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BrightWave Services Ltd has experienced rapid expansion following the acquisition of several large public sector contracts across South Wales. While this growth has strengthened the organisation’s market position and ability to compete within the facilities management sector, it has also exposed significant weaknesses in leadership capability, performance management systems, and organisational culture. For example, employee turnover reached approximately 28 percent in the past year, well above the sector average, indicating that only a small percentage of staff were satisfied with management's communication. High employee turnover, inconsistent managerial behaviour, communication breakdowns, and declining morale are now affecting service quality and gradually damaging the organisation’s reputation. Employees describe the culture as rigid and task-driven, with a strong emphasis on operational metrics and limited attention to employee development, recognition, or involvement in decision-making.
This report critically evaluates the managerial competencies required to improve performance management at BrightWave and examines how leadership practices, HRM systems, and organisational culture contribute to current organisational challenges. The analysis identifies an overreliance on efficiency-driven management approaches, limited leadership development, and a restrictive organisational culture that inhibits engagement and innovation.
To address these issues, the report recommends a shift towards a more people-centred approach to management. This includes structured leadership development, continuous performance management systems, improved onboarding processes, enhanced recognition practices, and cultural transformation aligned with evolving public sector expectations. While these recommendations present significant opportunities, their feasibility will depend on factors such as resource availability, senior leadership commitment, and the capacity for change within existing structures. Potential barriers may include resistance to change, operational pressures, and limited time for staff development. In contrast, key enablers could include visible leadership endorsement and early employee involvement in the change process. These changes are expected to improve employee engagement, reduce turnover, enhance service delivery, and strengthen long-term organisational sustainability.
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BrightWave Services Ltd is a medium-sized facilities management organisation operating across South Wales, delivering services including cleaning, building maintenance, and workplace support. The organisation’s rapid expansion, driven by contracts with schools, NHS facilities, and local authorities, has brought both growth opportunities and significant operational challenges.
Employee turnover stands at approximately 28%, particularly among lower-paid staff, while engagement levels fall below sector benchmarks. Staff regularly report issues such as poor communication, limited recognition, unclear career progression, and inconsistent managerial practices. These internal challenges are increasingly reflected in external performance indicators, including client complaints and service inconsistencies, suggesting that deeper organisational issues are undermining operational performance. In public-sector service environments, workforce stability and service quality are essential indicators of organisational success, placing additional pressure on organisations such as BrightWave to manage their workforce effectively (Bach and Kessler, 2012). Moreover, differences between public- and private-sector management approaches require organisations to balance efficiency with accountability and service outcomes (Boyne, 2002).
HRM literature highlights the importance of aligning employee wellbeing with organisational performance (Aguinis, 2019), while organisational behaviour research emphasises the role of leadership, motivation, and organisational culture in shaping employee attitudes and behaviours (Luthans, 2011). At BrightWave, these elements appear misaligned. Rather than functioning as an integrated system, leadership capability, HR practices, and organisational culture appear disconnected, leading to inefficiencies and reduced employee engagement. Effective leadership should promote collaboration, communication, and shared values (Northouse, 2022), yet the organisation’s operational focus appears to limit these outcomes.
This report evaluates the managerial roles and skills required for effective performance management, applies HRM and OB theories to assess organisational challenges, and examines the influence of organisational culture. Core theories such as the AMO framework, Self-Determination Theory, and transformational versus transactional leadership have been selected for their strong empirical support in explaining the links between HR practices, leadership approaches, and employee outcomes. These frameworks are particularly relevant to assessing BrightWave's challenges, as they address interactions among ability, motivation, opportunity, and cultural context. By focusing on widely cited and critically debated theories in the literature, the analysis seeks to provide a robust and practical foundation for the recommendations that follow. The report concludes by offering evidence-based recommendations designed to improve both employee experience and organisational performance.
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Effective performance management requires managers to balance operational responsibilities with interpersonal and developmental roles. In addition to technical expertise, managers must communicate effectively, provide constructive feedback, manage conflict, and support employee development. However, at BrightWave, managerial attention appears heavily focused on operational tasks such as scheduling, compliance reporting, and cost control.
