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	Executive Summary	
This report examines the people-management challenges facing BrightWave Services, a medium-sized facilities management organisation operating across dispersed public-sector sites. The company is experiencing high turnover, inconsistent performance management and a rigid, task-focused culture that limits engagement and development. These issues come largely from limited managerial capability, unclear expectations and a culture that offers little recognition or psychological safety.
The analysis identifies that managers lack essential skills in communication, coaching and constructive feedback, resulting in avoided performance conversations and frustration among staff. Applying leadership and organisational behaviour theories highlights that managers have been promoted for technical strength rather than people-management competence, creating gaps in motivation, clarity and support. Cultural analysis shows that resistance to new ideas, low collaboration and limited openness contribute to unclear progression routes and inconsistent practices across sites.
A SWOT analysis confirms that BrightWave’s main weaknesses lie in managerial capability, engagement, and cultural rigidity, although there are clear opportunities to strengthen leadership, communication and staff development.
The report recommends introducing structured leadership development, creating a consistent performance management framework, improving induction and progression pathways, and enhancing recognition and wellbeing practices. These SMART recommendations aim to build managerial confidence, improve communication, reduce turnover and shift the culture toward a more supportive, people-centred environment. Strengthening these areas will help BrightWave improve service consistency, staff engagement and long-term organisational effectiveness.
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Introduction
Effective people management is essential for maintaining performance, engagement and service quality, especially in organisations that operate across multiple client sites. BrightWave Services is facing several people-management challenges, including inconsistent performance conversations, limited managerial capability, high turnover and a culture that is seen as rigid and task-focused. These issues are affecting both staff experience and operational consistency.
Managers play a critical role in shaping behaviour and supporting performance. Armstrong and Taylor (2023) note that managers must set expectations, develop staff and address issues early. However, BrightWave’s managers often lack formal training in communication, coaching and feedback, capabilities that are core leadership skills. This skills gap contributes to unclear progression, low recognition and avoidance of difficult conversations.
Organisational culture further influences how people are managed. At BrightWave, low psychological safety and resistance to new ideas reduce engagement and limit opportunities for improvement.
This report evaluates the roles and skills BrightWave’s managers require, applies relevant theories of leadership and organisational behaviour, and assesses how culture affects people management. It concludes with evidence-based, SMART recommendations to strengthen performance and create a more supportive working environment.
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[bookmark: _Toc216283856]1. Roles and Skills Required by Managers at BrightWave
[bookmark: _Toc216283857]1.1 The Manager’s Role in Performance Management
Managers at BrightWave are responsible for setting expectations, monitoring performance and ensuring work is delivered to client standards. Armstrong and Taylor (2023) emphasise that managers act as the link between organisational goals and employee behaviour, meaning they must provide clarity, guidance and feedback. However, supervisors at BrightWave often avoid performance discussions, which leads to underperformance going unchallenged and creates frustration among higher-performing team members.
Effective performance management also involves identifying development needs and offering support. The Institute of Directors (2024) note that effective workforce planning depends on clear role expectations and structured resource allocation, both of which are currently inconsistent at BrightWave. Mullins and McLean (2019) note that this requires managers to understand both task requirements and individual capabilities. At BrightWave, inconsistent induction and unclear progression routes make this challenging, signalling a need for managers to adopt a more structured and proactive approach to performance expectations and support. Taylor and Woodhams (2022) highlight that consistent HR systems rely on well-defined processes, suggesting that BrightWave’s lack of structure is contributing to inconsistent performance outcomes.
[bookmark: _Toc216283858]1.2 Core People-Management Skills Required
Managers need a combination of interpersonal, communication and leadership skills to manage performance effectively. Bolden and Gosling (2024) highlight communication, emotional intelligence and relationship-building as fundamental leadership capabilities. These skills enable managers to give constructive feedback, hold difficult conversations and motivate staff.
BrightWave’s managers often come from technical backgrounds with limited people-management training. As Northouse (2025) explains, leadership is not based solely on technical competence but on the ability to influence, guide and support others. The reluctance to address performance concerns, described in the case study, suggests a lack of confidence in coaching and feedback techniques.
Furthermore, Klus and Müller (2020) argue that modern managers require adaptability and digital awareness, as well as the ability to learn and adjust their approach. This is particularly relevant for BrightWave, where dispersed teams and varied client sites require flexible, responsive leadership.
[bookmark: _Toc216283859]1.3 Skills Gaps Currently Impacting Effectiveness
The main skills gaps at BrightWave include:
· Communication and feedback skills: supervisors avoid difficult conversations.
· Coaching and development: limited ability to guide staff progression.
· Motivational skills: lack of recognition contributes to low engagement.
· Collaboration and relationship-building: teams tend to work in isolation.
These gaps align with concerns raised by McKinsey & Company (2023), which highlight how low psychological safety limits honest dialogue and reduces willingness to address issues. Without these core people-management skills, it becomes difficult for BrightWave’s managers to drive consistent performance or support staff effectively.
