1. (AC 1.1)
A flat non-hierarchical structure under Kirstens ownership was wholly appropriate in the working environment to which she chose to lead the care home. Kirsten’s focus, admittedly, was on high quality care with a personal touch, following in her parents footsteps. The flat structure is appropriate, with this in mind, as she included staff in her decision making around the running of the care home, hiring employees and didn’t have any stakeholders to report to whilst decision making or implementing and changes. The flat hierarchical structure almost underpinned the ‘family’ aspect of the care home where everyone could feel that they had an important part to play in the day to day running of the care home with employees having the fluidity to step into additional roles as needed. A further benefit of this structure, as previously mentioned, is that any decisions made could be implemented quickly with staff feeling included and empowered in the workplace. This type of organisational structure is appropriate for smaller work places with lower numbers of staffing.

By contrast Chaffinch group implements a multi layered hierarchical structure, a layered approach to the organisation where the chain of command, control and responsibilities are clearly defined and accounted for. It is noted that Chaffinch group have other care homes within the ‘group’ and the hierarchical bureaucracy structure ensures consistency across all models, in most cases improving efficiency, decision making is taken by an appropriate person of authority that is accountable for those decisions and the correct legal procedures followed. Often larger organisations adopt the layered hierarchical approach as shown by the Chaffinch group as they will have a larger number of employees with varying needs, challenges and complexities. Having additional departments that can support in these areas is crucial, as employees have a defined path to those whom they can seek support from, as displayed by the Chaffinch group having a people team with several team members focused on the employees themselves.

In both styles of hierarchy, there are advantages and disadvantages however, given consideration to the size of the business in charge at the time they were the most appropriate for the differing styles.


2 AC1.2
A rational  approach to  strategy formation is data driven and cantered around a structured process that is data driven that helps to develop strategies that help an organisation align to their goals. (CIPD 2025,A) 
The rational process is suited to organisations that are centred around structure and wish to analyse outcomes of implementation.
In the first instance, whilst considering a rational approach to strategy  prior to any implementation they would need to identify their customer base. Based within the care sector, there are a wider variety of customers but their primary customers are those who are known as service users, the ones that reside within the homes. There is also an argument that the service users family along with the local authority are also to be considered as customers.
Having identifies the customer base.

In the case of Chaffinch group, a rational approach to strategy formation can be particularly helpful in ensuring that services provided can meet customer needs.
Chaffinch group could first use a swot analysis to identify the strengths, weaknesses of their company and then by identifying opportunities and threats that come from external factors to ensure that they are meeting their customers needs. Chaffinch group could also look at a PESTLE analysis to identify the Political, economic, social a, technological, legal and environmental factors that are involved with their organisation.

Chaffinch group provide caring facilities to their service users, in analysing the  rational approach to strategy and considering the SWOT and PESTLE analysis’ to analyse the strategy formation, unlike Kirsten ownership of Calmere house, Chaffinch group use a horizontal approach to the integration of strategy, where business goals and costs were the driving force of decisions, where in place of a vertical integration as was evident by Kirstens ownership whereby Kirsten was the one responsible for many areas. Kirsten was the one who was incontrol of driving the strategy where as Caffinch group have many different contributors to the implementation of strategy.

Chaffinch group could use the rational approach to structure decision making and to ensure that company goals are multilateral across sites.



3 (AC 1.3)

When looking at the care industry, a great deal has changed within the last five years. The shortage of trained staff is having a hugely negative impact currently on the care sector, a recent government report in England found that 71%  of those who took part in the survey , out of 4913 had found the current situation with recruiting rained staff challenging , of those a further 37% were concerned about the current level of service being able to be sustained (Department of Health and Social Care, GOV.UK, 2025) 

It is widely known and publicise that he landscape in the care industry in the UK has many challenges, not only because of the regulatory requirements, couple this with the high turn over of staff and the lack of skilled staff makes for a challenging operational environment.  (British journal of Nursing)

Whilst negative within the care industry can outweigh and out publicise the positive, the advancements in technology are one of the positives. The advancements can improve operational efficiency, through autonomising the recording of medicine in place of hand written and hand stored notes, safety of residents with introductions such as electronic alarms, manual hoists, adaptive airflow beds allowing those in the care industry more time to focus on the caring element of their role rather than the operational, logistical or bureaucratic elements. (CIPD, 2025, B)


4. (AC 1.4)
Technology has had many advances in recent years and can be used widely at Chaffinch group. Looking at the most obvious, I pad’s or similar technology can be used to log and update patient records, to order any materials needed and to communicate internally and across sites to assist in improving employee experience and add to the feeling of belonging to the company as they could feel more connected to other members that are within the organisation but not those they necessarily work alongside on a day to day basis.

