


[bookmark: _Toc216436969]Executive Summary 
This study looks at how BrightWave's managers handle employees and their work, and it shows how this leads to high turnover, low involvement, and a lack of a sense of belonging. It uses simple ideas about managing people, like "good work," motivation theory (including Maslow's hierarchy of needs), and continuous performance management to argue that managers need to get better at giving feedback, teaching, recognising good work, being fair, and building relationships. It also says that if top leaders want staff to feel like they fit and want to stay, they need to change the culture from "numbers first" to truly people centred. The study suggests a three-year plan with regular one-on-one meetings, a clear job path for cleaners, focused management training, and organised recognition and voice. This plan should be tracked using basic measures of engagement, turnover, and customer happiness.
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[bookmark: _Toc216436970]Introduction
The 350 people who work for BrightWave Services Ltd. do repair, cleaning, and office support work for schools, hospitals, and councils. While supervisors are the main link between the main office and the frontline teams that work in different places, they have not had much formal training in how to manage people. The company is now losing 28% of its employees every year, mostly cleaners, and customers are becoming more worried about the inconsistent quality of the work. Staff say the culture is strict, "task driven," and low on recognition. They also say they do not get enough recognition and that there are not many clear job paths. According to simple models of performance management, motivation, and job quality, line managers are very important when it comes to setting goals, giving comments, helping people grow, and making them feel like they belong. This report looks at BrightWave's main problems and suggests ways to make things better based on facts. The main goals are to improve managers' skills, make the company's culture stronger, and meet workers' psychological needs, especially belonging and recognition.





[bookmark: _Toc216436971]Main findings
[bookmark: _Toc216436972]Roles and skills needed by managers.
The research shows that BrightWave has problems managing its employees because it does not have good leadership skills, communication problems, bad performance management, and an organisational mindset that puts tasks ahead of people. The rate of staff turnover has hit 28%, which, according to the CIPD (2025), is a clear sign of low engagement and unmet psychological needs. BrightWave expects frontline supervisors to be performance leaders, people managers, and culture carriers. Yukl (2006) says that leadership is getting other people to understand and agree on what needs to be done and how it should be done, then helping them work together to reach their goals. For BrightWave, this means that leaders should explain standards, help team members set realistic goals, teach them how to solve problems, and back up the team so they can provide reliable services to hospitals and schools. Mullins and Rees (2023) say that their leadership role is not fully formed because they only talk about schedules, costs, and compliance reports and avoid tough conversations about performance. 

Armstrong thinks that performance management should not just happen once a year, but should be a continuous cycle of planning, acting, tracking, and reviewing (Armstrong, 2021; Armstrong and Taylor, 2023). Managers and employees set clear goals together, check in on progress often, give and receive comments, and agree on what needs to be improved. BrightWave does not have a lot of structured meetings or one-on-one sessions, so it is not always clear what is expected, feedback is rare, and development talks do not happen regularly (Mullins and McLean, 2019). Supervisors say they do not like "critiquing" long-term employees and do not know how to give helpful feedback. This makes low performers go unnoticed, which makes higher performers angry (Mullins and Rees, 2023; Edmondson, 2019). This shows that BrightWave's managers need to get better at setting goals, giving regular feedback, and teaching if they want to use the continuous performance management cycle.


Theories of motivation help us figure out what kind of people management will keep BrightWave's employees interested and keep them from leaving. As Herzberg explains, there are two types of factors: hygiene factors and motivators. Hygiene factors include pay, working conditions, and company rules. Motivators include recognition, responsibility, and growth (Herzberg, Mausner, and Snyderman, 2008). His research shows that bad hygiene factors lead to unhappiness, but motivators are what really drive people. At BrightWave, issues with part-time and flexible contracts, heavy and sometimes unfair workloads, and poor communication show that hygiene is lacking. Additionally, the lack of rewards, extra duty, and chances for growth shows that motivators are also absent (Mullins and McLean, 2019; CIPD, 2023:30). Herzberg's model says that this mix will lead to dissatisfaction and high turnover, which is supported by the 28% exit rate and the statements made in exit interviews (Herzberg, Mausner, and Snyderman, 2008; IES, 2009). It means that BrightWave's managers need to work on both sides: they need to make sure that the basics are fair and clear, and they also need to give people more chances to learn and grow in their jobs. 

