
(1.1) Evaluate the extent to which the flat non-hierarchical structure was appropriate under Kirsten’s ownership and the extent to which the hierarchical bureaucratic structure is suitable under Chaffinch Group’s ownership.  
An organisational structure is the foundations of how you set up and organise your business. A structure doesn’t have to be cemented, it can change as the business grows and evolves, or it can be a strategic solution to changing demands internally or externally. (O'Reilly, 2025).  
This evaluation will assess the effectiveness of the chosen organisational structure under each ownership.  
Flat organisations are often formed from naturally organic organisations (BBC, 2025).  The organisation’s purpose under Kristens ownership it centred around high quality care with a personal touch.  The flat organisational structure helps support this, through communication and employee engagement.  With everyone reporting to Kristen, communicating the business’s direction and goals becomes a part of their regular meetings.  The employees are encouraged to share their views, through one to ones and involvement in recruitment.  Leaning on these insights can help to provide a personal approach to the residents and understand their needs.  There are disadvantages to this structure, with only Kristen managing staff, workloads will be high. Without subject matter experts, the staff and business could be in vulnerable positions if the right policies and procedures are not in force. Progression will be limited, staff might feel there is no progression or growth for them in this type of structure.
A hierarchical structure is often seen in larger organisations like we see with Chaffinch Group.  Allowing areas to have tighter controls, can be beneficial as there are consistent procedures and policies implemented providing protection and expectations for both the business and the employees.  With a hierarchical structure, areas of the business are closely managed, this helps manage performance and efficiencies which will underpin the business’s goals; in this study case being profitable.  The structure can be challenging as employees can become disengaged if they are not feeling valued or heard. Achieving this can be hard through the multiple layers and levels of authority, which can lead to high turnover rates and increases in absences as seen in this case study.  Such structures can also lead to ridged process and procedures that can be generic and lacking a personal touch, which is what the residents have experienced since the take-over. (Taylor, 2022)
In summary, for a growing or larger business the hierarchical structure is beneficial for both the business and its employees as it can provide progression opportunities and tighter controls to ensure efficiencies and consistency through policies and procedures.  However, to implement this structure successfully, key focuses are needed around communication and employee engagement and ensuring the business has the fluidity to meet the customer needs.


