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[bookmark: _Toc216094895][bookmark: _Toc216981922]Managerial Effectiveness, People Management, and Organisational Culture at BrightWave Services Ltd
[bookmark: _Toc216094896][bookmark: _Toc216981923]1.0 Introduction
BrightWave Services Ltd, a medium-sized facilities management company operating across South Wales, is experiencing significant challenges linked to workforce management, retention, and cultural direction. Rapid growth, increasing client expectations, and a historically efficiency-driven beliefs have created gaps in managerial capability and people-management practice. This report evaluates the roles and skills required by managers to manage performance effectively, applies relevant theories of people management, critically assesses the influence of culture, and presents evidence-based recommendations to improve productivity, retention, and long-term organisational resilience.
[bookmark: _Toc216094897][bookmark: _Toc216981924]2.0. Managerial Roles and Skills Required for Effective Performance Management
[bookmark: _Toc216094898][bookmark: _Toc216981925]2.1 The Changing Nature of the Managerial Role
At BrightWave Services Ltd, managers have traditionally focused on operational tasks such as scheduling, monitoring attendance, and meeting client requirements. While this approach supports efficiency, it no longer meets the needs of a growing and dispersed workforce. Drucker (1973) suggests that effective management is not only about controlling work but about enabling people to perform well. At BrightWave, however, many supervisors lack the skills needed to manage people effectively, as promotions are often based on technical ability rather than leadership capability.
As a result, managers are confident in managing tasks but less comfortable managing people. This has contributed to the avoidance of performance conversations and limited support for employee development. Over time, this weakens performance standards and creates frustration among staff who feel workloads are unfairly distributed. To manage performance more effectively, managers at BrightWave need to move beyond operational control and take greater responsibility for setting expectations, supporting performance, and recognising contribution. Armstrong and Taylor (2020) describe performance management as a continuous process, and this highlights the need for managers at BrightWave to engage regularly with staff rather than focusing only on compliance activities.

[bookmark: _Toc216094900][bookmark: _Toc216981926]2.2. Communication and Feedback Skills
A key performance issue at BrightWave is managers’ reluctance to give feedback, particularly when performance is poor. Supervisors often avoid difficult conversations because they fear causing conflict or damaging relationships. However, Yukl (2006) argues that clear communication is essential for effective leadership, as employees need to understand what is expected of them and how they are performing.
At BrightWave, the lack of regular feedback has led to underperformance being tolerated in some teams. This creates resentment among higher-performing employees, who feel that poor performance is not addressed fairly. Avoiding feedback may reduce short-term tension, but in the long term it damages morale, trust, and team cohesion. Improving managers’ feedback skills would help address performance issues earlier and create clearer expectations As in the  University of Glasgow says  (Managing Performance Issues Informally Guidance Managing and Supporting Performance, n.d. 2021, p 1 to 4 ) However, this also requires organisational support, as managers are unlikely to challenge underperformance if they believe efficiency and speed are valued more than people management.
[bookmark: _Toc216094902][bookmark: _Toc216981927]2.3. Coaching and Development Skills
BrightWave has an annual turnover of 28%, especially among low-paid staff, many of whom express not being valued, poor management communication and lack of career progression. Middle managers tend to prioritise scheduling, cost control, and compliance reporting. As such, managers need to guide employees in identifying development opportunities and feeling valued. This is especially important because ONS labour market surveys show that turnover is higher in lower paid roles when staff see little chance of progression. Strengthening coaching at BrightWave would help address these issues, improve motivation, and support better long-term retention across the workforce (Coaching Skills Certificate, 2025). 
[bookmark: _Toc216981928]2.4. Emotional Intelligence and Relationship Management
BrightWave’s workforce includes many part-time and flexible employees working across different sites. This makes relationship management and emotional intelligence especially important. Goleman (1998) suggests that managers who understand their own emotions and those of others are better able to build trust and maintain engagement.
Currently, weak relationship management at BrightWave contributes to low morale and poor communication. Employees may feel overlooked or unfairly treated, particularly when managers focus mainly on tasks and targets. If managers continue operating this way, staff disengagement and turnover will likely increase, putting further pressure on service quality and making retention even more challenging for the organisation (Kumar et al., 2025).
Developing emotional intelligence would help managers address performance issues in a more supportive way and strengthen working relationships. However, this requires a culture that values people management, as emotionally intelligent behaviours are unlikely to be sustained if they are not recognised or rewarded by senior leaders according to (Sin and Vijayakumaran Kathiarayan, 2023).

[bookmark: _Toc216094903][bookmark: _Toc216981929]2.5. Data Literacy and Decision-Making Skills
Managers at BrightWave also need stronger skills in using performance and workforce data. Staff expect evidence of fair work practices, consistent service, and social value. Data on attendance, performance, client feedback, and turnover can help managers make more informed and fair decisions (Newto Training, 2025). 
