AC 1.1
Both structures offer distinct advantages depending on the organisational needs. Under Kirstens ownership, the flat non-hierarchical structure can be seen more appropriate due to its collaborative approach, “Everyone is considered a leader and given power to make changes, with decisions made by consensus, which can lead to problems being solved more quickly” (Taylor and Woodhams, 2016, p.59). This is reflected in the high employee retention and overall strong engagement towards the staff and patients at Calmere House, therefore enforcing Calmere House’s ethos of being centred around high-quality care with a personal touch. The hierarchical bureaucratic structure is suitable under Chaffinch Group’s ownership due to its functional setup, “The advantage of this structure is that employees and managers have clearly defined specialist roles and responsibilities that relate to achieving functional goals” (Taylor and Woodhams, 2016, p.56). This structural style is suitable for Chaffinch Group as it supports consistency across the organisation, as seen in the implementation of a dedicated People team, a clear chain of command and aligned policies and procedures across Chaffinch Group. In summary, each structutre attends to the needs of the organisation, dependant on what the organisational goals and values are under different management.

AC 1.2
Aligning strategy with customer needs is essential in the care industry, where the main purpose is to support vulnerable service users and enhance their quality of life. By adopting a rational approach to strategy, Chaffinch Group can develop structured, objective, and analytical recommendations that benefit not only the organisation but also its service users and staff. Mishra and Mohanty (2020) note that rational strategy formulation enables organisations to make informed decisions by evaluating alternatives through structured analysis. One effective method Chaffinch Group could use in ensuring services are provided to meet customer needs is through a SWOT analysis, this is an evaluation of Strengths, Weaknesses, Opportunities, and Threats. “A SWOT analysis assesses these four aspects of a business, identifying what the organisation is doing well or not well, and so informing further strategy and organisational development.” (Waite et al., 2021, p.4). This tool supports both vertical and horizontal integration of strategy. Vertically, it aligns the organisation by enhancing job security for staff, while horizontally, it aligns through customer centred investment like improvements to residents’ rooms and facilities. Overall, this will contribute to a more positive and supportive organisational culture. By using a rational approach to aligning strategic planning with the needs of the customers, Chaffinch Group can enhance outcomes, increase customer satisfaction, and maintain a competitive edge in the care home sector.



AC 1.3
Understanding external factors is important for organisations in the residential care sector as it affects their capacity, function and plans to deliver high quality care, just like Calmere Houses ethos supports. This answer provides a PESTLE analysis of the negative and positive external impacts on the residential care industry. Marmol, T. del et al. (2015) suggests that “the model allows managers to identify the macroeconomic variables to take into consideration for the development of the business (opportunities vs. potential risks).” Under the economic and social categories of PESTLE, one negative external factor that is significantly impacting the residential care industry is staff shortages. Due to labour market conditions, competitive pay rates and recruitment challenges, residential homes across the UK are facing challenges in recruiting and retaining staff. This is reflected in Calmere House under the new ownership of Chaffinch Group. Staff at Calmere House are frequently working overtime to cover absences, and an increase of agency workforce is being provided in the home. This culture shift is not being received well by residents, the residents are used to a person-centred approach and value familiarity. Thomas et al. (2023, p.428) noted that “with the shortage of registered nurses increasing, reliance on agency workers is commonplace, a practice impacting service cost and continuity of care.” A positive external impact on the residential care industry is that they are addressing the loneliness crisis currently being faced in the UK. Projections indicate that between 2008 and 2033, the number of individuals aged 65–74 living alone will rise by 44%, those aged 75–85 by 38%, and those over 85 by a significant 145% (www.ageuk.org.uk, n.d.). Residential care settings like Calmere House offer a structured social environment, regular interaction, and a sense of belonging, which can help tackle isolation and improve mental well-being amongst residents. Calmere House under Kirsten’s ownership showed attention to detail, making residents feel at home and a part of a family, ensuring that residents preferences were actioned. In summary, external factors play a vital role in shaping the residential care industry’s strategy. Staff shortages, driven by economic and social pressures, pose serious challenges to service continuity and quality of care. Positively, residential homes present opportunities to address social isolation and enhance wellbeing among older adults. By applying tools like PESTLE analysis, organisations such as Chaffinch Group can anticipate risks and assess opportunities to deliver high-quality residential care.