Maslow’s hierarchy of needs gives another view. It says that people seek belonging and physiological safety, like feeling like they are part of a team and are valued by their coworkers, after their basic physiological and safety needs are met. This is before they focus on self-development (Maslow in Mullins and Rees, 2023; Schein, 2010). An awful lot of BrightWave cleaners say there is "no induction.” Mullins and McLean (2019) say that the job feels like "come in, do the hours, and leave," which means that people's needs for belonging and respect are not being met. Maslow said that many employees stay at the basic levels and do not move up to the higher levels of belonging, respect, and self-development. This means that they do not have much of an emotional connection to BrightWave (Maslow in Mullins and Rees, 2023; Schein, 2010). For managers, this means making relationships better, making sure new employees feel welcome, meeting with employees regularly, giving clear feedback, and creating chances for growth so employees feel like they are part of a team and can see a future for themselves. 

As part of its Good Work framework, the CIPD looks at job quality in areas like pay, contracts, relationships, voice, and growth (CIPD, 2023) . Low job satisfaction and high turnover are highly linked to having bad relationships with line managers, not having much say over work, and not being able to grow (CIPD, 2023; IES, 2009). It fits this trend that BrightWave's employees do not have much say over their schedules or workloads, which helps explain why so many people leave the company (Mullins and Rees, 2023; Schein, 2010). Because there is not a strong way for employees to share their thoughts and affect choices that affect them, they do not feel heard and do not believe that speaking up will make a difference (CIPD, 2023; Mullins and McLean, 2019). This shows once more that BrightWave's managers need to be able to do more than just assign tasks. They also need to be able to listen, discuss, and solve problems. 

Change and leadership theories explain why BrightWave will need to change its culture on purpose to improve its people management. Yukl's definition of leadership says that managers must make sure that everyone agrees on what needs to be done. However, at BrightWave, supervisors have mostly been promoted for their technical skills rather than their leadership ability (Yukl, 2006; Mullins and McLean, 2019). Drucker said that the success of a company rests on how well its managers do their jobs tomorrow. This shows how important it is to learn these people-leading skills now (Drucker, 1955; Truss, Mankin, and Kelliher, 2013). Lewin's three-stage model says that to change behaviour, old habits must be "unfrozen," new behaviours must be put into practice, and these behaviours must then be "refrozen" into the society (Lewin in Schein, 2010). In Kotter's eight steps, which stress urgency, a guiding coalition, a clear goal, communication, early wins, and building change into systems, more information is given. This means that BrightWave's top managers need to see reforming people management as a planned change process, not a one-time HR project. 
Organisation culture and its impact 

BrightWave's organisational culture has a big impact on how bosses act and how employees feel about their jobs. Leaders say the culture is "results-oriented and pragmatic," but employees see it as strict, traditional, "task-driven, numbers first, and low on recognition," and say teams don't work together well (Mullins and Rees, 2023; Schein, 2010). This is easier to understand with Schein's three layers of culture: artefacts, values, and basic assumptions. According to Schein (2010) and Westover (2024), artefacts are things that can be seen, like a fixation on schedules and timesheets, basic training materials, and the lack of regular recognition routines. These all show that tasks and numbers are more important than people. Statements Values like "results oriented" and "reliable service," but these are not backed up by strong values like learning, well-being, or staff input. At its core, BrightWave seems to believe that front-line employees can be easily replaced, that time spent on people is wasted, and that bringing up problems only leads to conflict. They forget that frontline workers are the first people meet when they interact with a business, they are the company's public face (Microsoft, 2023). This is why supervisors avoid feedback and many employees do not speak up (Mullins and McLean, 2019; Edmondson, 2019). 