[bookmark: _Toc216094904]Data at BrightWave is mainly used for monitoring costs and compliance. While this is important, it does not support effective people management on its own. Improving managers’ ability to interpret and use data would support fairer workload allocation and earlier identification of performance or wellbeing issues according to: (CIPD, 2023)
[bookmark: _Toc216981930]2.6. Cultural Intelligence and Inclusion Skills
BrightWave employs a diverse workforce with different working patterns and expectations. Managers therefore need cultural intelligence to communicate effectively and create an inclusive working environment. Many employees currently describe the culture as rigid and resistant to new ideas, which limits engagement and innovation 
Improving managers’ cultural awareness would help reduce misunderstandings, increase trust, and encourage employees to share ideas and concerns (Adalin, Norisk Mataganas et al., 2025). However, inclusion initiatives will only be effective if they are reflected in everyday managerial behaviour and supported by senior leadership. Without this support, attempts to improve inclusion may be viewed as superficial and fail to bring meaningful change and it will be very challenging as it says in: (www.linkedin.com, n.d.)
[bookmark: _Toc216094905][bookmark: _Toc216981931]3.0. Application of People-Management Theories and Models to BrightWave
Several people-management theories can help explain BrightWave’s current challenges and guide improvement. Models such as performance-management theory, coaching frameworks, emotional-intelligence theory, and cultural-intelligence principles highlight gaps in communication, feedback, development, and inclusion. Applying these theories to BrightWave shows that managers need stronger interpersonal and coaching skills to address underperformance, rebuild trust, and support a healthier organisational culture that improves engagement and retention (Malik, 2019). 
[bookmark: _Toc216094906][bookmark: _Hlk216219530][bookmark: _Toc216981932]3.1 Leadership vs Management
BrightWave clearly shows the difference between leadership and management. Management focuses on planning, organising, and controlling processes, whereas leadership involves influencing, motivating, and creating a shared sense of purpose. For example, a supervisor may successfully produce staff schedules (management) but fail to motivate the team or address conflict (leadership). Yukl (2006) argues that effective leadership includes building relationships, supporting teams, and managing change skills that are currently limited among BrightWave supervisors. The company’s practice of promoting staff based solely on technical ability reinforces a “management-heavy, leadership-light” approach (Saxena et al., 2017). While this management focused approach supports operational control, it limits staff motivation and adaptability. In a growing organisation facing increasing client expectations, this imbalance suggests that BrightWave’s current approach may no longer be sustainable.
[bookmark: _Toc216981933]3.2 Burgoyne’s (2010) “Leaders Are Made, Not Born”
Burgoyne (2010) challenges the idea that leadership arises naturally, emphasising instead that leadership capability is developed through experience, reflection, and structured training. This is highly relevant to BrightWave, where supervisors are promoted without preparation. Adopting Burgoyne’s model means: creating structured learning pathways, supporting, experiential learning through mentoring, normalising leadership development as ongoing, not unique. This directly addresses BrightWave’s skills gap among middle managers.

[bookmark: _Toc216094907][bookmark: _Toc216981934]3.3 Motivation Theories (Herzberg’s Two-Factor Theory)
Herzberg distinguishes between hygiene factors (pay, working conditions) and motivators (recognition, development). BrightWave’s culture provides adequate hygiene factors, regular hours, stable contracts, but staff report low recognition and little development, explaining disengagement and turnover, this indicates that focus on basic employment conditions may prevent dissatisfaction but is insufficient to sustain long-term staff motivation, contributing to disengagement and high turnover. (Nasrudin, 2021).
[bookmark: _Toc216094908][bookmark: _Toc216981935]3.4 Psychological Contract Theory 
A psychological contract refers to the unwritten expectations and obligations between employees and employers. When this contract is seriously violated, it often results in voluntary employee turnover. Limited research examines psychological contract components from the employee’s perspective, leading to variation in identified expectations. This study reviews existing literature and proposes four key elements—work environment, bonuses and allowances, personal and career development, and work–life balance. Effective management of these elements plays a crucial role in reducing voluntary employee turnover within organisations: (Employer-Employee, 2025)
[bookmark: _Toc216094909][bookmark: _Toc216981936]3.5 PESTLE Analysis and External Pressures
Applying PESTLE helps show how external factors shape the need for change:
· Political: Public-sector clients increasingly mandate social value and “fair work” indicators.
· Economic: Tight labour markets in low-paid sectors create high competition for staff, increasing turnover risk.
· Social: Changing worker expectations, especially younger staff seeking growth and purpose.
· Technological: Rise of workforce management systems that clients expect suppliers to use for transparency.
· Legal: Greater emphasis on equality, wellbeing, and labour standards.
· Environmental: Sustainability pressures affecting service design. (The Strategy Institute, 2024). Ignoring these factors puts contracts at risk.
[bookmark: _Toc216094910][bookmark: _Toc216981937]3.6 Porter’s Competitive Advantage (1985)
Porter argues that organisations gain advantage either through cost leadership or differentiation. BrightWave has historically positioned itself as cost-effective, but competitors offering better staff wellbeing and fair-work practices may become more attractive to clients. To protect market position, BrightWave must enhance value through people, not simply reduce costs. Improving managerial practices improves service quality, productivity, and client satisfaction, all drivers of competitive differentiation (Porter, 1985)
[bookmark: _Toc216094911][bookmark: _Toc216981938]3.7 Performance Management Frameworks
Armstrong and Taylor (2023) state that effective performance management requires clear goal setting, continuous dialogue, coaching, recognition, and fair assessment. BrightWave currently lacks this structure goals are vague, difficult conversations are avoided, and praise is inconsistent. For example, cleaners often receive feedback only when something goes wrong, not when standards are met. Introducing a structured framework would give managers clarity, increase fairness, and help staff understand expectations and progress.