AC 1.4
Technology can be a useful tool to Chaffinch Group, increasing safety for residents, supporting staff in their day-to-day roles and overall continuity of care. Using the PESTLE framework can help Chaffinch Group evaluate how technology could be used to benefit both residents and staff. Taylor and Woodhams (2016, p.30) note that “organisations that fail to adopt new technologies soon enough find that their cost bases are simply too high to allow them to compete effectively.”  At Calmere House, systems such as falls alarms, CCTV, smart meters, and digital care plans could be implemented to improve operational efficiency and overall resident wellbeing. With the change in management to Chaffinch Group, these technologies could be embedded into policies and procedures, with funding available to support any proposed ideas. These technological advancements could have a huge impact on the workload at Calmere House. Residents could feel a sense of security and safety at the home, knowing monitoring systems were in place for their own protection. Additionally, the use of digital care plans could enable staff to have more reliable handling of documentation such as medication and medical records.  Technology could further be used at Chaffinch Group for employees to undertake further learning and development,  

Therefore, this gives workers better learning and development options. Taylor and Woodhams (2016) suggest staff can do online courses, accessing courses at a convenient time to them, therefore having an overall positive impact on the organisation. Overall, the use of technology at Calmere House has the potential to significantly enhance care quality, improve operational efficiency, and support staff in their daily roles. The investment into technology could further generate positive marketing for Chaffinch Group, utilising tools such as social media for promotion, helping to achieve their goal of having 100% of resident rooms filled within six months. 

AC 2.1
[bookmark: _Int_Uqdq5rmN]The problems that have arisen in Calmere House since the takeover of Chaffinch group include staff expressing dissatisfaction and a loss of employee voice, residents feeling unhappy and confused. These problems reflect a cultural shift away from the values that previously defined Calmere House under the previous management. Chaffinch Group are also experiencing problems due to not generating the income they initially anticipated. These problems can be explained by using theories such as Schein’s Culture Model to understand the shift in organisational behaviour and Rock’s SCARF model to understand the shift in human behaviours. Schein (1990, p. 111), expresses that “culture is what a group learns over a period of time as that group solves its problems of survival in an external environment and its problems of internal integration.” Schein’s model has three elements, being artifacts, values and assumptions (Wilkins, A.L. 1985, p.111).  The staff and residents at Calmere House are used to Kirsten’s non-hierarchical structure, with behaviours viewed as important to qualifications when employing staff and ensuring residents voices were heard and actioned. The staff at Calmere house have a learnt culture from Kirstens structure, shaped over time, which has been disrupted by the new management approach of Chaffinch Group, contributing to feelings of disempowerment and dissatisfaction among both employees and residents. In addition to Schein, Rock’s SCARF analysis offers a deeper understanding into human behaviours. The SCARF model identifies five key factors that drive human behaviour: Status, Certainty, Autonomy, Relatedness, and Fairness. Mullins and McLean, (2019, p. 13) notes that this model aims to maximise rewards but also minimise threats through interaction with others. This method could explain why staff and residents may resist change or feel disengaged. At Calmere House, the change in leadership and organisational structure has disrupted several of the five factors. For example, staff may feel a loss of voice and autonomy due to reduced involvement in decision making and a more hierarchical management style. The increased use of agency staff could weaken relatedness and cause uncertainty, as consistent relationships with colleagues and residents are disrupted, Kirsten previously having one to one check ins on a regular basis.  Finally, staff are feeling hopeless and dissatisfied, working extra hours to cover absences and not feeling valued for their efforts. This creates a sense of unfairness and lack of recognition for those long-term employees going the extra mile. By applying the SCARF model, Chaffinch Group could better understand the behavioural impact of organisational change and take steps to rebuild trust, restore employee voice, and reestablish a culture that values both staff and residents. The problems at Calmere House are driven by significant organisational and behavioural changes, following a poorly managed management transition, to address these problems effectively, Chaffinch Group could use tools such as Rock’s SCARF and Schein's Culture Model for a deeper understanding and guide on how to respond to the cultural disruption.