(1.2) Analyse how Chaffinch Group could use a rational approach to strategy formulation to ensure that services provided meet customer needs.
Drawing on evidence from (Taylor, 2022), this analysis will consider key elements for using a rational approach to strategy formulation. 
Taking a planned approach to strategy can allow an organisation to be systematic and logical about the goals and the future direction they want the business to go in.  This can be done through multiple steps.  
The initial step being strategic analysis; through this step the business can gather a wide range of data both internally and externally.  They can engage in discussions, sometimes drawing on external expert advice or use data analytics to understand market trends, they could complete workshops with existing staff to understand what works well currently at Calmere House or get feedback from their customers, so they know what they value.  
The next step is to formulate the strategy, during this step Chaffinch Group might want to consider analysis tools such as SWOT or PESTLE.  The SWOT tool assesses strengths, weaknesses, opportunities and threats, whilst SWOT can be a great tool especially for internal assessment, it has been criticised for its simplicity (CIPD(a), 2025).  However, in this circumstance there would be many benefits in carrying out this type of analysis as the business is well established and customers and staff are happy, so there is a lot to learn about what works well currently.  
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The PESTLE analysis in contrast predominantly looks at the external impacts and considerations (CIPD(b), 2025); Political, Economic, Social, Technological, Legal and Environmental.  Use of this tool might help Chaffinch Group consider how the new employment law might impact the organisation for example, and allow them to build that into their strategy. 
Using these two steps allows businesses to formulate options, leaning on data-driven decisions and key consideration on feasibility, suitability, or acceptability.  How successful a strategy is, depends on its implementation.  Some key elements are, how will the strategy be communicated, this will need careful consideration for an organisation such a Chaffinch Group, who has many layers to the organisations structure, sometimes organisational structures might be changed. Once a strategy is formed, Business Management Plans are often created which will detail how the strategy is implemented, normally leadership from different functions will take ownership in understanding what that means for their area.  They might choose to embed these in their key performance indicators and track progress on these. 
In contrast an emergent strategy is more fluid, often with strategies evolving due to needs and it may be unclear with an emergent strategy what the final objective is.  This can be great for smaller, newer businesses that need to pivot quickly, or businesses in unpredictable markets, however for larger organisations such as Chaffinch Group, it would be hard to implement this approach. (Stobierski, 2020)
This evidence suggests that being a larger organisation which can be greatly impacted by external factors Chaffinch Group would benefit from a rational approach to building their strategy. 
(AC 1.3) Analyse one external factor that is currently having a negative impact on the residential care industry and one external factor that is currently having a positive impact on the residential care industry.
When analysing external factors and the impacts to the residential care industry one of the negative impacts seen in this field is the increase in aging population.  
When the NHS was founded and the adult care system established 1 in 2 people died before the age of 65, now that’s fewer than 1 in 7.  The population for the over 85’s, whom are more likely to need care services, have also seen a rapid increase, projected to be up by 8.2% by 2028 and 62.7% increase by 2043.  There is also an increase on long-term conditions with 86% of over 75’s likely to have 1 or more long-term conditions.  As the aging population grows and the complexity of their needs increase, this puts a strain on the health and social care system. (UK, Age, 2023).  This can impact the residential care industry in many ways one of them being workforce challenges.  As we see the demand grow across the industry the pressures to recruit, train and retain staff increase.  
The recent changes in the immigration rules also adds challenges as the removal of the overseas recruitment, removes vital resources for an already overstretched industry, limiting the flexibility to quickly fill demands.  (Home Office, 2025).  However, the legal changes in immigration rules also offer some positive impacts to the residential care industry, meaning that the employees are better protected aiming to reduce exploitation and improve ethical standards. It also encourages the care industry to focus on domestic workforces, investing in training and focusing on retention of UK staff.  This has resulted in several government led initiatives, setting out clear career structures, defining roles and encouraging professional development.  With the government rolling out accredited qualifications to recognise the skilled work being caried out.  There is also funding for apprenticeships. (Department of Health and Social Care , 2024)
(AC 1.4) Under Kirsten’s ownership of Calmere House, there was little investment in technology. Chaffinch Group want to change this approach and have decided to implement technology to deliver better patient care and employee experience. Assess how technology could be used by Chaffinch Group and how this would impact work at Calmere House.
To assess the impact of how technology can improve patient care and employee experience we will need to consider some use cases for it.  
A Care Management System: although this can be costly there can be many benefits to implementing this digital function.  A care management system is a piece of software that can help care providers manage care plans, manage medication, track incidents, co-ordinate staff rotas and can be a communication platform for relatives and professionals. This digital transformation can have many benefits including efficiency, transparency and in the long-term cost savings.  However, there are some challenges, long term employees might be resistant to change.  There would be digital literacy challenges resulting in additional training needs and use of the system could be time consuming.  Such tools could allow the customers at Calmere House and their relatives to provide feedback on the care they are receiving and allow Chaffinch Group opportunities to improve  (Care, 2018).
Wearable Medical Devices: this is when digital devices are worn by patients and will report and monitor their vitals.  This use of this technology allows staff to obtain real-time results, allowing them to be more aware of any abnormalities resulting in quicker responses for patients and helps to manage long-term conditions.  There are other uses of technologies such as motion sensors to detect and prevent falls.  The use of AI and Applications can also be used as assessment tools to monitor pain levels and wellbeing.  All of these use cases can help provide better quality patient care and highlight the support areas needed for patients at Calmere House giving them a competitive advantage (Home, 2025).
