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5CO01 
Organisational performance and culture in practice

Q1. (AC 1.1)
When Kirsten owned Calmere House the flat, non-hierarchical structure was very appropriate as it suited the small scale of the organisation, values and way of operating. With only 42 employees, direct communication between Kirsten and staff was possible, enabling information to flow quickly without multiple management layers. Flatter structures can encourage employee involvement, flexibility and faster decision-making (Mullins, 2023). This is evidenced in the case study, where Kirsten regularly sought employee views during her meetings with staff and one-to-one discussions. Employees felt appreciated because their skills and experience influenced decisions, supporting high employee retention, strong teamwork and loyalty to residents.
A further strength of the flat structure was the level of autonomy it provided. Employees were trusted to use their professional judgement to meet residents’ needs and help with service improvements. This supported Calmere House’s personalised approach to care and helped keep high levels of resident satisfaction.
However, there were also limitations with the structure. With all the employees reporting directly to Kirsten it has imposed considerable responsibility on one individual. There was also potential for unclear responsibilities and limited career progression opportunities due to the absence of management layers. Whilst these issues do not appear to have affected performance, they may have become more challenging as the organisation grew.
In comparison, the hierarchical bureaucratic structure brought in by Chaffinch Group has benefits for a larger business. Hierarchical setups have clear reporting chains, accountability and standardised procedures (Mullins, 2023). This can support consistency across multiple locations and help ensure regulatory compliance. The introduction of policies, procedures and management layers can aid operational control.
However, the structure appears less suitable for Calmere House. Employees report feeling excluded from decision-making and undervalued. When employees have limited opportunities to contribute to decisions affecting their work, engagement and commitment can decline (Farnham, 2015). This is reflected in the increased turnover and sickness absence following the change in ownership. Residents have also become dissatisfied, playing a role in falling occupancy levels.
In conclusion, whilst the hierarchical structure may provide Chaffinch Group with greater control and consistency, the evidence suggests that the flatter structure was more appropriate for Calmere House and contributed more effectively to employee engagement, resident satisfaction and organisational performance.

Q2. (AC 1.2)
Strategy is a long-term plan that sets out how an organisation will achieve its aims and objectives. It involves analysing the current position of the organisation, identifying future goals and determining the actions needed to achieve them. A rational approach to strategy is a structured and evidence-based method in which decisions are reached using information and not assumptions. This helps organisations ensure that objectives are realistic, achievable and in line with business needs.
Chaffinch Group has set a target to fill 100% of resident rooms within six months. To succeed, the organisation should first analyse why occupancy levels have fallen. A rational approach would entail gathering evidence from employees, residents and families to identify the causes contributing to dissatisfaction. The case study indicates concerns about the loss of personalised care, employee turnover, increased sickness absence and a lack of employee input in decision-making. Investigating these issues would allow Chaffinch Group to focus its efforts on the primary causes rather than the symptoms.
The next stage would be to analyse both internal and external factors shaping performance. Internally, the organisation could assess employee engagement, turnover data, sickness absence rates and resident feedback. Externally, a PESTLE analysis could be used to examine factors such as government regulation of the care sector, economic pressures affecting care home costs, an ageing population increasing demand for care services, technological developments and legal requirements relating to employment and care standards (CIPD, 2025).
Using this information, Chaffinch Group could develop strategies that are consistent with its objective. For example, introducing mechanisms for employee voice, improving communication between management and employees, reviewing recruitment and onboarding processes, and restoring opportunities for residents to personalise their rooms may help rebuild the positive reputation previously enjoyed by Calmere House. These actions could improve employee engagement and resident satisfaction, in turn resulting in the care home becoming more appealing to prospective residents and their families.
Lastly, a rational approach needs continuing monitoring and evaluation. Chaffinch Group should frequently review levels of occupancy, resident satisfaction, staff turnover and absence to gauge whether the strategy is achieving the desired outcomes. Successful strategy formulation requires organisations to continually evaluate performance and adapt plans where necessary (Johnson et al, 2020).
In conclusion, a rational approach would allow Chaffinch Group to make well-informed decisions, address the causes of declining performance and increase the chances of achieving its objective of full occupancy.