AC 2.2
Changes to employee selection and employee voice have had a significant effect on organisational culture and behaviour at Chaffinch Group. Under the new autocratic management style of Kath, a shift in culture is evident, with a very strong role culture in comparison to the old style of management. This cultural shift has not settled well with the staff at Calmere House, Kath states within the case study that she knows what Chaffinch wants, and when going through a recruitment process, she takes a different approach and sends the agency company a list of qualifications and experience needed. This type of employee selection is much different to Kirstens approach of behaviours being as valued as qualifications. Hunt (2007, p3) highlights that “Bad staffing decisions disrupt the lives of mis-heard employees and the lives of their supervisors, co-workers, customers and families.” This type of disruption be seen in Calmere House, with the original employees feeling upset with the new culture, causing them to leave and further increase employee turnover for Chaffinch Group. The employees also feel unheard and overlooked following the sale of Calmere House to Chaffinch group, as well as the introduction of their new policies and procedures. Kath does not like to be challenged and will expect employees to be given instructions and not to be challenged by them. Kirsten would encourage employee voice, making it a valued culture in the workplace as it created trust, encouraged staff engagement and ensured that decisions reflected the overall workforce. Singh and Vanka (2019, p.269) express that “The employee voice if remains ignored leads to dissatisfaction, frustration and at times public protest as well”, This can be seen in Chaffinch Group as the new type of management takes away employee voice, a historically valued culture within Calmere House.  In assessing the changes at Chaffinch Group, it is clear that the new autocratic management style has weakened employee voice and disrupted the organisational culture. Although Kath’s style has aligned with the policies of Chaffinch Group, it has created long-term consequences of staff retention and overall moral.


AC 2.3
Effective change management is vital to organisations when undertaking changes such as Calmere House did, effective change management can not only help improve businesses but also prevent problems such as staff satisfaction and staff retention. Taylor and Woodhams (2016, p. 66) note “a major cause of ineffective change management is a failure to communicate effectively”, a theme that is reflected in the case study when hearing the response of the staff at Calmere House.
It is evident in the case study that Kirsten wanted a people-centred approach to the change in management, as this style is historically seen in Calmere House, however, using an effective change model could have helped them implement this.  KOTTER’s 8 step change model could have been a vital tool in supporting a small business owner transition into a large organisation like Chaffinch Group, potentially reducing staff resistance and overall culture.
1 Establishing a sense of urgency, 2 Creating the guiding coalition,3 Developing a vision and strategy, 4 Communicating the change vision, 5 Empowering broad-based action, 6 Generating short-term wins, 7 Consolidating gains and producing more change and 8 Anchoring new approaches in the culture.  (Waite et al., 2021, p35)
Using KOTTER’s change model would have been significantly useful in providing structure for the change of Calmere House into a large organisation like Chaffinch Group. This planed type of change would have made the transition easier, explaining why change was happening, involving the staff by asking opinions and removing barriers, gradually implementing policies and procedures to ensure staff are not overwhelmed.
 
AC 2.4 
Understanding change from an employee perspective is essential in an organisation. Having this view and knowledge, enables the company to grow and learn from those change affects the most. Organisational change at Calmere House triggered many emotions for the employees, from the culture to the management, leaving staff feeling unhappy and frustrated. Kubler-Ross's change model provides a useful tool for examining the staff’s experience during the change to Chaffinch Group, as it highlights the different emotional stages they went through. Kubler-Ross's change model is noted by Taylor and Woodhams (2016, p. 29) as being the ‘the five stages of grief’, in reflection to what the employees went through at Calmere House, you could consider it a grieving process as they have lost their old culture and managerial team to a new larger organisation who lack that personable touch they once had a Calmere House. Kubler-Ross's change model outlines 5 stages, to which the employees of Calmere House may have experienced during this change. Stage 1 is denial, employees may have initially struggled to believe the sale happened considering how well the business was operating under the original structure.  Stage 2 is anger, as Kath’s autocratic style and new procedures were introduced under Chaffinch Group, staff felt unheard and overlooked. This frustration created a resentment towards management, especially since employee voice had historically been valued under Kirsten. The 3rd stage is bargaining, some employees have tried to challenge Kath, hoping their concerns would be acknowledged or that Kath might soften her approach but under her management style, Kath expects orders to be followed and not questioned. Stage 4 is depression, after the new culture is evident at Calmere House, staff start to have feelings of dissatisfaction and disengagement at work, leading to high staff turnover and a sense of loss of identity within the workplace. The final stage is stage 5, acceptance. Over time, some employees may accept the new culture, adjusting to the role-based structure and top-down management. However, as it stands, employee acceptance in some cases took the form of leaving the organisation entirely, showing they would rather disengage entirely than accept the new culture. It should be noted that the 5 stages do not occur in fixed or linear order. Organisations experiencing grief from a failed venture may experience some stages but not all and are often likely to move back and forth between stages when introducing new policies and procedures like Chaffinch Group are currently doing. (Chen et al., 2023). In conclusion, Kubler-Ross’s model shows how employees at Calmere House experienced change as a grieving process, reflecting a loss in a valued culture. This highlights the importance of effective communication and guidance during organisational transitions, ensuring staff are supported throughout the process.

