AC 1.1
The choice of structure in an organisation has a profound effect on both performance and culture and ensuring both contribute efficiently towards its strategic goals (Taylor and Woodhams, 2022).  
Under Kirsten’s small-scale, personal management structure, Calmere House benefitted from direct oversight from one person, simplifying the channels of communication, thus, enabling her team to be more informed and agile (Cresswell, 2018). Deciding to forgo multiple layers of hierarchy cultivated a close relationship between Kirsten and her employees in which they could raise concerns or voice opinions that could be addressed immediately (Kvachantiradze, 2023). Kirsten’s decision to engage staff in recruitment and selection processes empowered her staff to make decisions that would affect organisational performance, thus investing them in the care home’s strategic goals and contributing to high staff retention (Cole, 2018). However, without policies and procedures to follow within the organisation, this could have opened Calmere House up to a quality improvement process that was lacking, thus, potentially impacting on residents’ experience (Winters et al, 2014).  Furthermore, an absence of clear hierarchical roles and responsibilities in a flat organisational structure, especially supervisory positions, could translate into an absence of accountability in terms of decision-making, performance and compliance with regulations set by bodies such as the Care Quality Commission (Matriano, 2024).
Chaffinch Groups’ hierarchical bureaucratic structure would bring a level of consistency to Calmere House’s services, standardising procedures to ensure all residents received the same high quality of care (Buchanan and Huczynski, 2003). The introduction of multiple layers of hierarchy opens up career pathways for staff which, if communicated and managed by Kath correctly, could improve staff retention and motivation (Childs, 2019). Additional layers of management with defined roles would address any confusion around responsibilities for vital operational elements such as health and safety standards and regulatory compliance, particularly with the introduction of the Group’s policies and procedures (Mullins and McLean, 2019). However, this focus on following procedures can depersonalise the care and ignore the individual needs of residents, as seen in Calmere House with the changes in residents’ rooms without consideration for preference (Greener, 2019).  Additionally, communication and decision-making through multiple layers of management can become slow and lack the responsiveness needed to react to changes in resident health, potentially risking a drop in the quality of care (Zheltoukhova, 2014). 

