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1. Examine two key external factors likely to impact on BPE’s acquisition of Emrosu.

In relation to BPE’s acquisition of Emrosu, I have examined two external factors from the PESTLE framework that are likely to impact this process: technological developments and social trends. 
Technology is having a major impact on the pharmacy sector.  In England, 96% of prescriptions are now processed electronically through the NHS Electronic Prescription Service (NHSBSA, 2023).  NHS England (2022) also highlights that online booking and repeat prescription tools can improve communication with patients, reduce the need for travel, and lower the amount of stock pharmacies need to hold.  This enables medicines to be ordered more efficiently and closer to the time of collection, reducing waste and operating costs while still ensuring that patients receive their prescriptions on time.
Since Emrosu already provides an internet pharmacy, the acquisition would give BPE immediate access to established digital systems and an expanded range of services.  However, this transition will also require staff training, IT investment, and strict compliance with data protection regulations.  Effective management will be essential; if this fails, there is a risk that BPE’s reputation for personal service could be compromised.
Another important factor to consider is social and demographic change.  The Office for National Statistics (ONS, 2025) projects that the number of people at state pension age will rise by 1.7 million between 2022 and 2032-a 13.8% increase.  This will lead to greater demand for medicines and public health services such as vaccinations and health checks delivered through local pharmacies.  In the wider healthcare system, these businesses are often referred to as community pharmacies because they provide direct, face-to-face services rather than operating through hospitals.    
The NHS Long Term Plan (2019) also emphasises the importance of more person-centred care, where patients’ values and preferences shape decisions.  This aligns closely with BPE’s family-oriented culture, but applying it consistently across 100 stores will present challenges.  The people profession will therefore need to ensure that staff are trained, supported, and motivated to maintain a high level of service as the business grows.    
In conclusion, technology and social factors are key external influences on BPE’s acquisition, and success will depend on striking the right balance between technological innovation and customer expectations for accessible, personalised care.  
2. Discuss two business goals that BPE might set once the acquisition has been completed,
explaining the reasons why it is important that they plan to achieve these.