Digital Training Platforms: implementing a digital training platform could provide consistency in training standards and setting expectations of quality measures.  Chaffinch Group would be able to set mandatory training sessions to ensure that staff were regularly trained and ensure competency within their roles.  Assessments could be used to highlight training needs (Abreu, 2025). It can also provide opportunities for staff skills to be acknowledge formally, through reward and recognition schemes and allow growth opportunities for progression which aligns to the government’s plans to improve domestic recruitment (Care, 2025).
Overall, the evidence suggests that improving technology in Calmere House can bring many benefits. 
(AC 2.1) Using theories and models which examine organisational and human behaviour, explain why problems have arisen following the takeover of Calmere House by Chaffinch Group.
Since Chaffinch Group has taken over Calmere House there have been noticeable changes in behaviour from the existing employees, turnover has increased, sickness absence has increased, employees are overloaded with work, they have a sense of hopelessness and are unhappy at work.  They do not know what the business is planning anymore or how the plans will affect them. 
Taking Handy’s culture type model (AQA, 2025) we can understand the different approaches to culture and how organisational structure influences this and the risks associated with it.  Handy’s model covers four types of culture; Power Culture often seen in smaller businesses or in crisis situations, the structure often depicts centralised authority allowing quick decisions, this culture can be at risk for favouritism. Task Culture normally seen in project-based environments is often based on collaborative decision making creating innovative environments, the risk to this can be lack of leadership.  Person Culture is autonomy focused, supportive of personal growth, normally best suited for professional partnerships, the risks of this culture are scalability and difficulty working towards collective goals.  The last type is more aligned to what we’re seeing in the Chaffinch Group, Role Culture.  This is often seen in larger organisations like Chaffinch Group and is driven from the bureaucratic, hierarchical structure.  
Decision making is role based and often drives a predictable environment and set but can be seen as ridged, which is what we can see in the case study, when staff are approaching the new manager this is also a risk of resistance to change, this is a big change both the staff and the customers, Calmere House has gone from a small personable business to being a part of a large organisation and staff has confirmed they don’t like this culture. 
Another model Chaffinch Group could lean on is the SCARF model (CIPD(c), 2017) this model can be used to understand people’s behaviour to change.  In the model Rock highlights the psychological drivers people put emphasis on in the workplace; Status, Certainty, Autonomy, Relatedness and Fairness.  From the case study you can see the Chaffinch Group haven’t considered these when taking over Calmere House, when staff are feeding back to management, they don’t feel heard, there a sense of hopelessness and uncertainty in where the business is going.  Staff who previously had autonomy and input in their roles are governed by process and reporting lines.  There is no sense of belonging for staff, they have lost colleagues, who they would have had been working with for a long time and these have been replaced with agency staff (Learning, n.d.).
(AC 2.2) Assess how changes to selection and employee voice have impacted organisational culture and behaviours at Chaffinch Group.
A key observation from the case study worth assessing is the changes to selection process and employee voice, since the take over at Calmere House and how this has impacted the culture and behaviours. Staff were actively involved in the selection process during Kristens management.  The behaviours of the candidates were viewed as important as the qualifications, using a values-based approach allows Kristen to understand the candidate’s values and identify those who would best fit within the existing culture as well as taking in to account the employees views which helps foster a positive working environment (Taylor, 2022) .  This ethos has resulted in high retention rates. 
When replacing staff since the acquisition, Chaffinch Group has opted to use an Agency.  This selection process is very different to the previous approach.  The role requirements are given to the Agency, qualifications and experience is checked and the agency worker is offered the role.  There is no direct involvement from Chaffinch Group, selection should be two-way, an opportunity to share where the business has come from, it’s history or origin and for the candidate to communicate what they stand for, what they want from an employer.  This approach means behaviours and values are not considered, which contributes to a negative working environment.  This results in increased sickness absence putting more pressure on staff through increased workloads and longer hours.  (Snowdon, 2025) 
Following the takeover from Chaffinch Group, the staff found that the culture had changed and the case study reports staff feeling hopeless.  This is driven from a lack of employee voice.  Prior to the acquisition, employees were engaged in decision making, communication was effective and staff were aware of the business goals, Kristen had created a safe environment where the staff felt heard, could share their views and collaboratively work as a team (Cassidy, 2024). This has not been the case with new manager Kath and after approaching her staff were quickly dismissed.  There is now a lack of trust and uncertainty amongst staff who no longer know what the business is planning and how it will affect them.  As a result of this negative culture employees start to leave.  
(2.3) Explain how Chaffinch Group could have better managed the change from a small owner-managed care home to Calmere House being part of a large organisation.
Moving from a small family run organisation to being part of a large organisation like Chaffinch Group is a big change for those that work at Calmere House.  When implementing change, using structured change management models can help ensure that change is implemented smoothly, efficiently and with little disruption.   
Lewin’s change model splits change in to three stages; the ‘unfreeze’ stage, the ‘move’ stage and the ‘refreeze’ stage.  Lewin emphasis’s the need for strong leadership to overcome the resistance to change (Taylor, 2022). The ‘unfreeze’ stage, emphasises the need to understand the current situation the ‘as is’ to establish the direction and the need for the change to take place, followed by initial communication (CIPD(d), 2024).  Carrying out this step for Calmere House would have engaged staff in the change and allowed Chaffinch Group to understand what areas of this existing business worked well.  It would have opened up conversation with the existing employers to understand what they valued about the current culture and organisation.  During the ‘move’ stage Lewin’s talks about taking action and involving people in decisions, again this would have fostered open communication with the existing staff and engaged them in the process so they could learn about the business goals of Chaffinch Group and what they are working towards. The ‘refreeze’ stage is about ensuring the change is permanent, this is important for ensuring this becomes the ‘new norm’.  
