








Future People Management Strategy for BrightWave Services Ltd

Executive Summary
This report evaluates how BrightWave Services Ltd can improve its people management and organisational performance. The company’s rapid growth and operational focus have created issues in leadership capability, staff engagement, and organisational culture. The analysis applies theories and models from leadership, HRM, and organisational behaviour to identify root causes and practical solutions.
It argues that BrightWave must redefine its mission, vision and values to include people development as a core objective. Stronger leadership, evidence-based HR practices, and cultural renewal are needed to build long-term sustainability and competitive advantage. Drawing on frameworks by Drucker (1973), Porter (1985), Schein (2017), Kotter (1996), and others, the report links theory directly to BrightWave’s context.
The recommendations propose SMART, cost-aware actions, including management training, data-driven performance systems, engagement and recognition programmes, and inclusive leadership practices. These initiatives will help the organisation reduce staff turnover, improve morale, and enhance client satisfaction, transforming BrightWave into a people-centred and high-performing business.










1. Introduction
BrightWave Services Ltd is a facilities management company in South Wales employing about 350 staff. The company expanded rapidly through public-sector contracts, but growth has outpaced leadership and cultural capability. Issues include high turnover, inconsistent performance management, and a culture focused on numbers over people.
Drucker (1973) stated that only a clear mission and purpose enable realistic objectives. BrightWave’s mission of cost-effective service delivery supports profitability but neglects the human factors vital for sustained quality. Redefining its purpose to value both service and people would align staff behind shared goals.
Porter (1985) argued that firms succeed through cost leadership or differentiation. BrightWave has pursued efficiency at the cost of quality and engagement. Competitive advantage now depends on skilled, motivated employees who deliver consistent service (Boxall & Purcell, 2016).
This report evaluates BrightWave’s people-management challenges, applies key theories, and proposes evidence-based solutions.
2. The Role and Skills of Managers
Managers at BrightWave are responsible for translating operational goals into effective team performance. However, many were promoted for their technical ability rather than their leadership potential. Armstrong and Taylor (2023) describe effective management as combining technical competence with interpersonal skill, strategic vision, and ethical judgement. BrightWave’s managers demonstrate strong operational control but lack the people-management capability required to engage and develop staff.
Kotter (1996) distinguishes between management and leadership: management maintains order through planning and control, while leadership creates direction and inspires change. At BrightWave, managers have been focused on schedules and compliance rather than motivation or coaching. This has created teams that deliver tasks but lack enthusiasm and initiative.
Goleman (2013) highlights emotional intelligence as the foundation of effective leadership, particularly self-awareness, empathy, and relationship management. Managers who understand emotions and communicate authentically create psychological safety — a concept later emphasised by McKinsey (2023) as central to employee engagement and innovation. BrightWave’s managers often avoid difficult conversations, demonstrating a lack of confidence in emotional leadership.
Burgoyne (2010) argues that leaders are made through reflection and experience, not born with innate skills. Developing leadership capability, therefore, requires structured learning opportunities. Mullins (2020) adds that motivated teams depend on leaders who show trust and recognition. These theories suggest that BrightWave’s current reliance on technical promotions without training is unsustainable. A targeted development programme combining mentoring, coaching, and feedback would help managers move from supervision to leadership.
Ulrich and Brockbank (2017) describe HR’s role as enabling line managers to act as “people champions.” This means equipping them with frameworks and support to hold performance conversations, provide feedback, and promote fairness. At BrightWave, HR should become an active partner in developing managerial competence through workshops, shadowing, and internal coaching networks.
Developing these managerial skills will directly affect engagement and performance outcomes. As Armstrong and Taylor (2023) argue, effective people management builds trust, drives accountability, and aligns behaviour with organisational goals — the very areas where BrightWave currently struggles.
3. Theories and Models of People Management
Herzberg’s (1959) Two-Factor Theory helps explain BrightWave’s retention and motivation problems. The company focuses on hygiene factors — pay, job security, and schedules — but neglects motivators such as recognition, development, and achievement. Maslow’s (1954) hierarchy of needs shows that once basic needs are met, employees seek belonging, esteem, and self-fulfilment. Without these, job satisfaction declines.
Guest (2017) proposes that effective HRM integrates wellbeing and performance. Where employees feel valued, they reciprocate with higher effort and loyalty. BrightWave’s staff surveys revealing low fairness and recognition suggest a failure in this psychological contract. According to Purcell (2014), managers are “the front line of engagement”; poor management behaviours therefore erode trust.
The CIPD’s (2025) “Dimensions of Good Work” framework identifies quality work as secure, fair, and meaningful. BrightWave’s task-driven model conflicts with these dimensions. The company could apply these standards to create more balanced job designs and fair workload allocation.
Torrington et al. (2020) argue that HRM effectiveness depends on linking recruitment, development, and performance processes into a coherent system. At BrightWave, these functions operate in isolation, resulting in inconsistency. Marchington and Wilkinson (2020) emphasise the importance of integrating hard workforce planning (numbers, cost) with soft planning (skills, culture). BrightWave’s approach has been heavily quantitative, driven by rosters and budgets, with little attention to employee growth or succession.
By combining these theories, it becomes clear that BrightWave’s challenges are not purely structural but behavioural. The absence of motivation, recognition, and dialogue has reduced engagement. To address this, HR must embed evidence-based management that values both performance and wellbeing.

