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1. Introduction
BrightWave Services Ltd is a medium-sized facilities management organisation operating across schools, NHS hospitals and local councils in South Wales. While the organisation has experienced rapid growth through the acquisition of large public-sector contracts, this expansion has placed increasing pressure on its internal people-management practices. Evidence from staff surveys and exit interviews suggests that BrightWave is experiencing high levels of employee turnover, weak engagement and inconsistent performance management, particularly within lower-paid and frontline roles.
The organisation operates with a flat management structure and has traditionally relied on promoting technically skilled employees into supervisory positions. However, this approach has resulted in managers who are operationally competent but insufficiently equipped with the people-management skills required to lead, motivate and develop staff effectively. Armstrong (2017) argues that line managers play a critical role in translating HR strategy into everyday practice, and weaknesses at this level can significantly undermine organisational performance.
The purpose of this report is to critically evaluate the roles and skills required by managers at BrightWave to manage performance effectively, apply relevant theories and models of people management to the organisation’s current challenges, assess how organisational culture influences managerial behaviour, and provide evidence-based recommendations to improve managerial practice, engagement, productivity and long-term sustainability.

2. Roles and Skills Required by Managers to Manage Performance Effectively
Effective performance management depends heavily on the capability of line managers to lead, communicate and address people-related issues consistently and fairly. At BrightWave, managerial roles have become heavily focused on operational efficiency, scheduling and compliance, while people-management responsibilities have received limited attention. This imbalance has contributed directly to performance gaps, employee dissatisfaction and rising staff turnover.
Armstrong (2017) emphasises that line managers are central to performance management, as they are responsible for setting expectations, providing feedback, addressing underperformance and supporting employee development. At BrightWave, supervisors frequently avoid performance conversations due to discomfort or lack of confidence, resulting in underperformance being tolerated. This is problematic because it not only reduces service quality but also creates resentment among higher-performing employees, undermining morale and team cohesion.
Katz’s (1955) three-skill framework provides a useful lens for analysing this issue. While BrightWave managers demonstrate strong technical skills due to their operational backgrounds, they lack the human skills required for effective people management, such as communication, conflict resolution and emotional intelligence. The absence of these skills limits managers’ ability to motivate staff, manage conflict and build trust, all of which are essential for sustained performance.
Leadership adaptability is another critical weakness. Hersey and Blanchard’s Situational Leadership model argues that effective managers adjust their leadership style according to employee competence and commitment (Hersey and Blanchard, 1969). In contrast, BrightWave managers tend to adopt a uniform, task-focused approach regardless of individual needs. This negatively affects new employees, who require guidance and support, and experienced staff, who may feel disengaged or micromanaged. The lack of leadership flexibility contributes to inconsistent performance and dissatisfaction.
CIPD research highlights that strong people-management skills are closely linked to higher engagement and lower turnover (CIPD, 2023a). BrightWave’s 28% turnover rate, particularly among cleaning staff, reflects the absence of these skills at supervisory level. ACAS (2023a) further notes that managers who lack confidence in handling difficult conversations are more likely to avoid addressing performance issues, reinforcing low accountability.
Overall, the skills gap at BrightWave is not technical but relational. Managers are expected to deliver results without being equipped to manage the human aspects of performance, presenting a significant barrier to improving service consistency, employee engagement and organisational effectiveness.