AC 1.2
A rational approach to strategy formulation is a deliberate process of calculation, utilising different tools of analysis to consider any and all factors that could contribute to the achievement of the organisation’s strategic goals (Marchington et al, 2021). Approaching the formulation of their strategy rationally will provide a long-term plan for Chaffinch Group to stay competitive in the market and satisfy the demands of their customers (Marchington et al, 2021). Chaffinch Group have completed a horizontal integration with Calmere House; the purchase of the residential care home includes the acquisition of their residents, employees and resources (Taylor and Woodhams, 2022). Following this integration, they will need to ensure Calmere House aligns with their overall strategic goals and conduct both internal and external analyses to understand the market landscape and Calmere House’s capabilities (Lucarz, 2022).
To begin with, Chaffinch Group can define what their key strategic aims are which, primary of all, would be providing a service of value to their customers (Armstrong, 2012). Setting clear objectives from the outset will enable Chaffinch Group to align their strategic direction with the needs of their customers and how they will utilise their available resources to achieve this (Myers and Parsons, 2020). Furthermore, the objectives will be measurable in terms of outcomes, such as increases in resident numbers and satisfaction, including their goal to fill 100% of resident rooms within six months (Taylor and Woodhams, 2022).
To assess external trends, Chaffinch Group can use the PESTLE analysis to better understand changing customer needs through changes in healthcare policies and regulations, shifts in the economic landscape such as funding pressures from government and local authorities, and developments in technology that could improve residents’ quality of care (Hayden, 2025). On the other hand, a SWOT analysis would provide an internal audit of Chaffinch Group’s resources such as staffing levels and capabilities, facilities and finances to highlight where they are succeeding and where they are possibly at risk in terms of meeting customer needs (CIPD, 2025a). For example, the analyses would identify that the residents are unhappy with the lack of personalisation in their room refurbishments and what Chaffinch Group’s capabilities are to address this. Both tools of analysis would supply Chaffinch Group with a wide selection of data to make strategic decisions, also known as evidence-based practice (CIPD, 2025b). 
AC 1.3
Understanding how external factors will impact on Calmere House, and the residential care industry as a whole, is vital for an effective organisational strategy and ensuring they stay competitive in a challenging and competitive sector (Taylor and Woodhams, 2022). Without the valuable context of various external forces affecting the operations of Calmere House, Chaffinch Group will not be agile enough to react to sudden shifts or changes in, for example, regulations, funding or public perception (CIPD, 2019).
The current financial environment in the country is becoming more and more difficult for organisations in residential care, in particular, the cost-of-living crisis and funding pressures from local authorities and the NHS. The Care Quality Commission’s (CQC) 2023-2024 report found that not only has inflation and staff salaries raised costs for care providers, leading to a reduction in reserves and financial resilience, but fee rates from local authorities have not increased at pace with rising costs. This gap between cost of services and return on investment has unfortunately resulted in providers rejecting contracts due to their inability to provide sustainable levels of care to customers/residents (CQC, 2024). Care England’s (2024) Sector Pulse Check further corroborated the CQC’s findings that government and local authority fees are not covering increasing operational costs such as rising energy prices and the National Living Wage increase. Chaffinch Group will need to weigh up the need to pay their staff a living wage or risk losing them to competitors whilst working in a sector that continues to be underfunded by local authorities, resulting in service closures in some cases (Care England, 2024). 
One external factor that will benefit the residential care industry over the next few years is the country’s ageing demographic. UK Parliament has announced that the United Kingdom is ‘an ageing society’ due to a low fertility rate and increasing life expectancy (UK Parliament, 2025). Furthermore, over a quarter of UK society is predicted to be over 65 years of age by 2072 (UK Parliament, 2025). This presents both a challenge and an opportunity for care providers in the country; there will undoubtedly be a significant increase in demand for care services which will provide a growing customer base for Calmere House and work towards Chaffinch Group’s goal of 100% resident rooms filled (Uberoi, 2025). Additional funding from government to local authorities continues to rise year on year and this extra expenditure will enable providers like Chaffinch Group to invest in their staff and their quality of care (Foster and Harker, 2025).