4. Organisational Culture and Its Impact
Schein (2017) defines organisational culture as the shared values, beliefs, and assumptions that shape behaviour. BrightWave’s culture is described as “task-driven” and “numbers-first,” showing that efficiency has taken priority over people. At the visible level, artefacts include tight scheduling and minimal feedback; underlying assumptions suggest that employees are cost units rather than contributors to innovation. Handy (1999) would classify this as a “role culture,” where control and structure dominate, creating barriers to collaboration.
Such cultures can achieve consistency but often suppress initiative and learning. Kotter and Heskett (1992) found that organisations with adaptable, value-driven cultures outperform those focused solely on short-term results. BrightWave’s resistance to flexible scheduling or wellbeing initiatives demonstrates a lack of adaptability. Drucker (1973) famously argued that “culture eats strategy for breakfast”; in this case, no HR strategy will succeed without cultural change.
Psychological safety, identified by McKinsey (2023) as critical for innovation, is low. Employees do not feel comfortable raising concerns or suggesting ideas. To change culture, leadership must model new behaviours—listening, recognising effort, and promoting openness. Mullins (2020) suggests that motivation flourishes when employees feel trusted and included. Creating a more participative culture will therefore improve both morale and client service.
5. External and Internal Influences:
A PESTLE analysis highlights the environmental forces shaping BrightWave’s HR strategy.
· Political: Government contracts increasingly require suppliers to demonstrate fair work and social value. Failure to do so could risk contract renewals.
· Economic: Inflation and public-sector budget cuts place pressure on margins, reinforcing the temptation to reduce staff costs.
· Social: A multi-generational workforce expects flexibility and progression; ignoring these expectations leads to turnover.
· Technological: Digital scheduling and HR analytics could improve efficiency and decision-making, but require investment and training.
· Legal: The Equality Act 2010 obliges employers to ensure fair treatment; inconsistent management may expose BrightWave to legal risks.
· Environmental: Clients value sustainability and ethical employment, reinforcing HR’s strategic role.
Internally, a SWOT analysis identifies:
Strengths: reliable client base, experienced technical staff, clear operational systems.
Weaknesses: limited leadership capability, high turnover, weak communication.
Opportunities: leadership training, culture transformation, employer branding.
Threats: contract loss, reputational damage, competition for skilled labour.
Understanding these factors demonstrates that HR improvement is not optional but essential for strategic survival. Porter (1985) noted that sustainable advantage depends on resources that are valuable, rare, and difficult to imitate. For BrightWave, those resources must be its people.
6. HRM, Resourcing, and the Employee Lifecycle
Effective human resource management connects every stage of the employee lifecycle—from recruitment to exit—with organisational goals. Armstrong and Taylor (2023) stress that alignment between people strategy and business objectives is the foundation of success.
Recruitment at BrightWave appears transactional and cost-led. Torrington et al. (2020) explain that a strong employer brand attracts higher-quality candidates and reduces turnover. By promoting fairness, opportunity, and wellbeing, BrightWave could enhance its reputation and appeal.
The CIPD (2021) defines workforce planning as ensuring “the right people, with the right skills, are in the right place at the right time.” Marchington and Wilkinson (2020) differentiate between hard and soft planning: hard focuses on numbers and budgets, soft on culture and skills. BrightWave’s hard focus has delivered efficiency but not engagement. A balanced approach, linking headcount planning with leadership and development initiatives, is required.
Talent management, according to Collings and Mellahi (2019), means identifying high-potential staff and providing opportunities to grow internally. BrightWave’s younger employees report limited visibility of career paths. Implementing structured progression frameworks and mentoring will help “grow from within,” reducing recruitment costs and improving morale.
Employee retention links closely with reward and recognition. Herzberg (1959) and Goleman (2013) both emphasise that acknowledgement of contribution is a powerful motivator. Introducing low-cost recognition schemes and transparent appraisal processes will demonstrate that achievement matters.
7. Managing Performance, Engagement and Conflict
Performance management at BrightWave is inconsistent and reactive. Armstrong and Taylor (2023) describe it as a continuous process that links organisational, team, and individual objectives. Supervisors currently focus on compliance rather than improvement.
Data and metrics are essential. Drucker (1973) wrote that “what gets measured gets managed.” HR should track engagement scores, turnover, absenteeism, and client satisfaction to evaluate the effect of interventions. Quantitative data enables objective feedback, reducing bias and defensiveness.
Employee engagement is central to productivity. Guest (2017) found that engaged employees show higher commitment and better service delivery. Engagement improves when employees have a voice. Purcell (2014) argues that “people perform better when they feel heard.” Establishing staff forums and surveys would allow employees to contribute to decisions.
Conflict, often viewed negatively, can be beneficial when it exposes problems early. Mullins (2020) notes that constructive conflict encourages innovation if managed through respectful dialogue. Training managers in negotiation and feedback will turn conflict into learning rather than avoidance.

