AC1.1) Organisational structure represents the layout of how employees and teams are directed, monitored and empowered to achieve the company’s goals. 
Under Kirsten’s management, Calmere House was operated under a flat non-hierarchical structure where all employees were interconnected and included in the decision-making process, there being no top-down reporting systems and equality was in the spotlight. This type of consultative management was beneficial for creating open channels of communication, which improved employers’ engagement and the levels of commitment towards company’s needs. The structure builds an open environment, improving retention and an overall positive work culture (Marchington et al., 2025), creating a stronger relationship between staff and residents and improving the service quality. A negative side of the flat structure can be the lack of policies and procedures, which can create difficulties on fallowing the law requirements (Taylor and Perkins, 2021). The ad-hoc approach on the decision-making process can result in breaching law regulations, which can damage the business reputation or get it closed. 
Under Chaffinch Group, the hierarchical bureaucratic structure can be justified by the corporate side of the business, where roles and responsibilities are clear, top-down reporting system are in place and the decision-making process is structured. (Armstrong and Taylor, 2023).However, implementing this structure without considering the previous establishment of the care home came across as an abrupt change, affecting the open channels of communication, employees now lacking autonomy and the opportunity to express their opinion, resulting in lack of motivation, insecurities about their future in the company and increase in turnover and sickness absence (Schein, 2010; Taylor & Woodhams, 2022a).The turnover increase led to an increase in recruitment, this being done under agency rules and no implications on Chaffinch Group side, resulting in lower quality care services, which reduced the residence satisfaction, affecting the business operations and occupancy, showing that the bureaucratic structure is not always effective and it can sabotage a company growth when introduced sharply. 
In conclusion, there are clear links between structure and its purpose, the flat non-hierarchical structure being appropriate under Kristen ownership as it proved to be efficient for employee’s inclusiveness, retention and engagement, creating a personalised excellent service and keeping the financial side of the business stable. On the other hand, the hierarchical bureaucratic structure is suitable for Chaffinch Group as it brings clear regulations along business operations, having standard policies and procedures, and setting clear goals for the future.

AC1.2) A rational approach to strategy formulation implies a detailed examination of internal and external factors, recognition of clear objectives and constant evaluation of alternative actions that best reach customer satisfaction.
According to Armstrong and Taylor (2023) a rational approach fallows a linear process, starting with the environmental evaluation, followed by strategy formulation, implementation and evaluation. This planned strategy model can be challenged, as whilst it brings structure and lucidity, it can fail to spot the cultural elements of the work environment Chaffinch Group is active on, the healthcare services being built around people’s needs and emergent strategy plans being mandatory to achieve residents' satisfaction (Marchington et al., 2025).
For Chaffinch Group, a strong rational approach would start with analysing the external factors. By using the PESTLE analysis (CIPD, 2025a) the company could find external factors that might affect the care industry in this area, such as legal requirements, societal expectation for residential care, workforce shortages and competition from other residential homes.
Next step would be an internal analysis. This can be done by using the SWOT system (CIPD, 2025b), as this will create a better understanding of the care house strengths (experienced staff), weaknesses (low morale and high turnover), opportunities (house improvements based on customer needs and wants) and threats (long-time residents leaving the premises and difficulties in attracting new occupants). This will help create a strategic plan focused on customer needs and wants, steering away from the corporate structure and going towards a people-focused culture. 
From a people management viewpoint, a rational approach to strategy formulation would be to address the high turnover and give staff a voice, moving from a vertical integration plan that’s focused only on business strategy, toward a horizontal strategy plan that’s focused on people strategy too (Taylor and Woodhams, 2022b). Although there is a People Team at Chaffinch, they are not actively involved in strategy formulation and there is no clear communication path towards them. 
A rational strategic formulation approach would use analytics-based insights to create a bridge between people strategy and business-operation’s needs to ensure customers satisfaction, involving a shift from corporate strategy to a personalised, people-needs focused strategy. This approach should promote transparency, liability and alignment between company goals and customers satisfaction, creating a more pleasurable and high-quality care environment for Chaffinch’s residents.