AC 1.4
Digital and technological developments are assisting in providing more efficient systems for care workers and higher quality care to residents. Several studies have piloted different types of technology in care settings such as sleep quality technology, lighting systems, acoustic monitoring and VR headsets to improve the quality of life of care residents (Baker et al, 2010; Carey-Smith, Evans and Orpwood, 2013; CQC, 2024). Mobile and tablet applications (‘apps’) could be used to support communication between Calmere House staff and residents suffering from speech difficulties or hearing loss in care such as text-to-speech functions, personalised photos and videos and translation apps, enabling the staff better meet the needs of their residents (Wilson et al, 2020). Digitalised care records are now in place at 72% of CQC-registered care providers and have been found to be a safer, more efficient and compliant form of information storage (Department of Health and Social Care, 2024; Keshta and Odeh, 2021). Chaffinch Group would benefit from implementing a digital record system at Calmere House not only for staff efficiency and accuracy but also to provide a high quality of care to current residents and attract new residents (CQC, 2023).
Artificial Intelligence (AI) and predictive analysis tools are becoming increasingly embedded in care practice, particularly within the NHS. There is a market of care technology providers developing AI monitoring and detection tools that Calmere House staff could utilise in the delivery of their care such as software that can predict the likelihood of falls and detection software that can identify symptoms of winter illnesses, reducing risk of injury or disease through preventative measures (NHS England, 2025). E-learning platforms are becoming the more common form of training in the workplace and there is evidence to show that facilitating staff training through online platforms improves staff members’ skills, knowledge and level of care whilst also reducing turnover rates, addressing one of Chaffinch Group’s biggest issues at Calmere House (MacDonald and Walton, 2007). 
AC 2.1
It is important for Chaffinch Group to understand organisational and employee behaviour at Calmere House to help them achieve their strategic goals, work more effectively and improve their services (Robbins and Judge, 2017). In order to understand how Chaffinch Group’s takeover of Calmere House has encountered several issues, we can look through the lens of organisational culture. Culture is the ‘shared meaning employees derive about the basic assumptions, values, and beliefs that underlie their experiences at work’, thus, significantly impacting how they behave at their organisation (Schneider and Barbera, 2014, p. 4).  
Charles Handy’s model of culture shows us how Kath’s new management style under Chaffinch Group was not as well received by staff as Kirsten’s. Although, Kirsten was responsible for all decisions relating to the organisation which would seemingly align with Handy’s power culture, she communicated this information regularly to staff and included their input and voice in processes such as new employee selections, making Calmere House originally a task culture (Handy, 1993). Conversely, despite Chaffinch Group introducing clear policies, procedures and a bureaucratic hierarchy, Kath’s management style has fostered a power culture at Calmere House where staff voice is severely limited; they are expected to follow her instructions without question whilst she hires agency workers without their input (Handy, 1993). This has left Calmere House staff feeling that their opinions are not valued, contributing to the increasing turnover rate (CIPD, 2025c).
Additionally, Schein’s model of organisational culture can shed light on how several changes made by Chaffinch Group during their takeover has disrupted organisational and human behaviour. Schein (1992) splits elements of organisational culture into three levels: visible artifacts, values for expected attitudes or behaviours and the underlying assumptions of how individuals perceive the organisation and those within it. Artifacts under Chaffinch Group’s ownership such as the new hierarchical structure, new policies and procedures and facility refurbishments are a drastic change from the flat structure and ad-hoc processes under Kirsten’s leadership (Schein, 1992). Kath does not appear to communicate Chaffinch Group’s values and business goals as clearly as Kirsten did in her regular staff meetings and onboarding process which leaves Calmere House staff with a lack of direction (Schein, 1992). Lastly, Calmere House’s underlying ethos of ‘high quality care with a personal touch’ under Kirsten’s ownership appears to directly clash with Kath’s comment on Chaffinch Group needing to ‘see a return on their investment’ (Schein, 1992). All of these inherent changes to culture that Chaffinch Group have made in Calmere House has negatively affected the human behaviour within the organisation (Schein and Schein, 2017). 

