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Introduction
This report will, with the help of several authors educate the audience on what Organisational performance and culture in practice is and the different concepts and theories that surround it. In summary, organisational performance and culture are deeply interconnected. Having a strong values-aligned culture will enable its employees to perform at their best, supporting strategic outcomes, and creating sustainable organisational success. 

AC 1.1 – Evaluate the extent to which the flat non-hierarchical structure was appropriate under Kristen’s ownership and the extent to which the hierarchical bureaucratic structure is suitable under Chaffinch Group Ownership.
The flat, non-hierarchical structure in place under Kristen’s ownership was highly people-oriented, with employee input and engagement forming a key part of the business. Clear lines of communication were established, and organisational culture was a high priority for Kristen. Behaviours were important, and the team were aligned in their actions. However, no formal management structure existed, as all 42 employees reported directly to Kristen. This meant she was simultaneously acting as CEO, HR Manager, Operations Manager and line manager for every employee while also running the business. Inevitably, this placed excessive pressure on her, likely leading to significant strain on her wellbeing and increasing the risk of burnout. Policies and procedures at Calmere House were also very limited and required updating to reflect current employment laws and legislation. Strengthening these would help safeguard both employees and the business. In contrast, the hierarchical bureaucratic structure introduced by The Chaffinch Group operates as a top-down model, with clear levels of authority and each level reporting to the one above it. This structure also shapes a more formal style of communication. The advantage of this model includes a clear chain of authority and accountability, consistent decision-making, and an overall increase in operational efficiency at Calmere House. However, potential disadvantages include slower organisational responsiveness and the creation of communication barriers between levels of the hierarchy (CIPD 2025).  The Chaffinch Group has also implemented its own policies and procedures with Calmere House, ensuring alignment across the group and providing greater safeguarding for both the business and its employees. According to Mintzberg (known as a writer and theorist supporting emergent strategy) “structure follows strategy as the left foot follows the right in walking”. Structure and strategy support the organisation in tandem; neither holds precedence. Each precedes and follows the other, except when the organisation shifts and both move together to a new position. Strategy formation, therefore, is part of an integrated system rather than a simple sequential process (Mintzberg, 1990). Under Kristen’s ownership, the structure at Calmere House can be characterised as a flat, non-hierarchical model, with many employees reporting to a single manager. This type of structure relies on employees being trusted to take ownership of their roles, perform independently, and work fluidly across multiple responsibilities.

AC 1.2 – Analyse how Chaffinch Group could use a rational approach to strategy formulation to ensure that services provided meet customer needs. 
A rational approach to strategy is a way of deciding what an organisation should do to achieve its long-term goals. With particular attention to logical decision making, and evidence-based choices (Taylor Stephen 2022). One way for an organisation to look at strategy would be to use a SWOT Analysis. Strengths & Opportunities, Weaknesses & Threats, Strengths & Threats.
 What is Strategy – ‘Strategy is the determination of the long-term goals and objectives of an enterprise, and the adoption of courses of action and the allocation of resources necessary for carrying out these goals’ (Chandler, 1962, as cited in Tingsager and Smith, 2022). 
	‘No single definition of strategy exists, and often in business different terms can be used to refer to it’ (Taylor and Woodhams, 2022)
	The strategy for Chaffinch Group should be gradual approach as an opposed to a rushed approach, this would ensure that there is a clear plan of action designed to achieve their long-term goals and objectives at Calmere House. The strategy could be given a timeframe from the start to finish with clear objectives and a review stage at certain points along the way. For example, the refurbishment of the resident’s rooms have all been painted the to look the same which as disgruntled the residents as they feel the rooms now lack character. Chaffinch Group could therefore listen to the feedback from the residents around the refurbishment of the rooms and come to a compromise in which both parties come to an agreement, there could be a plan of action and some long-term goals which will help decide how they get from where they are now to where they want to be. This same approach can be used for the strategy that is in place at Calmere House, one plan of action designed to achieve a specific long-term goal of objective. Chaffinch Group will need to have a clear understanding of the environment around them such as, competitors, market, strengths and weaknesses. Chaffinch Group need to become the market leader in the residential care sector to help improve the longevity of Calmere House. Strategy = Long-term plan, Direction, Aims & Objectives and Coordinated action. Chaffinch Group should have a clear planned strategy for Calmere house as opposed to an emergent strategy, a planned strategy will give them opportunities to review along the way and will also consider external factors as mentioned above. An emergent strategy would not be a good idea as this comes with little or no planning and ill-informed decision-making along the way. According to (Poter,1980) Developing a competitive strategy is developing a broad formula for how a business is going to compete, and what goals should be and what policies will be needed to those goals. 
