Q1. 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

Flat non-hierarchical structures have few management tiers where numerous employees work flexibly in their core role whilst reporting into one direct manager (Taylor and Woodhams, 2022). Kirsten’s span of control was wide, with 42 direct reports and low levels of hierarchy. This structure was mostly appropriate for Calmere House as small, non-complex business that is family-run within the care sector. 

Kirsten’s consultative approach fostered team engagement and streamlined communication through decentralised decision-making (Kettley 1995; Martela and Nandram, 2025). The flat structure enhanced employee voice leading to good retention rates and a committed, involved workforce. For example, the employees’ active recruitment involvement contributed to culture and collaboration through their understanding of required skills, qualifications and behaviours. One risk is that recruiting for culturally similar people could detriment long-term strategy whilst encouraging discrimination and bias (Bashford, 2018). To some extent, the structure promoted egalitarianism which contributed to organisational performance, team and resident satisfaction. This supports the argument that flat structures lead to perceptions of equality and warmth, subsequently leading to better consumer responses (Du, Dahl and White, 2025). 

Kirsten’s concern over job security and finances highlighted structural limitations and its unsuitability for achieving long-term goals or scalability. There was also risk of Kirsten becoming overloaded due to the volume of direct reports whilst the lack of formal procedures could lead to inconsistency, errors and reduced care quality. The flat structure may also create limited progression routes and diminished support for conflict resolution (Childs, 2019; Sorenson, 2022). 

Hierarchical, bureaucratic structures feature multiple management tiers, top-down reporting and centralised decision making. This structure is mostly appropriate for Chaffinch Group, a large, multi-site organisation requiring accountability and narrow control spans (Taylor and Woodhams, 2022). Some structural elements are less suitable, for example, Kath’s autocratic approach is command and control driven which hinders team motivation, engagement and well-being (CIPD, 2025a; CIPD, 2025b; Clemo 2025). Kath’s broad span of control dilutes the quality of support provided to her team. Communication is mostly limited to email which allows reach but could be missed by employees used to verbal updates or without system access. Employees increasingly feel disconnected from management and unaware of goals (Taylor and Woodhams, 2022). Introducing team leaders or middle managers could help improve communication, support, motivations, wellbeing and career pathways leading to a positive culture (Rand, 2024; Hancock, Daher-Moreno and Arnold, 2023). 

Q2. Analyse how Chaffinch Group could use a rational approach to strategy formulation to ensure that services provided meet customer needs. (AC 1.2) 

A rational approach to strategy formulation systematically helps organisations achieve defined goals through data-driven, planned methods. Although this contrasts emergent approaches, leadership teams will continue to review and update their strategy in response to changing external and internal forces (Taylor and Woodhams, 2022). 

To formulate and deliver an effective plan it is crucial that Chaffinch Group understands their customer and their needs. Their customers are existing and new residents and family members involved in decision-making processes (Gaugler, 2005). As a care provider, Chaffinch Group’s strategy must meet customer needs and regulatory standards. Present challenges include reduced occupancy and resident departures due to standardised refurbishments and declining care quality. Resident and employee dissatisfaction also stems from retention issues, rigid policies and centralised decision-making. 

Chaffinch Group offers residential care services for long-term residents with personalised needs. This typically includes support with personal care, washing, dressing and meals. Their respite care service also offers short-term stays, providing resident care and support breaks for families (Age Space, 2025).

SWOT analysis is a rational model that Chaffinch Group could use to analyse internal micro factors (Strengths and Weaknesses) and external macro factors (Opportunities and Threats) (Waite et al, 2021). This would aid identification of service strengths including personalised care offering and skilled employees along with weaknesses such as poor retention and communication. Opportunities can then be explored by analysing gaps, customer attraction methods and potential service adaptations. Finally, external threats such as regulatory changes and competitor activity should be assessed. Although often deemed simplistic, SWOT analysis is a good starting place for Chaffinch Group and could be used alongside other analytical methods to overcome uncertainties (Tinsager and Smith, 2022). Surveys could be launched to understand customer feedback and needs whilst PESTLE analysis would allow wider examination of political, social, technological, legal and environmental factors (CIPD, 2025c). PESTLE analysis is sometimes extended to include ethical factors which Chaffinch Group should explore due to the importance of ethics in the care sector (Waite et al, 2021).