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Another change management model is ADKAR (Awareness, Desire, Knowledge, Ability, Reinforcement) (Sigma, 2025)this model focuses on the people which are fundamental in driving change.  The awareness and desire steps are similar to Lewin’s ‘unfreeze’ stage, it ensures that employers understand the need for the change and gives them the opportunity to ask questions and gage early on if there is resistance.  Knowledge focuses on training, coaching, process maps etc. this stage is about equipping staff with the information and tools they need ready for when the change is implemented, this can help build confidence and bridge gaps.  Ability refers to the support after the change is live, ensuring where possible test runs can happen, regular feedback and check ins are in place and metrics set are realistic.  This would have been particularly helpful at Calmere House, these check ins could have provided insights on how the employees have found the new structure and manager. Reinforcement is the last step and again similar to Lewin’s it’s about ensuring the change is embedded, this can be demonstrated through positive feedback, recognition. 
(2.4) Explain the experience of change for the employees at Calmere House and examine how this is reflected through the stages of one model.
An acquisition can be a big change for staff and a time of uncertainty.  Calmere House is moving from a small family run business to a large organisation.  All of the staff report into the owner of the business, so they have a clear understanding of the business’s goals and the regularly feed into the decisions making.  When Kristen tells the staff about the Chaffinch Group taking over the business staff are shocked and knowing this business has been a passion Kristen, finds it hard to believe the sale will go ahead.  This is a typical response according to the change curve model (CIPD(d), 2024).  
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The change curve is an adaption of the Kubler-Ross model that outlines the emotional stages of grief.  Whilst this model is not helpful in implementing change, it gives a psychological understanding to the emotional impact change might have on people.  Understanding this model can help improve managements emotional intelligence skills.  In the case study we can see there is a lack of awareness from Kath, her response is dismissive and demonstrates a lack of understanding on how staff might be feeling during this transition. 
Through the frustration and depression stage, it’s typical for staff to recognising things are different and the moral and mood will often change.  With Chaffinch Group introducing a new business structure and autocratic leadership style, employers start to feel frustrated by the changes in place.  When they approach their new manager, they are quickly dismissed, this change in management style leads to feelings of despair and hopelessness.   The limited communication also provides feelings of uncertainty, not knowing what the business is planning or how it will affect them (Taylor, 2022).  
Following the depression stage employees will start to move toward acceptance slowly entering the experiment stages.  Some may have accepted these changes and surrendered to the fact they no longer meet their needs anymore so we start seeing employees leave.
 The next stage is decision, this is when we see people learning to work in the new situation, accepting their new ways of working.  The final stage is integration where people feel renewed and embrace the socials (Learning, n.d.). Whilst we can see in the case study some examples of staff transitioning through the early stages of the model, it is clear that they have not manoeuvred through the latter stages of acceptance.  Understanding where staff are on this model can help Chaffinch Group engage with staff to overcome the concerns or struggles, they might be facing with the changes.  Although change management models like Kotter’s 8 steps are useful to aid the processes of change, Kotter believed that people are the biggest challenge when it comes to implementing change (APM, n.d.).  
(AC 2.5) Assess two factors that could impact employee wellbeing at Calmere House including why it is important that these factors are addressed.
Wellbeing plays a big role when it comes to business success and getting it right is both beneficial to the organisation and the employee.  For the majority of businesses people will be at the heart of the organisation and a happy workforce will not only deliver better service for customers but will also drive productivity and build on the reputation of the brand (McIntyre, 2021).  
Creating a healthy psychological and emotional workplace is an important factor in wellbeing for employees.  If an employer over looks the importance of a healthy work-life balance or is unaware of the pressures staff are feeling from excessive workloads it can increase stress and have an impact on the employees’ health, behaviours and performance.  At Calmere House we can see this in action, the workloads have increased and they are having to work longer shifts.  Stress can be a major cause of long-term absence, Chaffinch Group has seen the impact of this in increased absences and employees have started to leave, impacting retention rates.  As a business this puts additional stress on the existing staff, workloads and with limited resource can affect the customer and the service they receive (CIPD(e), 2025).  
Another factor that can impact wellbeing for staff is the social and cultural environment of a business; management style is important for fostering safe and supportive environments.  Having healthy and positive relationships in the workplace will encourage a team culture and embed a sense of belonging.  Building on healthy relationships with management can foster trust and openness. A healthy environment and culture can help employees feel valued; giving them a sense of purpose this can help boost performance.  This is evident in Calmere house when we see how the employee’s relationship changed with management, they went from an open, engaging relationship with Kristen feeling clear on business goals and working collaboratively as a team to being dismissed by new manager Kath.  Their co-workers were replaced with agency staff and the sense of belonging has been lost, with staff feeling uncertain on where the business is heading.  This is impactful to their emotional wellbeing and mental health and likely a root cause of the absences we have already spoken about. (Health, 2025)
(AC 3.1) Discuss how the people manager, recruitment advisor and employment relations case advisor could support the retention stage of the employee lifecycle.