Q3. (AC 1.3)
A PESTLE analysis is a useful tool for identifying external factors that can influence organisational performance and decision making. In the case of Calmere House, both economic and technological issues are resulting in a significant impact on the residential care sector.
The economic environment, particularly increasing operating costs is an external factor having a negative impact. Kirsten identifies rising utility and staffing costs as a key concern within the case study. Inflationary factors and the ongoing cost-of-living crisis have increased expenditure across the care sector, with providers dealing with higher energy, food and maintenance costs. Staff costs have also risen significantly following increases to the National Living Wage (Department for Business and Trade, 2026).
However, salary costs represent only part of the financial challenge. Chaffinch Group must also fund recruitment, training, development and employee support to ensure workers can meet the complex care needs of residents. High staff turnover and growing reliance on agency staff, as highlighted in the case study, are likely to place further pressure on organisational finances (Hichens, 2024). These economic pressures may make it more difficult for Chaffinch Group to achieve its objective of filling all resident rooms if resources become focused on controlling costs rather than improving service quality.
In contrast, technological advances are having a positive affect. Technology is increasingly being used to enhance care delivery, improve communication and streamline administration. Technology can play an important part in improving both the quality and safety of adult social care provisions (Department of Health and Social Care, 2023).
For example, electronic health records (EHRs) and digital care plans provide an alternative to paper-based systems, enabling information to be recorded and accessed more efficiently. Digital record systems can improve information sharing between professionals, support swifter responses to residents’ needs and support safer, higher-quality care (Care Quality Commission, 2024). Also, digital technologies are increasingly being used to support proactive care and improve resident safety (Department of Health and Social Care, 2023).
Technology can also improve business efficiency. Care home management systems can lower administrative burdens, support workforce planning and improve the effective use of resources (Care Quality Commission, 2024). For Chaffinch Group, investing in appropriate technology could help offset some budgetary pressures while improving service delivery and resident outcomes.
In conclusion, the residential care sector is operating in a strained economic environment including growing costs and workforce pressures. However, technological developments present opportunities to improve efficiency, enhance care quality and support organisational sustainability. For Calmere House, effective use of technology could help address some of the challenges facing the organisation while improving the experience of both residents and employees.

Q4 (AC 1.4)
Calmere House under Kirsten’s ownership relied largely on traditional ways of working, with little use of technology. However, technology is becoming increasingly important within the care sector as organisations seek to better the quality of care, improve communication and operate more efficiently. Digital technology is playing a growing role in improving the quality and safety of adult social care services (Department of Health and Social Care, 2023). Technology can therefore support Chaffinch Group’s aim of improving resident care and worker experience.
Technology could be used to introduce electronic health records (EHRs) and digital care plans. These systems allow important information about residents’ medical conditions, care needs and personal preferences to be stored and accessed quickly by staff. This can improve communication between care staff and healthcare professionals, reduce duplication of work and support better-informed decision-making. Digital records may also assist with faster interventions when residents’ needs change, helping to improve the overall standard of care (Care Quality Commission, 2024).
Chaffinch Group could also introduce remote monitoring technology and digital assessment tools. These technologies can help staff identify changes in residents’ health at an earlier stage, may reduce avoidable hospital admissions and support more proactive care. Interactive technologies designed for care settings can encourage social interaction, cognitive stimulation and resident engagement, helping to improve wellbeing and enhance the resident experience.
The introduction of technology would also affect how employees work. Administrative tasks such as recording care notes, updating care plans and sharing information could be completed more efficiently, reducing paperwork and giving employees more time to focus on direct resident care. Improved access to information could support collaboration among coworkers and external healthcare professionals, supporting a more coordinated and person-centred service. Technology may also support workforce planning and help managers monitor service performance more effectively.
However, there are obstacles to consider. The implementation of digital systems requires financial investment, while employees may need training and ongoing support to develop confidence in using new technologies. There are also important considerations around data protection, confidentiality and cybersecurity. Chaffinch Group would need to ensure that residents’ information is held securely and used appropriately. Additionally, technology needs to enhance rather than replace human interaction, as personal relationships remain central to high quality care (Eide, T. et al. 2019).
In conclusion, resident care and employee experience at Calmere House could both be improved by technology. If introduced successfully, digital systems could increase efficiency, improve communication and aid better care outcomes while enabling employees to spend more time delivering personalised care.

