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  Executive summary

This report evaluates the people-management challenges at BrightWave Services Ltd and outlines how the company can improve performance, engagement and retention. BrightWave is a medium-sized facilities management company that has grown quickly on an efficiency-driven model. As a result, frontline supervisors are overloaded with tasks, under-prepared to manage people, and performance conversations are often avoided. Underperformance is tolerated and annual staff turnover has reached 28%, particularly in low-paid roles.
Using evidence on line managers, performance management, engagement and organisational culture, the report shows that supervisors are central in shaping employee experience but lack core skills in feedback, coaching, communication and handling conflict. Managerial roles are too focused on rotas, cost and compliance, while a “numbers-first”, low-voice culture undermines consistency and accountability.
The report recommends redefining supervisors as people managers, introducing a simple and consistent performance-management framework, improving induction and progression, and supporting a more people-centred culture. A three-year SMART plan turns these priorities into specific actions and measures.
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Introduction 

BrightWave Services Ltd is a facilities management provider with around 350 employees across three divisions – building maintenance, cleaning services and workplace support – serving public-sector clients in South Wales. The company has grown quickly after winning large contracts with schools, NHS hospitals and local councils. This growth has increased revenue but also exposed weaknesses in people-management capability and culture.
The organisation has a relatively flat structures with senior managers based at head office, while frontline supervisors manage dispersed teams on client sites. BrightWave promotes itself as a “cost-effective and reliable” partner. This focus on efficiency has encouraged a culture perceived by staff as “task-driven, numbers first and low on recognition”, with high turnover in cleaning roles, limited development opportunities and weak communication from managers.
Supervisors are usually promoted from experienced technical roles, with little formal training in people management. Many feel uncomfortable challenging long-standing staff or do not know how to give constructive feedback. As a result, underperformance is often tolerated, which creates resentment among stronger performers and contributes to inconsistent service for clients. At the same time, public-sector clients increasingly expect suppliers to demonstrate fair work practices and social value 





Main findings

2.1 Roles and skills required by managers at BrightWave
BrightWave’s frontline supervisors mainly focus on scheduling, cost control and compliance reporting. Performance conversations are often avoided and underperformance is tolerated, which frustrates higher-performing staff and leads to inconsistent service for clients. The role is therefore too narrowly defined around tasks and numbers and does not reflect wider “people-manager” responsibilities.
Purcell and Hutchinson (2007) see line managers as key “agents” in the HRM–performance chain, because they shape how employees experience HR practices. When HR responsibilities are devolved without training or support, the impact on performance is weakened. At BrightWave, supervisors are expected to manage performance and engagement but have not been prepared for this.
Armstrong and Taylor (2023) argue that effective line managers set expectations, give regular feedback, recognise good performance and deal fairly with underperformance. Rees and French (2016) highlight coaching, communication and support for development as central to the modern people-manager role. Compared with this, several gaps appear at BrightWave: unclear expectations and workload allocation; no structured one-to-one meetings; avoidance of difficult conversations; limited coaching and career guidance; and weak recognition. Mullins and Christy (2019) and Huczynski and Buchanan (2019) link recognition, fairness and support to higher motivation and discretionary effort, which BrightWave is currently missing.
Overall, supervisors have been promoted for technical skills but not developed to act as effective people managers.




2.2 Application of people-management theories and models
Line managers in the HRM–performance chain
Purcell and Hutchinson (2007) argue that frontline managers translate HR policies into daily practice, and that unclear expectations or weak people-management skills reduce the intended impact of HR. At BrightWave, devolving performance and engagement responsibilities to untrained supervisors reflects this problem.

Performance management as a continuous process
Armstrong (2021) describes performance management as a continuous cycle of planning, monitoring, feedback and development, not a one-off annual event. Armstrong and Taylor (2023) stress regular dialogue and shared responsibility for performance. At BrightWave, performance management is informal: data is used mainly to report hours and compliance, structured one-to-ones are absent and feedback is often avoided. Underperformance can continue unchallenged and good performance may go unrecognised.