Employee life cycle helps to breakdown the stages an employer will go through from the day they engage with the organisation to the day they leave.  One important stage in the cycle is retention, employee turnover increasing can have a negative impact on an organisation.  Cross collaboration across an organisation can be key in improving retention rates.  
First understanding recruitment and the importance of getting it right.  Efficient recruitment strategies need to understand the business, the culture and the values, as well as the role advertised.  When there is a holistic view, you can ensure you attract the right talent and ensure the candidates values align with the organisation.  Successful recruitment will create strong employer brand reputation (Team, 2025).  When organisations have poor recruitment strategies you see people being hired whose values does not align to the organisation, which can impact the moral of existing staff.  This is what we have seen at Chaffinch Group who are currently using agency staff.  
Understanding the push and pull factor for why an employee might leave is important.  In the CIPD Good Work Index, along with pay and benefits, leadership and management play a big part in why an employee might leave.  When it comes to the role of a people manager, it’s important to build supportive relationships that encourages open communication.  People managers should ensure that there is consistent recognition so an employee feels valued and encourages that sense of purpose.  Strong induction training can help build confidence, embed the company’s culture, ensure competency as well as set clear expectations. Establishing routines that allow feedback, will strengthen relationships and provide clarity for improvement or paths to progression. Implementing effective communication tools will allow employees to have a voice and feel heard, this engagement helps build a sense of belonging and helps them to feel a part of the business (CIPD(f), 2025)  
It’s not surprising to see in the case study employees leaving, when we look at the breakdown in relationships between the existing staff at Calmere House with the new management structure and the opportunities to feedback.  The employment relation case advisor can help build a sense of trust for staff.  They can ensure policies are fair, management are well trained, if there are issues or conflict, they are resolved quickly and informally where appropriate. 
Carrying out exit interviews to understand why the employee left and collaborating with the people manager and recruitment staff can be a great example of how all these roles can work together to improve practices that impact retention rates. (CIPD(g), 2025) 
(AC 3.2) Analyse how people practices could help Chaffinch Group to fill 100% of resident rooms within six months.
Vertical integration, where HR strategy aligns with the overall business goals.  Understanding these can help build a HR strategy where people practices can help support progress in achieving these goals (Taylor, 2022).  An example of this can be resource, understanding staffing levels can avoid burn out and help support employee wellbeing.  In the case study we can see employee turnover has increased as well as absence rates, meaning staff are under resourced and are having to work longer hours.  Ensuring the right levels of staff are in place and attracting the right candidates for the role will ensure the customers receive the appropriate services, with the right level of support (Suri and Lakhanpal, 2024; Smith, 2022).
Reward and recognition are also linked to business outcomes and rewarding staff in the right way to ensure staff motivated, feel valued and appreciated for the work they are doing can help drive performance.  If quality is also considered as a factor of reward, this will positively impact the customer.  The customers at Calmere House were previously used to receiving personalised care, Chaffinch Group could consider building this in to their recognition scheme to ensure the customer needs are met (CIPD(h), 2025)
Horizontal integration focuses more on the synergy across people practices so they reinforce each other and provide consistency.  A collaborative approach between resource functions and learning and development can result in structured training programmes that off a competitive edge against other companies and attract talent or offer paths for progression.  For Chaffinch Group, developing their own recruitment strategy, ensuring the candidate align to the values of the business with robust training programmes will improve retention rates and ensure staff are competent and confident in their role. 
Employee relations providing clear communication and engagement initiatives, will provide consistency and ensure fairness across all people practices and strengthen relationships.  The relationships at Chaffinch Group are impacting staff wellbeing, this will have a direct impact on the service the customer is receiving, improving this will help with staff moral and embedding engagement initiatives where employees have a voice and can feedback will also help creative innovating cultures and ways to improve for the customer (CIPD(i), 2025). 
(AC 3.3) Discuss how Kath could consult and engage with employees to understand why employee turnover at Calmere House has increased
An engaged employee will be emotionally connected and committed to the business, their work and their team.  Having an engaged workforce ensures employees feel motivated to contribute and align to the company’s goals and will put in discretionary effort because they genuinely care about the success of the organisation (Witt, 2023).  
Chaffinch Group did not manage the acquisition well, Kath could hold a retrospective or lesson learned session, with the existing employees of Calmere house, encouraging feedback on how to improve communication for future change pieces (Gov, 2025).  However, creating a safe environment where employees feel safe to speak up will be key in sharing feedback and even when a safe space is created, they might still not feel comfortable sharing. 
Focus groups can also be a great method to engage employees, a focus group will allow facilitated discussions in a group setting.  This can be a great way of getting the employees perspectives on matters as well as brainstorming for innovative ideas.  The downside of this method is it can be dictated by group dynamics and quieter members of the group might not have the opportunity to share (Noa Amir, 2024). 
Consultation and involving employees in decision making can be another way to keep staff engaged, in some circumstance this can be a legal requirement.  Setting expectations and clear guard rails give employees autonomy.  This autonomy will help to build trust, identify problems early on, preventing tension and will provide better job satisfaction (ACAS, 2021). 
Additionally, if employees are leaving an exit interview can also be a great tool to utilise, although for that employee it might be too little too late, it can help shine a light on why the employee is leaving and to help build better policies and practices.  With the longer shifts introduced at Chaffinch Group, an exit interview could offer an insight of how this might not be suitable for some staff and how a flexible working policy might benefit (CIPD(j), 2019).
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Awareness