This imbalance has led to several challenges, particularly the avoidance of performance-related conversations. Managers may choose to complete additional work themselves rather than address underperformance, which may reduce short-term disruption but ultimately undermines fairness, accountability, and team morale. High-performing employees may feel undervalued, leading to disengagement and increased turnover. Over time, this behaviour reinforces a culture where poor performance is tolerated, further weakening organisational effectiveness.
A key strength of emotional intelligence theory is its emphasis on trust, communication, and relationship management, which are particularly valuable in service-based organisations where employee interactions directly affect performance outcomes (Goleman, 2021). However, its limitation lies in the assumption that managers have sufficient time, autonomy, and organisational support to apply these behaviours, which may not be realistic in operationally demanding environments such as BrightWave.
The challenges faced by managers are not solely due to gaps in individual capability. Organisational structure also plays a significant role. Managers operate across dispersed sites and face high workloads, limiting their capacity to engage in coaching or developmental activities. Marshall and Stewart (1981) suggest that managerial effectiveness is influenced by the degree of autonomy and choice available within roles. At BrightWave, limited autonomy restricts managerial effectiveness.
Contemporary HR practice supports continuous performance management rather than traditional appraisal systems. CIPD (2023) emphasises the importance of regular, meaningful performance conversations. Similarly, Armstrong and Taylor (2015) argue that performance management should integrate organisational objectives with employee development. BrightWave’s approach, however, appears largely compliance driven.
Onboarding is another important factor influencing performance. Klein, Polin, and Sutton (2020) highlight that structured onboarding improves socialisation, engagement, and retention. BrightWave’s inconsistent onboarding processes may therefore contribute to early disengagement among new employees.
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BrightWave’s challenges can be explored through a range of HRM and OB theories that highlight tensions between efficiency and employee engagement.
Ulrich et al. (2012) emphasise that effective HRM requires balancing operational efficiency with employee development. BrightWave’s approach reflects a hard HRM model, focusing on cost control and performance metrics. This aligns with wider trends in public sector management, where organisations prioritise efficiency and accountability (Hood and Dixon, 2015). While these practices may improve short-term performance, they may also limit employee engagement and long-term sustainability.
Motivation theories provide further insight. Herzberg’s Two-Factor Theory (Herzberg, 2017) suggests that employee satisfaction depends on both hygiene factors and motivators. While BrightWave may provide basic working conditions, it appears to lack motivators such as recognition and career development. Vroom’s Expectancy Theory (Vroom, 2017) suggests that motivation depends on a clear relationship between effort and reward, yet unclear progression pathways weaken this link.
Motivation theories such as Herzberg’s and Vroom’s are valuable in explaining how employee behaviour is influenced by recognition and reward structures. However, they assume relatively stable organisational environments and may not fully account for structural constraints such as workload pressure or limited managerial capacity.
Self-Determination Theory (Deci and Ryan, 2017) highlights the importance of autonomy and relatedness, yet BrightWave’s rigid structure limits these factors. Leadership theory also provides insight. Transactional leadership focuses on performance compliance, while transformational leadership promotes engagement and development (Judge and Piccolo, 2004). BrightWave’s reliance on transactional leadership supports operational control but limits innovation.
The AMO framework highlights how ability, motivation, and opportunity interact. At BrightWave, all three are constrained. As Mullins and McLean (2019) suggest, employee behaviour is shaped by the interaction of multiple organisational factors.
[bookmark: _Toc232529905]Organisational Culture and Communication Challenges

Organisational culture plays a central role in shaping behaviour, performance, and communication. At BrightWave, culture is described as rigid and process-driven, whereas leadership perceives it as efficient (Cameron and Quinn, 2011).
Hofstede’s (2010) framework suggests the organisation reflects high power distance and uncertainty avoidance, contributing to limited employee voice and resistance to change. Cultural frameworks are useful in identifying such patterns but may oversimplify complex organisational realities.