[bookmark: _Toc216094912][bookmark: _Toc216981939]4.0. Influence of Organisational Culture on People Management
[bookmark: _Toc216981940]4.1 The Current Culture
BrightWave’s culture is described as: Task-driven, Numbers first, Low recognition, Resistant to new ideas, Siloed and non-collaborative. This reflects what Schein (2010) calls a “control culture”, where efficiency and compliance dominate. While this may work in stable environments, it becomes a barrier during growth or when clients demand innovation and social value. 
[bookmark: _Toc216981941]4.2. Cultural Impact on Managerial Behaviour
BrightWave’s task-driven culture pushes managers to focus on meeting schedules, completing checklists, avoiding risk, and minimising cost. This leaves little time for coaching or staff development. For example, supervisors often rush between sites to meet client deadlines, meaning performance support is postponed or ignored. Senior leaders typically reward speed and compliance rather than people-centred management, so supervisors naturally copy this behaviour. Such a culture also encourages conflict avoidance, underperformance is often tolerated because managers fear “making waves,” illustrating Schein’s (2010) view that culture shapes what behaviour feels safe or unsafe within an organisation.
[bookmark: _Toc216094913][bookmark: _Toc216981942]4.3. Impact on Engagement and Retention
[bookmark: _Hlk216825509]At BrightWave, limited recognition reduces motivation and leaves employees feeling undervalued. Flexible and part-time staff, who are already at risk of “peripheral worker” status, often experience disengagement and a weak sense of belonging. ONS labour market data highlights that job quality including autonomy, recognition, and fair treatment is a key predictor of retention in low paid roles (Imran, Ghazwan and Firmansyah, 2024). When it continues with minimal recognition, staff morale declines, engagement drops, and turnover rises. This cycle not only affects individual motivation but also impacts team performance, service quality, and the company’s ability to retain skilled employees over the long term (Imran, Ghazwan and Firmansyah, 2024)
[bookmark: _Toc216094914][bookmark: _Toc216981943]4.4 Cultural Resistance to Innovation
Resistance to flexible scheduling or wellbeing initiatives indicates a deeper cultural conservatism. In Kotter’s (1996) view, without cultural alignment, any change effort fails, even well-designed programmes. This means that improving performance management requires cultural, not just procedural, reform. 
[bookmark: _Toc216981944]4.5 Evidence-Based Recommendations 
To address BrightWave’s challenges, several academically grounded actions can strengthen management capability, performance, culture, and retention. First, managerial capability should be improved through a structured leadership development programme, reflecting Burgoyne’s (2010) view that leaders are developed, not born. Training should focus on communication, coaching, emotional intelligence, inclusion, and data literacy, supported by blended learning such as mentoring and shadowing. New supervisors should also follow a clear induction pathway covering people-management essentials, equality requirements, client relationships, and performance reviews to avoid the current “sink or swim” approach or as it says in (Psychology Today, 2009) "The leader must be able to know what followers want, when they want it, and what prevents them from getting what they want."
A modern and supportive performance-management framework is also essential. Using Armstrong and Taylor’s (2023) continuous model, managers should hold regular check-ins, set clear goals, use coaching-style questions, and provide consistent recognition. Job expectations must be clarified through transparent role profiles and measurable standards, while the use of data dashboards tracking absence, complaints, productivity, and turnover will help managers act fairly and proactively, aligning with Drucker’s (1973) belief that improvement depends on measurement.
Organisational culture also requires attention. Involving staff in redefining company values around respect, fairness, collaboration, and learning would build psychological safety and trust. More consistent recognition, such as sharing positive client feedback or simple thank-you messages, would support motivation, as suggested by Herzberg. Cross-team collaboration through shared meetings and problem-solving activities would also help break silos and enhance service consistency.
Finally, improvements to employee experience should focus on clear career pathways, better induction processes, and flexible working options. Providing visible progression routes, accredited training, and wellbeing support would improve engagement and retention, especially among younger workers (Scott-Grant Limited, 2017). 
[bookmark: _Toc216094916][bookmark: _Toc216981945]5.0 Conclusion
BrightWave’s challenges stem not only from individual managerial skill gaps but from a deeper cultural orientation towards efficiency over people. To address these issues, the company must move towards a more balanced approach where leadership, development, recognition, and collaboration are embedded into daily practice. By applying established theories, Drucker’s management principles, Burgoyne’s leadership development perspective, Yukl’s leadership behaviours, Porter’s competitive advantage, and Armstrong and Taylor’s performance management framework, BrightWave can redesign its managerial capability, strengthen its culture, and meet the growing expectations of clients and employees.
Implementing the recommendations outlined in this report will support improved performance, reduced turnover, greater employee engagement, and ultimately a more sustainable, competitive, and people-centred business.
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