the new changes that have happened. However, in CG’s case, most employees from CH did not reach this stage, as the lack of support and communication throughout the changes did not allow them to successfully move fully through the change curve. This model is highly important as it allows organisations to reflect on employees' emotional experience when handling changes.


(AC 2.5) 
Many factors can impact employee well-being at Calmere House, and it is crucial to address these as they can have knock-on effects for both the employee and the employer. The World Health Organisation defines well-being as a positive state experienced by individuals and societies (WOH, 2025). 

One factor which impacts employee well-being and must be addressed is job satisfaction. Recent studies show that salary is less important than job satisfaction (Mayne, 2025). Areas which have an impact are working environments, workplace relationships, career growth opportunities and work-life balance. If an employee is dissatisfied in any of these areas, it can cause job dissatisfaction. While CH had low employee turnover, career development can be seen to be nonexistent due to its flat organisational structure, meaning that there were no opportunities for career growth. It is crucial to address this concern as a lack of job satisfaction may lead to low morale and decreased motivation, affecting wellbeing causing stress, anxiety and lowered confidence. These would also affect an employer, as the quality and productivity of work is reduced, as the employee does not feel that they have a goal to reach, they may find opportunities elsewhere (Japor, 2021). Therefore, it is important to address concerns around job satisfaction as this is crucial to maintaining employee well-being.

The second factor which impacts employee well-being is workload. It is important that this is regularly addressed as studies reveal that employees who experience increased workloads result in having ‘psychological and physical fatigue’ (Cropley 2020). For CH, their workload was manageable as Kirsten ensured this. However, following the takeover, CG did not address the importance that workloads had on employee well-being, as many employees had to cover absences. Workloads must be addressed, as it can lead to physical/mentall health problems such as burnout and low morale. From an employer's perspective, increased workloads can cause reduced productivity and efficient work due to fatigue. Therefore, looking at both perspectives, if we do not address employee well-being while assigning workloads, it can have catastrophic consequences.

(AC 3.1)
In the employee lifecycle, retention is a crucial stage which often needs support to ensure that retention is high. Push factors are internal factors which can influence employees to leave such as poor management/relationships and a lack of opportunities. Pull factors are the external factors such as better pay/benefits, work-life balance and career growth. Many factors are both push and pull and contribute to retention. To support retention the people manager, recruitment advisor, and the employment relations case advisor can work together.

The people manager is important in retention, as they provide ongoing support for employees (Rasdi et al, 2018). People managers are often those who encourage motivation and a positive culture. Kirsten's management style was key in retention, as it encouraged wellbeing and support. However, CG’s approach was opposite and lacked trust and productivity. They could better support employees by aiming to regain their trust by focusing on employee voice and ensuring that previous employees still feel valued (Ta’amneh et al, 2024). They can also ensure that workloads are being correctly managed, as this caused a strain on employees and was a key driver of employee attrition (Setiawan et al, 2022).

The recruitment advisor is important as the efficiency in recruitment and onboarding can be a key factor for retention. CH valued the person, whereas CG valued qualifications. The importance of this stage is that if the applicant does not share the same values and view on culture as the organisation, they will be less likely to stay. If retention is high, recruitment is often rushed, which could impact the quality of employees, causing constant recruitment campaigns. The recruitment advisor could better support retention by viewing feedback from exit interviews to understand why employees leave. This can show what may need improvement such as how the induction from onboarding is carried out, this may affect reputation and then retention. Open communication on what is available, such as benefits and opportunities, would be beneficial at this stage (CIPD, 2024). 

Lastly, an employment relations case advisor can play a role, particularly in how issues such as disciplinary actions, grievances or organisational changes are handled. Policies and procedures and employee voice was not communicated efficiently across the organisation. This can cause uncertainty and can affect wellbeing amongst employees; so require more support in CG. To better support the retention stage, the ERAs can communicate changes to reduce anxiety and focus on wider development and support by following up with both the employer and employees to understand what areas can be improved. Lastly, a key area of success in retention is strategic alignment. All teams must be aware and regularly communicate regarding strategies to ensure that these are followed correctly (Catalino et al, 2022).