Announce the change to
employees well ahead of
time.

Explain your reasoning
behind the change,
including current pain
points and potential ROI
of the new solution.
Give employees an
opportunity to ask
questions and make
suggestions.

Desire

+ Gauge employees’
reactions to the change.

« Identify champions.

«+ If employees are resistant
or indifferent, address
their concerns or show
them how the change
benefits them personally.

Enablement zo

Knowledge

Provide training or
coaching to show what
employees need to do
after the change takes
place.

Address any skill gaps.
Offer resources, such as
process flowcharts, that
employees can reference
later on.

AR

Reinforcement

Ability
Schedule practice runs
before the change is fully
implemented.

Monitor performance
immediately following the
change and provide
constructive feedback.
Set reasonable goals and
metrics at the start.
Adjust processes as
necessary.

Engagement zone

+ Monitor the change over
time to ensure it fulfills
your desired outcome.

* Use positive feedback,
rewards, and recognition
to encourage employees
to keep following the new
process.
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Denial
Disbelief; looking
for evidence that
itisn't true

Integration
Changes integrated; a
renewed individual

Decision

Learning how to work
in the new situation;
feeling more positive

Frustration
Recognition that

things are
different;
sometimes angry

Morale

and Shock

compe-| surprice or
t shock at the
ence | event

Experiment
Initial engagement
with the new situation

Depression
Low mood;

lacking in energy

Time