A rational approach would enable Chaffinch Group to align strategy, services and procedures with what customers value and need. Plans should include measurable goals to improve care quality, occupancy, satisfaction and communication. Accountability, budgets and deadlines are also required. Success should be measured using metrics such as fill rates, retention and customer satisfaction surveys (Shatilo, 2018). This helps inform the next stage of strategy formulation through customer-led evidence and quantifiable data. Ultimately, rational tools and effective strategies will enhance services and care quality for each resident.

Q3. 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. (AC 1.3)

Applying PESTLE, workforce shortages are a socio-economic factor negatively impacting the residential care industry. This is evidenced by ongoing sector concerns with recruitment, retention and employee morale (Skills for Care, 2024; Care Quality Commission, 2025). 

The Adult Social Care Workforce Survey (Department of Health and Social Care (DHSC), 2025a) reports, between 19th August and 19th September 2024, recruitment challenges were felt by 66.7% of residential care homes, whilst 53.9% noted retention concerns and 41.4% reported morale concerns. Respondent views on reasons for workforce shortages varied greatly, including accessibility to funding for transport and childcare, lack of recognition and prolonged recruitment processes but respondents viewed pay disparity with other sectors as the main reason with 35% highlighting this (DHSC, 2025a). 

Pay concerns are echoed by Unison (2025) who state workforce shortages will remain until wages are increased and skilled workers are recognised through fair pay agreements. Disparity makes care roles less desirable whilst encouraging leavers. Resulting workforce shortages can impair care quality and continuity whilst leading to employee burnout, dissatisfaction and absence (DHSC, 2025a; Skills for Care 2025). Agency utilisation helps tackle workforce shortages but this often inflates wage bills and hinders care consistency and quality (Care Quality Commission, 2025; Skills for Care, 2025). Similarly, workforce shortages under Chaffinch Group’s ownership have led to resident and staff concerns and unstable care provisions. Reliance on agency staff is also not viable long-term.

The upskilling and development of care workers is an external, social factor positively impacting the care industry. The Care Workforce Pathway was introduced by the government in January 2024 and expanded in April 2025 to provide a professionalised standard for care roles (DHSC, 2025b). The pathway captures the sector’s diversity, defining eight progressive role categories from “new in care” up to “registered manager”, aiming to improve workforce stability, care quality, competency and relationships (DHSC, 2025b). This provides positive recognition of skills and sector roles along with a career pathway supporting retention, training and development (King’s College London, 2024). Learning and development can also have a positive effect on employee resilience, adaptability and stress-management (Hesketh and Cooper, 2019). 

Funded qualifications, including Level 2 Adult Social Care, further encourage employer investment and employee upskilling (DHSC, 2025b). Additionally, newer qualifications such as Level 5 in Understanding Digital Leadership in Adult Social Care are designed to upskill and support managers through technological change (DHSC, 2025c). Learning and development investment promotes benefits including increased productivity, skills and wages (Mullins & McLean, 2019).

Some residential homes deem training costly, difficult to access and time-consuming, suggesting limitations and challenges (DHSC, 2025a). Despite this, upskilling and training offer significant benefits to care standards, workforce stability and satisfaction. 

Q4. 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. (AC 1.4)

Chaffinch Group could implement technology in numerous ways to enhance work at Calmere House. Introducing a digital management system would improve communication allowing real-time updates to be logged and shared through a centralised, accessible platform. This replaces traditional paper-based and verbal systems whilst improving security, record-keeping and patient care (Care Quality Commission, 2023. 

Their strategy should enable effective adoption and integration of technology. Financial plans must account for equipment, systems and maintenance costs (DHSC, 2023). Equipment must be suitable and effective, for example, portable devices such as tablets will allow employees to work effectively whilst remaining mobile. Training should be structured and inclusive of varying capabilities and learning styles. Hesketh and Cooper (2018) note that technology can evoke a positive or negative response for employees when introduced to the workplace. Some employees feel relief as manual, stressful processes are replaced whilst others worry about job security and/or integration. Upskilling managers will aid effective rollout by ensuring standardised training and processes whilst enhancing support systems (Welsh Government, 2025). This should span system, equipment and data protection training. The strategy must also include contingency plans for system issues or outages.