Q5. (AC 2.1)
A number of theories of organisational and human behaviour help give explanation why difficulties have emerged following the takeover by Chaffinch Group. The main causes appear to be poorly managed change, a change in leadership style and a breakdown of employee expectations.
Lewin’s Change Management Model gives a useful explanation. Lewin argued that successful change includes three stages: unfreezing, changing and refreezing (Burnes, 2020). Before implementing change, employees need to understand why it is happening and be prepared for it. The case study shows staff were notified that the business had been sold, but there is not much evidence that they were part of the planning or preparation for the following big changes. New policies, procedures, reporting structures and management practices were brought in quickly. This resulted in employees struggling to adjust and many became resistant to the changes. The lack of engagement contributed to dissatisfaction, increased turnover and rising sickness absence.
McGregor’s Theory X and Theory Y further explained the position. Employees were trusted, consulted and supported to contribute ideas during Kirsten’s leadership. This shows a Theory Y approach, where employees are viewed as motivated individuals who want to contribute to organisational success. Employees were actively involved in discussions about the business and felt their knowledge and experience were valued. In contrast, Kath adopts a more autocratic leadership style, instructing employees what to do and expecting compliance without discussion. This shows a Theory X approach, which assumes employees require close supervision and control. The sudden change in management style is likely to have reduced employee motivation and engagement because it removed the sense of involvement that employees previously enjoyed (McGregor and Cutcher-Gershenfeld, 2006).
The concept of the psychological contract further explains why morale has deteriorated. A psychological contract is the unwritten expectations between employees and their employer. Previously at Calmere House, employees had come to expect good communication, trust and involvement in decisions. Following the takeover, these expectations were no longer met. Employees felt their opinions were ignored and that they had little influence over changes affecting their work. When employees believe the psychological contract has been breached, trust and commitment often decline.
These issues have also affected residents. The move towards standardised rooms and procedures reduced the personalised care that had been fundamental to Calmere House’s identity. As a result, resident satisfaction declined and occupancy levels fell.
In conclusion, the problems at Calmere House happened because significant organisational changes were introduced without adequate consultation, communication or consideration of the existing culture. This damaged employee relationship, reduced resident satisfaction and negatively affected organisational performance.

6. (AC 2.2)
The variations to selection practices and employee voice have significantly altered the culture of Calmere House after its acquisition. Under Kirsten’s management, existing employees were actively involved in the selection process and focused on behaviours as well as qualifications. This meant that new recruits fitted with the values of the organisation and supported a culture built on teamwork, trust and commitment. The Person Organisation Fit theory, says that employees whose values match organisational values are more likely to display higher levels of engagement, commitment & retention (Agarwal, 2012).
Following the takeover, Chaffinch Group adopted a more transactional approach to recruitment. Agency workers were chosen predominantly on qualifications and experience, and not much attention given to their cultural fit. As a result, the strong team identity that had developed over many years began to weaken. Existing employees felt that standards and relationships were being compromised, causing lower morale and increasing turnover. The increased use of agency workers also reduced the sense of family and commitment that had previously characterised Calmere House. This demonstrates how selection practices can influence organisational culture by moulding employees' behaviours and attitudes (Armstrong and Taylor, 2017).
Changes to employee voice have had an equally significant impact. Kirsten used a consultative leadership style and regularly sought employee input through team meetings and individual discussions. Employees felt listened to, appreciated and involved in decisions affecting their work. Effective employee voice mechanisms are associated with higher levels of job satisfaction, wellbeing and organisational commitment because they allow employees to influence workplace decisions (CIPD, 2026).
After the acquisition, Kath adopted an autocratic management approach, introducing policies through one-way communication and discouraging dialogue. Workers stated their viewpoints were no longer considered and they no longer understood the organisation’s plans. This led to feelings of frustration, disengagement and hopelessness. CIPD highlights that employee voice enables employees to influence decisions that affect their work and is strongly related to greater levels of engagement, job satisfaction and wellbeing. By removing opportunities for meaningful consultation, Chaffinch Group contributed to the increased staff turnover and sickness absence experienced at Calmere House (CIPD, 2026).
In conclusion, the changes made to selection and employee voice altered the culture from a collaborative, employee focused setting to a bureaucratic and compliance-driven one. These changes negatively affected employee attitudes and behaviours, leading to reduced engagement, increased absence, higher turnover and a decline in service quality for residents.

