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[bookmark: _bkthi9bdiylp]Executive summary 

The report is a critical analysis of Bright Wave's performance management strategy and organisational culture, and the challenges. Brightwave started as a small company, and it experienced rapid growth in recent years. Being a flat structured organisation following clan organisational culture, the company immediately faced challenges at the managerial level as well as the employee performance level. The report suggested an urgent cultural shift to a people-centric high high-performing culture with sustainability concerns. A thorough analysis has been conducted on managerial development strategy, performance strategy and the organisation’s culture, which revealed that leaders are facing significant skill gaps, lack coaching and mentoring abilities, and have poor communication. Lacks training and development capabilities,  practices poor performance appraisals, lacks skills in employee motivation and engagement, etc. The flat structure of its immense pressure on middle managers, and they are struggling to perform any additional efforts to enhance performance. Instead, they have adopted a task-oriented approach. Therefore, it resulted in a rigid structure with limited collaboration, innovation, and developmental opportunities, employee well-being, recognition, and inclusiveness.
The report suggests human human-centric approach that demands a comprehensive change in all three key areas: managerial development, performance management and organisational culture, along with SMART goals and Kotter's 8-step change management model. It also recommends incorporating sustainability into the corporate goals. 
Strategic recommendation suggests leadership training, employee engagement and wellbeing initiatives, cultural shift, introducing rewards and recognition systems, and sustainability programmes within a span of 2 years.  Effective implementation can bring in increased employee engagement, a motivated workforce, improved client satisfaction, improved competitive advantage, improved budget control, and high employee engagement, retention and profitability.



[bookmark: _wfiag6voa3ex]Introduction


Brightwave is a facility management company located in South Wales and operates with three major work divisions: building maintenance, cleaning services, and workplace support, serving clients such as schools, NHS hospitals, and local councils. The company has a workforce of around 350 staff. The company witnessed a sudden growth in the business and workforce, and faced challenges such as a performance management gap due to the inability to give constructive feedback and effective appraisals, then managerial skill gap, a lack of engagement and high turnover, an unsupportive organisational environment and culture, a lack of improvement in managerial practices that leads to retention, dissatisfaction among clients etc. It is reported that the managers avoid feedback, tolerating underperformance, which leads to employee dissatisfaction and low job morale. Those who are working hard feel their efforts are undervalued. Leaders are not leading by example and inspiring, and the leadership intent is not transformed into practice. The report analyses the roles and skills required by managers to assess performance, discuss theories and models on people management, the role of organisational culture and share evidence-based recommendations to improve performance management, managerial practices, organisational culture and thus improve productivity and competitive advantage.










[bookmark: _8updhao9jr7r]Key findings 
· Flat structure fosters a sense of belonging, but it puts high pressure on middle managers, which is the key reason for the organisation's cultural ambiguity. The organisation communicates it as pragmatic and people-centric, but in practice, it has turned out to task-driven approach for employees
· It is identified that the skill gap and pressure at the managerial level and leadership levels need to be addressed urgently through best practices to improve current challenges, such as low employee motivation, high turnover, low engagement and client dissatisfaction 
· Leadership programmes by adopting McGregor's Y theory - coaching, mentoring, and fostering innovation and development can rescue the magnitude of the problems and a shift in culture towards people people-centric approach by implementing Kotter’s change management model and SMART goals with sustainability initiatives are also recommended. 



















[bookmark: _l79b5lgeulg2]Critical analysis 
a. [bookmark: _iwqcm824lxti]Evaluation of roles and skills by Managers 
Brightwave maintains a flat, decentralised organisational structure with fewer layers. A flat structure is a type of organisational structure where senior managers and supervisors have a large number of employees reporting to them, which places significant people management responsibilities on top managers and demands a high level of managerial capacity. (Ellis and Bach, 2019). Even though the structure facilitates a sense of belonging and collective spirit, it places a high level of management responsibility on middle managers, who are overly focused on task management, cost control, scheduling, and compliance reporting. The overburden of responsibilities can result in burnout and a lack of motivation (Ellis and Bach, 2019).  Generally, a flat structure reduces the number of management layers, facilitating increased coordination and communication, and enhances a better decision-making process as well as budget control. At the same time, the structure demands high employee responsibility and clear managerial direction towards goals(Craig, 2018). 
Brightwave is witnessing rapid growth, and its widening skill gap, particularly evident in the performance management and managerial capacity at the managerial and employee level, has created a negative impact on highly performing employees. Lack of support and poor onboarding have been reported as the training and development skills are limited among managers. Employees lack motivation, which leads to high turnover, low morale, low engagement and low productivity. They face role ambiguity, lack open feedback, and career development opportunities, which leads to conflict and inefficiencies.  The situation is critical as the client’s complaints about inconsistent service are increasing. As the growth is rapid, a larger organisation with a complete flat structure can face scalability issues as well. In short, the current  management is not equipped with the critical skills to lead the team towards the organisational goals and objectives 
Assessing the situation, it is evident that Brightwave faces skill gaps in effective people management roles and performance management roles and skills. Performance management is the process of improving organisational performance by developing the  performance of the individuals and teams within an agreed format and predetermined goals at predetermined requirements, and standards (Armstrong, 2022) 