Introducing Learning Management Systems could support employee training, providing 24/7 access to mandatory courses whilst promoting engagement through interactive content and certificates. This is illustrated by Hamberley Care Homes, who successfully launched a mobile e-learning platform to 900 employees during the covid pandemic (The Access Group, 2025). Training rates increased whilst compliance and reporting for managers improved. Technology could also provide access to wider online resources and webinars although Chaffinch Group would need to ensure accessibility, training and completion during work time to protect well-being (Welsh Government, 2025).

Artificial Intelligence (AI) could be integrated into emails or digital systems to reduce administrative tasks and improve workflows. A recent NHS study concluded that AI-led administrative tasks aided by Microsoft Copilot saved employees approximately 43 minutes daily (DHSC, NHS England and Ahmed, 2025). Similar integrations could aid productivity and reduce stress at Calmere House. Patient care and wellbeing could be improved through introducing SMART technology devices such as Amazon Alexa. Studies show these devices enhance resident connectivity with family members whilst also allowing alerts to be set to support daily activities (NHS England, 2023). Interfaces and voice commands need to be simple to avoid confusion, with set-up and usage training provided for staff and residents. As AI adoption grows, upskilling will become increasingly important to ensuring effective use and adoption (World Economic Forum, 2025).

Social media could enhance brand profile and connectivity (CIPD, 2025d). Platforms including Facebook and LinkedIn can help promote vacancies, well-being content and activities providing resident consent, reputation management and training are in place.

Q5. Using theories and models which examine organisational and human behaviour, explain why problems have arisen following the takeover of Calmere House by Chaffinch Group. (AC 2.1)

The SCARF model provides insight into why issues emerged following Chaffinch Group’s takeover of Calmere House, applying a neuroscience viewpoint. Rock (2008) identifies five core domains (Status, Certainty, Autonomy, Relatedness and Fairness) which influence individuals’ responses to perceived threats and rewards. Effective application of SCARF can enhance trust, motivation and teamwork (Buchanan, 2023). However, ineffective application can trigger threat responses, seen in Chaffinch Group’s takeover, resulting in disengagement and resistance to change. 

Further exploring each domain helps clarify why problems have occurred. Pre-takeover, relative status was clear evoking reward responses for employees who felt valued and heard. However, the hierarchical structure introduced by Chaffinch Group threatened this and reduced employee voice (Buchanan, 2023). Ineffective change management and communication also hindered certainty. Expectations and routines were clear under Kirsten’s ownership but weakened post-takeover causing uncertainty for employees and residents. The takeover reduced employee autonomy by limiting involvement in decisions and control over policies. Relatedness enables individuals to identify friends and foes within a group (Rock, 2008). Previously, Calmere House had a positive culture shaped by a supportive, collaborative team environment but the takeover created a divided environment through reduced engagement and centralised decision-making. Fairness implications contributed to negative behaviours, burnout and disconnection. Kirsten consulted employees on recruitment decisions and strategic goals, as she valued their experience and input. However, Chaffinch Group introduced autocratic leadership approaches and centralised recruitment causing frustration and reduced perceptions of fairness (Rock, 2008).

Schein’s (2010) Three Levels of Culture model provides further insight into problems resulting from Chaffinch Group’s takeover of Calmere House. Often depicted as an iceberg, it comprises three layers of visible artefacts, partly-observable espoused values and hidden, underlying assumptions and beliefs (Schein, 2010). Each layer helps explain organisational culture and behaviour, whilst providing glimpses into individuals’ behaviour within it (CIPD, 2025e).

Previously, artefacts included informal processes and communications which positively shaped culture under a flat structure. Artefacts rapidly changed during the takeover through introducing standardised procedures under a hierarchical structure. The change resulted in conflicting old and new espoused values (Schein, 2010). Kirsten’s ownership promoted autonomy, flexibility and loyalty through informal practices and consultative approaches. Conversely, Chaffinch Group’s espoused values focus on uniformity, measured results and return on investment reinforced by autocratic leadership styles. Finally, issues stem from a mismatch between Chaffinch Group’s assumptions and beliefs and those employees developed under Kirsten’s ownership (Dimitrov, 2013). Chaffinch Group’s standardised approach is incompatible with the personalised care approach employees developed under Kirsten. This incompatibility has caused distrust and resistance to change.