7. (AC 2.3)
Chaffinch Group might have managed the change more effectively by recognising that Calmere House was not simply a business acquisition but a well-established community with a strong culture, loyal workforce and person-centred approach to care. Although investment in facilities was welcomed, insufficient attention was given to the people affected by the change. Effective change management requires organisations to consider both operational and human factors to minimise resistance and sustain engagement (Kotter, 2012).
Firstly, Chaffinch Group should have communicated openly and consistently with employees throughout the transition. Employees received little information about what the acquisition would mean for them and how changes would affect their roles. Routine consultation meetings, Q&A sessions and opportunities for feedback would have reduced uncertainty and built trust. Employees who understand the reasons for change are generally more likely to support it and stay dedicated to organisational goals (CIPD, 2025).
Secondly, Chaffinch should have retained elements of the existing culture that made Calmere House successful. The care home had a strong family-oriented culture where employees felt appreciated, involved and connected to residents. Rather than imposing policies and procedures immediately, the organisation could have adopted a phased approach, combining necessary corporate standards with existing practices that employees and residents valued. This would have demonstrated respect for the organisation’s heritage and reduced the sense of loss experienced by staff.
Another improvement would have been involving employees in decision-making. During Kirsten’s leadership, staff contributed ideas and believed their expertise were recognised. After the takeover, decisions were imposed with little opportunity for discussion. Establishing staff consultation forums and involving employees in planning the refurbishment programme could have maintained employee voice and encouraged ownership of the changes. This may also have helped Chaffinch understand why residents valued personalised room designs and individual choice.
Chaffinch Group should also have supported managers to lead change effectively. Kath’s autocratic approach caused resistance and disengagement. A more participative leadership style, supported by change management training, could have encouraged collaboration and strengthened relationships with employees. In addition, assessing agency workers for behavioural and cultural fit, rather than qualifications alone, would have helped protect team unity and care standards.
In conclusion Chaffinch Group focused primarily on structural and financial changes whilst overlooking the value of communication, employee involvement and organisational culture. By taking a more people-centred approach, the organisation could have retained employee commitment, preserved resident satisfaction and improved the likelihood of achieving its business objectives.

8. (AC 2.4)
Following the take over by Chaffinch Group the staff at Calmere House faced significant emotional and operational difficulties. Prior to the takeover, employees worked within a close-knit, family-oriented culture where they felt appreciated, involved in decision-making and committed to both their colleagues and residents. The introduction of a hierarchical structure, formal procedures and autocratic leadership style represented a major shift in their working environment. This led to many employees facing uncertainty, loss of control and reduced job satisfaction.
The experience of employees can be studied using the Kübler-Ross Change Curve, which proposes that people commonly move through a sequence of emotional stages when facing significant change, including shock, denial, frustration, depression, acceptance and integration (Cameron and Green, 2020).
The first stage shock is apparent when Kirsten informed employees of the sale of the business. The employees were surprised by the decision and struggled to believe that Calmere House would no longer be independently owned. Having worked within a stable environment for many years, many employees felt unprepared for such a substantial change. This reaction reflects the uncertainty which frequently accompanies unexpected organisational change (Cameron and Green, 2020).
Following the initial shock, employees entered the denial stage. Staff had strong loyalty towards Kirsten and the culture she had created and may have hoped that the new owners would maintain the existing way of working. However, as the new organisational structure and management practices were introduced, it became more and more evident that significant changes would occur.
The next stage, frustration and anger, became apparent when employees experienced the impact of the new culture. Kath adopted an autocratic approach, decisions were communicated through one-way communication, and employees did not feel their opinions were valued. Employee voice is strongly associated with engagement, trust and organisational commitment, therefore the removal of opportunities to contribute was likely to generate dissatisfaction and resistance (CIPD, 2026).
Many employees then appeared to progress into the depression stage. Employee turnover increased, workloads became heavier, and sickness absence rose. Existing staff felt unsupported, missed former colleagues and became disconnected from organisational plans. Armstrong and Taylor (2017) argue that poor communication and a lack of employee involvement during periods of change can negatively affect morale, wellbeing and commitment.
The last steps of the model are acceptance and integration, this is where staff start to adjust to change and embrace the new ways of working. However, the case study indicates that several employees never fully reached this stage. Instead, some chose to leave the organisation, while others became disengaged and dissatisfied. This indicates that Chaffinch Group did not effectively support staff through the transition or provide enough opportunities for involvement.
The Kübler-Ross Change Curve offers a beneficial system for understanding worker reactions at Calmere House. The absence of meaningful consultation, employee voice and supportive leadership prevented many employees from progressing positively through the change process, resulting in lower morale, increased absence and higher staff turnover.