AC1.3) External factors are circumstances in an organisation’s environment that affect operations, performance, and the strategy of a business (Marchington et al., 2025).
By Using PESTLE analysis (CIPD, 2025), which is a powerful tool used to analyse and identify factors that can affect an organization based on 6 aspects (please see image below), we can explore external factors influencing the healthcare industry.
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One external economic factor negatively impacting the residential care sector including Calmere House is related to workforce shortage, the care house struggling with retention and recruitment. Retention became an issue especially after Brexit, when UK vacancies increased by 124% from January 2019 to February 2022 (Lloyds, 2022). The increase in cost of leaving is impacting the insufficient staffing levels as well, as combined with the low pay rate, it resulted UK care personnel being twice as likely to live in poverty compared to an average worker (THF, 2025), factor that’s pushing current employees to leave the system and keeps away the younger generation from showing interest in building a career in the sector. As the retention rate is decreasing and the recruitment is affected by the low pay, the care industry struggles with workforce. This issue can be identified on Calmere house situation as well, they now struggling to fill up their vacancies and find not only skilled personnel, but also one that’s suitable for their culture and values.
A positive social external factor impacting the residential care is the high demand for care due to aging population as in England and Wales in 2021 82.1% of residential care was occupied by elderly (ONS, 2023). The higher demand brings more funding and workforce development, creating more opportunities, jobs and pathways to expenditure, which all lead to a stable financial environment, higher awareness of person-centre care and an overall enhanced quality service (Taylor and Perkins, 2021). With higher demands and more focus on the industry, the technology improvements do not fail to appear as well, nowadays the residential care facilitating from digital monitoring and AI- assisted care, improving the overall life quality of both residents and staff. This external factor can help Calmere House bring in more business opportunities and better awareness for residential care, encouraging business growth and higher quality of service. (Sörensen et al., 2021).
Positive and negative external factors are influencing the residential care, bringing both challenges and opportunities in building strategies, managing finances and improving the quality of care.

AC1.4) In the healthcare industry, technology became essential for improving quality service and business efficiency.  For Chaffinch Group, technology can enhance customer’s physical and mental health monitoring and improve the administrative process.
Currently, multiple care facilities are utilising software to create rotas, monitor performance, create care plans and monitor residents' activities (Marchington et al., 2025). These systems will not only help the employers reduce the time spent on admin tasks, but they could help Chaffinch Group improve staff’s job satisfaction and wellbeing by creating simpler procedures and giving them more time to spend with residents. Implementing new systems will not be an easy process, it will take time, training and continuous support, there being a risk of falling for outdated ‘here today-gone tomorrow’ technologies that can negatively affect efficiency and unnecessarily increase the operation’s costs (Armstrong & Taylor, 2023). 
Internal communication can be improved with technology as well, internal apps or social media can create quicker channels for information to be passed on and enhance employee relations, facilitating feedback and engagement. Although they can benefit the company, there is a constant requirement of monitoring the always-on culture (CIPD, 2018), strict rules needing to be put in place by Chaffinch Group management to protect staff from using them outside working hours.
When it comes to customer’s care, innovative systems such as motion sensors that can detect, alert and prevent falls; AI that can analyse, monitor and improve care plans by predicting possible changes; and video telecare that offers online appointments with doctors can drastically improve the service quality and  customer’s satisfaction, improvements that can help Calmere House attract more residents and fill their now empty rooms. (Gov, 2025). 
Chaffinch Group could use new tech to improve customers’ mental health as well, as according to UGM (2024), virtual reality (VR) or video calling devices were already trialled in other care setting to combat boredom, isolation and loneliness, helping residents maintain their connection with family and friends outside the care home.
For Calmere house, technology implementation will need to come with intense training for both staff and residents which can be stressful at the time but worth it, as it will not only upgrade residents experience, but take pressure off staff’s shoulders, creating more opportunities for them to develop new skills and increase their work efficiency.