AC 2.2
People practices within the employee lifecycle like recruitment and selection can have a significant impact on organisational culture, especially employee trust and confidence in the organisation (ICS Learn, 2021; Taylor and Woodhams, 2022). Historically, Calmere House staff regularly participated in the selection process of a new employee and behaviours in line with Calmere House’s values were as valued as relevant qualifications and experience. Moving away from employee involvement in decision making processes and the inclusion of behaviours to assess person-organisational fit has eroded away at the commitment and trust of the Calmere House team and left them feeling disengaged (Ogu, 2024; Alfes, Shantz and Alahakone, 2016). Furthermore, the introduction of agency outsourcing could send a message to Calmere House employees that Chaffinch Group value a speedy recruitment and selection process over appointment based upon shared cultural values and behaviours (Gilani and Jamshed, 2016). Indeed, this is most likely contributing to the increasing employee turnover as employees begin to miss co-workers they assisted in selecting who have left and are dissatisfied with no longer being involved in the process (Ogu, 2024). 
Employee voice is a vital form of expression of organisational culture and behaviour and is one of the seven dimensions the CIPD believes is fundamental for ‘good work’ (Young and Tong, 2025). Kirsten’s leadership provided ample opportunities for employee voice to be heard in regular staff meetings and one-to-one check ins. This two-way communication allowed Kirsten to communicate vital and relevant information to staff whilst also creating safe spaces for employees to give their opinions on organisational matters (CIPD, 2025d). Chaffinch Group’s top-down bureaucratic approach paired with Kath’s autocratic management style has stifled employee voice at Calmere House and staff perceive Kath as a manager that does not want to hear them (Ruck, 2017). This has only negatively impacted organisational culture and behaviour at Calmere House; staff have become less motivated and engaged and are more likely to leave, also contributing to the turnover rate (CIPD, 2022).
Both changes, the removal of staff involvement in selection processes and limiting of employee voice, have detrimentally affected organisational culture and behaviours at Calmere House. Shifting from a collaborative, values-driven culture to a bureaucratic, results-driven culture has weakened staff trust, motivation and engagement and raised employee sickness absence and turnover (Ogu, 2024; CIPD, 2022).
AC 2.3
Society has changed rapidly in recent years in several aspects; economically, politically and legislatively, to name a few, and organisations are having to react and adapt to change quickly in order to compete and meet customer expectations (Roberts and Tracey, 2024). Chaffinch Group’s approach to the change in management at Calmere House was important in terms of gaining the trust of the employees, retaining them and linking the group’s values with the organisational culture and behaviours at the care home (Balogun and Hailey, 2014; Rousseau and ten Have, 2022). There are a plethora of change management models that Chaffinch Group could have used to better manage the change in ownership; one being Kotter’s 8-Step Model.
Kotter’s 8-Step Model provides a framework for implementing change that emphasises regular communication, transparency and employee participation (Taylor, 2022, p. 68). Using the initial stages of Kotter’s model, staff at Calmere House would have been conveyed the urgency and necessity of change and better understood the strategic vision of Chaffinch Group’s ownership (Roberts and Tracey, 2024). By including employees in the transition process, Chaffinch Group could have created change agents who could have worked as a coalition to encourage colleagues to get on board with the change and drive it cross-levelly instead of just top-down from senior leadership (Torrington et al, 2020).  Two-way communication would have allowed Chaffinch Group to empower employee voice in the process and create a narrative to celebrated short-term wins to sustain momentum (Taylor, 2022, p.68). 
Another change management model that could shed light on how Chaffinch Group could have successfully managed change at Calmere House is Jeff Hiatt’s ADKAR Model. The five stages, Awareness, Desire, Knowledge, Ability and Reinforcement, could have better prepared employees at the care home for the change in ownership and supported them in accepting new cultural norms or behaviours (Hiatt, 2006). Awareness raising of changes to organisational structure or policies and procedures could have been communicated through in person information sessions rather than by email to explain why these changes are necessary and would have helped overcome the shock of Kirsten’s decision to sell (Hiatt, 2006). Employees would have desired the change if they were included in decision-making processes and shown how they would grow and benefit from the change (Hiatt, 2006). Facilitating training on new policies and procedures would have provided employees with the knowledge and ability to adapt to the change and regular support and recognition throughout the process would have positively reinforced the change (Hiatt, 2006).
AC 2.4  
Understanding the employee experience of change is key for an effective organisational change initiative as employee attitudes and engagement are integral to the successful implementation of change (Kotter, 1996). Furthermore, seeking a deeper comprehension of employee experience of change will enable organisations to put measures into place to address any employee resistance to change (Lines, 2005). Calmere House employees’ experience to change can be explained through the lens of the Kubler-Ross change curve.
The change curve prescribes five responses individuals will experience when undergoing change, also referred to as the five stages of grief (Roberts and Tracey, 2024). The stages are most commonly known as shock, denial, anger, bargaining, depression and acceptance and, although the initial model was not intended to be an analysis tool for organisational change, later studies found the model to be applicable (Kübler-Ross and Myss, 2008; Tarnoff, Bostwick and Barnes, 2021). Employees expressed shock and denial initially at Kirsten’s sale of Calmere House due to their shared understanding of Kirsten’s values and passion as the owner and was this was further exarcerbated by Chaffinch Group’s poor communication with employees (Bessant and Whiting, 2025). This stage soon transitioned into anger following further changes implemented such as the introduction of Kath as the new manager of Calmere House, new policies and procedures from Chaffinch Group and the shift in recruitment toward agency workers. Calmere House employees made a negative evaluation of Kath and displayed anger and resistance responses by challenging her on her instructions (Myers, Hulks and Wiggins, 2012). It does not appear that much bargaining took place as employees felt unheard by Chaffinch Group and, eventually, employee reactions to the change in ownership transitioned to depression as shown by the feelings of hopelessness and dissatisfaction, the increase in employee turnover and rising sickness absence (Myers, Hulks and Wiggins, 2012). 
Some Calmere House employees may reach the acceptance stage of the change curve wherein they eventually integrate with the new changes in structure and processes, however, the mishandling of the change in ownership by Chaffinch Group through lack of communication and collaboration damaged employee trust in the change process, thus, negatively impacting employee experience (Rousseau and ten Have, 2022).