9. (AC 2.5)
The changes introduced following the acquisition by Chaffinch Group have negatively affected employee wellbeing. Wellbeing is important because it influences employee engagement, performance, attendance and retention. Two factors that are especially affecting wellbeing are excessive workload and work pressure and a lack of employee voice and support.
Workload and work pressure is the first factor. Experienced employees have left the organisation and the remaining employees have been required to cover additional duties and work extended hours to minimise the affect on residents. Increased workloads can result in physical and mental fatigue, work-related stress and  burnout. Employees may find it difficult to maintain the high standards of care they previously delivered, which can create additional pressure and feelings of guilt. If excessive workloads are not addressed, sickness absence could continue to rise, placing even more pressure on the remaining workforce. This can create a cycle whereby employee wellbeing deteriorates further and turnover increases. Workload and work-life balance are important contributors to employee wellbeing and organisational performance. Therefore, Chaffinch Group should review staffing levels, lower reliance on overtime and ensure workloads are manageable. Addressing this issue is crucial to improve employee health, maintain service quality and lower the financial costs linked with absence and recruitment (Armstrong and Taylor, 2017).
The next factor is the loss of employee voice and management support. During Kirsten’s management, employees frequently took part in meetings and felt that their views were listened to and valued. After the takeover, communication became mainly one-way and employees felt they were not included in decisions that affected their work. This lack of involvement has contributed to feelings of frustration, disengagement and hopelessness. Employee voice is closely linked to wellbeing because it enables employees to influence decisions, raise concerns and feel respected within the workplace (CIPD, 2026). When employees believe their opinions do not matter, trust and commitment often decline. At Calmere House, this is reflected in lower morale, increased absence and higher staff turnover. Addressing this issue through consultation, regular team meetings and opportunities for feedback would help rebuild trust, strengthen engagement and enhance a healthier workplace culture.
In conclusion unmanaged workloads and diminished employee voice are having a detrimental affect on employee wellbeing at Calmere House. Dealing with these issues is vital to improve staff engagement, retention and the standard of care delivered to residents.

10. (AC 3.1)
Staff retention should be a prioritised at Calmere House as the employee turnover has increased after the acquisition by Chaffinch Group. 
The people manager is responsible for creating strategies that encourage and support employees to stay with the organisation. They could analyse turnover data, absence records and employee feedback in order to understand why staff are leaving. They could then use this information to introduce initiatives such as wellbeing programmes, leadership development and employee engagement activities. They could also work with senior leaders to rebuild trust and build a more supportive culture. Effective retention strategies require a holistic approach, considering employee wellbeing, engagement and development and not solely concentrating on pay (CIPD, 2025).
The recruitment advisor can help with staff retention by making sure the organisation appeals to and selects workers who are a good fit for the role and culture. At Calmere House, agency workers are recruited largely on qualifications and experience, with little consideration of values or behaviours. Introducing a values-based recruitment approach would help attract candidates who share the organisation's commitment toward quality care and teamwork. The recruitment advisor could also strengthen induction and onboarding arrangements so new employees feel welcomed, supported and integrated into the team from the outset. Effective recruitment and onboarding can improve commitment and reduce early employee turnover (Armstrong and Taylor, 2017).
The employment relations case advisor can help retain employees by maintaining positive employee relations. They can provide advice on grievances, workplace conflict and disciplinary matters to ensure concerns are managed fairly and consistently. Employees who feel they have been given dignity and respect will more likely remain with the organisation. The advisor can also encourage employee voice by supporting consultation and communication processes, helping employees feel listened to and valued.
In conclusion, the people manager, recruitment advisor and employment relations case advisor individually perform key roles in retention. By improving culture, recruiting suitable employees and maintaining fair employment relationships, this can help reduce turnover and restore commitment at Calmere House.