This mindset clearly makes managing people less effective. Managers are paid for filling shifts, keeping costs low, and turning in reports, not for getting to know their employees or coaching them. As a result, they naturally spend their time on paperwork and making schedules instead of working with people (Truss, Mankin, and Kelliher, 2013; CIPD, 2025). When "not rocking the boat" is the standard, it is hard to be honest about poor performance. This makes supervisors cover their tracks or ignore problems, which is unfair and makes people angry (Mullins and Rees, 2023; Edmondson, 2019). Many workers only do what they are supposed to and leave when a better offer comes up because they do not feel like they are being heard or recognised (Herzberg, Mausner, and Snyderman, 2008; Maslow in Mullins and Rees, 2022). BrightWave could lose contracts to more people cantered rivals because of its culture (Truss, Mankin, and Kelliher, 2013). This is because public sector clients now expect sign of fair treatment, stable teams, and social value. 
[bookmark: _Toc216436974]Recommendations 
BrightWave must prioritise leadership development to address the capability gaps that are driving poor communication, weak performance management, and high turnover. Managers currently focus on operational tasks rather than influencing and supporting people, which contradicts Yukl’s (2006) definition of leadership. A three-year management-training programme for all supervisors should therefore be introduced, focusing on emotional intelligence, communication, coaching and conflict resolution (Covey, 2004; Whitmore, 2017; Armstrong & Taylor, 2023). Progress should be monitored through short surveys and performance observations, with a target of upskilling 85% of supervisors within two years (CIPD, 2023; Schein, 2010).
Performance management that is structured is important because it helps make sure that everything is fair, clear, and uniform for everyone. Armstrong (2021) says that clear goals and regular reviews are important for good performance management. BrightWave should use SMART Doran’s SMART goals, have regular one-on-one meetings, and write down comments. This would help workers understand what is expected of them and avoid confusion. It also helps workers be more motivated by making them aware of what is expected of them and how they can do better (Doran ,1981). This is in line with Herzberg's (2008) idea that clear instructions and praise make people happier at work.
Strengthening belonging is also critical, particularly for cleaning staff who report isolation and limited support. Improved induction processes including welcome meetings, buddy systems and clearer expectations will support early engagement and reduce turnover (Bauer, 2010; Maslow, 1943). Recognition practices should include across the organisation because recognition is a proven motivator (Herzberg, 1968; Brun & Dugas, 2008). BrightWave should introduce monthly recognition for all teams (Herzberg, 2008; Armstrong, 2021), quarterly awards for attendance and quality (Spawr, 2011; Mullins & Rees, 2023) and colleagues nomination schemes (Edmondson, 2019; Armstrong & Taylor, 2023).
Communication and employee voice must be strengthened through weekly updates, regular team huddles, and staff forums. These practices improve trust, clarity, and psychological safety (Edmondson, 2019; Mullins & Rees, 2023).
[bookmark: _Toc216436975]Conclusion
BrightWave has trouble managing its employees because it does not have good leadership skills, performance standards are not always followed, and the company has a strong "task-first" attitude. Concerns made by Yukl (2006) about the importance of effective managerial influence are supported by the fact that managers are too focused on operational tasks and don't have the communication, coaching, or emotional intelligence skills needed to inspire staff or deal with underperformance. Schein's (1992) culture model goes into more detail about how BrightWave's core beliefs put efficiency over people, leading to a 28% turnover rate, a lack of connection, and low recognition.
The suggested steps, like developing leaders, using organised performance management, making onboarding better, giving more praise, and improving communication, can really help create a culture that cares more about people. Using Lewin's and Kotter's change models will help change happen in a way that lasts. If these steps are taken, they will increase engagement, lower turnover, and improve service quality, setting BrightWave up for long-term success as a company.
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