AC2.1) After Chaffinch Group took over Calmere house, tension appeared due to a different management style, behaviour models and contrasting culture.   
According to Schein’ (2010) organizational culture model, it is split into 3 levels: artifacts (clear processes and structure), values (philosophies and goals implied by the organisation) and assumptions (people's beliefs in the organisation). Under Kirsten ownership, artifacts such as open communication, collaboration and support were creating a positive culture, the company’s values being built on trust, respect and autonomy, and the assumptions were that employees are internally motivated and collectively involved. After the transition, Chaffinch Group introduced a bureaucratic culture, where collaboration was replaced by strict rules, trust values were replaced by control and collective engagement was replaced by obedience.  
Following Charles Handy’s organizational culture model, Calmere House moved from a person culture model to a role model. Under Kirsten, the house was functioning focusing on relations, staff being values and listened during the decision-making process, creating a community-like environment; under Chaffinch group, the culture became a role culture focused on strict hierarchical job titles based on rules and control, centring around efficiency (Handy, 2020; PT, 2023). 
Utilising David Rock’s SCARF model (Rock, 2013), which describes five social areas (Status, Certainty, Autonomy, Relatedness and Fairness) that can be used by management at work to decrease the threats responses and improve the rewards ones, we can observe the issues Calmere House is facing can be identified as phycological threats developed during the transition. Under Kirsten, staff was acting based on rewards responses coming from high status, sturdy certainty levels, encouraged autonomy, relatedness towards management and overall fairness at work. During the transfer, the threats appeared as Chaffinch Group bureaucratic approach created significant reductions in all 5 levels. Employees status decreased when their opinion was overlooked and their expertise was minimized by new management, certainty weakened due to poor communication during the  change process, autonomy was lost due to new and strict regulations being put in place restricting staff judgement, relatedness reduced as old members of staff left the company and the fairness perception deteriorated due to conflicting practises and lower focus on residents’ needs and wants. (CIPD, 2024a)
In conclusion, the issues Calmere House is now facing are not only the consequences of structural changes, but also the result of cultural transformation and implementation of unfit management style which impacted human behaviours.  

AC2.2) Changes to selection process and employee voice can have enormous impact on organisational culture and behaviours as selection requirements can affect not only the level of qualifications of staff but also their suitability within the organisation’s values and expectations, whilst employee voice affects openness, trust and phycological safety (Taylor & Woodhams, 2022b).
Under Kirsten management, the selection process was highly consultative and inclusive, existing members of staff being involved on the recruitment process and given the power to assess cultural compatibility and skilfulness of new members of staff, process that proved employees were given a voice, creating a sense of belonging and loyalty, increasing motivation to develop role-modelling behaviours (Armstrong & Taylor, 2023; Albrecht, et al., 2015).
When Chaffinch Group took over Calmere House, the changes in selection practices and restrictions of employee voice had extremely impacted the organisation culture. The recruitment process was totally changed, now being done by agencies completely, focusing on experience and qualifications only, there being no scanning on values and behaviours. The approach switch, although it had positives aspects such as scaling the recruitment process, wipes away the collective beliefs that once created the open culture in Calmere House and demolished the people-centric approach previously built by Kirsten.
Employees voices were shrunk as well. If previously staff were constantly involved in regular meeting and one-to-one chats, their opinion having an impact on the decision-making process, enabling openness and trust, the new bureaucratic managing style adopted by Kath is blocking the communication paths, this now becoming a top-down process restricted to emails and limited in openness for discussions. According to CIPD (2024a), employees voice is associated with wellbeing, job satisfaction and trust in leaders; by restricting their voice, Chaffinch Group not only undermined those factors, resulting in a lower job quality and staff’s wellbeing being affected, but also created conflict and stress, which resulted in increased numbers of sickness and high turnover (Marchington et al., 2025)
Recent study by Jo and Shin (2025) reveals the importance of participative practices, the study showing that fairness, recognition and employee involvement are improving wellbeing, engagement and productivity, whilst uncertainty and high expectations are affecting morale and can lead to burnout. This study strengthens the believes that Chaffinch Group would need to shift toward a people-centric approach, creating policies to encourage rewards, engagement, equality, diversity, inclusion and overall relations of staff. 
In summary, the changes in selection and employee voice have disrupted the fundamental culture at Calmere House. By replacing the consultative open culture with bureaucratic approaches, the leadership lost employees trust and motivation, developing negative behaviours and lower performance.