In a flat structure, managers are expected to be facilitators, mentors, and coaches who empower and strengthen the teams by helping them identify their strengths, weaknesses and developing opportunities rather than practising micro management, command and control. In Brightwave, they lack these roles as the leadership had emerged informally and unplanned based on the circumstances. They accepted the responsibility without proper training, without clear role clarity or professional background and therefore the leadership is now more task-centred rather than people-centred. As a result, the gap in communication and development is widening. In a flat structure, they foster autonomy, innovation, free flow of communications, and cross-functional collaboration, which creates a sense of belonging and trust. In Brightwave, managers lack these skills and must improve their coaching and mentoring skills to lead the teams towards the right direction by encouraging each team and its members with clear instructions and guidance. They must learn to act as facilitators with the ability to set up strategic goals. strategic planning, good decision-making skills, encouragement and contributions across teams. The ability for direct and transparent communication and sharing constructive feedback is also essential to ensure the smooth flow of work. They should be good listeners who are capable of approaching conflicts without bias, creating spaces for open discussion, collecting diverse perspectives and resolving the problem immediately, such as addressing poor performance, recognising good performance and ensuring smooth functioning. They must  possess the ability to adapt to the changes and be responsive to challenges (Musa, 2024)
Brightwaves scenario and current challenges can be connected to various people management theories. To address the issue, managers should be able to lead by example. The social learning theory developed by Albert Bandura states people learn by observing others; it emphasises the importance of imitation, modelling and reinforcement in the learning process. They observe actions and the outcomes. (Yoesoep Edhie Rachmad, 2025) Similarly, employees are observing managers’ limitations in coaching, training, tolerating the underperformances, as well as their ability to share constructive feedback, task-oriented working style, etc. The poor role modelling causes poor performance,(Warhurst, 2011) negative impact on organisation;s overall behaviour and culture (Folkman, 2021) Heizberg’s theory of motivation or two factor theory is also relevant According to motivation theory, the motivational factors improves job satisfaction but in Brightwave as it is reported that the employees have shared concerns over work load and lack of rewards, recognition, roles and responsibilities, career development and it leads to employee dissatisfaction, low morale, low efficiency and engagement (Rai, Thekkekara and Kanhare, 2021)  Marslow’s hierarchy of needs suggests that human motivation progresses from basic survival needs to complex psychological and self-fulfillment goals (CIPD, 2021). An organisation where an employee struggles to fulfil their psychological needs fails to achieve satisfaction and progress. The organisation had promoted managers on a seniority basis, ignoring underperformance, low rewards, etc, indicating employees face challenges to move to a higher level to achieve satisfaction. The psychological needs ( belonging, recognition ), self-actualisation needs ( purpose, career advancement, fair appraisals, purpose) are not met at the required level, which are mandatory for employees to achieve motivation and engagement. (CIPD, 2021). Theory Y approach is relevant here, Mc Gregor’s theory Y suggest that application of theory Y  can empower, motivate, encourage employees to achieve individual goals and thus lead to achievement of organisational goals The method put forward methods such as coaching, mentoring, guiding the team, trusting them team to achieve small tasks without micro managing them, The theory supports team collaboration,  decision making where employees feel valued and respected.(Mullins, 2013, p.238)
b. [bookmark: _vulrn772h64o]Assessment of organisational culture
According to Edgar Schein, “Organisational culture is a system of shared traditions, values, and beliefs, which have a great effect on how people behave in organisations” It is reported that the employees in Brightwave see their culture as “task-driven, numbers-first and low on recognition,” while the organisation projects the culture as pragmatic and result-oriented. The perception mismatch itself is weakening people management practices as it fails to communicate the actual approach and address the challenges faced by the employees related to organisational culture. A positive culture offers improved profitability, fosters innovation, improves competitive advantage and a high level of adaptability and flexibility.  (Russell, 2024) while signs of toxic culture are not feeling valued, lack of inclusion, low trust, unrealistic goals and work pressure, lack of constructive feedback and poor communication, poor well being of employees, high turn over and absenteeism” (Russell, 2024) The organisation has marked annual turnover 28% with in low paid jobs, employee feedback shows poor communication, lack of support, poor onboarding, lack of recognition, low employee engagement etc indicates the urgency of a cultural change to ensure sustainability. The employees feel a lack of support and consider the manager’s role as only “ counting hours and ticking boxes”, and they do not see any career progression as well. 
The current culture is not open to employee wellbeing initiatives such as flexible scheduling or employee wellbeing programmes, innovation, inclusiveness, etc Instead, it strongly sticks to the traditional HR practice, where it does not support modern HR practices. The situation has raised questions from clients who are looking for fair practices and social values. The cost of ignoring sustainability and ethical practices is high in the current market scenario, such as reputation damage, high turnover, loss of competitive advantage, loss of trust among stakeholders, protests, etc (Comerford, 2024). BrightWave is at risk of losing contracts as the client is not satisfied with the absence of progressive practices they are looking for. 
A research study reveals that the organisational culture is significantly correlated with the job satisfaction and leadership behaviour (Tsai, 2011)