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.
One external factor that is currently having a positive impact on the residential care industry are the advances in digital technology. 

Political – Policies and Procedures, budgets, right to work, visas? Migrant workers? Dependant on the Political party in power.
Economic – Cost of living, labour and running costs, interest rates, positive and negative for both. Could impact employment due to the increase of wages. Retention?
Social – Work life balance, Burnout, living longer, more customers/demand. Public transport? Demographics? Educations and qualifications

Technilogical – Security, CCTV, keypad entry, data entry? Data Breach? Accessibility, Continuity, Staff training.
Legal – Health and Safety, New Legislations, Employment Legislation, Changes to Employment Law/Legislation, Flexible working. 
Environmental – State of the building? Waste disposal? Building regulations, Secure waste? 
One significant negative external factor currently affecting the care industry is the rising cost of staff payroll. According to (Thorton, 2025), payroll expenses account for roughly 60% of a care provider’s turnover, largely due to the high proportion of care workers paid at the National Minimum Wage and qualified nursing staff whose salaries are influenced by NHS pay scales. As a result, government sentiment and future policy decisions play a crucial role in shaping the financial sustainability and overall appeal of the sector. This issue is particularly relevant for Calmere House, where a combination of agency and permanent staff, along with high levels of absenteeism, further intensifies the financial and operational pressures caused by staffing costs. 
	 
AC 1.4 – Under Kristen’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. 
Communication and writing style? Is there a workplace policy for Gen AI? Time between jobs going and coming. What does the development of technology look like? What does the future look like for technology and AI for businesses? Human error and system error? Digital care management system, mandatory online training? Social media communication? What considerations would you this need for the workforce if this was implemented?
Digital care management system – pros/cons – No Human element, more productive, more efficient, it’s great until it doesn’t work, e.g system outage. Length of service of employees, GDPR, legal implications, License of systems. What is the cost?
Mandatory Training system – takes away the human element of the training, is it inclusive of everyone? What is the overall cost of the systems?

Social Media Communication – what are the risks? Social media policy? Good for business but can also cause reputational damage and scrutiny 
Discuss a few different technologies which can be interlinked.
Thinking of how technology could be used by Chaffinch Group and how this would impact the work at Calmere House. Chaffinch Group could introduce a Summary Care Record (SCR) at Calmere House, this is a national database that holds electronic records of important patient information such as current medication, allergies, and details of any previous bad reactions to medicines.  According to NHS England (NHS Digital Services, 2025) suggest that the benefits of this system, makes care safer, reduces the risk of prescribing errors and helps avoid delays to urgent are. This would have a positive impact for both residents and employees at Calmere House, due to its efficiency and would decrease the risk of mistakes, and the amount of manual work needed by the employees. According to Kane et al. there are four stages of to effective digital transformation and becoming a more digitally mature organisation. These are Assess, Enable, Transform and Review and Repeat. To become a future-ready, an organisation needs to be skilful at both significantly improving its client experience and reducing its costs through simplification. To become future-ready, an organisation needs to be skilful at both significantly improving its customer experiences and reducing costs through simplifications. A lot of organisations identified in (Kane et al,2015) research achieved good performance mainly through the heroics of their people, who overcome complexities to create great experiences. Research suggests that there are also four pathways to digital transformation in organisations, these are, standardise by improving the operational efficiencies, improve the client experience, take incremental steps by alternating between the first two pathways and finally to create a new organisation that is future ready.
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.