3. Application of People Management Theories and Models
3.1 Motivation and Engagement
BrightWave’s engagement challenges can be effectively analysed through a combination of motivation theories, each highlighting different but interconnected issues within the organisation. Herzberg’s Two-Factor Theory distinguishes between hygiene factors, such as pay and working conditions, and motivators, including recognition, responsibility and personal growth (Herzberg, 1959). At BrightWave, many hygiene factors are only minimally met, while motivators are largely absent. Employees report limited recognition and unclear progression, suggesting that even when basic conditions are acceptable, the lack of intrinsic motivators leads to dissatisfaction and disengagement.
However, while Herzberg’s theory is useful in explaining dissatisfaction, it does not fully account for the broader psychological needs of employees. Maslow’s Hierarchy of Needs offers a more holistic perspective, arguing that individuals must satisfy needs for belonging, esteem and self-worth before achieving higher levels of motivation (Maslow, 1943). BrightWave’s task-focused culture, limited communication and lack of recognition prevent many employees from meeting these needs. This is particularly relevant in lower-paid roles, where employees may already feel marginalised within the organisation. As a result, motivation remains constrained and performance levels stagnate.
Vroom’s Expectancy Theory further strengthens this analysis by focusing on employee perceptions of effort and reward. According to Vroom (1964), motivation is driven by the belief that effort leads to performance and that performance leads to valued outcomes. At BrightWave, there is little visible connection between high performance and positive outcomes such as recognition, development or progression. This weak expectancy relationship encourages a transactional mindset among employees, reinforcing the view that effort beyond minimum requirements is unrewarded. Together, these theories explain why engagement remains low despite operational demands being met.
People Management research supports this theoretical analysis, highlighting that disengaged employees contribute to higher turnover, increased absence and reduced service quality (People Management, 2019). BrightWave’s high turnover rate and client complaints reflect these outcomes, demonstrating the practical consequences of weak motivation and engagement.

3.2 Learning and Development 
Learning and development represent another critical weakness at BrightWave. Kolb’s Experiential Learning Cycle emphasises that effective learning occurs through a continuous process of experience, reflection, conceptual understanding and experimentation (Kolb, 1984). At BrightWave, new employees receive limited induction and little opportunity to reflect or develop their skills. This results in lower confidence, inconsistent performance and slower integration into teams.
The absence of structured development also has broader implications for engagement and retention. CIPD (2023b) identifies learning opportunities as one of the strongest predictors of employee commitment. When development pathways are unclear or absent, employees are more likely to view their roles as temporary rather than as part of a longer-term career. This is particularly evident among younger employees at BrightWave, who report uncertainty about progression opportunities.
While experiential learning models such as Kolb’s are effective, they require managerial support to function properly. Without managers who can coach, give feedback and support reflection, learning becomes informal and uneven. This reinforces the importance of managerial capability as a foundation for both performance and development.

4. Influence of Organisational Culture on People Management 
Organisational culture plays a central role in shaping people-management practices at BrightWave. Schein (2010) describes culture as a system of shared assumptions that influence how organisations operate. At BrightWave, the dominant assumption appears to be that efficiency and task completion take priority over employee development and wellbeing. This assumption discourages managers from investing time in performance conversations, coaching or recognition, as these activities are perceived as secondary to operational delivery.
Handy’s (1993) role culture further explains how this assumption manifests in practice. Role cultures are characterised by rigid structures, clearly defined responsibilities and limited flexibility. While this can support consistency, it often reduces collaboration and innovation. At BrightWave, this results in employees “sticking to their bit of the job” and managers focusing on compliance rather than leadership. Over time, this reinforces siloed working and resistance to change.
ACAS (2023b) highlights that cultures which discourage open communication and employee voice undermine trust and engagement. BrightWave’s culture limits psychological safety, meaning employees are less likely to raise concerns, suggest improvements or seek support. Armstrong (2017) argues that when organisational culture does not support people management, even well-designed HR policies fail in practice. This misalignment between culture and management expectations represents a significant barrier to improving performance and retention at BrightWave.

5. Evidence-Based Recommendations for Improving Managerial Practice, Performance Management and Organisational Culture
The challenges faced by BrightWave Services Ltd are interconnected and require a coordinated, evidence-based response rather than isolated interventions. The recommendations outlined below are designed to address the root causes of poor engagement, inconsistent performance and high turnover, while also aligning people management practices with client expectations and long-term organisational sustainability.