AC 2.5 
Prioritising employee wellbeing not only benefits people within an organisation but also the organisation itself; employee wellbeing is directly linked to levels of sickness, motivation, engagement and job satisfaction, all of which affect organisational performance (Suff, 2025; CIPD 2023). Chaffinch Group must begin to promote employee wellbeing at Calmere House to address the rising turnover rate and sickness absence levels, both of which care will cost the organisation financially and impact upon the quality of care they can deliver to the residents (Jackson, 2024; Soliman, 2025).
As Calmere House continues to lose more staff to absence and resignations, current employees’ workloads are increasing. Stress continues to be one of the most prevalent reasons for workplace absences and the CIPD (2023) found that workload is the most significant contributing factor to stress-related absence. Staffing levels at Calmere House are forcing employees to take on beyond their capacity which can create a feeling of lack of control, a common stress trigger (Mayne, 2023). If this work-related stress is not addressed, Calmere House employees are at risk of deteriorating physical and mental health including burnout, anxiety, depression and illnesses such as heart, muscle and digestive conditions (Acas, 2025). Once the levels of stress are reduced, Calmere House employees will be more motivated, engaged and productive (Weston, 2019). Furthermore, the CIPD’s latest report on health and wellbeing at work found that ‘ill health currently costs the UK economy £150 billion annually’, therefore, Calmere House’s bottom line will be significantly impacted by continued sickness absence (Sinclair and Suff, 2025, p.2). 
Secondly, Calmere House employees’ experience of management could also be impacting upon their wellbeing. Workplace culture, and the leadership and management within the workplace, has a major influence over employee’s health and wellbeing, therefore, a toxic workplace is a damaging environment (Hlupic, 2020). Kath’s autocratic management style and the lack of communication and interaction from senior management at Chaffinch Group has potentially had a negative impact on employee’s wellbeing. Kath could improve her interactions with Calmere House employees by adopting a more collaborative, consultative approach and investing time to get to know them and their long-term career goals which has been shown to improve employee engagement and decrease stress and absence (Lewis, Donaldson-Feilder and Tharani, 2012). 
AC 3.1 
The employee lifecycle is most commonly split into six stages: attraction, recruitment, onboarding,
development, retention and separation, and managing these stages effectively is key to employee engagement and retention (Cattermole, 2019). Retention is vital for Chaffinch Group to prevent the loss of talented employees’ skillsets from Calmere House, thus, impacting organisational performance and costing the organisation financially to replace (Singh, 2019; CIPD, 2025e). 