AC 2.5
Wellbeing in the workplace, particularly in a care setting is vital for safe and effective patient care. Employees need to feel safe and valued in the workplace, creating a supportive environment for them to provide the most effective and high-quality care. Overton (2023, p.6) notes that “around a fifth of private and public sector organisations recognise wellbeing as a key priority.” A legal factor that can be seen to be impacting employee wellbeing at Calmere House, using the PESTLE framework is the implementation of Chaffinch Group’s policies and procedures. Under Kirstens management, Calmere House had very little policies in place, with informal ad-hoc approaches favoured over documentation. The introduction of new policies and procedures can cause anxiety and stress, leaving staff feeling overwhelmed if they are not consulted, they may also feel excluded and lose trust in management.  Due to Chaffinch Group being a larger organisation, they have legal obligations to run the same policies and procedures as other groups within the organisation. Sinclair, A. and Suff, R (2025, p. 9) agree with this approach and note “larger organisations are more likely to take a formalised approach to employee wellbeing compared with smaller ones.” Another factor impacting employee wellbeing at Calmere House is the economic factor of increased workload and staff shortages. Increased workload at Calmere House is evident since the change in management to Chaffinch Group. Employees are covering absences due to sickness and staff leaving, which increases their workload and heightens employee stress to try and maintain their historic high level of patient care at Calmere House. “One of the many problems with staff shortages is the knock-on effect on the mental health of remaining staff who risk becoming exhausted and/or demotivated” (New survey reveals impact of staff shortages on dental nurses’ wellbeing, 2023). It is vital that Chaffinch Group address these wellbeing concerns, as staff wellbeing directly relates to the patient care being provided at Calmere House. Ignoring these issues will lead to further staff taking leaves of absences or permanently removing themselves from the organisation.

AC 3.1
The employee life cycle consists of different stages of aan employees time within the organisation, from hearing about the company to recruitment, retention, development and leaving the organisation. Taylor and Woodhams (2016, p.90) describe the lifecycle as a holistic approach, noting that all parts of the cycle are connected and link to each other. Employee retention is essential in organisational performance; it is a vital part of the employee’s life cycle. At Chaffinch Group, a people team has been established, all of which play vital parts in supporting the employees throughout their employment at Calmere House but in particularly employee retention. One of the members of the People Team is a People Manager, Bosley, A. and Gifford, J. (2023) define a people manager as an interface between the organisation and the employee, creating an influencing role in performance and organisational outcomes. A people manager supports employees by building trust and relationships with employees, supporting them through their life cycle in work and offering pastoral support, growth opportunities and regular wellbeing check ins. This, in turn help supports employee retention by making employees feel more connected to the organisation and more valued in the workplace. Another member of the People Team includes the recruitment advisor, their job is defined within the role title, they will be advising the recruitment process and resourcing for Chaffinch Group. A recruitment advisor ensures candidates are skilled and equipped for the role, providing support from selection to onboarding. An article from the CIPD (2019) notes that a key skill for this role is having good communication skills and the ability to liaise with all levels of staff within the organisation.  This role will ensure staff are suited to the role, Chaffinch Group currently utilise agency working when understaffed, notifying the agency of the requirements needed for job. Chaffinch group could utilise the recruitment advisor and hire permanent staff into roles that match their skills and knowledge, which in turn would help employee retention within Calmere House, creating a more solid and reliable workforce. A third member of the People Team includes an employment case advisor. This role is about resolving conflicts, supporting employees and ensuring disputes are handled appropriately. CIPD (2023) informs us that the role provides guidance to managers on challenging people issues, usually drawing from expertise in employment law to support effective people practices across the organisation.  This role supports the retention stage of the cycle as it enables a safeguarding process, supporting employees with any conflicts or concerns they may experience in the workplace. This overall creates a trust that all problems will be addressed fairly, making employees stay within the organisation. Overall, these three roles can create a holistic approach to retention at Calmere House, supporting staff from start to finish making them feel safe and valued. 