Setting clear goals after an acquisition is vital, as it gives the company direction and a shared sense of purpose.  Two business goals that would be particularly important for BPE following its acquisition of Emrosu are driving revenue growth and maintaining high customer service standards. 
To ensure sustainable profitability, a SMART version of the first goal could be to increase net profit by 10% within two years of the acquisition.  Acquisitions are costly, and stakeholders, including Shiva’s son-also an investor- will expect a financial return.  To benchmark this goal, it’s useful to look at sector norms.  In 2022, the average gross profit margin for UK Pharmacies was about 33.5%, though many experienced a 2-4% margin squeeze (Hutchings 2023).  Margin squeeze occurs when rising costs, such as staff wages, are not matched by higher income, reducing overall profitability.  Even small drops can mean millions lost across 100 stores, which underlines why BPE must set a realistic and measurable profit goal post-acquisition. Community pharmacies made about 89p profit per item dispensed in 2021/22 (Pharmaceutical Journal, 2023).  These figures indicate that aiming for a 10% increase in profitability is ambitious, given the current margin pressures, but achievable, especially if BPE can reduce costs through economies of scale, adopt digital systems, and better integrate its services.  Profit growth would, in turn, support staff training, IT upgrades and service development. 
The second goal is to protect and enhance customer service across all stores.  A SMART example could be achieving a 90% customer satisfaction score within 18 months. BPE prides itself on offering a personal service, but integration with Emrosu’s cooperate structure risks diluting this.  Maintaining a strong service culture is vital for retaining customers and reflects BPE’s long standing reputation for person-centred care.  To achieve this, the people profession must focus on training, employee engagement and consistent service delivery across all sites.  
3. Discuss: the products and services that BPE and Emrosu deliver and their main customers. 
Understanding the products, services, and customer base of BPE and Emrosu is vital when considering this acquisition.  The CIPD (2025) highlights that many change initiatives fail because organisations underestimate the impact on people and customers.  To manage change effectively, it is necessary to be clear about what each business delivers and who their customers are.  
BPE operates as a community pharmacy providing prescriptions, over-the-counter health and beauty products, and services such as health advice, blood pressure checks, consultations and vaccinations.  Customers know the staff, and the business has built its reputation on offering a friendly, personal service.  Emrosu, however, is a larger corporate chain, offering similar services on a broader scale, with an additional online pharmacy and national infrastructure.  Its online platform enables efficiency but creates a more transactional customer experience.
Both companies serve the public, particularly those requiring prescriptions, or health advice.  However, their customers’ expectations differ:, BPE’s core customers are long-standing community members who value personal service, while Emrosu’s base includes people across the UK who prioritise speed and convenience.  
According to CIPD (2024), organisational climate-the everyday behaviours and atmosphere staff create-shapes how customers experience a business.  How this change is managed will determine whether BPE’s community- focused climate is preserved as services scale up.  Staff training, clear communication, and supportive leadership will be essential in maintaining customer loyalty and trust.   
4. Review the range of technology that could be available to the people professionals working at BPE and Emrosu and how these could be utilised to improve working practices and collaboration after the acquisition.
After the acquisition, people professionals at BPE and Emrosu will need to use technology not only to improve efficiency, but also to support employees through change.  Technology can reduce administration, create consistent processes, and make it easier for staff across all sites to collaborate.  The CIPD (2020) highlights that technology’s success depends on how well employees are supported to adapt and how it is integrated into job design and teamwork.  Three useful technologies include Artificial Intelligence (AI), e-learning platforms, and HR Information systems.  
AI could be used to schedule rotas, respond to basic HR queries, and match staff availability with customer demand.  For example, AI systems could automatically book a cholesterol check by linking staff rotas with online bookings.  This would reduce manual administration and allow HR teams and managers to focus on supporting employees through change.  AI can also analyse employee feedback to identify trends and potential risks.    
With over 100 stores, consistent training will be crucial.  E-Learning platforms allow employees to access training remotely at any time.  Both BPE and Emrosu could use these platforms for compliance training such as data protection and health and safety. HR can track completion to ensure regulatory compliance.  According to CIPD (2020), online learning supports staff in adapting to new technology and roles-essential as BPE integrates Emrosu’s digital systems.  
A cloud-based HR would let employees and managers access information from anywhere, including contracts, holidays, performance reviews and training records.  This improves efficiency by centralising data and enabling quicker,more informed decisions. For example, if an employee transfers branches, their new manager can instantly view their record to provide the right support without delays or paperwork.  
To summarise, AI, e-Learning, and HR systems can standardise processes and strengthen collaboration across 100 stores.  However, CIPD (2020) stresses that technology alone will not deliver results unless staff are properly consulted, trained, and supported so it enhances rather than undermines the organisational climate.
5. Define what is meant by ‘organisational culture’ and why it will be important to foster an appropriate and effective workplace culture in BPE after the acquisition.
The word culture, according to the Oxford dictionary, refers to the customs, beliefs, way of life, and social organisation of a group or country.  In HR terms, organisational culture has many definitions.  Balogun and Johnson describe it as “the way we do things around here,” while Denison explains it as the underlying values, beliefs and principles that form the foundation for an organisation’s management system.  Schein (1992) describes three levels of culture:  artefacts (visible signs), espoused values, and underlying assumptions, which include the “real” but unspoken aims of the organisation.  
Organisational culture is shaped by visible elements such as policies and behaviours, and by less obvious influences such as shared assumptions and habits.  Together, these create the unique atmosphere that defines an organisation.
After the acquisiton of BPE and Emrosu, fostering a strong workplace culture will be vital.  Relying on opinions and assumptions when integrating cultures can often lead to failure (Sparrow, 2022).  Alternatively, analysing data on how each company makes decisions, communicates, and motivates staff provides clarity and a shared starting point.  For example, one study of two energy firms codified culture into nine categories, such as leadership style and communication tone, creating a performance dashboard for the merged businesses (Sparrow, 2022).  BPE could take a similar approach to identify strengths in its community-focused culture and Emrosu’s more transactional style while addressing differences early.  People professionals could also run Q&A forums to gather feedback and support leaders in shaping a unified culture.