According to (YOUNG JAKE 2025) at the CIPD. Organisational culture is an important aspect of organisational life and a term that had become a mainstay among business leaders. Before the takeover at Calmere house by the Chaffinch Group the organisational culture was a high priority, where employee input was valued and behaviours were important and aligned with all the employees and Kristen. There was a one team ethos and being an inclusive team was very much part of the everyday life at Calmere House. As a result of the organisational culture and climate at Calmere House the employee retention was very high, and employee engagement was strong and there was a strong sense of commitment to the residents, co-workers and Kristen. According to (YOUNG JAKE 2025) at the CIPD, an organisation that fails to value difference, or enables some groups but not others to progress, is unlikely to see positive change, despite having policies in place. Workplace norms, values and behaviours, traditions, perspectives and beliefs of individuals are crucial. It is these characteristics among people within the same organisation that creates culture. Following the takeover of Calmere house by the Chaffinch Group there was a shift in the organisational culture and this had a negative impact on the culture amongst it’s employees this was due to the lack of employee engagement, lack of employee voice and the new communication styles such as, email, and direct instructions without the 2-way conversations between its employees and management. As a result of the change the employees start to leave due to not liken the new culture following the takeover by Chaffinch House and this impact is also being felt by the residents as they start to leave Calmere House. The change to the organisational culture could have been managed better by the new management at Calmere House if they had shared their ambitions in a clear and positive way from the very start with its employees in the hope that they would buy into it. According to (Houghton, CIPD 2019), workplace behaviour has been an increasing focus for businesses, policy makers and regulatory bodies in recent years. It was also noted that to make a much-needed change, we need to understand why behaviours occurs in the first place. Using this knowledge, business leaders and people professionals can take meaningful action to tackle it.
AC 2.2– Assess how changes to selection and employee voice have impacted organisational culture and behaviours at Chaffinch Group.
According to (Shipton, Kougiannou et al. 2023) organisations seek to harness voice to enhance creativity and innovation. Employees, on the other hand, while happy to offer their insights on improvement for the organisation, are also interested in talking about things that matter to them, such as, justice and equity. Changes to the selection process and employee voice at Calmere house had a clear negative impact on its employees and this was a main factor in the retention of its long-standing employees, high absence and its over reliance of agency workers. There were challenges from the start of the takeover of the business as it transitioned from a family run company to a multinational company and there was a clear divide between the management, employees and residents. The impact of lack of employee voice along with the organsational culture at Calmere House would have been profoundly felt across the business as employees felt less heard, under-valued and not appreciated, lack of clear communication between management and employees and the use of emails for communication instead of one to one meetings, staff meeting or huddles and direct instruction without the chance to add value back. This was also felt by its residents as they started to leave their home in Calmere House and look at other residential homes, this had a negative impact on Calmere House as its numbers dropped, and rooms became vacant in a highly competitive market between residential care homes. For the new management to be successful a Calmere House and improve its culture for its employees they could create opportunities for its employees to have an effective voice at work which is a fundamental aspect of job quality. This could be achieved by creating an anonymous employee survey which asks specific questions around, happiness, job satisfaction, communication styles, job prospects, how the organisation is performing and what could be done differently to improve prospects at the organisation. According to (Marchingtonn, 2020) employee voice can be facilitated by employee involvement and participation (EIP) practices and processes. Employee participation is a situation where employees participate in organisational decision making through their representatives, which functions as a union, but isn’t one. Examples of employee involvement include practices include email communication, management briefings, problem solving groups and newsletters.
AC 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.
Chaffinch Group could have managed the change from a small owner-managed care home to a Calmere House being part of a large organisation by doing the following things to overcome any challenges they faced. The initial few weeks would have been challenging as the business went from the family-owned company it had always been to a multinational business, there would have been clear divide between the new management and its employees so clear lines of communication between both parties would have been crutial. The origins of Calmere House were built on trust, employee voice, family values, clear communication between Kristen and her employees. As a result of this important aspects of the business such as its policies and procedures were very limited and lots of informal ad-hoc approaches were in place. The Management at Chaffinch Group could have set up one-to-one meetings with the employees at Calmere House to answers any questions they may have had, try and ease any concerns have given the employees a brief summary of what the takeover would look like, what will be happening in a timeline approach and then scheduled in further ad-hoc meetings before and after the takeover had taken place. Successful channels of communication at the very start of the change would have been helped to build a sense of purpose that would have been aligned to the organisational strategy, driven a genuine two-way dialogue and responses to the employee needs as the takeover happened. According to (Paramaguru, CIPD 2024) communication is a critical part of employee engagement, which in turn promotes better performance, employee retention and wellbeing. Research suggests that many employees feel that they receive limited or very little information and there are challenges to effective communication at all levels of the organisation (CIPD,2019).  When organisations are undertaken changes, they must take great care in order to avoid breaching employment law and running the risk that employees or former employees may seek damages for compensation in court. Management will need to pay particular attention and care to avoid pushing through changes in terms and conditions unlawfully. It is also necessary in many cases of reorganisation, to consider of the redundancy law and the Transfer of Undertakings (Protection of Employment) regulations.
AC 2.4 – Explain the experience of change for the employees at Calmere House and examine how this reflected through the stages of one model.