Culture at BrightWave also acts as a mechanism of control. The emphasis on compliance and performance metrics reinforces task-focused behaviour, limiting flexibility and innovation. Denison (1990) highlights that effective cultures balance stability with adaptability.
Psychological safety is also limited. Edmondson’s research (Nemanick, 2022) highlights that employees are more likely to share ideas when they feel safe to do so. At BrightWave, low psychological safety reduces communication and innovation.
Communication challenges further reinforce these issues. Lewis (2011) highlights how communication supports organisational change, yet BrightWave appears to have fragmented communication processes.
This is particularly significant in public sector supply chains, where organisations are expected to demonstrate workforce stability and service quality (Bach and Kessler, 2012; Boyne, 2002).
BrightWave’s challenges form a self-reinforcing system. Efficiency-driven practices create a task-focused culture, which constrains leadership behaviour and limits employee engagement. This leads to increased turnover and operational pressure.


This cycle reflects broader public management trends where efficiency may take priority over people management (Hood and Dixon, 2015). As Armstrong and Taylor (2015) emphasise, alignment between HR systems, leadership, and culture is essential.
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To address the organisational challenges identified, BrightWave should adopt a coordinated and strategic approach that integrates leadership development, performance management reform, and cultural transformation. In the short term, leadership development should be prioritised within a six-month timeframe, focusing on enhancing managerial capabilities in coaching, communication, and emotional intelligence. Strengthening these competencies will enable managers to more effectively engage with employees, address performance issues constructively, and build stronger working relationships.
Alongside this, the organisation should move away from compliance-based performance management practices and introduce a more continuous and developmental approach. This could be implemented over a period of six to twelve months through the introduction of regular one-to-one meetings, feedback sessions, and goal-setting discussions, allowing for ongoing performance evaluation and employee support.
Improving onboarding processes is also essential and should be addressed within the first three months. By standardising induction programmes and providing clear guidance on job roles, expectations, and organisational values, BrightWave can improve early employee engagement and reduce initial turnover. In addition, introducing structured recognition systems within six months would help address current motivational gaps. Recognising employee contributions through both formal and informal methods can boost morale, reinforce positive behaviours, and strengthen organisational commitment.
Over the medium- to long-term, cultural transformation should be implemented to create a more inclusive, collaborative, and supportive work environment. This involves increasing employee involvement in decision-making processes, promoting open communication, and fostering psychological safety across teams. Finally, the role of HR should be repositioned to align more closely with organisational strategy. By strengthening HR’s involvement in workforce planning, performance analytics, and leadership development, BrightWave can ensure that its people management practices support long-term organisational objectives and sustainable performance improvements.
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BrightWave Services Ltd is facing a series of interconnected organisational challenges driven by rapid expansion, limited managerial capability, and a predominantly efficiency-focused, process-driven culture. As the analysis has shown, these issues are not isolated but form part of a wider systemic imbalance between operational priorities and people management practices. The organisation’s reliance on transactional leadership, hard HRM approaches, and rigid cultural norms has constrained employee engagement, limited development opportunities, and contributed to high turnover and declining consistency in performance.
The application of HRM and OB theories demonstrates both the value and limitations of these frameworks in explaining BrightWave’s situation. While models such as AMO, Self-Determination Theory, and transformational leadership provide useful insight into engagement and performance, their effectiveness is restricted when organisational structures and cultures do not support their implementation. This reinforces the idea that performance challenges at BrightWave are not solely behavioural but deeply embedded within organisational systems and practices.
Addressing these issues requires more than incremental change. A strategic, integrated approach is essential, combining leadership development, improved performance management practices, enhanced onboarding, and meaningful cultural transformation. Importantly, these initiatives must be supported by a shift in organisational mindset, moving from a narrow focus on efficiency and control towards a more balanced emphasis on employee engagement, development, and long-term sustainability.
Ultimately, BrightWave’s future performance will depend on its ability to align its people management practices with both organisational goals and external expectations, particularly in public-sector supply chains. By investing in managerial capability and fostering a more inclusive and supportive culture, the organisation is likely to improve retention, strengthen service quality, and enhance its overall long-term competitiveness.
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