8. Managing Change
Transforming BrightWave’s culture requires structured change management. Lewin’s (1951) three-stage model—unfreeze, change, refreeze—suggests that people must first recognise the need for change, then adopt new behaviours, and finally stabilise them. Kotter (1996) expands this with eight steps, beginning with creating urgency and ending with embedding new values into systems.
For BrightWave, the “unfreeze” stage involves communicating the link between engagement, quality, and client satisfaction. Pilot programmes such as leadership workshops and recognition awards can create early success stories (“short-term wins”) that Kotter (1996) identifies as crucial.
However, both models assume linear progression. In practice, change is iterative; setbacks should be expected. As Handy (1999) observes, cultural evolution requires patience and consistency from leaders. Integrating change objectives into performance reviews and reward systems will help sustain progress.
9. Equality, Diversity, Inclusion and Voice
Equality and inclusion are legal and moral imperatives. The Equality Act (2010) prohibits discrimination, but true inclusion goes further. Kandola and Fullerton (2019) argue that diverse teams outperform homogeneous ones when managed inclusively. BrightWave’s workforce is varied in age, ethnicity, and contract type, yet its leadership remains uniform. Representation at supervisory level should therefore be a priority.
The concept of employee voice aligns with Freeman’s (1984) stakeholder theory, which views employees as partners rather than costs. Regular feedback channels—forums, surveys, or digital platforms—strengthen engagement and trust.
Governance also matters. Drucker (1973) and Porter (1985) both noted that sustainable performance depends on balancing shareholder interests with stakeholder responsibility. Embedding EDI and voice practices will enhance BrightWave’s reputation among clients and employees alike.
10. Critical Evaluation
BrightWave’s challenges stem from over-centralised control, limited leadership development, and a culture of short-term efficiency. While these practices once supported growth, they now restrict adaptability. The analysis shows that leadership capability, culture, and HR systems are interdependent: without capable leaders, HR policies remain procedural; without supportive culture, leadership cannot thrive.
Theories from Herzberg, Maslow and Goleman highlight motivation as relational rather than transactional. Schein and Handy show that culture both enables and constrains behaviour. Kotter and Lewin demonstrate that change must be deliberate and structured. Together, these theories confirm that technical efficiency alone cannot sustain performance.
Nevertheless, each model has limitations. Herzberg’s theory overlooks individual differences; Lewin’s assumes stability; Goleman’s emotional intelligence can be hard to measure. Critical use of these frameworks allows BrightWave to combine structure with flexibility. Data and feedback should be used to test assumptions continuously.
11. SMART Recommendations
Specific:
Introduce a 12-month leadership and management development programme covering coaching, feedback, and emotional intelligence. Delivered through internal workshops and external facilitators, reaching all 25 site and area managers.
Measurable:
Reduce annual turnover from 28 % to below 18 % within two years; increase engagement survey participation to 85 % and satisfaction scores by 15 %.
Achievable:
Budget £12,000 per year, utilising existing HR training allocations. Use internal mentors to minimise external costs. Implement HR software for performance tracking at £5,000 initial setup.
Relevant:
Aligns with client expectations for fair work and social value; improves culture, leadership and service consistency.
Time-bound:
Launch programme within three months, review quarterly, and embed new leadership standards and recognition systems within three years.
Additional actions include:
· Establish quarterly staff-voice forums to strengthen inclusion and communication.
· Introduce low-cost recognition awards and transparent appraisal templates.
· Implement digital HR metrics to monitor turnover, absence and training outcomes.
· Review mission, vision and values annually to ensure alignment with people strategy.
These recommendations are realistic within existing resources and will deliver measurable cultural and operational improvement.
12. Conclusion
BrightWave Services Ltd must evolve from a cost-driven organisation into a people-centred enterprise. The report demonstrates that culture, leadership and HR systems are inseparable. Clear mission and values (Drucker, 1973), leadership capability (Goleman, 2013; Burgoyne, 2010) and inclusive culture (Schein, 2017; Handy, 1999) directly influence engagement and performance.
By implementing SMART, evidence-based actions, BrightWave can reduce turnover, raise engagement, and secure competitive advantage in a challenging market. Sustainable success will depend not on working harder, but on managing smarter—with leaders who motivate, listen, and align people to purpose.
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