According to research by (Baxter and Macleod, 2008) managing change is always difficult and change management frequently end up disappointing in practice. Research on change is full of examples of situations in which change has been very poorly managed, with negative consequences for organisations. When (Baxter and Macleod 2008), undertook their research of change management they looked at 20 diverse organisations. The aim in each case was to increase efficiency and quality. In practice all failed to meet their initial expectations for one reason or another, mostly due to poor management. (Mckinsey, 2015) estimated that 70 percent fall into this category, 39 percent due to employee resistance and 33 percent due to management errors. When change happens for various reasons, these reasons are often lacking what is considered necessary for effective change. A few examples of this would be, Failure to create a culture of change and gain buy in, poor communication of the reasons for the change, failure to take steps to embed change and lastly not addressing individual impacts and emotions associated with the change leading to resistance. Looking at the changes at Calmere House and how this experience of change reflected through the stages, the employees were feeling a sense of denial, anger and depression about the changes. The management at Calmere House could have used Kotter’s Eight Steps of Change to help the process of change management. This model uses eight different steps and Kotter’s eight step change process that was outlined in his book Leading Change in 1996 which was said that successful change requires strong leadership and effective decision making. These steps are broken up into stages, the first three stages look at the increasing urgency, building a team and getting the right vision which is grouped together as getting the right climate for change and would in turn map into Lewin’s unfreeze stage. The next three stages would then look at communication and how this involves a way in which to gain the buy in of the employees, empowering action and creating short-term wins – the engaging and enabling stage. The final two stages of Kotter’s model look at covering the implementation of the change and, most importantly, sustaining the change. Kotter refers to these as the ‘don’t let up’ and ‘make it-stick. 
AC 2.5 – Assess two factors that could impact employee wellbeing at Calmere House including why it is important that these factors are addressed.
Assessing the employee wellbeing at Calmere House and what could impact wellbeing, two areas that could have a greater impact would be employee voice and organisational change. Promoting wellbeing at work can help reduce stress and promote a positive working environment where both the individual and the organisation can thrive. Thinking of how the employees at Calmere House were feeling when their voice had a positive impact and was heard it is clearly that employee voice plays a major part in wellbeing at work. According to research by the (CIPD,2025), good wellbeing and health can be a core enabler of employee engagement and organisational performance. The employees at Calmere house felt fully engaged at work when they felt their voice was heard, this started to decline after the takeover by Chaffinch Group when the employees felt less heard. This would have had an impact on their wellbeing and mental health. The employees at Calmere House under Kristen’s ownership would have been able to use their voice in safely and put forward their viewpoints on their work and the organisation, irrespective of where, when and how they did their work, this was because of the relationships that had been built of trust, employee engagement and where everyone felt their voice was heard and mattered. The employees at Calmere House would have felt their voice was working effectively and that rhey felt valued, trusted and had influence, which in turn increased their job satisfaction and performance. According to research by (D.M.Roussea 2025) on change management, there are four phases that should be considered when there is organisational change. Getting ready – this should include gathering of facts, defining what the problem may be, assessing the organisations readiness for the change and to identify any evidence-based change interventions. Initiating change – This would include the building of change capacity, development the management leadership capabilities and style, and a developing a compelling vision and setting goals/expectations. Implementing change – this would include making transitions, scaling up the change, tapping influences of social networks and promoting the micro-processes (small-wins) and expectations. Sustaining change – this would be embedding the change into the organisation, including institutionalising it. 
AC 3.1 – Discuss how the people manager, recruitment advisor and the employment relations case advisor could support the retention stage of the employee lifecycle.