AC 3.2
Chaffinch Group could fill 100% of resident rooms within six months if they align their strategy, people practices and organisational goals. Chaffinch Group have the resources necessary within their team to tackle the problem but will need to use horizontal and vertical integration and business partnering to succeed. Kehoe (2019) argues that if systems work together, one can reinforce the other. Horizontal integration is when HR policies back each other up, and Vertical integration is when they link to the organisation’s main goals, strategy and external factors. When using these together, they can make sure staff outcomes match strategy and help the organisation face challenges such as Chaffinch Group trying to fill 100% of resident's rooms within six months. Business Partnering is also vital for Chaffinch Group to achieve their goals; The People Team should be collaboratively working with management to ensure organisational strategy aligns with their six-month goals. CIPD (2023) explain that business partners work closely with the organisation, using their skills to drive improvements, run people programmes, and build strong relationships with important stakeholders. This collaborative approach to working would enable Chaffinch Group to make sure staff levels are sufficient to cater to the needs of full residency at Calmere House, whilst the quality of care stays high. Further people practices that Chaffinch Group could utilise to fill 100% of resident rooms in six months includes policy and staff development.  G Shruthi et al., (2025) argue that by supporting employee growth, organisations keep strong skills in place and also build a culture of innovation and flexibility. Actively encouraging staff development can bring many benefits for both workers and the business. This would be necessary for the staff at Calmere House, as it will prepare the staff for the potential increased occupancy. By embedding people practices into organisational strategy, Chaffinch Group can ensure that staff are skilled and aligned with organisational goals. This alignment not only maintains the famous high-quality care Calmere House is renowned for but also builds the reputation and trust needed to attract new residents. With the people practices discussed implemented, Chaffinch Group would be in a good position to achieve full occupancy within six months while still maintaining high quality care. 

AC 3.3
Employee turnover has risen in Calmere House, from what was once a stable workforce to a workforce reliant on agency workers. Kath will need to undertake a structured approach to consult and engage with employees for a deeper understanding on why this has occurred. Firstly, Kath will need to identify employee needs and establish expectations around topics such as pay, career development and recognition of workload. For staff at Calmere House, feeling unheard and undervalued has been a recurrent theme since the takeover from Chaffinch Group. Staff wish to regain their employee voice and speak on matters that mean the most to them. Kath could conduct a stakeholder analysis, Taylor and Woodhams (2016) express in a stakeholder analysis, identify the key departments, teams, and leaders as internal stakeholders. Then assess their knowledge, influence, and importance to HR, along with the level of information and support they require. Simona Daniela Sava, (2012) expresses that a needs assessment should lead to practical results or if needed consequences. Kath should implement a consultation and communication process for the staff at Calmere House, transparency and trust are vital, employees should feel like they have a safe space to share any concerns with Kath. Pilbeam and Corbridge, (2010) suggested one way of consulting with employees is through creating safety focus groups as a channel for employees to express concerns. Other suggestions such as surveys and one-to-one interviews could work in Calmere House, with the employees feeling unheard, a one-to-one interview with a free floor to speak on would make the employees feel more valued and heard.  Kath should gather the feedback sought from employees and continue to monitor as the organisation continues. Monitoring and evaluating should consist of ongoing feedback, regular check ins and performance reviews. This approach should enable Kath to have consistent feedback and prevent any concerns escalating and potentially losing further staff. Hesketh and Cooper, (2019) emphasise an evaluation needs to be robust and reliable, with its validity needing to be considered. Kath will need to understand that some staff may be expressing concerns due to their emotions of the change but will need to encourage them on the importance of speaking out to see change. In summary, for Kath to be successful in understanding why turnover has increased, she will need to bring together the stakeholder and needs analysis along with consultation. Kath will need to keep monitoring and evaluating the situation as time progresses, initiating focus groups, individual meetings and surveys at Calmere house to offer better insight into the rise in turnover.
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