 Technology can also be used more widely by chaffinch group from a patient perspective, safety tools in the form of enhanced CCTV, door alarms, motion sensors to detect falls, inflating beds, hoists and adaptive cookware can all enhance patient safety. (gov.uk RT hon Wes streeting 2025)

The impact of technology can be both positive and negative. In a patient safety aspect yes, it can be positive due to the constant enhancements within the safety sector but as technology is constantly evolving and improving the items powered by technology can quickly become out dated, along with being very costly to purchase, maintain and replace.

Using technology to communicate amongst staff member for example, wheather by email or social media can be a cost effective and speedy way to communicate however, this is reliant on those recipients firstly having the means to access the communication, using social media and checking social media or their emails  whilst at work. 

Technology can very much be used to improve patient care and employee experience at Chaffinch group , considering the size of the organisation it can help to keep down costs, improve efficiency with reporting and can help staff members to feel more connected to the organisation (carehome.com, Sarah Munson 2025) however, as long as it isn’t replacing the core principle of the caring element of the care industry. (Womens health Ning Yeo, 22/11)


5 (Ac2.1)
Since the take over of Calmere house by Chaffinch group, there have been a number of issues arisen within the new company from the Calmere house employees.
The first response from the employees of Calmere house was shock, having been involved in the decision making with Calmere house the employees naturally fety blindsided that such a huge change, change in business is a fact of life and means that businesses can keep evolving. The staff it can be argued would follow the Kubler – Ross change curve. The theory explains that when a change is sudden there is a cycle that those effected will likely follow, starting with shock and denial that is clearly shown by Calmere house employees followed by anger, bargaining, depression and acceptance. (Waite Beevers, Samall et al 20221) It seems that the employees are stuck in the bargaining stage as when challenged, they are dismissed. It is clear that when looking at Handys model of culture Chaffinch group employee a role structure, as is evident by the described chain of command when it comes to decision making and the different departments responsible for elements as apposed to the person structure that was under Calmere house where employees were included in decision making, felt valued and part of the fabric and culture as opposed to the strict hierarchical approach taken by Chaffinch group.

The problems following the takeover can further be attributed to human behaviour, Herzberg noted that there is a two factor theory when it comes to human behaviour and motivation in the work place, ‘Herzberg’s two-factor theory suggests that job satisfaction is influenced by two factors: motivators and hygiene factors’. (Psychology Today, Nickerson 2025) The motivators are achievement and recognition that don’t seem to be all that important within the Chaffinch group, yhe hygiene factors are salary, working conditions and job security that Kirsten thought would be beneficial to the employees of Calmere house but aren’t necessarily human motivators. The management style from Kirsten was democratic she demonstrated a care and respect for her employees, an inclusive  to decision making approach helped to form a positive culture, a one of belonging and purpose contrary to this Chaffinch group employ a autocratic management style, that coupled with the shock takeover of Calmere house, the lack flexibility of management, the lack of a voice from the employees, lack of a positive culture, have all contributed to the problems that have arisen since the take over.

6 (AC 2.2)
The changes to the selection and employee voice have effected affected organisational and cultural behaviours at Chaffinch group significantly since the take over. 
An organisations culture is their identity, it defines so many aspects of a company and can be taken in a positive or naegative way.
Kirstens approach to the take over was unusual considering her management style, there was no discussion or fore warning about the sale of Calmere house prior to the notification that it had been sold, as an owner who very much fostered a positive and collaborative work culture, (Mcabe 2010) notes that culture is a representation of ‘shared meanings and further mentions that culture cannot be easily replaced and previous attitudes and attributes to the previous culture will inevitably linger, as is evident within the challenges that are presented to Kath. 
The employees have felt that the change was ‘too tight’ there was no flexibility on the who, what, when, where or how, it was a power culture that was displayed and expected to be followed which was in direct contract to their previous culture that was that of inclusivity.  Employee voice is the ways and means emplyees have a say, formally or otherwise on issues that effect their work (Taylor and Woodhams 2012 )

Role of people management could have been pivotal in the transition period, particularly when it came to the transition to a new culture and helping the employees feel like they have a voice, improving employee wellbeing and identity within the organisation. There are two main purposes for employee voice: To address the fundamental right of every employee to have good work ( the benchmark of job quality)  including a voice to shape their working life and to improve an organisation’s function and performance by hearing differing  viewpoints. This clearly isn’t something that Chaffinch group are employing and is having a negative effect of the staff members as it is noted that a number of staff members have left and staff sickness is high. The shift in people management going from an individual in Kirsten to a collection of people is clearly crating a divide between employees and the hierarchy and isn’t something that is being adapted to easily by the staff members thus demoralising the workforce. 