Q6. Assess how changes to selection and employee voice have impacted organisational culture and behaviours at Chaffinch Group. (AC 2.2)

Under Kirsten’s ownership, the selection process was employee-led, reflecting an organisational culture which valued staff knowledge and experience in hiring decisions. This approach fostered inclusivity, trust and participation (Ogu, 2024). Following Chaffinch Group’s takeover, the selection process has been centralised removing employees’ involvement in recruitment decisions. This damaged the employees’ expectations of participation making them feel disconnected and unhappy (Rousseau, 1995). The centralisation, combined with inadequate change management, has negatively impacted organisational culture and behaviours overall. 

Removing employee-led recruitment practices has contributed to organisational culture-rot and reduced employee voice (Mayne, 2025). Inclusive values, collaboration and previously shared cultural assumptions have been replaced by a top-down, autocratic approach and a compliance-based culture (Schein, 2010). This has left employees feeling detached from decision-making and reduced morale. The cultural shift has threatened employee relatedness and autonomy leading to feelings of disengagement and uncertainty (Rock, 2008). 

Organisational culture is strongly influenced by how people are recruited and what type of person is hired (Rudd, 2024). Under Kirsten’s ownership, recruitment practices encouraged cultural alignment as employees were able to use their expertise and understanding of company values to hire candidates who matched the desired culture (Tholen, 2024). Although this approach introduced bias risk, it had an overall positive impact on employee voice, satisfaction and productivity (Bashford, 2018; Rudd, 2024). Post takeover, selection processes are managed by a centralised people team who lack deeper understanding of the roles, culture, team dynamics and type of people needed. This has created misalignment between new hires and organisational culture whilst reducing employee voice, openness, trust and role-modelling (Bandura, 1977, cited in Mullins and McLean, 2019). 

The takeover has produced a VUCA environment defined by structural volatility, role uncertainty, procedural complexity and ambiguous values and expectations (Hesketh & Cooper, 2019). This has created cultural and behavioural changes as employees feel unheard, demotivated, unrewarded and excluded from plans. Employees are reluctant to share ideas and concerns which hinders culture and care quality. Resulting absenteeism and turnover further exacerbates problems through increased workloads, reduced well-being and an unstable workforce. Agency staff have been introduced by means of support but recruitment-practices exclude cultural fit focusing on qualifications. Overall, changes to selection and employee voice have weakened organisational culture whilst creating behavioural problems which negatively impact performance, stability and care quality at Calmere House.

Q7. 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. (AC 2.3)

Poor change management during Chaffinch Group’s takeover of Calmere House has negatively impacted culture and behaviours. This was worsened by the shift from a small owner-managed environment, fostering inclusivity, to a large, hierarchical organisation which reduced employee voice and involvement. A structured change-management process would have provided open communication and support to both residents and employees whilst mitigating issues and resistance to change. 

Lewin (1947, cited in Burnes, 2004) provides a three-step framework for effective change management which Chaffinch Group could have applied to support a smoother transition. Firstly, they should have prepared employees for the change by explaining why it needed to happen, what would be involved, what benefits it would bring and allowed questions to be asked. Secondly, changes to management structure and operational procedures should have been made gradually to ensure effective adoption and integration. The managers and people team needed to ensure effective training, communication and support to further enhance adoption and relationship-building (Cameron and Green, 2020). Finally, the ‘refreeze’ stage would have embedded cultural and operational changes through role-modelling, policy updates and reward systems. Applied effectively, this would have enhanced morale, performance and cultural alignment. 

Although sometimes criticised for its simplicity, Lewin’s model underpins other people-centred change frameworks. This includes Kotter’s eight step change model, highlighted in figure 1.
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Figure 1: (BiteSize Learning, 2025)

Each step illustrates how Chaffinch Group could have better managed the changes. The model is typically linear but some steps may overlap or be revisited if issues occur (Burnes, 2017).

Chaffinch Group could have created urgency by explaining why the change is needed, thereby increasing buy-in. A ‘guiding coalition’ of managers and experienced employees should next be established to champion the change and enhance trust (Kotter, 2012). A clear vision and strategy should have been communicated to reduce frustration and uncertainty. For example, through meetings and follow-up letters. Barriers such as centralised-decision making and removal of employee voice could have been addressed through consultation with reasonable actions to minimise negative impacts. Early successes should have been celebrated to increase credibility and engagement, enabling Chaffinch Group to push further changes whilst activating reward responses (Kotter, 2012; Rock, 2008). Change agents could have mitigated cultural issues whilst embedding changes through ongoing feedback, informed recruitment practices and improved communication (Kotter, 2012).  Overall, Chaffinch Group should have applied a planned change process, as opposed to acting reactively, to ensure a smoother transition and positive team behaviours.