Q11 (AC 3.2)
To reach its goal of 100% residency within six months, Chaffinch Group must  recognise that occupancy levels are closely linked to the quality of the resident experience. The decline in resident numbers appears to have occurred alongside increased employee turnover, reduced morale and a deterioration in the caring culture that previously distinguished Calmere House. People practices can therefore play an important part in helping the organisation achieve its business objectives.
Firstly, resourcing and recruitment practices should focus on attracting and selecting employees whose values match the person-centred culture that initially made Calmere House a success. The growing reliance on agency staff has led to reduced consistency in care and strained relationships with residents. Recruiting permanent employees using values-based recruitment methods would help rebuild a stable and committed workforce. Effective recruitment and selection enhance organisational success by attracting individuals who not only have the required capabilities but also demonstrate the attitudes, values and behaviours needed to thrive within the organisation (Armstrong and Taylor, 2017).
Secondly, employee engagement and retention practices could better the quality of care delivered to residents. Workers who feel valued, listened to and supported are more likely to provide excellent service and build good relationships with residents and their families. Chaffinch Group could bring back the regular team meetings, consultation activities and opportunities for employee voice to rebuild trust and commitment. The CIPD Good Work Index tells us that employee voice, workplace relationships, health and wellbeing, and job quality are key factors influencing employee experience and organisational performance (CIPD, 2024). By improving these areas, the organisation is likely to reduce turnover and absence, providing a more consistent service for residents.
Thirdly, learning and development practices could help improve standards of care and customer satisfaction. Tailored specialised courses will educate employees to improve the care they provide to residents. In addition, leadership development for managers could encourage a more supportive management style and help rebuild a positive workplace culture.
Finally, reward and recognition practices could reinforce behaviours that support resident satisfaction. Recognising employees for excellent care, teamwork and positive feedback from residents would encourage behaviours that enhance the reputation of the home. Satisfied residents and families should recommend the care home to others, helping improve occupancy levels.
In conclusion, people practices can help Chaffinch Group achieve full occupancy by recruiting the right people, increasing engagement, developing employee capability and creating a positive culture that delivers a high-quality resident experience.


Q12. (AC 3.3)
To better understand the factors driving increased employee turnover at Calmere House, Kath could adopt a more employee centred approach. During Kirsten’s management, employees were actively involved in discussions and decision-making, while communication under Chaffinch Group has largely been one-way. As a result, employees no longer feel their views are valued, which may be contributing to dissatisfaction and turnover. Effective consultation would assist Kath to understand the underlying reasons why employees leave and display a real commitment to improving the workplace.
One method Kath could use is employee surveys. Anonymous surveys can give employees confidence to give honest feedback. This approach would allow Kath to collect views from a big group and detect shared concerns or trends. In addition, exit interviews should be conducted consistently with employees who choose to leave. Analysing this information can help identify recurring reasons for turnover and highlight areas requiring improvement.
Kath could also use focus groups and team meetings to encourage open discussion. Employees may be more willing to share their experiences when they feel they are part of a supportive conversation rather than being directed by management. These sessions should focus on understanding employees’ concerns, exploring potential solutions and giving employees an opportunity to contribute ideas for improving the workplace. Employee voice plays an important role in creating engagement and trust because employees are more likely to feel valued when they can influence decisions that affect them (CIPD, 2026).
Another valuable approach would be regular one-to-one meetings. These discussions provide an opportunity to understand individual experiences, career aspirations and concerns that they would not want to share in a group setting. One-to-one conversations can also strengthen relationships between managers and employees and help rebuild trust following the organisational changes.
Importantly, consultation should not be treated as a one-off exercise. Consultation can improve employee engagement, build trust, identify problems early and reduce workplace conflict (ACAS, 2021). Staff are more likely to stay committed to an organisation if they believe they are respected, informed and involved in decisions affecting their work. Furthermore, effective employee voice mechanisms allow employees to share concerns and contribute ideas, improving both organisational performance and employee experience (ACAS, 2024).
Kath could use surveys, exit interviews, focus groups, team meetings and one-to-one discussions to better understand why there has been increased turnover. Acting on the feedback is even more important to build trust, increase employee engagement and create a more positive working environment, reducing the likelihood of further employee turnover.
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