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Q1. 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. (AC 1.1)
Under Kirsten’s ownership the flat non-hierarchical structure enabled her empowerment management style.  The benefits of a flat structure with no reporting lines include shared decision-making and agility (Zhu and Jiao, 2013); the ability to make timely actions to react and grow the business efficiently (Taylor and Woodhams, 2022); increased employee ownership (Slade Shantz et al., 2020); collaborative leadership and effective conflict resolution (Aravidou, Triantari and Zervas, 2025).  The structure promotes employee engagement and involvement as well as flexibility and equality to support the ethos of the company centred around high quality care and personal touch.  However, this type of structure is not sustainable for the long-term or growth (Stverkova and Pohludka, 2018).  Kirsten held all the responsibility and with 42 employees reporting to her, there is a risk of burnout (Ross, Strevel and Javadizadeh, 2021) and a single point of failure (Matriano, 2024) leaving the organisation vulnerable now she has left.  The lack of guidance, policies and health and safety considerations for residents raises concerns and potentially impacting upon quality of care and legislation breaches (Davies and Rodgers, 2013) which could be reflective of the organisation structure, lacking specialism and resource in this area of governance. 
Chaffinch Group’s hierarchical structure supports their autocratic management style (Cameron and Green, 2024) and size and goals of the business (Lamb, 2014).  This type of hierarchical structure involves a number top-down reporting lines, a clear chain of command, defined roles and responsibilities and accountability (Matriano, 2024).   The structure has created a people’s team to ensure policies and procedures are in place, which is needed and lacking under Kristen’s ownership.  There is a clear development path for staff under this structure shown to be a potential motivator for some employees (De Vera and Martir, 2025).  This structure aligns with Chaffinch Group’s goal to grow and make a return on its investment.  The levels of management and command in this hierarchical structure have affected communication channels and formality.  Information flow, agility and employee empowerment compromised, ultimately changing the culture, impacting upon organisation values (Ogu, 2024).  Staff are now far removed from the decision making and consultation process, creating a risk of disconnect between management and staff.  Without clarity and communication around roles and responsibilities surrounding this new hierarchical structure there is a risk it could create confusion, ineffectively collaboration and potential fallouts (Matriano, 2024).
 
 

Q2. Analyse how Chaffinch Group could use a rational approach to strategy formulation to ensure that services provided meet customer needs. (AC 1.2)
A strategy identifies the long-term goals of the business and how they will be achieved, like a road map and it should provide clarity and vision (Qim, 2024).  A rational approach to strategy formulation involves planning and assessing external factors that may impact the success or failure of the business. This is different from an emergent strategy that is more agile and react to events as they arise without prior planning, perhaps more effective in our current climate (Dickson, 2025).  
The rational approach to strategy would be developed through the three core areas of the strategy planning process: analysis, development and implementation.  
Consultation with staff at all levels and stakeholders/customers to understand staff and customer needs, this could be done in the form focus groups, meetings and surveys.  Evidence suggests that empowering staff and involving them in strategic vision of the business increases the ability to achieve long-term goals (Nienaber, 2019).  This analysis can create the vision and mission of the company, inform strategy and ensure the business remains competitive, sustainable and responsible by involving the stakeholders and ensure quality care compliance is achieved (Care Learning, 2024).
An internal analysis of the existing business should be undertaken using SWOT to identify current strengths, weaknesses of the business and opportunities and threats on the horizon.  An external analysis of the environment could be undertaken using the PESTLE model which examines other outward influences that could affect the care industry such as, such as change in minimum wage; cost of living rises; aging population; digitalisation; health and safety regulations and costs of waste services.  However, these do not consider the volatile, uncertain, chaotic and ambiguous (VUCA) business environment (Ramsudeen, 2023).  The rational approach highlights the need for monitoring and evaluation of the strategy and analysis of both the internal and external environment to ensure it is fit for purpose, which helps to ensure the business can be flexible and reactive.
Chaffinch Group need to ensure that their business strategy is aligned to their people strategy so the staff can help them ensure they provide the best quality of care to the residents of the care home, whom are the customers of the business.  
Communication is a key part of the implementation stage of the rational approach as well as some clearly defined outcomes for example how many staff they need to ensure residents needs are met and identifying and managing staff training needs, ensuring they have time embedded into the working day to carry out the training (Ramsudeen, 2023).