Q8. Explain the experience of change for the employees at Calmere House and examine how this is reflected through the stages of one model. (AC 2.4)

During the change, employees at Calmere House experienced negative emotions including uncertainty, fear and frustration. This subsequently produced challenging behaviours and issues such as disengagement, resistance and withdrawal. For example, the introduction of a hierarchical structure with centralised decisions evoked feelings of stress and worry over reduced voice whilst directly causing reduced motivation and autonomy. 

The Kubler-Ross model, highlighted in Figure 2, can be used to help understand the change experienced by employees at Calmere House along with the emotional and behaviour stages they navigated. When applied effectively, this model is a practical tool for organisations to understand and support the emotional reactions of staff during changes (Taylor and Woodhams, 2022).
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		Figure 2 (Belyh, 2022)

Similar to the ‘five stages of grief’, the model suggests employees experience emotions of denial, anger, depression, bargaining and acceptance during the change process (Taylor and Woodhams, 2022). These stages provide insight into employees’ experience of change during the takeover. Initially employees experienced shock and denial as they struggled to believe the takeover was happening, particularly as Calmere House had been family-run for so long. Subsequently, employees felt angered by the new hierarchical structure as they were removed from decision-making processes and left feeling unheard. Lack of consultation and autocratic approaches further incited frustration whilst preventing natural progression to the problem-solving stage (Zell, 2003). Instead, this created feelings of depression as evidenced by employees’ low motivation and reduced morale during the takeover. 

Consequently, employees were disengaged and cautious during the bargaining stage as attempts to integrate new processes were mostly ineffective (Taylor and Woodhams, 2022). Compliance with new processes reflected partial acceptance, however, employees felt they had no choice under a top-down leadership which removed autonomy. Ineffective change management ultimately prevented change from being effectively embedded leading employees to remain in the anger and depression stage instead of experiencing acceptance. 

Limitations of this model include the assumption that employees navigate through all stages and experience feelings at the same time which is often not the case (CIPD, 2025f). Overall, the change process caused further cultural problems and diminished care quality. It also hindered managers’ ability to recognise the emotions employees were navigating and prevented the delivery of tailored support during the takeover (Tasleem, Gulati and Sharma, 2023). Effective change management would have helped employees transition through each stage of the model and adopt change more smoothly.

Q9. Assess two factors that could impact employee wellbeing at Calmere House including why it is important that these factors are addressed. (AC 2.5) 

Organisations should adopt holistic approaches to wellbeing to support employees’ physical, mental, social and financial health (CIPD, 2025g). Effective well-being strategies will ensure employees feel safe, happy, healthy, valued and able to perform at their full potential (Hesketh and Cooper, 2019). This creates mutual benefits for organisations and individuals and must be deeply embedded into culture and people practices to be effective (CIPD, 2025f). Two factors impacting well-being at Calmere House are increased workload and the removal of supportive working relationships. Each can be explored to show the impact on well-being and why it is important to overcome these.

[bookmark: _GoBack]Workload has increased at Calmere House due to workforce shortages and operational challenges caused by the takeover. The culture shift and top-down approaches has triggered increased staff turnover, absenteeism and agency worker utilisation. Consequently, existing employees are working longer hours and carrying out broader duties to cover shortages and knowledge gaps. Schaufeli (2023) highlights that when experience (increased workloads) does not match expectation (acceptable workloads) this damages the assumed psychological contract employees have with the organisation. If left unaddressed, this could cause continued absenteeism and turnover whilst diminishing care quality. Reducing workload and improving processes will increase emotional and physical wellbeing and tackle these challenges. Reciprocity will be seen through enhanced productivity, commitment and retention levels which will allow improved care consistency and reduce temporary recruitment costs (Schaufeli, 2023). Positive changes will also reduce burnout risk (Dall’Ora et al., 2020). Issues must also be addressed to strengthen the effort-performance-reward cycle outlined in expectancy theory (Vroom, 1964 cited in Sutton, 2024). 