 Under Clamere house, the employees were very much involved in the appointment of new members of the team, whereby in Chaffinch group, new members of staff are hired purely based on their qualifications and not on their individual attributes. The people management team at Chaffinch group are clearly adapting their recruitment strategies to align with the chaffinch group current culture which is focused on turnover rather than people culture thus making the divide between those who were employed by Calmere house and those of Chaffinch group wider. The people management team should try and foster the gap by listening to the grievances listed by those from Calmere house to try and re enforce 

The mindset of employees as previous alluded to is a key factor in the improvement of organisational culture, the sense of belonging and the feeling of purpose, yes this can be helped by the culture within the organisation but also must also come from a need in the individual to want to change, as the change came as a shock the development of a new positive culture may be something that takes a significant amount of work from all parties, in order to foster a healthier working environment, a collaborative approach should have been taken with the transition to allow those who were Calmere house employees to feel like they were valued, trusted and that there was a commitment to their future development.


7.(AC 2.3)
Pritchard states that organisational change can be further complicated by human power relationships, organisational change tends to focus more on the functional steps involved rather than the people involved rather than the context that is involved. (HR Magazine, Pritchard S, 2018) It is clear from the transition to Chaffinch group from Calmere house that change was not manged well owing to the high turn over of staff and sickness levels since the change.
There would have been a significant impact to the employees of Calmere House transitioning from a single point of power, a flat structure to a hierarchical structure where there are now different individuals and departments responsible for different areas of the business and points of concern.

Pritchard further goes on to mention that for change to be positive within a business it should include a consultation, dialogue that includes proposing new ideas, building on those ideas as well as clarifying anything that is needed, an explore stage. It is clear that Calmere house and Chaffinch group did not communicate to the employees during the process of the sale, “Our organisational dialogue relies on communication between people” (Pritchard, Hr Magazine 2018.) 

Kotter’s eight step change model is an approach that the Chaffinch group could have employed to ensure a smoother transition. Through this eight-step model, which is a step-by-step model, that can be implemented rather easily along with providing clear guidelines at each step that include creating a sense of urgency, to highlight the importance of the change to motivate and instil confidence in the change. Kotter also has a step within its model called the ‘enlist’ step which would also strengthen the employee voice, which the employees currently don’t feel that they have within Chaffinch group, this would then along with a change ‘champion’ who can encourage the participation within the change can help to smooth the transition and lead to a better handling. (CIPD,C 2025) Kotters approach can however be somewhat time consuming, and should a step be skipped it could cause further issues. 

Along with Kotters eight step model, Carl Rogers people centric change could have been implemented. This would put the employees a the centre of the change, decreasing the resistance to change, enabling good practice to be shared and allowing the opportunity for Chaffinch group culture to be communicated at an early stage so that the employees have the opportunity to adapt. (CIPD, 2025 D)

Ultimately, the change in ownership was not handled well be Chaffinch group, it was a radical change, that was disruptive and a complete overhaul of beliefs and practices (CIPD, 2025, E)

8 (AC 2.4)
The experience of change in Calmere house employees is portrayed as a negative one, highlighted by the high staff turnover and sickness levels than inevitable are effecting well being and morale with it being noted that the staff feel hopeless, they don’t have a voice. The high staff turnover, is not only having a negative impact on the remaining staff as they are dissatisfied with having to cover the additional shifts, it is having an effect on the culture of the organisation, it cannot be passed easily from one member to another as there are frequent changes in personnel, well being has also been deeply effected. Staff also feel despondent as they are no longer aware of any changes and how they affect them. 

The changeover has created a feeling of grief. Elizabeth Kubler – Ross studies responses to grief and concepted the change curve, the periods of grief that individuals experience, in this case the grief relating to the change in ownership from Calmere house to Chaffinch group. (Taylor and Robers, CIPD 2025, F)

The change curve has seven different stages, shock, denial, frustration, depression, experiment, decision and integration. It can be agued that the staff of Calmere house are in different stages of this process. The announcement by Kirsten that she had sold the company ‘her life’s passion’ was an incredible shock as the staff had assumed that she would continue on her parents legacy rather than wanting to sell and move on. Following the shock stage, denial follows with staff members refusing to believe such an event could take place. Although, different people travel through the stages of grief at different periods, the most evident is unfortunately depression. 