c. [bookmark: _f11svf7fxmi2]Strategic recommendations
The key recommendations are in 4 areas: management development, enhancing employee engagement and retention, building a people-centred culture, and proposing a change management strategy to implement the recommended action. 
· Management development  
As part of management development, the organisation demands a comprehensive change in the management and leadership approach. A highly professional formal leadership coaching and training to act as a coach and facilitator, and thus foster a coaching culture to ensure skills in active listening, setting up of strategic goals, questioning, constructive feedback, prepare for adaptability, accountability, encourage innovation and collaboration and continual development. The process includes setting up SMART goals with measurable objectives and a timeline, as well as communication training
· Enhance employee engagement and retention 

It is recommended to offer an effective onboarding, orientation and training, role progression, loyalty, etc. The introduction of required policies, rules, offers high work-life balance and flexibility, and open cross-communication channels for fast and effective communication with managers. The organisation should ensure career development pathways for the employees to improve their skills, adaptability, knowledge, and procedures must be in place to ensure implementation. Introducing employee engagement programmes, rewards and recognition programmes, feedback surveys, sustainability practices, etc, can improve employee retention and engagement. 

· Building people people-centred culture.
The organisation is currently following a clan culture where everyone is like one family and has a feeling of belonging. As the organisation grew rapidly, it lacked control in the formal procedures; therefore, a warm, collaborative and goal-oriented culture was recommended. It should facilitate open communication across various levels and channels, promote innovation and recognition and also incorporate sustainability initiatives into the corporate culture to regain clients’ trust.(Hermundsdottir and Aspelund, 2022)
To implement this a Kotter’s 8-step Model with SMART goals is proposed (Kotter, 2025)
1. Create - The urgency is higher as the organisation is struggling with high turnover, low employee engagement and morale, dissatisfaction among clients, low productivity and high workload 
2. Build a team for change management and coordinating the process 
3. Form - A strategic vision and mission that represent the organisational change, which is people-centred, collaborative, fosters innovation  and development that encourages and creates a positive feeling among the employees towards the process 
4. Enlist  - Communicate the vision among the team through all the channels. Use direct formal /informal meetings, digital channels, emails, slogans, etc
5. Enable  - strengthen employees to create a positive feeling, remove barriers, give clarifications, encourage discussions, identify and manage resistance, monitor progress through surveys and feedback continuously  
6. Generate SMART goals to implement changes 
7. Sustain - celebrate the small successes and recognise and reward the people who contributed to the changes 
8. Institute -  Embed the changes by introducing proper systems, policies, procedures, rules and regulations within managerial, leadership and performance management 



SMART Goals
	
	Focus
	KPI
	Time duration in years 

	Goal 1 
	Improve the Managerial development structure 
Leadership improvement strategy 
	All managers will attend leadership and communication training, and effective employee training 
· Reduce employee complaints 50% over feedback, appraisals, and poor communication
· Improve employee feedback on training 
	2 

	Goal 2 
	Improve career pathways, lower retention 
	· Improve employee feedback on the engagement survey and improve the engagement score to 30%
· Increase productivity and efficiency 
· Improve recognition efforts to 50%
· Improve internal promotions to 20%
	2 

	Goal 3 
	Introduce people people-centred culture with the incorporation of CSR into corporate objectives 
	· Improved the number of client contracts
· Improve customer base by 20%
· Publish annual reports to the public
· 100% employees agree that the culture is people-oriented, not task-driven 
	2 

	
	
	
	





[bookmark: _e5dkwc3g1rgw]Conclusion
Bright waves need Significant improvement in the current culture and the leadership behaviour as it limits the operational efficiency due to poor communication, performance management practices such as lack of performance appraisals, support, coaching, training, facilitating, rewards and recognition, and career development pathways. A positive leadership behaviour encourages employees and motivates them, which makes them work together to achieve organisational goals. The current culture demands an urgent shift to a more people-centred approach.
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