 
Q3. 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 can be identified using a PESTLE analysis model, this identifies political, economic, social, technological, legal and environmental threats or opportunities.  This external analysis is critical to the long-term success of the organisation and should be reviewed regularly (Makos, 2024).  
A political factor currently having a negative impact on the residential care industry are increasing labour costs.  According to the latest CIPD labour insights report (2025), workforce costs and tighter immigration rules are causing employers issues in terms of higher costs and decreased labour availability.  The residential care industry is a lower-paying employer and a sector that has hard-to-fill vacancies, increasing the impact.  These increases in cost are caused by rising National Insurance, minimum wage requirements and stricter government immigration regulations visas.  The care industry relies heavily on people in particular skilled international workers and temporary agency workers to deliver personal and professional service to the residents (Holmes, 2025).  If staff are not happy or trained appropriately this will impact upon the quality of care and increase the chances of both staff and residents leaving. 
A positive external factor that is having on the care industry is the demand for the service due to the aging population.  Projections have indicated that the current UK aging population trend will continue to increase with people over the age of 65 to be around 27% of the population by 2072 (ONS, 2018). This indicates opportunities for future growth.  However, combined with the workforce costs and immigration issues, this potential for growth will not be achieved unless a strategy to develop, reward and attract staff is considered.  Consideration of all the external and internal factors affecting the industry can help to closely align business strategy with people strategy to help achieve outcomes and manage any future growth.  

 
 
 

 

Q4. 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 (AC 1.4)
Chaffinch Group could consider implementing a digital care management system to improve communication of care plans and deliver better patient care.  However, the cost of implementing this would not only be an initial financial expense but an ongoing one as this type of system would need upgrades and support for when it failed.  There would be an increased risk of cyber hacking however would potentially improve data protection by removing paper records (Ipsos and Institute of Public Care, 2025).  There are also wider implications on the staff who would not necessarily have the IT skills or information governance knowledge, to use and to access the technology as well as motivation to use it.  Training costs and needs would need to be properly considered to ensure consistent and accurate records are kept and consider all types of learning needs.  Time for mandatory training to use the system would need to be embedded into workplans potentially reducing the time spent on person-centred care.  Audit systems would be required to ensure compliance and address training needs; this would be a financial and time constraint but needs to be considered to evaluate if patient care is improving from the previous approach.  If systems go down patient care will be at risk, back up plans need to be developed, understood and communicated to staff.
The implementation of online communication channels to communicate with all workers via Teams messages, care plans and emails would assist with collaboration within the organisation and ensuring training, policies and procedures were communicated effectively This would assist with delivering of patient care and increase transparency and information flow (Zutshi et al., 2025).  This type of communication may not suit all employees, particularly those on the front line of care giving.  Accessibility of these documents, messages maybe hindered by lack of resource and time within the working day and lack of digital literacy (Perez et al., 2022).  There may be a risk that work life boundaries may not be adhered to if employees were catching up with their online admin in their own time due to lack of time for this back-end work.  If there is an overreliance upon online communication over more personal contact, there may be a risk of missing out on employee wellbeing cues and body language therefore consideration as to what is communicated via online and touch points in person should be developed.  Residents value the personal touch and therefore their quality of care could be at risk due to lack of hands-on care (Russell et al., 2025).
Relationships between colleagues may reduce as verbal communication in terms of a handover may be replaced with messages via the system.  The values and expected behaviours of the organisation would change and potentially alter cultural norms (Alsaleh, 2024).  Ultimately, the effectiveness of technology in Calmere House depends upon how comfortable the staff feel in terms of embracing the change and how management consult with staff and consider their needs in the implementation of the change (Rahadia, Liswandi and Tawaqal, 2025).

