1. Evaluate the extent to which the flat non-hierarchical structure was appropriate under Kirsten’s ownership and the extent to which the hierarchical bureaucratic structure is suitable under Chaffinch Group’s ownership. (AC1.1).
Organisational structures are formed in many ways and the bureaucratical structure in some cases depends on whether it is a hierarchical structure or a non-hierarchical structure.
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Figure 1 Flat 1Hierarchical and flat organisational structures 
According to Taylor and Woodhams (2016). Most small to medium size businesses, SMEs are based on a flat non-hierarchical structure as some are still at the early stage of their birth with a small growing team of employees around them.  
Kirsten’s parents are an example of a non-hierarchical organisation as they were the sole owners of this business. Their business model and core values were to ensure that the service they provided was driven by the happiness of their residents. So, they adopted a non-flat hierarchical structure where one person, (Kirsten,) who takes sole responsibility for the management of the business. By using this approach, it can be advantageous as she was empowering the employees, to use their mixture of skills and experiences to support each other and the residents they look after. Taylor and Woodhams (2016).
However, this approach can be a dis-advantage to Kirsten herself, she is carrying the sole responsibility of the business, the wellness of her staff and most importantly her residents. The consequence of this approach is Kirsten being burnt out, she will not be able to run the business at 100% capacity for long and residents will eventually be affected by it.
When the business was sold to the Chaffinch Group, it meant that the sole home of the residents was now part of a bigger venture and the employees were now no longer working under a non-hierarchical structure. The Chaffinch Group is a large corporation which adopts a high hierarchical pyramid. They believe in a person at the top scenario (above), with layers of other employees in a chain of command.
Reading in a Journal published by Mercadal, Trudy M., PhD. (2021). The structure is a top to bottom ranking system of power and communication.
This hierarchical structure is normal for large enterprises, and it can be again advantageous. The business has a large portfolio of homes, so it's important to their business model that policies are consistent across the group. Each department within the pyramid work together to reach the core values set out by the person at the top of the triangle. It allows staff autonomy to learn and develop with clear pathways for individual growth. 
Mercadal, T. M., PhD. (2021). Hierarchical Organizational Structure. Salem Press Encyclopedia.

However, the disadvantage of this structure and of which the Chaffinch Group is using is that there are too many layers and it has overburdened the employees and there is no flexibility for staff to implement new processes or allow them to be innovative. They have burnt them out with these approach that Kirsten avoided. Mercadal, T. M., PhD. (2021). Hierarchical Organizational Structure. Salem Press Encyclopedia.

2.          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 strategic formulation is critical to any business's delivery of success with human resources playing a fundamental key role in ensuring the people are managed correctly and supported and empowered to meet the strategy plan.  (Bing.com, 2025)
Chaffinch group were naive in their approach to Calmere house. They believed their current strategy was a success in similar setups within the business, so they had no concerns in believing it would work here too.  
By using some external analysis tools just on Calmere house they could have avoided a lot of issues.
Calmere house is a residential home caring for the elderly and disabled, although incoming manager Kate was highly experienced in her role, she simply carries out what she is ordered to do, she doesn’t seem to have been communicated to in regard to the strategy plan she just simply knows what Chaffinch Group want!.
Their current strategy doesn’t seem to consider the wellbeing of the residents they are not focusing on the fact that the beds are filled giving then a return in investment. The residents were encouraged to personalise their rooms under Kirsten’s leadership, but with Chaffinch Group, this was discouraged.
Goals have been set to achieve 100% capacity so they need to consider, using some simple tools like the SWOT analysis for instance, (below), Chaffinch group can collate data on the home with the customer needs in mind. By using this method, they can establish a strategic plan of what is best for the business and the residents.
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(BBC Bitesize, n.d.)
           

             The SWOT analysis has been successful for small business, but using the PESTLE          
             theory by Francis Aguilar will give the Chaffinch group more insight and data to help set the 
              strategy and their business goals. (CIPD (2023)              

            [image: ]CIPD (2023)

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. (AC 1.3)

            External factors are a constant concern for all organisations, so companies are having to change their 
            strategy, frequently. The care industry has more pressure to keep update to date with a changing market 
            and the world we currently live in. Years 2011-2021 there was 278,946 people aged over 65 years living in a
            care home (Office for National Statistics, 2023). 
 
            














            However, there has been a decline during this period in much of the 85 and overs of which the 
             pandemic would have played a big part. 
[image: ]
            The pandemic caused lots of residents to pass away from this virus so sadly to the business it's a loss of
             a bed. 