[bookmark: _Toc216283860]1.4 Implications for BrightWave
The absence of strong people-management capability contributes directly to underperformance, poor engagement and high turnover. When managers lack confidence in giving feedback or supporting development, staff do not receive clarity about expectations, recognition or opportunities to grow. This reduces motivation and weakens service reliability, especially across dispersed sites where frontline supervision is critical.
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[bookmark: _Toc216283862]2.1 Leadership Theory and Managerial Behaviour at BrightWave
BrightWave’s managers have been promoted mainly for technical expertise rather than leadership capability. This is reflected in their discomfort with performance conversations, limited coaching behaviours and reliance on routine tasks.
Northouse (2025) emphasises that effective leadership requires communication, influence and the ability to guide others toward shared goals. At BrightWave, managers often avoid difficult conversations and rarely provide developmental feedback, which suggests a predominance of transactional behaviours focused on task completion rather than relationship-based leadership.
Similarly, Bolden and Gosling (2024) highlight the importance of emotional intelligence and self-awareness. The reluctance to address underperformance, despite team complaints, suggests low confidence and limited emotional-management skills. This affects how staff perceive fairness and recognition, leading to frustration and disengagement. Adair (2023) emphasises that clear communication and recognition are core elements of motivating staff, highlighting a significant gap in BrightWave’s current leadership approach.
Leadership capability is especially important because BrightWave operates across dispersed sites. Without strong frontline leaders, day-to-day performance standards become inconsistent, and staff feel unsupported.
[bookmark: _Toc216283863]2.2 Organisational Behaviour Models and Their Relevance to BrightWave
Organisational behaviour frameworks help explain how staff interpret workload fairness, recognition and communication. Mullins and McLean (2019) suggest that behaviour in organisations is shaped by the interaction between individual needs, managerial actions and cultural signals.
In BrightWave’s case, the absence of structured induction, unclear progression pathways and limited recognition undermine motivation and belonging. Younger staff reporting that “you just come in, do the hours, and leave” reflects a lack of socialisation and developmental value, a key aspect of organisational behaviour.
The supervisor who avoids confronting an underperforming cleaner also demonstrates how individual discomfort interacts with cultural norms of avoidance and routine, leading to poor team dynamics and resentment among higher performers.
[bookmark: _Toc216283864]2.3 Culture Theory and BrightWave’s Resistance to Change
Culture plays a significant role in shaping people-management practices. BrightWave’s culture is described as rigid, conservative and task-focused, with low openness to new ideas. This aligns with Buchanan and Huczynski’s (2017) view that organisational culture influences behaviour, communication and how staff respond to change.
Low psychological safety, highlighted by McKinsey & Company (2023), is evident in staff hesitancy to raise concerns or seek development. When managers themselves avoid tough conversations, the culture reinforces silence and compliance rather than improvement.
Alvesson and Sveningsson (2024) argue that changing culture requires visible shifts in leadership behaviour, communication patterns and recognition practices. Since BrightWave’s leaders describe themselves as “results-oriented” but not people-focused, this gap contributes to a culture where recognition is low, ideas are dismissed and collaboration is weak. Bratton, Gold and Bratton (2021) argue that effective people management requires alignment between organisational goals and employee needs, something BrightWave has struggled to achieve.
[bookmark: _Toc216283865]2.4 Performance Management Theory Applied to BrightWave
Armstrong and Taylor (2023) emphasise that performance management relies on clear expectations, ongoing dialogue and regular feedback. These elements are missing at BrightWave:
· No structured induction
· No consistent expectation-setting
· Avoidance of performance conversations
· No clear progression framework
This explains why underperformance is tolerated, why high performers feel frustrated and why turnover remains high at 28%. Without a structured approach, managers default to routine tasks, and staff feel undervalued.
[bookmark: _Toc216283866]2.5 Summary of Theoretical Application
When applied to BrightWave’s real behaviours and challenges, the theories show:
· Leadership gaps reduce confidence and fairness.
· Organisational behaviour issues affect motivation and belonging.
· Culture reinforces avoidance, silence and resistance to new ideas.
· Weak performance management processes lead to inconsistency and low engagement.
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[bookmark: _Toc216283868]3.1 Cultural Characteristics at BrightWave
BrightWave’s culture is described by staff as “task-driven, numbers first and low on recognition.” The environment is rigid, conservative and resistant to new ideas, with limited collaboration across teams. These characteristics shape how employees interpret their work, their managers, and their development opportunities. As Mullins and McLean (2019) explain, culture influences expectations, behaviour and how individuals perceive fairness and support. At BrightWave, the culture signals that completing tasks is valued more than communication, development or recognition, which affects how people are managed day-to-day.
[bookmark: _Toc216283869]3.2 Impact on Communication and Feedback
Managers’ avoidance of performance conversations is reinforced by a culture where difficult discussions are seen as uncomfortable or unnecessary. According to McKinsey & Company (2023), low psychological safety reduces employees’ willingness to speak openly and reduces managers’ confidence in challenging issues. This is evident in the supervisor who chooses to “do extra work” instead of addressing underperformance. Gordon and Thompson (2024) explain that organisational culture strongly influences how information is shared, which may further contribute to BrightWave’s inconsistent communication patterns. The cultural expectation of avoiding conflict means that feedback becomes inconsistent, high performers feel unsupported, and underperformance goes unchallenged. According to CIPD (2025), strong employee voice mechanisms help build trust and engagement, areas that are currently underdeveloped at BrightWave.