Q5 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’s take over resulted in a change of not only management style but an organisational culture shift.  Organisational culture can be described as the behaviours and processes of an organisation and how things are done (Arnold and Randall, 2010).  Edgar Schein’s model of organisation culture identifies 3 levels that define culture (Schein, 1984).  According to this model the top level ‘artefacts’ that are visible have changed under the new autocratic management style and hierarchy structure.  Communication methods and messages are now directive and centred upon a return on investment.  The middle level, ‘norms and values’ have altered from employees being listened too and having an input into the management of the company to them being expected to follow instructions without challenge.  Agency workers are being employed based upon experience and skills rather than behaviours and values and fit.  Finally, the ‘underlying assumptions and beliefs’ have changed has employees no longer feel valued or supported with many employees protecting the impact on residents at their own risk of being over worked.  According to Handy’s (1986) culture types, under Kirsten’s ownership there was a more task culture of working together to get the job done, with flexibility and teamwork.  Under the new ownership the culture has changed to a role one with hierarchical decision-making and rigid job descriptions (Arnold and Randall, 2010).
Johnson and Scholes (1992) cultural web framework can be used to compare the culture differences between the two ownerships (McDonald and Foster, 2013).  The stories that existed under Kirsten’s ownership were centred around valuing not only resident care, but employees and their voice mattered and was listened too.  They were involved in the vision of the organisation.  The rituals and routines including the daily handovers and informal discussions have been removed with directive style communication and roles and expectations have been altered.  Symbols such as the refurbishment of the rooms in a less individual and resident led way have changed since the ownership under Kirsten.  The organisation structure has altered dramatically, with specialist roles created and clear lines of authority, this is contrary to the previous ownership when decisions in the flat structure were made by all.  
Finally, the power structure has altered from all employees having influence on decisions to pockets of power at the top making decisions only, this is not only a risk to employee morale and engagement (CIPD, 2025d) but also a risk to decision making removing diverse perspectives from employees closest to the issues (Young, 2025).  
Q6 Assess how changes to selection and employee voice have impacted organisational culture and behaviours at Chaffinch Group (AC 2.2)
Employee voice can help champion change (CIPD, 2025c).  It has been suggested that a people-centred approach to change which increases employees voice is more aligned with sustainable change (CIPD, 2023).  The lack of employee voice during the change in ownership has negatively impacted upon its previously person-centred organisational culture.  Levels of transparency and trust due to changes in communication channels has been broken leading to employees potentially feeling unheard and fearful (Rahaman, 2023).
The SCARF model developed by David Rock (Mullins, 2019) below identifies what the brain needs to collaborate and influence others and essentially feel driven and not under threat. Under this new ownership there does not appear to be the same level of flexibility and clarity about expectation in work, employees are experiencing feelings of helplessness and previous interpersonal relationships have altered. This could be leading to the feelings disengagement and frustration and affecting staff absenteeism and morale.
Employees no longer have an input into the recruitment and selection process and roles are given dependent upon qualifications and skills rather than behaviours which no longer fits with the pre-existing culture (Sargeant, 2025).  It has been shown that behaviours and values shape organisation culture which is linked to better collaboration and wellbeing (CIPD, 2023a).  Staff will not be as engaged and lack motivation if they do not share values or belief in the organisation’s vision, it will also negatively affect collaboration (Riecke, 2025).  If staff become disengaged, they will not be motivated to learn, carry out the necessary health and safety procedures or care about their work.  This impacts upon the quality of care of the residents as well as increasing the risk of absenteeism, attrition rates, conflict in the workplace and a reputation of the organisation in terms of resident safety and a place to work (CIPD, 2023a).  The cost of employing agency staff will have impact upon existing staff in terms of continuity and morale as well financial implications due to higher salaries, agency costs, training implications and potential short-term retention period compared to workers looking for longer term contracts (O’Dowd, 2024).