            The positive external factor to this data above, is that people are living longer. Prior to the pandemic 
            the number of people in care homes 85 years and older was 56.4% (Office for National Statistics, 2023).
               
             The chart below allows you to see the estimated population by 2066, so this is a positive impact on the
             care industry as beds, sad that it will be, will be filled. (ONS, 2018)
[image: ]             
4.       Under Kirsten’s ownership of Calmere House, there was little investment in technology. Chaffinch
           Group want to change this approach and have decided to implement technology to deliver better 
           Patient care and employee experience. Assess how technology could be used by Chaffinch Group
           and how this would impact work at Calmere House.

           Technology has impacted everyone’s lives for better or worse, however within the care industry it has 
           been a valuable tool in all aspects of healthcare. 
 
          The pandemic has highlighted that the government needs to move faster regarding moving online and 
          clinical staff need to accept the change in their new way of working. The NHS for example has recognised
          From the coronavirus pandemic it needs to put data, digital and technology at the fore front of any other 
          Priorities so, health is maintained and care is delivered.  (Department of Health & Social Care, 2021)             
        
          Within the Chaffinch Group technology has been the forefront of their strategy. Improvements to move
          from paper driven care plans and medical records is vital for residents and staff alike.
           
          Medical Records

          Online Universal Care Plan links Calmere House with other health care professionals so residents who
          require hospital assistance help staff in Calmere House provide GP’s and consultants live data of resident's 
          health without the need to be taken into hospital, keeping beds free for sicker patients.
                   
          Disadvantage to this is the requirement for internet access permanently and during a storm could cause 
          blackouts between departments. (ucp.onelondon.online, n.d.)

          
          





         Human Resources
           
          A good human resource system allows Chaffinch Group to collect data, keep it up to date and retrieve  
          information to support their staff in each geographical area of the business. This is advantageous to
          Calmere house when recruitment is required, the AI ability can ensure that they have equality, are
          diverse and include all in their selection process. The system will then take care of that candidate 
          throughout their work life cycle for example onboarding, performance management, wellbeing,
          learning and development and them having a voice.

       The only disadvantage to systems is the breach of their data and security. Data can be stolen by
        Theives who may be able to access your bank details and your personal data.
        (CIPD, 2024)
          

5.    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)

        Chaffinch Group took over a business that was very family oriented than it was corporate, and staff did not 
        believe that Kirsten would sell the business. So, when the sale went through the employees were shocked
        and upset which hinted that the employees were resisting change. 

        Chaffinch Group has had success in other parts of the business, so they adopted a business model with 
        that was consistent to the rest of their business, so they appointed a manager who had a very autocratic 
        leadership style.

        This was not what the staff wanted, they were used to being involved in all the business decisions and  
         problems arose from this due to the lack of engagement and communication from the group just increased 
         Which increased their grievance.

        There are a few theories and models they could have used to support the staff during this acquisition. One
        being:

        SCARF Theory
        
        It is five factors that basically would educate the staff of Calmere house and reduce the threats they
        are feeling. (CIPD 2022).

        SCARF
 
        S (Status) - Promised Progression.
        C (Certainty) - Clear instructions/processes.
        A (Automony) - training and education and reducing stress.
        R (Relatedness) - trust, engagement.
        F (Fairness) - fair, justified and motivated.
        (CIPD 2022).

        








        Organisational climate.   
        
        Not a term I would think the Chaffinch Group leaders would like, however organisational climate basically
        is the more staff understand their workplace the better the behaviour is.

        The structure of this is made up of four strong practices.

           Leadership 

          A leader is the most important dimension within this organised climate. Their role is to lead by example,
          empower employees to buy into the change of the takeover from Chaffinch Group and adapt quicky 
          their management style, for the sake of their staff.
 
          Team dynamics

          Open teamwork where staff feel they can communicate with each other and leaders should encourage
         an open-door policy where staff feel they can speak honestly regarding any aspect of the business and their
         role and team leaders need to be trained to ensure they act as role models also.

         Job design

         This is an important part of the organisation climate, the safety and wellness of the staff. Chaffinch group
         did not anticipate how the change affected the staff and more staff that left put pressure on the remaining
         staff to pick up the responsibilities which ultimately put more pressure on them. So, job design would have
         been a better strategy to support staff, autonomy and role clarity.