AC2.3) To manage the organisation change effectively, Chaffinch Group should have focus on a people-centred approach and business strategy, especially as they transitioned from a small, family-owned business to a corporate associated one. According to Amstrong and Taylor (2023) changes can fail when corporation underestimate communication, cultural alignment and employee voice. 
Applying the ADKAR model (Hiatt, 2006) (please find picture below), we can create a structured way of how Chaffinch Group could have manage the transition smoother, with less resistance, maintaining wellbeing and keeping the same quality service. 
[image: ]Chaffinch Group should have built awareness by helping employees understand the reason, scale and urgency behind changes before implementing them, which could be done by holding meetings and explaining the benefits of transitioning to a large corporate. They should have created desire by promoting similar values to the house values, involving staff in planning at an early stage and showing them respect. Instead, the changes were emailed to employees without any explanations or support being give, this creating a knowledge deficit. They should have offered more support, such as workshops, meetings and briefings to help staff understand what the expectations are. When it comes to ability, Chaffinch house could have offered more training and coaching to help staff learning and adapting to new processes and assuring management are having the skills not only to support staff’s transition, but also reinforce them constantly by creating systems for feedback, celebration of progress and open channels of communication (Roberts and Tracey, 2024).

A very useful model that Chaffinch House could use is the 8 steps Kotter Model (please find picture below):
[image: ]
Utilising Kotter’s Model, Chaffinch Group could have created a clear sense of urgency by being open regarding the financial pressure and new expectations. They could then build coalition by including senior member or staff on the process of creating a new business strategy to maintain trust and form a strategic vision focused on personalised care. By enlisting employees through constant communication and offering training and support, they could enable action and remove barriers, which could then be followed by celebrating small wins, such as the new refurbishment, which could generate easy wins and increase the satisfaction. Offering feedback could sustain the acceleration and aligning the new culture and leadership expectations would institute the change positively (Kotter, 2024; Roberts and Tracey, 2024).
Overall, the challenges Calmere House experienced show how mismanaged change can affect the culture, performance and trust. Both ADKAR and Kotter demonstrating that fortunate transitions come from early engagement, good communication, training and feedback.

AC2.4) Employees at Calmere House encountered an emotional journey during the transition, their reactions and behaviour mirroring the stages of Kübler-Ross model as it illustrates how people process loss, change, uncertainty and unknown. The model’s stages are shown in the diagram below (Akstas, 2021):
[image: ]
Employees received the news from Kirsten as a shock, the sale coming as a surprise for them due to her long-standing implication in the business, the idea of external management being totally unexpected. According to Armstrong and Taylor (2023), shock usually appears when changes that are threatening the cultural assumptions appear, perfectly describing what staff encountered.
Fallowing the initial surprise, denial installed and member of staff refused to believe the sale will happen, hoping the emotional connection Kirsten has to the home would override the rational approach she exposed based on financial interests and personal plans. 
Once the sale was finalised and Chaffinch Group took over, frustration arise due to the sharp introduction of a hierarchical structure, bureaucratic leadership and procedures changes. Employees voice was muted, and the top-down communication created resistance among staff, them being left with no autonomy or known values, their world being totally shuttered down (Roberts and Tracey, 2024).
As their values were whipped away, the communication was non-existent and the workload increased, the morale declined, employees becoming disengaged and burnt out, feeling depressed and lonely, struggling to adapt to the new environment (CIPD, 2024b).
Some staff did try to adapt by trialling the new procedures and policies and picking up more hours to maintain the care high standards, but their experiences were very difficult due to lack of communication and clear guidance, them requiring clarity and support.
Acceptance came in two forms: slow adaptation to the new system for remaining staff and acceptance to exit for those who left, as acceptance doesn't always imply alignment, but acknowledgement that change is happening.
Unfortunately, for the remaining staff, full integration and acceptance wasn’t reached yet, they still being at the acceptance stage, and slowly walking towards fully embracing the new policies, procedures, management and overall culture. 
The Kubler-Ross Model brings a strong framework for understanding the emotional roller-coaster of Calmere House’ staff, from shock and denial to frustration and depression and then slowly experimenting and accepting, this case shows the importance of proactive change strategies that covers not only the operational side of the business, but the cultural and emotional needs of staff.