Employee engagement and the Four Enablers
MacLeod and Clarke (2009) identify engaged managers, employee voice and organisational integrity as key “enablers” of engagement. CIPD’s Good Work Index (2023) links fair treatment, involvement in decisions and development opportunities to higher engagement and lower turnover intentions. These issues mirror BrightWave’s concerns about fairness, communication and limited progression.
Engage for Success developed this work into four enablers of engagement: Strategic Narrative, Engaging Managers, Employee Voice and Organisational Integrity (Engage for Success, 2025). A strong strategic narrative means visible leadership explaining where the organisation has come from and where it is going. Engaging managers focus their people and give them scope, treat them as individuals and coach and stretch them. Employee voice is about staff being listened to and invited to contribute ideas. Organisational integrity exists when there is no “say–do gap” between stated values and daily behaviour. The Four Enablers page notes that these elements “have proved to be useful lenses which can help organisations assess the effectiveness of their approaches” (Engage for Success, 2025).
BrightWave falls short on each enabler. There is little narrative beyond hitting hours and costs; supervisors are not consistently engaging managers; employee voice is weak; and there appears to be a gap between promises about reliability and how people feel they are treated. This helps explain low engagement and high turnover.
The UK Employee Engagement Survey 2025, carried out by Engage for Success and Nottingham Trent University, shows that average engagement has risen slightly after a period of stagnation, reaching around 65%, but remains below pre-pandemic levels and varies across groups (Pass et al., 2025). The survey materials stress that “engagement levels are significantly affected by an organisation’s actions – or inaction” (Engage for Success, 2025), underlining that engagement is shaped by management choices. In their executive summary, Pass et al. (2025, p.3) warn that:
“Employee engagement is often treated as a ‘nice to have’ – but the evidence is clear; it is a key driver of performance.”
The same report tests the Four Enablers and finds a “striking divide” between organisations that embed people issues in decision-making and those that do not. In “people-first” organisations, engagement reaches about 77%. Where people issues are neglected, it falls to around 45%, and levels of unmanageable job stress are reported to be about five times higher (Pass et al., 2025).
More broadly, Engage for Success summarises evidence showing that higher engagement is associated with better performance and productivity, lower absence, stronger retention, more innovation and better customer service. Their evidence review concludes that employee engagement “impacts positively on levels of absenteeism, on retention, on levels of innovation, on customer service” (Engage for Success, 2012), which is highly relevant for BrightWave as it seeks to provide reliable services and retain public-sector contracts.
For BrightWave, this reinforces the business case for investing in people management and culture. Currently it resembles organisations where people issues are sidelined: supervisors are overloaded, the Four Enablers are weak and annual turnover is 28%. To improve performance and retention, BrightWave needs to move towards the “people-first” group where narrative, engaging managers, voice and integrity are actively supported.
Motivation, fairness and retention
Huczynski and Buchanan (2019) and Mullins and Christy (2019) argue that perceptions of fairness, support and recognition strongly affect motivation and commitment. When underperformance is tolerated, good performers may feel taken for granted and question whether the organisation acts fairly. Over time, they may withdraw effort or leave, which helps explain BrightWave’s high turnover in low-paid roles.

2.3 Influence of organisational culture on people-management practices
Schein (2017) defines organisational culture as the shared basic assumptions a group has learned as it solves problems, which then guide behaviour and are taught to new members. At BrightWave, leaders describe themselves as “results-oriented” and “pragmatic”, but staff see the culture as rigid and conservative, and sceptical about ideas such as flexible scheduling or wellbeing initiatives.
Several cultural themes shape people-management practice:
· Task and numbers dominate people. Managers focus heavily on hours, costs and compliance. Activities such as induction, feedback and recognition are treated as optional and may be dropped when workloads are high.
· Avoidance of conflict. Supervisors often avoid confronting poor performance and instead do extra work themselves. This reduces accountability and signals that it is safer to ignore problems than address them.
· Low employee voice and weak collaboration. Staff describe limited cross-team working and a tendency to “stick to their bit of the job”. New recruits report minimal induction and little information about progression, suggesting that speaking up or asking questions is not encouraged.

These patterns indicate low psychological safety. Psychological safety is the shared belief that it is safe to speak up with concerns, questions or mistakes without fear of embarrassment or punishment, and is linked to learning, engagement and performance (Edmondson, 1999). When supervisors avoid difficult conversations and employees keep their heads down, it becomes risky to raise issues or suggest improvements, which limits BrightWave’s ability to learn from problems early. Kahn (1990) similarly argues that people are more engaged when they feel safe to express themselves at work.
Huczynski and Buchanan (2019) suggest that cultures which treat employees mainly as costs invest less in development, rely more on control than trust and struggle to innovate. This description fits BrightWave and makes it harder to respond to expectations around fair work and social value. The lack of consistent performance management and development also prevents the culture from shifting towards learning and engagement.
From a change perspective, Lewin’s (1951) unfreeze–change–refreeze model implies that BrightWave must first challenge assumptions – for example, that difficult conversations should be avoided – and then support new behaviours through systems such as regular performance conversations and better induction. Kotter (1996) argues that successful change needs urgency, a guiding coalition and embedding new practices into everyday routines. Without this kind of structured approach, isolated initiatives, such as a one-off training course, are unlikely to produce lasting change.
