         Policies, procedures and practices

        The Chaffinch group no doubt was only the one section that was correct their policies and procedures
        however, how they communicated it was not correct, they did not engage staff at all and just emailed it.
        Policies and procedures highlight the importance of rules, staff safety so to meet compliance, recruitment
        to meet equality and diversity and staff development.

        Looking ahead

        Human Resources and learning and development can shape the future of Chaffinch group in order
        to ensure consistency in the culture of the business. They play the important role in relating certain 
        behaviours and shaping them.

        (Young, 2023)













6.     Assess how changes to selection and employee voice impacted organisational culture and behaviours
         at Chaffinch group. (AC 2.2)

         Under the previous ownership in Kirsten, staff at Calmere house were used to being involved in the 
         recruitment process and decision making. Their family feel approach was part of why the business had such
         a high retention level.
        
         However, with the Chaffinch group they are a corporate led business with a bureaucratical top-down leader  
         with a recruitment department within the business that just recruit staff based on one standard process.
 
         Calmere House staff are not included in this process and have not been involved in any of the change.
         This has therefore created a large resistance from staff; they do not like the change and are stressed and
         over worked due to the number of staff that have left the organisation due to no staff buy in or engagement.

         To embrace change in an organisation, staff need to feel confident in what the new organisation expect of 
         them. This is called an unconscious competence, where they feel that they understand what is required 
         of them and they understand how it is done, which is an automatic no thought process.

        Calmere house staff are not feeling this way, and it has impacted their voice as their new manager Kath
        Is an autocratic leader and expects staff to follow the instructions laid down to her for the business to 
        see a return in investment.

         Therefore, the culture and behaviour of staff are now in an unconscious incompetence, they have not been
         empowered to support the change, they are no longer part of the decision making and they do not      
         understand the policies and procedures. 

          Humans enjoy the fact that they know what they are doing, competence equals confidence and where the 
          staff are just micromanaged in their daily tasks it doesn’t allow for staff progression or innovation as no
          one is allowed to speak or be heard. (CIPD, 2021)
        
         
7.      Explain how Chaffinch Group could have better managed the change from a small owner-managed
          care home to Calmere House being part of large organisation. (AC 2.3).

          To 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, it is better to explain what is change in
          management is. 

          Management change is a structured process from one to another. Supporting employees is key to  
          to the success and future of the change and it must be done properly. However, in the case of the 
          Chaffinch group it was done without the employees in mind.

          Many acquisitions between companies use different models to support the change and without 
          doubt they will always need to use the VUCA model due to the normal unpredictability in areas.

          
         
           [image: ]
 (BiteSize Learning, n.d.)
         
Chaffinch group seem to have used the model of, we have done it before will do it the same again attitude, where
 it would have been advantageous if they had used a few well-known models to support the change.

Kotter’s 8 Step Change Model

[image: ]
(BiteSize Learning, 2024)


Create the right climate  

Lead by example, although they brought in a manager, Kath was autocratic, she micromanaged
the staff. The requirement to help staff to understand the strategy of the Chaffinch group was 
essential, Kath needed to work on a model herself regarding helping staff buy into the change.

Kath needed to build a coalition and obtain support from other departments within the group. 
This strategy would have supported the Calmere house staff to see the vision that the business
has for the home and the people they support. The requirement perhaps of a SWOT analysis or 
SMART may have helped them buy in further.

SWOT – strength, weakness, opportunities and threats.

SMART – specific, measurable, attainable, relevant and timely

Engage and enable others

Enlist a spokesperson within the group who can chat with the staff, so they feel comfortable in
using their voice with any concerns.

Support staff to avoid obstacles that are in their way, like resources, resident's need equipment, 
they want to personalise their rooms so identifying the removal of barriers would have been helpful. 

Celebrate the little wins, perhaps someone completing a challenging task celebrate it with a box of chocolates or a celebration vision board.

Implement and sustain

Support staff to want to do better, perhaps a challenge was won, however upon review could they
have done better? Staff having the vision and chance to improve or work on new projects would have
been a good way for Calmere staff to see the change. 

Being part of the change will help staff see the requirements of new things and perhaps a daily
change in routine would be a positive way to support staff in changes when the company progresses.
(BiteSize Learning, 2024).


   8.     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).
  Calmere house staff were comfortable for many years under the management of Kirsten’s parents
  and then Kirsten herself. However, when the decision was made by Kirsten to sell the business to the  
  Chaffinch group, staff were shocked and found it difficult to believe.