As Richard Branson put it, “Take care of your employees and they’ll take care of your business.”  This highlights that culture directly affects performance and engagement, not just morale.  In practice research shows many change initiatives fail when organisations overlook the people side of transformation (CIPD, 2025).  Creating a shared culture aligned with strategy will provide consistency, trust and motivation across all branches.  People professionals play a key role by promoting open communication, ensuring employee voice is heard, and supporting leaders to role-model inclusive behaviours (CIPD, 2025). By embedding these principles, BPE can stay true to its community roots while scaling through Emrosu, creating a culture that drives engagement and long-term success. 
6.  Explain how organisations function as whole systems and how the work and actions of the people professionals at BPE, after the acquisition, could impact the organisation.   
Organisations function as whole systems because all areas of the business are connected, interrelated, and dependent on each other to achieve shared goals and organisational values. These values, based on positivity and the greater good, help create a motivated workforce that finds meaning and purpose in its work. For a business to function as a ‘whole systems organisation’, a holistic approach is essential. This recognises that people, culture, leadership, systems, and processes all interact, meaning that when one area changes such as technology or management-it can influence other parts of the organisation. For example, changes to staffing or leadership can affect communication, morale, and overall performance (CIPD 2021).
After the acquisition, it will be a critical role of the people professionals to help the new, larger business work effectively as one system. The McKinsey 7S model (CIPD, 2021) highlights that strategy, structure, systems, shared values, style, staff, and skills must all align for change to be successful.  
While BPE’s structure may become more decentralised, with regional management taking more responsibility, the systems will be centralised to create consistency across all branches. This change can affect staff as they adjust to new ways of working and shared processes. People professionals will need to provide clear communication, effective training, and regular support to help staff adapt. They should also monitor and report on the impact of change, ensuring any issues are identified quickly and corrective actions are taken to keep progress on track.
Developing a clear change strategy is also important. According to Tahir (2019), a written strategy helps communicate change throughout the organisation and should include clear steps, responsibilities, and timelines. People professionals can support this by monitoring progress, identifying issues, and helping leaders take corrective action if employees struggle to adapt. By doing so, they help ensure a smooth transition that maintains staff wellbeing and business performance.
7.  Explain the main reasons why it is important that any changes made following the acquisition are planned and effectively managed.
It is important that any changes made after the acquisition are carefully planned and managed to maintain staff performance and engagement, and to identify any potential resistance so that interventions can be planned to change behaviours and mindsets where necessary.  Kurt Lewin (1947) supports this approach with his theory of ‘unfreeze-move-refreeze’, which recognises that deeply embedded practices and mindsets-such as those likely to exist among BPE and Emrosu employees, can be difficult to shift.  Effective planning helps people understand what is happening, why it is necessary, and how it will affect their roles.    
Kotter’s 8-Step Change Model shows why planning is essential.  It starts with establishing a sense of urgency and building a strong team of influential people, followed by developing a clear vision of what success looks like after the change.  These steps help employees feel motivated and included.  Setting SMART goals that are specific and achievable also helps employees maintain motivation.  For example, within 6 months, people professionals could deliver customer service and company values training to all branch managers, with at least 90% completing it.
People professionals can help manage change by hosting a vision workshop where team members contribute to shaping the company’s future direction.  This increases buy in and ensures the vision resonates across all parts of the organisation.  They can also use planning tools such as Gantt charts to schedule activities, allocate roles and track progress throughout the change process.  These approaches promote collaboration, transparency, and accountability, helping employees feel more involved in and committed to the change.  
When change is effectively planned and managed, employees are more likely to feel supported and engaged, which leads to higher morale, improved performance, and a smoother integration between BPE and Emrosu.
Overall, effective people practice is essential in planning and managing change, as it ensures that employees are supported, communication is clear, and the organisations goals are achieved.  A positive workplace culture that is engaging, focuses on personal development and values employees’ voices will help ensure a successful business after the acquisition.
8.  Consider the importance and role that the people professionals in BPE and Emrosu could play during the changes.  
The changes taking place between BPE and Emrosu will continue to evolve as the organisation adapts to new structures and ways of working and it will be the role of the people professionals to guide this evolution.  Once the company’s new strategy has been established during the Move stage of Lewin’s Unfreeze-Move-Refreeze model, people professionals must work with leaders across all areas of the business to create and implement a strategic plan that aligns the organisation’s culture with its values and goals.
During this change, people professionals will act as a hidden hand, working behind the scenes to shape culture through the policies and processes they design. For example, if the company culture champions diversity, recruitment practices could include using blind shortlisting and inclusive job descriptions.  Their impact will be seen through consistent processes, fair treatment, and transparent communication, all aligned with the organisation’s shared values.  
To avoid stagnation, HR leaders can promote a culture of continuous professional development, helping employees build confidence and new skills to adapt to change.  The HR department should act as a role model within the organisation, embodying the values and behaviours it promotes.  By modelling the behaviours they expect from others, people professionals strengthen trust, encourage engagement, and demonstrate ethical leadership, helping BPE and Emrosu to build a united and positive workplace culture.  
Overall, their guidance will be essential in ensuring a smooth transition and building a strong, values-driven organisation for the future. 
9.  Discuss how the changes could impact people working at BPE and Emrosu.
If we look at a popular theory known as the Change Curve by Kubler-Ross, it suggests that when change occurs-especially when unexpected-people often experience a recognised series of emotional responses.  The stages of the Change Curve as depicted below, are not always experienced in a strict order, but understanding them helps leaders and people professionals provide the right support to individuals and teams as they navigate change. 
[image: What is Kubler Ross Change Curve? 5-Stage model of individual change.]