The people manager can provide positive day-to-day leadership and support, building strong relationships with employees built on trust and encouraging a more cooperative and participative culture (Izidor and Iheriohanma, 2015). Through performance management, the people manager can further understand what motivates the workforce of Calmere House, set goals and create development plans for employees’ career growth at the organisation (CIPD, 2021). By better understanding the employees, the people manager can monitor outcomes such as wellbeing, engagement, absence and turnover and implement organisational strategies and policies such as wellbeing, reward or flexible working initiatives, to address issues and support employees (Bosley and Gifford, 2023). 

Attraction and recruitment of talent is directly linked to retention and the recruitment advisor is responsible for ensuring the right people are appointed and engaged from day one of onboarding (Hogarth and McCartney, 2024). At the attraction stage, the advisor can develop a strong employer brand for Calmere House that emphasises their values to recruit top talent (Quilliam, 2024). Effective onboarding would be a key element of the advisor’s role, ensuring new employees have clarity on their role descriptions and expectations, reinforcing values and connecting the employee to the culture of the organisation (Hogarth and McCartney, 2024). The recruitment advisor can also contribute to strategies aimed at identifying and development employees such as workforce and succession planning to develop current employees (Quilliam, 2024). 

The employment relations (ER) case advisor role would be to identify any workplace issues, such as conflict, sickness absence and bullying, and implement early intervention to prevent escalation (Ayling and Suff, 2025). As part of their role, the ER advisor would build strong relationships with both managers and employees, utilising mediation and conflict resolution skills to resolve disagreements and prevent staff from leaving the organisation (Torrington et al, 2020). Through their knowledge and expertise in employment case law, the ER advisor can ensure staff are treated equally and fairly in the workplace, reinforcing the psychological contract that employees are valued and respected in an inclusive workplace culture (Ali, 2024). 

AC 3.2

Strategic human resource management is important for achieving organisational outcomes as it
aligns people practices with business strategy, ensuring all elements of people practices such as
recruitment, onboarding, engagement and learning and development are meeting the needs of the
organisation and its long-term goals (CIPD, 2025f). Studies have shown that there is a correlation
between the implementation of people practices and policies in an organisation and levels of
‘satisfaction, motivation and commitment and operational performance’ (Purcell et al, 2003, p. 72).
Therefore, there are a range of practices within people management that Chaffinch Group can utilise
to fill resident rooms.

Firstly, conducting a workforce planning process will identify any present and future workforce
needs at Calmere House to ensure the care home is adequately staffed with the right skills to deliver
a reliable, consistent quality of care to residents (CIPD, 2025g). Workforce planning connects people
practices to the operational processes needed to deliver the business strategy and this data can be
further utilised in another crucial area of people practice; talent management (Quilliam, 2024). Once
Chaffinch Group understand the labour supply and demand at Calmere House, this will inform the
talent management strategy such as implementing recruitment practices to quickly and efficiently fill
staffing gaps or creating career progression paths for current employees to develop into senior roles,
thus, retaining skilled workers (Quilliam, 2024). 

Additionally, Chaffinch Group’s People team could identify what is attractive about their employer
brand and what they could improve to recruit and retain staff in a competitive sector labour market.
Offering a strong employee value proposition has become critical to attracting the current
workforce, especially the new generations, and the People team could analyse several aspects of
their employer brand including reward and benefits, flexible and hybrid working and culture and 
values (McCartney and Noble, 2025). Through enhancing the employer brand, staff at Calmere 
House will be engaged and experiencing good work in a positive environment, thus, performing
better, providing better service to residents and raising the profile and reputation of Calmere House
to attract further residents (Hosseini et al, 2022).

AC 3.3

Seeking employee voice at Calmere House on the increasing turnover rate is vital for Kath to create
an effective two-way communication channel between herself and the employees and hear
their views and concerns (CIPD, 2025h). This is not only crucial in order to understand why
employees are leaving the organisation but will positively impact employee wellbeing, motivation
engagement and productivity (CIPD, 2025h).

To begin with, Kath could conduct a stakeholder analysis in order to identify what is important to the
employees and what concerns they may have (Armstrong and Taylor, 2023). This activity will provide
her with not only measurable data but with meaningful insights before entering into any direct
communication with employees (Simmons and Lovegrove, 2005). There are a variety of qualitative
and quantitative methods Kath could choose for consulting and engaging with employees including
focus groups, surveys and one-to-ones. An employee survey could provide concrete, specific insights
on why turnover has increased that could be actionable for Kath to get some small, ‘quick wins’ form
(Cholteeva, 2022). Furthermore, if she conducts pulse surveys regularly, she would be able to
identify new changes or concerns from employees before they escalate (Cholteeva, 2022). 

Following the survey, Kath could facilitate team meetings or focus groups to drill deeper into the 
initial insights she gathered and encourage employees to share their views in more detail with her 
on turnover at the care home (CIPD, 2025d). Calmere House employees may not feel comfortable 
sharing their views in a group setting due to their previous experiences with Kath and the lack of 
opportunities for employee voice thus far, therefore, it may be wise for Kath to also offer one-to-
ones for those staff to provide a private, confidential discussion where they can comfortably express 
their opinions to her (Muller-Heyndyk, 2019). Lastly, for those employees who have already handed 
their notices in, exit interviews would be a useful tool for Kath to ascertain the main reasons behind 
resignations and examine how these link to the issues raised in the surveys and focus groups 
(Macafee, 2007).