Q7 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.  (AC 2.3)
Change can evoke feelings of stress and uncertainty; therefore, strong leadership is required to manage the transition along with a plan, vision and strategy for the change (Carnall, 2003). Change is inevitable and in order for Chaffinch Group to meet its business goals, growth had to happen.  Ineffective change management that does not recognise the implications on employees can negatively affect culture and result in employee disengagement and demotivation (CIPD, 2025c).  
Kath’s authoritative and controlling management style is not conductive to effective change (CIPD 2025).  Calmere House did not liaise with employees to understand current issues, existing culture when designing the transformation.  Change has been linked to emotion and there was no mechanism for employees to express their concerns with Kath and she shuts down communication and seems to lack emotional awareness.  Employees need to understand what the change vision was and how it aligned to strategy this is linked.  There was no employee voice to help champion this change, shown to be a valuable tool to lead the change successfully (Pettit, Balogun and Bennett, 2023).  
Kotter’s change management framework identifies 8 steps how Chaffinch House could have addressed the change in a more sustainable way.  The framework however does not align with the complexities of change and that change is not linear (Carreño, 2024).
To creating the right climate for change, employees need to understand why the change is needed and what would happen if it didn’t happen.  Although employees were told the organisation’s objectives they were not influenced or incentivised to drive the change.  Kath could have used step 2 to build a guiding coalition to help champion the change.  Chaffinch group did have a strategic vision that was SMART however they could have used employees to help shape the vision to increase buy-in and understand how staff could help them get there for step 3.  Step 4 involves effective communication and enlisting and involving others.  The IKEA effect supports this suggesting that people value something that they contribute to creating (Norton, Mochon and Ariely, 2011).  To achieve step 5, identifying action by removing barriers, Chaffinch House could identify training needs or interviews with staff to identify concerns and needs. They lack mechanisms to celebrate success and quick wins to ensure people are motivated and recognised for their efforts.  Incentives for completion of training or positive customer feedback could be implemented.  The final steps around continuation of change and anchoring the new way of working in the culture could be managed by better engagement with staff through leadership and communication (Petrou, Demerouti and Schaufeli, 2016).

Q8 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)
The Kübler-Ross change model recognises that humans experience change and loss under the guise of different emotions, without it being a linear process (Chavan and Bhattacharya, 2022).  The theory outlines 5 typical stages that people may experience; Denial, Anger, Bargaining, Depression and Acceptance (Kübler-Ross, 1969).
Employees at Calmere House were initially shocked with Kirsten’s decision to sell the company.  Denial is a feeling of refusal to accept what is happening and acts as a defence mechanism for when change is not wanted or needed and can potentially delay change and negatively affect performance (Ikiseh, 2018).  Employees were seemly happy under Kirsten’s ownership as there was a low staff turnover.  
Under the new autocratic management style of Kath the new manager, employees were unable to challenge direction and felt unheard.  This may lead to feelings of anger and frustration.  This negative emotion can be linked to disengagement and attrition rates (Edmondson and Besieux, 2021).
The communication around vision and direction of the company were not known by employees as they were not involved in the strategic planning process.  This lack of consultation may have resulted in employees beginning to bargain and challenge directions from Kath.
Employees missed their colleagues who had left following the restructure and combined with feeling overworked and not feeling not heard, this links to the depression stage of the model now that the change has been embedded, linked to the likelihood of absenteeism and low morale (Reed, 2025).
For employees to reach the acceptance stage of the model an understanding of the reasons why the change had to happen and associated of its benefits need to be realised along with adequate emotional support and time to adjust (Prosci, 2025).
The model demonstrates the importance of transparent and appropriate communication channels, strong leadership and empathy focused on the wellbeing of staff (Shanley, 2007).  