  






  What they were experiencing was the change curve, Elizabeth Kubler-Ross came up with a model 
  surrounding the five stages of grief, however this theory is very similar to a business acquisition and 
  and the uncertainty staff felt during the change.

    a. Shock.
    b. Denial.
    c. Bargaining.
    d. Depression.
    e.  Acceptance.
 
(BiteSize Learning, 2024)
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a. Shock at the news that Kirsten was selling up.
b. Denial that they did not believe that the sale would go ahead.
c. They then bargained when trying to discuss issues with Kath, the new manager from the Chaffinch Group. 
d. Depression as more staff were off sick and the workload increased covering absent staff.
e. Acceptance as staff were leaving as the change in management was not handled properly.
  
        This model is designed for support with grief; however, elements help businesses plan so they can
         help staff have a positive mindset after the change. But it isn’t always required, staff simply 
         adapt to the change and it can be an opportunity. (CIPD, 2023)

9.     Assess two factors that could impact employee wellbeing at Calmere House including why           it is important that these factors are addressed. (AC 2.5).
         
         Factor one that impacts staff wellbeing at Calmere House is there the workload.
         Since the new management structure, the culture at Calmere House has been dreadful
         with staff feeling tired and burnout.  Staff are leaving as they don’t like the new structure and
         the negativity it is causing. This ultimately has affected the staff who have remained especially
         their mental health.
         

         Managing staff wellness is important to any organisation, work overload and stress
         must be managed.

        Overall, 75% of organisations are taking some action or are buying in to improve employee health   
         and wellbeing. Figures are improving, but there is still a lot of room for improvement to convince
        companies that preventative action is better than reactive action.

                     
       [image: ]

      (CIPD & Simpleyhealth, 2025)

       Factor two I feel is the anxiety that has been caused by the Chaffinch Group. Staff are worried
       as they have not been made aware of the future of Calmere House. Under Kirsten’s leadership
       they were part of the decision-making of which now they are not and Chaffinch Group have not
       managed the change well and have missed opportunities to communicate this in a positive way.

       It is important to ensure that your managers are trained to deal with any aspects of anxiety and
       stress in the workplace. Kath the new manager, with training could have assured the staff very 
       quickly that the change is a positive one and passed back the staff’s feeling to the senior staff
       of the group so they could have addressed it and made reassurances. Below is the percentage
       of businesses that provide managers training to manage mental health in the workplace.
       
       [image: ](CIPD, 2023)
 


10. Discuss how the people manager, recruitment advisor and employment relations case advisor 
       could support the retention stage of the employee lifecycle (AC3.1).
         
       The employee lifecycle is six key points that are important to an organisation when employing
       Staff.

        Attraction
        Recruitment 
        Onboarding
        Development
        Retention
        Offboarding 
 
         People Managers
         
         In my opinion, development and retention are vital to anyone’s employment, and the people 
         manager is the person who oversees this area within in an organisation and its success.
         A people manager will be the person who supports the department managers or manages
         an organisation’s, staff retention themselves. Retention is important in any business, the
         investment has been made in an employee in terms of onboarding and training so retaining
         them is important so the business does not waste time or money.  

         “Investing in development and training is not just a tick box exercise for people managers 
         and the businesses. It is a practical strategy for tackling recruitment and retention. 45% 
         more staff are likely to stay if they are engaged in professional development”. 

          “A culture of loyalty where staff feel valued by their employers are less likely to leave “
              (Miller, 2025)

         Fair and consistent behaviour is what is expected by employees in their management 
         team, showing respect, dealing with things quickly and development 
         to retain their employment with them. (CIPD 2020).
 
         Chaffin group would have found it beneficial to have arranged a meeting prior to the take-
         over of Calmere house to introduce themselves and communicate to the staff what their
          strategy and culture are.

          Recruitment Advisor

          An advisor in recruitment must play an important role in recruiting good quality talent.
          Competition for well-qualified staff has increased and vacancies have been challenging to
          attract. There is more pressure on advisors to ensure they find the talent and tick the boxes
          to ensure they are diverse in their selection process. 84% of organisations have tried to fill 
          some vacancies while 64% of these experienced difficulties attracting candidates. 
          (CIPD, 2024)
 
          Once the candidate has been recruited it is then important to ensure that the onboarding/
          induction plays a key role to ensure retention of the starters. An induction process is
          required for all new recruited staff to understand the business, the culture and what is
          expected it from them. It is also an opportunity for housekeeping details to be included for 
          example fire safety and other health and safety rules. (CIPD, 2024).