AC2.5) Employee wellbeing is a very important factor in organization’s efficiency, affecting engagement, motivation, job satisfaction and both mental and physical health. When wellbeing is affected, the repercussions extend beyond personal level, impacting relationships, capability, attendance and overall performance. During times of organisational change, like the one Calmere House is going through, wellbeing becomes unsteady as staff experience changes in expectation, uncertainty and cultural disruption (Rees and French, 2022).
A major business factor that can impact staffs’ wellbeing at Calmere House is the abrupt shift in management style. Under previous management, the house operated under a family-business approach that created trust and autonomy, boosting employees’ confidence and creating a sense of belonging. Chaffinch Group introduced a hierarchical management style, with limited access to communication and small regards to employees’ perspective.  It would be important to address this factor as the shift damaged employees' relationships and autonomy, leading to loss of trust and respect, decreasing the engagement and motivation, affecting the overall job satisfaction. Altogether, the change in management can affect the stress level and morale and bring uncertainty, elements that can noticeably decrease staff wellbeing at Calmere House. Reflecting the expectancy theory, staff would be less likely to show efforts when they don’t feel rewarded or appreciated, actions that can negatively impact performance, which is directly affecting the business (Horn, 2009; CIPD, 2024a)
A moral factor that can impact employee's wellbeing is the appearance of contradicting organisation’s values. Before the transition, staff were dedicated to personalised resident-focused care, their values being pencilled around customer’s wants and needs, while under the new leadership, the values are emphasising around standardisation and efficiency, focusing on cost proficiency and fading away from the personal aspect of the service. It would be important to address this clash of values as it undermines job satisfaction, reducing the sense of purpose and motivation, resulting in a decline in resilience and strength. Over time, this conflict of values can deteriorate morale, reduce performance and affect retention as it can push the workforce into looking for companies with similar values to theirs. (CIPD, 2025c; Suff, 2025)
In summary, the changes in values and the shift in management style can undermine staff’s wellbeing at Calmere House. Addressing these two factors through open communication, cultural alignment and supportive leadership might help employees regain resilience, motivation, engagement and job satisfaction, improving both staff wellbeing and organisational effectiveness.

AC3.1) Employees life cycle is offering a structured path of understanding how people practise can shape employee experience from start to finish. According to Amstrong and Taylor (2023), retention is not just a simple stage, but the outcome of employees’ experiences through all the other stages that can be found on the picture below: 
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In Calmere House, where retention decreased rapidly due to culture change, people professionals should understand their impact on the lifecycle at any stage, having in mind that retention links to all stages, resulting in all stages impacting the retention rate (CIPD, 2018).
In our context, the people managers are having the biggest day-to-day impact in retention, them shaping many internal “push factors” such as lack of support, poor communication and overall toxic leadership, whilst ignoring the “pull factors” that can take people away such as poor relations and lack of recognition. Effective managers foster trust and values alignment from the onboarding stage, this being their first direct contact with staff, following with constant support, fairness and opportunities to develop through the whole employee lifecycle. 
As retention is linked to recruitment, one being influenced by the other, the recruitment advisor, who is now an agency for Chaffinch Group, is having an enormous impact on retention. Hiring candidates that are matching the organisation values will result in longer employment and better retention rate. With higher retention rates, customer service in improving, creating more stability and boosting company’s reputation, which can then help the recruitment process. At the same time, a low retention leads to high recruitment, resulting in rushed hiring decisions that can later affect retention. A good strategy the recruitment team at Calmere House would be to focus not only on experience, but in attitude and values alignment, offering strong training and a good onboarding experience (CIPD, 2021).
The employment relations case advisor can influence retention by ensuring that grievances and disciplinary are deal with fairly, these procedures often impacting trust and commitment. They should encourage informal resolution at early stages, but if formal resolutions are unavoidable, they should maintain open communication and enable staff to improve, rather than pushing them out. As poorly handled disciplinary can become a push factor, it is important that conflict resolutions policies are applied equally and employees are given a voice (Suff, 2024).
For Calmere House to thrive, people manager, recruitment advisor and employment relations case advisor should work together to support the retention by creating long and short-term strategies such as implementing exit interview that could be linked to the recruitment strategy, incorporating employee consultation in development strategies and embedding flexibility and adaptability in their day to day management style.