Pre-takeover, Kirsten’s consultative approach encouraged well-being as employees felt supported and heard. The tight-knit team was effective, committed and involved leading to a positive culture and consistent care quality. However, the takeover created a less supportive working environment through centralised-decisions and autocratic leadership. This has negatively impacted employees’ hedonic well-being through increased unhappiness and loss of trust, control and voice. Employees’ eudaimonic well-being has also declined as they feel a reduced sense of purpose (Lapierre and Cooper, 2023). This threatens autonomy and status as employees feel disconnected, unsupported and unvalued (Rock, 2008). Removing consultative approaches has reduced motivation whilst resulting turnover further removes the support networks for employees. Chaffinch Group must work to overcome these problems to mitigate the long-term risks such as stress, burnout and reduced job satisfaction. Improving well-being will rebuild trust, improve feelings of support, morale and performance, ultimately leading to better retention and care quality.

Q10. Discuss how the people manager, recruitment advisor and employment relations case advisor could support the retention stage of the employee lifecycle. (AC 3.1)

Retention is a key and fluid stage of the employee lifecycle (figure 3), interconnecting with other stages and encompassing reward, well-being, performance and development (Smith and Mitchell, 2022). The people manager, recruitment advisor and employment relations case advisor could support retention through complementary activities, decisions and employee interactions.
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Figure 3 (Smith and Mitchell, 2022)

The people manager could impact retention by strengthening well-being, development, culture and engagement throughout the full employee lifecycle. Currently, there is an autocratic management style within Chaffinch Group which has caused disengagement and turnover. The people manager could train managers to conduct effective 121s and team meetings to support development, create feedback loops and enhance employee involvement (Smith and Mitchell, 2022). Reintroducing consultative approaches will aid hedonic and eudaimonic well-being through rebuilding trust and voice (Lapierre and Cooper, 2023). 

Furthermore, they could support managers with creating well-being and reward initiatives. Motivation and engagement will increase when employees can see the positive connections between their effort, performance and meaningful rewards (Vroom, 1964 cited in Sutton, 2024). When applied positively, this increases commitment and retention. The people manager could conduct exit interviews to understand employee feedback and reasons for leaving. This provides valuable feedback to inform other stages of the lifecycle. Overall, their work improves psychological safety which reduces employee desires to leave and strengthens retention (Schaufeli, 2023). 

The recruitment advisor could support retention by improving recruitment and onboarding processes. They could enhance cultural alignment by understanding current employees’ values and recruiting candidates that match these values (Verquer, Beehr & Wagner, 2003). Interviews could be improved by psychometric testing or behavioural questions to support this. Senior employees could be involved in interviews where practical to enhance fit. Additionally, improved job previews would give candidates honest insight into the roles and organisation (Smith and Mitchell, 2022). This would boost trust, confidence and the likelihood of long-term commitment. Better quality recruitment will enable permanent positions to be filled quicker, thereby reducing agency utilisation, stress and burnout risks (Schaufeli, 2023). The recruitment advisor (pre-employment) and people manager (from day 1 of employment) could work together to ensure effective onboarding and inductions. The first 90 days of employment have the biggest impact on well-being and retention therefore regular check-ins and support would mitigate early issues and enhance commitment (CIPD, 2024b).

The employment relations case manager could support retention at Calmere House by mitigating legal risk and guiding managers on disputes and fair policy application (Kehoe and Wright, 2013). They could work with managers to prevent conflicts such as grievances, performance issues and absence whilst ensuring fair case management. This would foster trust and psychological safety whilst increasing the likelihood of retention (CIPD, 2025g). 

Q11. Analyse how people practices could help Chaffinch Group to fill 100% of resident rooms within six months. (AC 3.2)

Chaffinch Group should apply vertical integration to ensure strategic alignment between people practices and overall business strategy (Holbeche, 2022). A coherent framework must be established to improve resourcing and to support, manage and develop employees effectively (CIPD, 2025h). Decisions regarding resourcing, reward, relations, learning and development must directly support their business strategy and goal to fill 100% of resident rooms within six months. Vertical integration will mitigate cultural and operational issues whilst increasing the likelihood of achieving the goal. Additionally, HR practices must be horizontally aligned with each other to enhance consistency in employee experiences (Delery and Doty, 1996 cited in Holbeche, 2022) Applied effectively, this will enhance care quality and satisfaction levels needed to increase occupancy levels. 