(AC 3.2)
When looking at how people's practices could help Chaffinch Group fill 100% of residents' rooms within six months, we can look at vertical and horizontal integration. Vertical integration looks at how the organisation's business goals aligns with their people management strategies. Horizontal integration is where the organisation's policies and practices align with each other.

Vertical integration for CG is understanding what strategies can be put in place to align with its business goal. A main area to focus on is recruitment strategies and to assess their current strategy, as this has knock-on effects on the residents. Recruitment will need to focus on value-based recruitment, as this will help CG recruit the right fit for their company. Being clear, concise and communicating with employees during recruitment would provide confidence and lead to a good reputation, therefore, encouraging families to feel confident recommending CG, slowly increasing the fill of residents' rooms, aligning with their goal (Gajdosikova, 2021). Within vertical integration, we can look at the training and development strategies, ensuring that employees feel confident enough in their role to provide high-standard care, again, allowing employees to feel valued and creating a better reputation. Management can vertically integrate these strategies by promoting effective recruitment campaigns and training programmes which align with their goal. Management must agree with their strategies in recruitment, training and communication; otherwise, these strategies will not meet 100% of their goal. Strategic alignment is key.

Horizontal integration is how these policies and practices align with each other to meet business goals. While in vertical integration, they focus on providing confidence and a good reputation in their recruitment, horizontal integration makes sure that processes are in place for these to happen. To do this, CG needs to ensure that the processes and policies are implemented into their onboarding and induction process, making it clear of the expectations of employees and linking these to company values. CG could also focus on employee wellbeing by implementing reward and learning and development processes such as mandatory and optional training, benefits linked to performance and ensuring these are communicated efficiently across all employees (Carbone et al, 2025). Linking to employee wellbeing, CG needs to focus on better people management procedures to better manage workloads as, in the current state, workloads are increased due to a lack of successful recruitment. Applying and aligning processes, such as with recruitment and L+D would benefit CG in many ways which would improve their brand reputation, convincing customers to stay and sign up, therefore potentially meeting their business goal of filling 100% of residents rooms.



(AC 3.3)
To understand why employee turnover increased at Calmere House, Kath could consult and engage with employees using two methods. One-to-One meetings are an opportunity for employees to privately address concerns or feedback to their employer. Kath could use this to understand why they feel that turnover has increased and can strategically plan on how to overcome this (Kravets, 2025). The benefits of this consultation is that this was used under Kirsten's management and engaged employees. Reimplementing this will allow Kath to understand employee feelings caused by the increased workloads and sickness absence. This would also provide a safe space for employees to address their concerns around the lack of employee voice and increase trust (Kato et al, 2025). Using this for exit interviews would also be beneficial as this would create an honest discussion to understand directly from the employee why they are leaving. There is one main disadvantage of this approach and this is that some employees may feel that they cannot be honest without repercussions and this would not be an effective way of engaging with employees.

Employee surveys are also a consultative way to engage employees on increased turnover. This is an anonymous method which is used to improve employee experience and engagement (Frampton et al, 2017). The benefits of Kath using this method is that it allows employees to engage anonymously, providing a more personalised and private experience and is a qualitative method which can gather data across the entire organisation (CIPD, 2025). It can help identify issues such as morale, lack of communication and overall job dissatisfaction without the employee having to talk to a manager directly if they do not want to. However, a disadvantage of this method is that employees may not engage as they may feel that feedback will not be acted upon. There are also fears from employees that the surveys are not 100% anonymous (De Waal, 2014). These disadvantages may decrease employee engagement. 
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Figure 1: Monthly applications for Skilled Worker and Health and Care Worker visas,
January 2022 to October 2025
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