Q9 Assess two factors that could impact employee wellbeing at Calmere House including why it is important that these factors are addressed.  (AC 2.5)
Healthy workplaces that promote and prioritise staff wellbeing benefits both the individual, organisation and stakeholder (CIPD, 2025a).  Negative wellbeing at work can result in employees experiencing burnout and stress symptoms, this is linked to job dissatisfaction and increase the changes of absenteeism.  It has also been shown to negatively affect the patient safety (Knudsen, 2023).  Jobs in the adult care sector that promote and value wellbeing at work can increase the attractive of the role (Roos, 2024).  
The first factor that could impact employee wellbeing at Calmere House is their lack of voice and input into decisions. Employee voice, in terms of consultation and engagement is considered in the collective / social domain that defines the holistic approach to wellbeing at work (CIPD, 2025a).  Although employee voice has been shown to potentially offend authority (Jiang, Gao and Yang, 2018) it has also been shown to support engagement and commitment which could support the change management process, support culture and motivation in long-term.  It could also strengthen better decision making as closest to problems and help advocate for the residents (Singh and Vanka, 2019).  
According to the motivational expectancy theory, employees will give effort if they belief their efforts will result in high performance and high rewards (Barakat and Moussa, 2024).  Kirsten is lacking any motivational strategy in her management style and this includes enabling employee voice.  High performance is key to achieving their business objectives of filling 100% of rooms in 6 months.
A second factor that could be affecting wellbeing is the increased workload due to absenteeism and lack of staff that Calmere House is experiencing.  This is not sustainable and negatively affects healthy work life balance is part of the unspoken psychological contract upon employment (Mazumdar et al., 2023) and a key aspect of motivation benefiting both the individual and organisation.  

 
 
 
 

Q10 Discuss how the people manager, recruitment advisor and employee relations case advisor could support the retention stage of the employee lifecycle.  (AC 3.1)
The employee lifecycle identifies the different stages that the organisation interacts with employees during their journey through employment.  They include attraction, recruitment, selection, onboarding, development, retention and separation (Taylor and Woodhams, 2022).  Understanding of the retention stage, how to keep employees motivated and engaged will be different for everyone. Benefits of an engaged and happy workforce include productivity and support develop a performance culture (CIPD, 2025a).  If staff at Calmere house are not motivated during this stage of employment they will leave and take the skills and experience with them.  This will result in dysfunctional turnover which will cost the organisation both financially and reputationally (CIPD, 2025b)
The people manager role could support the retention stage by implementing policies around managers conducting regular appraisals to mitigate lack of development opportunities seen to be a reason why some employees leave (Bhandari, 2019).  In addition, there has been a strong relationship between employee retention and effective line management (Taylor and Woodhams, 2022) highlighting the importance of strong line manager and mandatory management courses could be implemented to strength leadership skills (Taylor and Woodhams, 2002).  Kath appears to lack compassionate leadership skills that would support this retention stage, shutting down any communication with staff.
The recruitment advisor could support the retention stage by ensuring job descriptions and associated recruitment detail are accurate and reviewed regularly to ensure they are fit for purpose (CIPD, 2024).  During the interview stage the employer/employee expectations could be covered.  These types of strategies could ensure the psychological contract, which is the unspoken expectations of both the employee and employer, is not broken (Mazumdar et al., 2023).  Potentially the new structure at Calmere House could be in breach the existing psychological contract, due to its change in work life balance, overworking and autocratic management style being demonstrated, damaging autonomy and trust.  
The employee relations advisor role can inform people practices ensuring healthy relationships between staff and the organisation (CIPD 2024). They could ensure employees conduct exit questionnaires to understand reasons for leaving which would inform the retention strategies in the future (Fukui et al., 2025).  An analysis of labour markets outside the organisation could be identified to assess trends and assessments of what competitors are offering (de Vries et al., 2023).  Liaison with unisons and employees will be critical to help support and understand how the relationship between employees and the organisation can work effectively (CIPD, 2024).