[bookmark: _Toc216283870]3.3 Effect on Development and Progression
BrightWave employees report unclear progression routes and limited development opportunities. Younger staff state they do not know “what career paths actually exist.” A culture that focuses on routine tasks rather than development limits managers’ ability to coach or support progression. Akter (2021) argues that clear organisational values strengthen engagement and consistency, both of which are weakened by BrightWave’s unclear development pathways. Armstrong and Taylor (2023) argue that development requires clarity, structure and regular discussion, all of which are missing in BrightWave’s current environment. Without a developmental culture, staff feel disengaged, which contributes to the high turnover rate of 28%.
[bookmark: _Toc216283871]3.4 Cultural Resistance to Change
Innovation, such as flexible scheduling or wellbeing initiatives, is “treated with scepticism,” reflecting cultural resistance to new practices. Buchanan and Huczynski (2017) note that established cultures often reject unfamiliar ideas because they disrupt existing norms. This resistance limits BrightWave’s ability to improve its people practices and adapt to client expectations around wellbeing, equality and fair work. Oh and Han (2020) suggest that learning and improvement are restricted in cultures that resist new ideas, which aligns closely with BrightWave’s scepticism toward change. As Alvesson and Sveningsson (2024) highlight, changing culture requires visible shifts in leadership behaviour, something BrightWave has not yet demonstrated. CIPD (2025) highlight that wellbeing initiatives enhance motivation and commitment, yet BrightWave’s scepticism toward such practices restricts their potential impact.
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4. SWOT Analysis

Strengths
· Stable public-sector client base provides consistent work.
· Experienced technical staff ensure operational reliability.
· Cost-effective service model supports contract growth.
Weaknesses
· Limited managerial capability in feedback and coaching, leading to avoided performance conversations.
· High turnover (28%) and unclear career pathways reduce engagement.
· Task-focused, low-recognition culture weakens motivation and psychological safety.
· Inconsistent service delivery across dispersed sites.
Puyt et al. (2020) highlight the value of identifying such internal weaknesses, while Farida and Setiawan (2022) note that misalignment between capability and strategy can undermine performance.
Opportunities
· Leadership development to strengthen communication and coaching.
· Clear progression routes to support retention.
· Wellbeing and recognition initiatives to enhance engagement.
· Improved induction and communication systems.
Threats
· Risk of losing contracts if people-management issues persist.
· Labour market competition for low-paid staff.
· Client dissatisfaction due to inconsistent service.
· Cultural resistance to change slowing improvement efforts.

[bookmark: _Toc216283873]Conclusion and Recommendations
[bookmark: _Toc216283874]Conclusion 
BrightWave’s people-management challenges stem from limited managerial capability, inconsistent performance practices and a culture that prioritises routine tasks over communication, development and recognition. Managers often avoid difficult conversations, rely heavily on administrative duties and lack the confidence to coach or support staff effectively. This contributes to underperformance, low engagement and a high turnover rate of 28%.
Applying leadership, organisational behaviour and culture theories shows that BrightWave needs stronger people-management skills, clearer expectations and a cultural shift toward openness, development and recognition. Without addressing these issues, the organisation risks continued inconsistency, reduced staff motivation and declining client satisfaction.
[bookmark: _Toc216283875]SMART Recommendations
1. Implement a structured leadership development programme (by March 2026)
Introduce training for all supervisors and managers focused on communication, coaching and handling difficult conversations. Armstrong and Taylor (2023) emphasise that clear guidance and confidence-building improve performance management. Success should be measured through completion rates and observed improvements in feedback practices.
2. Introduce a consistent performance management framework (by June 2026)
Ensure all staff receive regular one-to-one meetings, clear objectives and timely feedback. This directly addresses avoidance behaviours and supports fairness. Progress can be monitored through 90% compliance with monthly check-ins.
3. Establish clear development and progression pathways (by December 2026)
Younger employees report little awareness of career options. Developing career maps and structured induction processes will improve engagement and reduce turnover. Mullins and McLean (2019) highlight the link between perceived fairness and motivation.
4. Strengthen communication and recognition practices (from July 2026 onwards)
Create simple recognition systems and regular team updates to improve motivation and psychological safety. Progress can be measured through improved engagement scores. Marchington et al. (2025) emphasise that employee involvement and open communication strengthen trust and support organisational change, reinforcing the need for a more participative approach at BrightWave.
5. Launch a culture improvement initiative (by early 2027)
Encourage collaboration between teams and increase openness to ideas. Buchanan and Huczynski (2017) emphasise that cultural change requires shifts in norms and behaviours. Success can be assessed through increased cross-team participation and staff feedback.
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