AC3.2) Achieving Chaffinch Group goal to fill 100% of residents room on 6 months request strong alignment between people practice and organisational strategy. 
Successful people practice strategy should display both vertical integration, which refers to the alignment between people strategy and business strategy, assuring HR actions are directly supporting the business objectives, in this case, increasing occupancy, and horizontal integration, which brings the alignment between HR policies and practices with each other, assuring recruitment, reward, relation and learning work together towards the same aim (Armstrong and Taylor, 2023).
Resourcing is a central pylon supporting occupancy increase. Using powerful business partnering, people practice supports operational needs by ensuring staff level match the existing or possible occupancy needs, focusing on resourcing skilled individuals whose behaviours and values match the company expectations, resulting in successful long-lasting employment. Maintaining safe staff level and bringing skilled individuals will improve service delivery and reduce staff burnout, those together generally impacting how attractive the house is to potential new clients and their families. Chaffinch Group could improve their resourcing strategies by focusing on quality, not quantity, and modernise their ways of attracting candidates by using new channels of advertisement or implementing refer a friend schemes or flexible working (CIPD, 2024c).
Reward practises can support vertical integration by motivating staff to deliver high-quality services that will improve occupancy as well. By introducing competitive pay, bonus schemes, or just simple non-financial recognition awards, Chaffinch Group could rebuild staff morale, ensuring care continuity, which is key component for residents and families looking for long-term accommodation. Public recognition of good practice such as sharing their “employee of the month” on social media can improve the home’s reputation and indirectly attract new residents (Cotton, 2019; CIPD, 2025d).
Employee relations with each other and residents are very important as well, them creating a pleasurable environment and good reputation, which supports occupancy targets. It is crucial that people practise implement good communication, employee voice and fairness, as those will increase engagement, morale and retention, all factors helping Calmere House to create a better environment for existing residents, decreasing the risk of losing them, and a more appealing one for potential resident.
As retention can have a big impact on residents' satisfaction, Calmere House could also focus on learning and development strategies to keep their existing staff. Continuous training and professional development will not only boost staffs’ morale and motivation, but will improve the service delivery, differentiating them from other competitors on the market.
By creating vertical alignment between people strategy and business goals, and horizontal one between all HR practices, Chaffinch Group can rebuild personnel stability, strengthen care quality and rebuild their reputation, all together re-establishing them on the market and helping them fill their vacancies.

AC3.3) Given the transition the house went through; to understand the high turnover at Calmere House, Kath must introduce a strong consultation system to give employees a voice and a chance to engage, as it would help her find out their concerns and issues, helping leadership take more-informed decisions (ACAS, 2021; Waite et al., 2021).
If done correctly, consultation can give employee autonomy without losing control, improving stakeholders' wellbeing and performance, implementing two-way open channels of communication. It can be done directly, by having informal individual discussions or formal group meetings, or it can be indirect by having working groups or trade unions. Although consultation can be a powerful tool to build trust and working relationships, it can create damages if misused. If Kath gathers feedback but takes no action on it, trust can decline trust even more, creating an even bigger turnover (Taylor & Woodhams, 2022a). 
As consultation is such a powerful tool, it is important to find the right methods of practising it. A way Kath can practise consultation is by creating focus groups where employees can collectively discuss the issues they are facing (workloads, management style or lack of autonomy), as this will improve their engagement and morale, giving leadership in-depth insights of employees' experience. However, there might be employees fearing to speak out in front of management due to the new bureaucratic style, which can decrease psychological safety. To avoid this issue, Kath could use external mediators to create neutrality. 
A very useful method Kath can use to consult with employees is through anonymous surveys, as they can reach all employees and can easily identify general trends such as concerns about agency staff, frustrations due to lack of communication or dissatisfaction in management style. However, surveys can lack depth and be seen as superficial if not followed by action. Kath could avoid this by discussing general results and the companies plans of improvement (CIPD, 2025c).
To improve her relationship with staff, Kath could have one-to-one interviews with everyone. This will help her know each individual better and address personal issues such as burnout, lack of voice or relationships with managers or colleagues. Marchington et al. (2025) highlights that listening to an individual is mandatory for restoring trust, and even thought it can be time consuming, and staff might not always feel confident to criticise management, interviews can help Kath understand each employee better, especially if she partners with an independent HR practitioner to create a safe environment.
In conclusion, Kath could consult and engage with staff to understand high turnover by using a blended approach including interviews for depth, focus groups for overall experience and surveys for coverage, acting on findings and demonstrating behavioural change to rebuild trust and engagement.
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