When the acquisition is announced, employees will react differently depending on a range of factors.  As individuals, our upbringing, life experiences, and outlook on change all shape our personalities.  For example, some people are optimists, who tend to be more adaptable and open to new ideas, while pessimists may be more resistant because they anticipate negative outcomes.  How people respond to change, and their ability to bounce back will depend not only on their personality but also on the support network available to them, both inside and outside the workplace.
As Kotter explains, building a strong guiding team is vital when leading change. A confident, positive change leader should champion the change to generate trust and commitment. Leading change is about pulling rather than pushing people- encouraging rather than imposing. People professionals play a key role in this by communicating openly, offering reassurance, and motivating others to stay engaged. This supportive, transparent approach helps employees feel valued and confident as BPE and Emrosu transition into a single organisation.














Reference List
BiteSize Learning (n.d.) Kotter’s 8-step change model, explained. Available at: https://www.bitesizelearning.co.uk/resources/kotters-8-step-change-model (Accessed: 14 October 2025).
CIPD (2021) 6 ways HR can influence organisational culture. Available at: https://www.cipd.org/uk/knowledge/articles/6-ways-hr-can-influence-organisational-culture/ (Accessed: 14 October 2025).
CIPD (2021) People practice. 1st edn. London: Chartered Institute of Personnel and Development.
CIPD (2024) Change management: A guide for people professionals. Available at: https://www.cipd.org/uk/knowledge/guides/change-management-guide-people-professionals/ (Accessed: 14 October 2025).
CIPD (2024) Organisational climate and culture. Available at: https://www.cipd.org/uk/knowledge/factsheets/organisational-culture-factsheet/ (Accessed: 30 September 2025).
CIPD (2025) Change management. Available at: https://www.cipd.org/uk/knowledge/factsheets/change-management-factsheet/ (Accessed: 2 October 2025).
Hutchings, A. (2023) Average pharmacy profit margins UK 2022. Chemist+Druggist. Available at: https://www.chemistanddruggist.co.uk/ (Accessed: 29 September 2025).
NHS Business Services Authority (NHSBSA) (2023) NHSBSA releases latest figures for general pharmaceutical services. Available at: https://media.nhsbsa.nhs.uk/press-releases/31d0da36-3875-49b5-93c9-2096d773cac3/nhsbsa-releases-latest-figures-for-general-pharmaceutical-services (Accessed: 29 September 2025).
NHS England (2019) The NHS long term plan. Available at: https://www.longtermplan.nhs.uk/ (Accessed: 29 September 2025).
NHS England (2022) Primary care online services. Available at: https://www.england.nhs.uk/ (Accessed: 29 September 2025).
Office for National Statistics (ONS) (2025) National population projections: 2022-based. Available at: https://www.ons.gov.uk/peoplepopulationandcommunity/populationandmigration/populationprojections/bulletins/nationalpopulationprojections/2022based (Accessed: 29 September 2025).
Pharmaceutical Journal (2023) Community pharmacy funding and profitability. Available at: https://pharmaceutical-journal.com/ (Accessed: 29 September 2025).
PsychSafety (2023) Edgar Schein’s three layers of organisational culture. Available at: https://psychsafety.com/psychological-safety-edgar-scheins-three-layers-of-organisational-culture/ (Accessed: 2 October 2025).
Sparrow, J. (2022) Five steps to building culture after a merger or acquisition. HR Magazine. Available at: https://www.hrmagazine.co.uk/ (Accessed: 2 October 2025).
Tahir, U. (2019) What is a change management process? Available at: https://www.linkedin.com/pulse/what-change-management-process-umar-tahir/ (Accessed: 14 October 2025).

General

General



image1.jpeg
MORALE

SHOCK & DENIAL

Looking for evidence
that it isn't true

FRUSTRATION
Angry that things
are different

DEPRESSION
Low energy,
overwhelmed

TIME

EXPERIMENT
Initial engagement
with the new situation

DECISION
Adapting to the
new situation

INTEGRATION
Working within the
new context

— ACCEPTANCE