Resourcing practices must ensure the right people are hired to support skill requirements, workload, retention and cultural fit (Smith and Mitchell, 2022). Chaffinch Group could update job adverts, attend job fairs and use additional job boards to attract better quality candidates. Transparent adverts and interview processes will increase trust and retention (Smith and Mitchell, 2022). This links to reward by ensuring salaries remain competitive and new hires have visibility of incentives and development routes. Similarly, they could introduce employee referral schemes to reward staff for successful referrals (Mani, 2012). Effective resource planning will mitigate current issues and ensure preparedness for the planned occupancy increase. Appropriate timescales and budgets must be set to ensure continuity of care and readiness for additional residents. Agency utilisation could support peak periods with structured training to ensure consistency. This supports the six-month 100% fill target whilst enhancing retention and reputation, subsequently increasing eferrals and occupancy. 

Reward strategies will help Chaffinch Group achieve their goal by creating a positive work environment and team. Salary reviews and introduction of bandings, linked to learning and development, would evoke trust and recognition. Team bonuses based on care quality could improve standards, resident and employee satisfaction. Similarly, introducing long-service awards or an employee of the month scheme would further foster positive performance (Silverman, 2000). These activities link to reward and relations whilst creating positive feedback loops and reducing absenteeism.. Effective implementation will contribute to achieving the fill rate goal by motivating staff to deliver high quality care, supporting well-being and voice. This in turn leads to retention of existing residents and attracts new residents.

Finally, Chaffinch Group could introduce training paths for new and existing employees to ensure care quality and satisfaction. Investment in this area will boost employee morale, engagement and retention. This would also help set Chaffinch Group apart from their competitors whilst improving customer confidence and service reliability, thereby contributing to fill rates. Due to the six month target, they should identify immediate training needs and focus on improved onboarding and training to ensure new hires meet the care quality and role requirements efficiently and effectively. 

Q12. Discuss how Kath could consult and engage with employees to understand why employee turnover at Calmere House has increased. (AC 3.3)

Chaffinch Group’s takeover has increased turnover through poor change management, cultural shift, reduced employee voice, increased workload and new hierarchical structure (Clemo, 2025). Kath should consult and engage with employees to gain greater understanding of the turnover’s root cause. Active, effective listening will help identify solutions which take the employees thoughts and feedback into consideration (ACAS, 2025). Applied effectively, this will help improve workforce stability, well-being and care standards which contribute to overall business performance and retention. Employees will also feel supported as consultation builds trust, enhances employee voice and enables early conflict resolution (ACAS, 2025). 

There are many methods of good practice consultation which Kath could use to understand the increase in turnover. Regular employee surveys could be launched to gather quantitative feedback on wide-ranging topics. This would enable broad participation with the option of anonymised responses to encourage honesty. Surveys can help Kath identify problems experienced by current employees which is invaluable as this allows her to tackle issues before the employee has decided to leave (Taylor and Woodhams, 2022).Challenges with surveys include employee concerns over true anonymity and survey saturation. Surveys must be regular enough to allow meaningful engagement and consultation without encouraging low participation through complex questions or high frequency. 

Mixed-method approaches are often best therefore Kath could introduce formal focus groups to ensure qualitative feedback collection (CIPD, 2025j). She must ensure that a range of people participate to gain accurate insight whilst encouraging open communication. Group settings may encourage people to open up through shared experiences or may silence others. Kath could also use this setting to explore suggested fixes which could inform retention strategies. This also increases employee voice and engagement which contributes to retention.

Finally, individualised approaches will provide further qualitative insight e.g. through 121 meetings for current staff and exit interviews for leavers. This will help highlight why people are leaving and enable Kath to make changes to support retention. Employees are often more open during exit interviews although may be reluctant to share feedback on Kath directly if she conducts these (Taylor and Woodhams, 2022). Furthermore, it is believed that manager’s eudaimonic well-being beliefs enhance their level of engagement which in turn influences their team’s behaviours and performance through ‘engagement contagion’ (Jalili et al., 2025). Therefore, if Kath is highly engaged and consults with her team this will lead to increased engagement and overall retention. Kath must build trust through day-to-day interactions and consultation to ensure insightful feedback whilst implementing solutions to support retention and employee voice. 
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