People managers can support the line managers and the organisation with retention by analysing the and understanding the employee turnover within their organisation. Once this data of employee retention has been calculated, it can then be compared to targets, KPI’s, the previous year’s data and comparisons within the industry to see how the organisation is measuring up against competitors. As well as measuring the employee turnover, people managers can also use the exit interview data, as and when employees leave the organisation, this data will provide the people manager with key management information to analyse, showing the numbers and reasons for why people leave the organisation. Thinking of my own experience from my time as a people manager it is extremely important to ensure that employee exit interviews are done as this gives the organisation real insight into why employees leave. Recruitment advisors play a pivotal role in the retention of the employees within the organisation and this cycle starts at the very beginning of the employee lifecycle; this starts when an employee decides to the leave the organisation. The recruitment advisor should have insight into the employee exit interview data to establish why the employee has decided to leave the organisation, this could be for several reasons, such as, lack of career opportunities, unhappy with the line management relationship, work-life balance, or personal reasons. Once the recruitment advisor has established the root cause of why the employee left the organisation, they can then put steps in place to try and stop this cycle from happening again. This could be reinventing the job descriptions, so they are clear, transparent and give a good overview of what the job will look like, and what the values are for the organisation. The recruitment advisor should keep in contact with the external candidates from the very first phone call or email, right through to the new employees first day, this shows professionalism and will give the new employee a sense of how the culture is at the organisation. The role of the employment relations advisor plays a key role in the retention part of the employee retention lifecycle, this will be done through proactively managing the employment relationship, early conflict detection and resolution of differences between employees and management, including the extension of these skills to line managers. The expertise knowledge of the ER Advisor is pivotal to ensuring both the organisation and the employee remain risk free and that any deviation of this, is managed in accordance with the UK employment law and is done in a timely manner with a fair process from both sides. This approach can deeply impact the retention of the employees within the organisation as this will minimise the need for employees leaving the organisation but also ensure that when and employee does leave the organisation it’s done risk free and does not bring the organisations name into disrepute and the reputation of the organisation reminds in a good place. 
AC 3.2 – Analyse how people practitioners could help Chaffinch Group to fill 100% of the resident’s rooms within six months.
Analysing ways in which people practitioners could help Chaffinch House fill 100% of its resident rooms would be by, reducing staff turnover which in turn will maintain care quality. High turnover and the use of agency staff is a big factor at Calmere House, because of this, High turnover is one of the biggest causes of the low room occupancy. People partners could use some of the following ways to help this. Streamline the onboarding process so new hires feel supported, implement stay interviews – focus more on the human element during the interview, introduce mental health and wellbeing support, set realistic schedules to help reduce burnout. Another area people partners could influence would be to have a positive workplace culture, thinking of Calmere House and the high turnover of its employees and the low resident room occupancy, this could help these areas improve. When an organisation has a positive workplace culture, we as people practitioners would expect to find the following, open and honest communications, employee involvement in planning and shaping the work, collaboration and support across individuals and teams, a fair reward system, opportunities for growth, low employee turnover, and a sense of job security. Thinking about my own experience as a people practitioner, everyone within the workplace plays their part creating a positive workplace culture, and I think that if the above people metrics were in place at Calmere House, then its employees would be willing to promote a positive workplace culture. On the opposite side of this, people practitioners would help create a positive workplace culture by, developing and promoting fair policies, supporting the employee voice and their viewpoint, promoting and being a role model of effective workplace values and behaviours and upholding good and ethical practices. If all that has been documented was put in place at Calmere House by Chaffinch group then the would be able to fill their resident rooms to full capacity all year round, there would be healthy and positive workplace culture, were open and honest communications were promoted by its residents, employees and management.
AC 3.3 – Discuss how Kath could consult and engage with the employees to understand why employee turnover at Calmere House has increased. 
 (CIPD 2025) suggests that employee turnover can have a negative impact on an organisation’s performance. By understanding why staff leave an organisation, employers can devise initiatives that reduce turnover and increase employee retention. Kath at Calmere House could run anonymous employee surveys, this would allow employees at Calmere House to rate satisfaction in areas like pay, benefits, workload, leadership, career growth and culture. When putting such surveys together it is important to include free-text questions for deeper insights but what is most important is to ensure that there is anonymity so that the employees feel safe to be honest. I have my own experience from organisations that I have worked with from being an employee, to senior management and a people practitioner. These surveys work well when employees have the time to complete, feel safe to do so and feel that there will be a deep dive of the data that’s been collected, and an action plan will be put in place once completed. Kristen could collect all the data from such a survey breaking it down into bitesize pieces and the hold huddles with the employees to share the findings and discuss what she is planning to do next, to ensure that the employees voice and viewpoint has been heard and there will be a good follow up. Once Kristen has a clear understanding of why her employees are leaving using the data from surveys or exit interviews this would be a great first step to improve the employee turnover at Calmere House. Doing this should then improve the employee turnover at Calmere House. (Al-Suraihi, W. A., Samikon, S. A., Al-Suraihi, A.-H. A., & Ibrahim, I. 2012) suggests that there are several reasons why employees leave an organisation such as, job satisfaction, job security, work environment, motivation and pay and rewards. Research suggests that an understanding of the cause of employee turnover and retention in an organisation then the above factors should be looked at, this would then give a clear understanding of employee turnover. The key to Kristens success would be to make her employee engagement a source of fun rather than something that is forced. Through my own experience, it’s not always about what you do but more about how you do it. 
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