2.4 Recommendations 

Based on the analysis, four recommendations are proposed for BrightWave:
1. Redefine supervisors as people managers
Update job descriptions and performance expectations so that supervisors and middle managers are clearly responsible for setting expectations, holding regular one-to-ones, supporting development and recognising performance, as well as managing rotas and costs. This directly supports the “engaging managers” enabler by making coaching, feedback and recognition core parts of the role.

2. Introduce a simple, consistent performance-management framework
Develop a straightforward framework including agreed service standards, individual objectives linked to contracts, quarterly one-to-one meetings and a fair process for addressing underperformance and recognising good work. This should reduce avoidance, improve fairness and make performance expectations more transparent.

3. Strengthen induction, engagement and progression
Design a structured induction checklist and buddy system, create basic internal progression routes (for example cleaner → senior cleaner → supervisor) and introduce regular employee-voice mechanisms such as team meetings and short engagement surveys. These actions support the “employee voice” enabler and show that BrightWave is prepared to listen and invest in development.

4. Align leadership behaviour and culture with fair-work and social-value expectations
Senior leaders should communicate a clear case for becoming more people-centred, link people-management improvements to contract risk and social value, and role-model expected behaviours, including listening, recognition and interest in wellbeing. This strengthens strategic narrative and organisational integrity by reducing any “say–do” gap between values and everyday behaviour.













	Objective 
	Specific 
	Measurable 
	Achievable 
	Relevant 
	Time-bound 

	Manager capability programme. 
	People management skills programme for all supervisors and site managers.
	90% of supervisors and site managers, complete programme and report higher confidence.
	Internal HR designs with one external trainer; sessions timed around busy periods.
	Build line-managers capabilities and tackles current gaps. 
	Year 1: design by Month 3; run 4 cohorts by Month 12.

	Quarterly performance conversations
	Standard 1:1 template; every employee has a quarterly review. 
	By end of Year 2, 90% staff have 3 recorded 1:1 per Year.
	HR provides template and guidance; supervisors use rota time. 
	Supports continuous performance management and reduces avoidance.
	Year 1 design and pilot in two sites by Month 12. Year 2- roll out to all sites by Month 24.

	Structured induction and progression routes 
	Induction check list + peer mentor for all new starters; simple internal career steps (e.g. cleaner-senior cleaner- supervisor).
	100% starters complete induction; first year turnover falls, 15-20 staff join progression activities in Year 2.
	HR and supervisors create materials; peer mentors are chosen from existing staff.
	Fixes weak induction and unclear career paths; supports engagement and voice.
	Year 2- materials final by Month 18; full use for all new starters by Year-end.


	Reduce turnover and show social value 
	Use better management, 1:1s and induction to cut turnover and report people outcomes to clients.
	Reduce annual turnover from 28% to 20% by end of Year 3; publish short “People and Social Value” report in Years 2 and 3
	HR tracks turnover quarterly; managers act on trends; report uses existing HR data.
	Lower turnover supports service quality and helps meet fair-work / social value expectations.
	Year 2- first report by Month 24
Year 3- turnover 20% and second report by Month 36


                       Three- year SMART action plan   




Conclusion

BrightWave Services Ltd faces a classic growth challenge: a business that has expanded rapidly on the strength of efficient service delivery now needs to invest in the people-management capability that will sustain performance, engagement and retention. The case study highlights gaps in supervisors’ skills, weak and informal performance management, high turnover and a culture that prioritises short-term efficiency over learning and recognition.
The report has shown, using established people-management and organisational-behaviour literature, that frontline managers play a central role in linking HR practices to employee attitudes and performance. Without clearer role expectations, development and support, BrightWave’s supervisors cannot fulfil this role. Cultural assumptions that “numbers come first” and that difficult issues are best avoided further undermine accountability and voice. National evidence from the Engage for Success UK Employee Engagement Survey 2025 reinforces the business case for change by showing that organisations which prioritise people issues achieve higher engagement and lower unmanageable stress. 
The recommended strategy focuses on three practical shifts: redefining and developing managerial roles, embedding structured performance conversations and strengthening induction, progression and engagement mechanisms. The proposed SMART plan sets out how these changes can be implemented with realistic costs relative to the expense of continued high turnover and contract risk.
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