The stage of Kubler – Ross’ change model most prevalently displayed is that of depression. Frustration in the lack of employee voice, hopelessness of the situation, in the lack of opportunities to influence change. Depression could also be a factor in those staff members who have left along with the high sickness levels. There is much evidence to suggest that the lack of job security contributes to the feelings of stress and depression in the work place (CIPD, 2025, G) although this isn’t directly mentioned, it is alluded to by the fact that Chaffinch group do not replace members of staff with new permanent members of staff but agency workers.

The change curve is one that can cycle often until the acceptance stage has been researched, in the case of the staff at Chaffinch group it appears that they are mostly stuck at the depression stage and much would need to improve and change for them to reach the most positive stage of experimentation, where they start to engage with the new situation, decision where they learn how to wok in the new environment and start to feel more positive and finally to the integration stage where a feeling of positivity and a full integration into the new system is undertaken. 

9. (AC 2.5)
Wellbeing is a broad term used to define many different factors. Suff defined wellbeing using seven components, health, vales and principles, good work, collective and social, good lifestyle choices, financial wellbeing and personal growth. Wellbeing can hinder performance, motivation, integration. 

Young states that people are naturally motivated but become de motivated when they are overworked or feel unsupported (CIPD 2025, G) The workers of Calmere house are noting that they feel hopeless, a lack of hope can damage well being, they attribute this to an understaffing issue along, with a lack of voice and the struggles to adapt to the new culture, all leading to a lack of job satisfaction and a decline in physical and mental health.

Calmere house employees had a sense of belonging under Kirstens ownership, they felt that they had a voice leading to job satisfaction as they were contributors to the development of the company. A lack of voice, leads to a lack of purpose, therefore leading toa decline in job satisfaction, they aren’t getting out what they put into Calmere house and aren’t feeling like they are valued, people are tangible assists (Waite, Beevers, Small et all, 2021) they should be treated as such, nurtured invested in via continuous professional development, the more job satisfaction an employee has the harder, more committed they will be to their place of employment thus reducing the staff turnover, costs for agency staff, improving culture and reducing the stress levels off staff by reducing the amount of additional shift coverage that is need for the staff to undertake. 

The staff at Calmere house currently are motivated extrinsically, only performing to the jobs or managers demands rather than performing intrinsically where they are more autonomous in their motivation (CIPD 2025, H) It is important that the motivation levels are addressed as this will effect the quality of work, care and standards within the organisation, potentially putting patient safety a risk as well as further damaging the relationships between employee and employer and potentially leading to a higher sickness and absence rate.



10. (AC 3.1)
People practices play an integral role in the employee life cycle. The employee lifecycle is the term used to describe an individual’s movement  from the first point at which they are aware of the company.The employee lifecycle has six elements starting with attract, recruit, on board, retain, develop and separate. (CIPD, 2025, H)

The attraction stage begins with the job advert, how the recruitment manager portrays the company including advertising any benefits to attract new talent, this is often influenced by culture and ethical stance (Waite, Beevers, Small et all, 2021.) Recruitment is ensuring that the right person for the job is selected, the recruitment manager would shortlist and interview the most suitable candidates based on their given qualifications and attributes outlined in their application to ensure that they meet the needs and specifications of the job role,  on board is the process of integrating the new employee into the organisation, this is where culture implementation could be factored in by the recruitment manager and employment relations, where policies and procedures can be introduced and updated as these are always evolving. 

Develop relates to the development stage of an employee where consultations can be undertaken to identify where the employee wishes to develop providing opportunities for growth and potentially enhancing their career or status within the company (CIPD, I, 2025) this is also an opportunity to check on motivation, if an employee feels that investment is made in them, they are more likely to feel valued, have an improved wellbeing and improved work output (Waite, Beevers, Small et al 2021)

The retention relates to onboarded employees that have been integrated into the company and with the assistance of the people manager and employment relations case advisor can support the employee to ensure job satisfaction and engaged in their daily activities. 
 
Separation, when an employee unfortunately decides to leave the company, this is where employee relations and the people manager can ensure a smooth transition to exiting the company, to ensuring that the employee stil feels motivated through the notice period and an exit interview could possibly be undertaken to discover the reasons behind the exit to ensure that anything that the company can implement to ensure that talent doesn’t leave the company can be addresses.