All these roles need to be aligned with a retention strategy that is regularly reviewed due to the fast-paced changing external environment as well as changes and needs internal to the organisation.													
						
Q11 Analyse how people practices could help Chaffinch Group to fill 100% of resident rooms within six months (AC 3.2)
For business strategy to be effectively executed, it needs to align with people strategy as employees’ skills, knowledge and how they are developed and managed will be key to the delivery and success of this.   It has also been shown that realistic assessment of availability of labour skills should inform business objectives. (CIPD, 2025e).  
Vertical integration considers the relationship between the different levels within the organisation’s hierarchy structure and how they work together to achieve strategic goals and support mission of the organisation (Kehoe, 2021).  This strategy could be considered now that Chaffinch house serves with a hierarchical structure.  A new performance management system that is designed to reward sales of rooms could not only enhance staff engagement and motivation (Nanda and Kamaljit, 2025) but also directly increase revenue and achievement of organisation goals (Kesar, 2023).
Valuing and promoting residents feedback can not only support quality of care, but positive resident feedback supports marketing and enhancing the company’s reputation (Liu et al., 2023).  This could result in an increase in residents, aligned to the business goals.  For employees at Chaffinch House to deliver quality of care resourcing issues need to be addressed and skilled staff recruited.  Staff are burnout and overworked therefore may result in fatigue, detachment and lack of empathy, which does not align with quality of care (Dima, 2025).  
Horizontal integration considers how teams within the organisation work together to achieve their goals (Martinson and de Leon, 2018).  In terms of people practices, to ensure employees at Chaffinch house are highly skilled and adhere to the newly implemented policies and practices that were not in existence under Kirsten’s ownership, mandatory online training could be developed. Investment in training packages or external companies could be implemented as well as Kath enabling time and access to these courses within the workplace and during shifts.   Specific courses could be developed or aligned to the business goals, new legislation and identification of any skills gaps within the workforce.  To encourage completion, bonuses and incentives could be attached to completion of the courses.  This could be monitored through development plans to support career progression (CIPD, 2021).


Q12 Discuss how Kath could consult and engage with employees to understand why employee turnover at Calmere House has increased. (AC 3.3)
Employee voice has several benefits to both the organisation and the employee; improved decision making and job satisfaction being just two of these (Torrington et al., 2011).  Staff consultation can be both formal and informal, either way psychological safety and trust between staff and employer will be key for honesty and continued engagement (SYCOL, 2025).  Staff engagement promotes a sense of trust and loyalty as well as improved performance outcomes (Alghafli, Alzahrani and Alturairi, 2023).  
To understand why turnover has increased, Calmere House could conduct interviews with their existing employees to ascertain their current wellbeing and whether their individual needs are being met.  However, to ensure honest answers there needs to be trust, empathy, understanding and positive working relationships between the two.  This does not seem to be the case for Calmere House under the management of Kath, therefore development in this area is perhaps hindered by her management style, which would need to change going forwards in the form of training and support.  Focus groups could help mitigate fears of individual employee repercussions, however, may not reflect minority and other diversity of needs (Barbour, 2008.).  Surveys and exit questionnaires could be produced to understand reasons for leaving, this is difficult in practice as they heavily rely on employee’s taking time to complete and their written responses may not effectively communicate reasons, making it difficult to learn from.  In person interviews increase the opportunities to get clarity on answers and shown to increase the sense of staff feeling valued and that they are being listened to and often give most meaningful responses (Cieslinski, 2025).
Calmere House would need to consider themes and provide changes based upon the responses of the consultation.  If changes could not be accommodated then reasons behind this should be communicated in an empathic way to support transparency, shown to support trust, positive working relationships and staff engagement (Jain and Prusty, 2025).  This would help the continuation of employee engagement by showing their thoughts are valued and would also reduce attrition and associated recruitment costs.  Feedback in terms of gratitude and enhancements to performance outcomes should be effectively communicated and rewarded in terms of bonuses or recognition (ACAS, 2025).
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