          With any takeover you expect some turnover, however Calmere house was not handled 
          correctly putting pressure on the recruitment team to deliver better talent which did not 
          come.

            Employment relations case advisor.

            Employment relations advisor if done correctly, could have saved Chaffinch group
            lots of time and money. An employee relations advisor is a role that creates and 
            maintains a positive relationship between the employees and the employer.
 
            Communication via email was unprofessional the employment advisor is employed to
            set the culture through explaining the policies and processes which are also within  
            employment law. When conflict arises as like Calmere house, the advisors are there to
            step in and resolve any disputes which hopefully will maintain retention. (CIPD, n.d.)

             [image: ]
 (CIPD,n.d.)     


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

       Caring for the elderly or disabled means people are required to support them, so with Calmere
       house losing its staff due to a poorly organised takeover, meant that the residents would be 
       In a risky situation soon with no people to take care of them.

       Therefore, the people practice team need to step in quickly and work on each section of 
        expertise to turn the home around. 

       Recruitment and talent management

       Recruiting and managing talent is important and crucial to an organisation and the role. Using
       this method will help Chaffinch Group get the right people in at the right time to achieve the 
       targeted 100% occupancy rate.

       Organisations have a lot of competition out there so managing the recruitment is vital to
       the business success if they want to reach those goals in six months.  Employer branding   
       can be used in these circumstances, it helps promote the business, and what they offer
       staff in terms of career development, benefits and more importantly the culture. Hopefully,
       stabilising retention will hopefully, encourage new residents to seek their home with Calmere
       House. (CIPD, 2025)
      
       Workforce Planning

        Planning for change in workforce is key to any business's strategy plan and especially 
        Chaffinch Group if they wish to be fully occupied in six months. Specialists in people
        practices need to plan to ensure that there is a safe number of staff in place or forecast  
        ahead so residents are not put at risk as the beds start to become occupied. (CIPD, 2025)
        
        Performance management
         
        Performance management is a process to help businesses get the best value from a staff
        member. 
 
        Objectives and KPI’s are a normal indicator that the Chaffinch Group could use to help
          them achieve the best from their staff which helps grow the occupancy level in terms
          of reputation within the care industry.

           Task Performance – how well does someone carry out their role especially a manager 
                                               with it being assessed on them and how they manage their team.

              Both objectives and KPI’s are powerful motivating tools, but the staff need to buy into 
            them to see that it can help their performance. (CIPD, 2025)

            
            Learning and development.

            Learning and development really is what the words say, it’s a vital part of the Chaffinch
            Group’s support to the residents. Ensure each staff member must be fully trained in each 
            care that the residents will need. It will help grow the business as good care is what
            people require, especially when things are not going as well.  If done correctly it can
            Increase retention, support talen strategies and be a core part of the employer's reputation.
            (CIPD, 2025).

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

             Employee engagement is a phycological state that is experienced by employees. The
             benefits of staff engagement are people feeling motivated, fulfilled and happier. William 
             Kahn’s theory of employee engagement:

              Meaningfulness

              An employee understanding the meaning of their work. This theory should invest them in 
              what is required of them.
 
              Safety

              How safe does an employee feel in Calmere House, physically and psychologically. This 
              includes treatment from colleagues and managers.

              Availability

              How available is a staff member for work beyond psychological and physical limits.

               (Indeed Career Guide, 2024)

               Gathering employees' views.

               It would be beneficial to Kath, to allow staff to have a voice, either arrange regular meetings
               with them, so her understanding of what went wrong is established, or send out and
               measure the attitude of staff via survey questionnaires. (CIPD, 2024)

               Example of survey results from the Good Work Index, could be the results she needs to            
               understand better. (CIPD, 2024)
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                First and foremost, Kath needs to understand why the staff left, exit interviews are always
                the best communication tool to discuss any issues and how they felt their employment
                with Calmere House was. People leave for all sorts of reasons, however if it is to do with
           management issues, they need to be aware to resolve the situation quickly. 
           Why are they leaving?
           Who is leaving? Is it a particular team or demographic group?
           The impact and cost that employee turnover has on Calmere House.
           (CIPD, 2025)
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Figure 1: Population pyramids, 1966, 2016 and 2066 (principal
projection), UK
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Figure 5: The position of health and wellbeing in organisations (% of respondents that agree/
strongly agree)
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