Arguably, the most important aspect of the employee life cycle is the retention stage. Should the employee and workforce feel motivated they are likely to be committed to a long term future with the company. The people manager, recruitment manager and the employee relations case advisor all play an integral role within this process. There are many internal and external factors that effect retention. Internal factors can range from fair pay, training and development, employee benefits and line manager relationships (Waite, Beevers, Samall et all, 2012) This can range from the people manager investing time to undertake one to ones with the employee to discover their career goals, if there are any opportunities for learning and development, showing genuine interest in their well being to enhance and improve employee relationships. The employee relations case advisor can further enhance this by encouraging participation in HR initiatives, promoting well being workshops.

Failure to complete and undertake successful retention stage will result in the company losing talent, losing money on their investment and incurring further costs for recruitment.


11. (AC 3.2)

People practices can play an integral part in the development of Chaffinch groups ambition to fill 100% of their rooms in six months.

There are two forms of integration strategy that can assist in this ambition, horizontal and vertical integration strategies. Taylor and Woodhams (2022) describe horizontal integration strategy is implemented when a company such as Chaffinch group wish to reach a larger audience base and to strengthen their position within the market, in this case adding another care home to their already established portfolio along with aligning the HR policies that each company has. People practices can support by aligning the company goals to the areas responsible e.g structuring the recruitment and training elements to the needs of the company via learning and development, adapting training workshops to fulfil the required needs or introducing a rewards-based systems for good performance.

Vertical integration strategies are for when a business aims to control all aspects of the company, (Taylor and Woodhams, 2022) it aligns the business overall strategy to their people management strategy. People practices would therefore align their activities to ensure that they are supporting the company’s strategy to fill the rooms to a 100% within six months. This could be through people relations, developing relationships further within the company to provide a positive working environment, through reward based incentives, promoting the benefits of the company and its positives via easy to reach communication tools.

People practice have further areas that could help support from skills analysis, policy development to management development, these areas can further support the aim by developing policies that would ensure that all elements required at the fill rate are supported.

Essentially people practice have a high involvement in the aim to fill the rooms ins a short time span, not only from the initial communication of the goal, to produce the most effective ways in which this can be achieved within the people practice team,  to promoting and supporting the goal through specific policies and procedures.  

12. (AC3.3)
The relationship between Kath and the employees of Calmere house will need to be re built before Kath can make significant progress to find out why the turnover has increased, there are a number of ways in which this can be achieved.

Prior to any consultation or engagement with the employees it is important for Kath to ensure that all members are identified, feel included and are diverse to ensure that a true reflection is given. 

Focus groups can be used in the initial stages to find out in a larger setting what the issues are that are contributing to the level of turnover. This can be used in a positive way as there is the support of peers and people generally feel more at ease to air opinions in a group setting (Taylor and Woodhams 2022) however, this can also be a negative impact as many can be influenced by the opinions of one and as there are many voices it is important to structure the focused group, allowing everyone to have their fair share of time to discuss along with reassurance that anything discussed within the focus group is with a positive intention to improve matter and that action points that are raised and agreed upon are implemented. (ACAS, 2021) 

Interviews can also be undertaken on a one to one basis to find out the reasons behind the sickness levels, although this can be time consuming, it can provide a structured line of questioning to find out a large amount of information (Taylor and Woodhams 2021.) Interviews can be held in a formal or informal basis, it is important however to set the tone for the interview early on, this could be by sending the recipient from Calmere house the list of questions before hand so that they don’t fee too pressured prior to the interview, providing openness and transparency prior to the time however, this could also rise the level of anxiousness around the interview and lead to a lack of engagement


Engagement can be used to promote the benefits of any change that has taken place and to assess the wellbeing of the individual. Engagement is essential to ensure that any consultation is successful if Kath is to understand the reasons as to why staff turnover has increased. Through engagement it is important to recognise that there are factors that will influence the engagement with any consultations, the culture of the organisation, have they been open to the hearing the employee voice in the past. Kath should make every effort to re enforce the importance of the consultation and the willingness to engage and listen to the employees. 

Feedback following the consultation period is also noted to be important as this will help the employees of Calmere house to feel included in the companies decision making, building a relationship of trust, it should also be an exercise that is regularly undertaken and any new views on changes sought early (Taylor and Woodhams 2021). They go on to mention that communication thereafter, where it be positive or negative on the outcome of the consultation is also important.  Negative feedback can be as important as positive as this could further develop the employee employer relationship by showing transparency and help to assist Kath in any further consultations or employee engagement in future.





