5.1 Developing Managerial Capability
A priority recommendation for BrightWave is the development of managerial capability, particularly in relation to people management skills. As highlighted earlier in this report, supervisors at BrightWave are often promoted based on technical competence rather than leadership ability. While this approach ensures operational knowledge, it leaves managers underprepared to handle performance conversations, motivate staff or manage conflict effectively.
Armstrong (2017) emphasises that line managers are the key link between organisational strategy and employee experience. When managers lack confidence in communication and feedback, performance management becomes inconsistent and reactive. This is evident at BrightWave, where underperformance is tolerated and higher-performing employees experience frustration and disengagement. ACAS (2023a) supports this view, noting that managers who receive training in communication and handling difficult conversations are more likely to address issues early and fairly.
BrightWave should therefore introduce a structured management development programme focused on practical skills such as coaching, giving constructive feedback, managing underperformance, conflict resolution and active listening. Incorporating Hersey and Blanchard’s Situational Leadership model would further enable managers to adapt their leadership style to suit different employees and situations. This is particularly important in a workforce with varied levels of experience, contract types and confidence.
Improving managerial capability is likely to have a direct impact on productivity and retention. Confident managers create clearer expectations, stronger relationships and more engaged teams, which ultimately improves service consistency and reduces turnover costs.

5.2 Embedding Continuous Performance Management
BrightWave should move away from informal and reactive approaches to performance management and adopt a continuous performance management framework. CIPD (2023c) highlights that regular performance conversations are more effective than annual reviews in improving engagement, accountability and performance outcomes. At present, BrightWave supervisors avoid performance discussions, allowing issues to escalate and damaging team morale.
A continuous performance management approach would include regular one-to-one meetings, shared goal setting, real-time feedback and transparent workload allocation. This aligns with Armstrong’s (2017) view that performance management should be an ongoing dialogue rather than a one-off event. For BrightWave, this would normalise performance conversations and reduce the discomfort managers currently associate with feedback.
From a business perspective, continuous performance management supports early intervention, reduces conflict and improves service quality. Employees benefit from clearer expectations and fairer treatment, while managers gain structure and confidence. Over time, this approach would support stronger client satisfaction and operational consistency, which are critical in public-sector contracts.

5.3 Improving Induction, Learning and Development
Another key recommendation is the introduction of structured induction and clearer learning and development pathways. Currently, new employees at BrightWave report limited induction and little understanding of progression opportunities. Kolb’s Experiential Learning Cycle suggests that learning is most effective when individuals are supported to reflect on experience and apply new understanding in practice (Kolb, 1984). Without structured induction, employees are left to learn informally, leading to inconsistent performance and lower confidence.
CIPD (2023b) identifies development opportunities as a major driver of engagement and retention. For BrightWave, improving induction would help new starters feel supported from day one, while visible development pathways would signal long-term investment in employees. This is particularly important for younger staff who value growth and progression.
While development initiatives require time and planning, they do not necessarily involve significant financial cost. Mentoring, shadowing, coaching and internal progression routes can be implemented using existing resources. In the longer term, improved development reduces turnover and enhances workforce capability, contributing positively to productivity and profitability.

5.4 Strengthening Employee Engagement and Retention
Improving engagement and retention should be treated as a strategic priority rather than an HR add-on. Herzberg’s Two-Factor Theory highlights recognition and responsibility as key motivators (Herzberg, 1959), yet BrightWave employees report feeling undervalued and overlooked. Simple recognition practices, such as acknowledging good performance and celebrating team achievements, can significantly improve morale.
Maslow’s Hierarchy of Needs further supports the need for a supportive environment where employees feel valued and included (Maslow, 1943). Introducing regular team briefings, feedback forums and opportunities for employee voice would help meet these needs and strengthen trust. ACAS (2023b) emphasises that listening to employees is one of the most effective ways to improve engagement, particularly during periods of change.
People Management research highlights that disengagement is costly, leading to higher absence, turnover and reduced service quality (People Management, 2019). For BrightWave, improving engagement would therefore have both human and financial benefits, supporting staff wellbeing while improving client outcomes.

5.5 Aligning People Management with External Expectations
Finally, BrightWave must consider external pressures when shaping its people management strategy. Public-sector clients increasingly expect suppliers to demonstrate fair work practices, employee wellbeing and social value. Failure to address high turnover and poor engagement may place BrightWave at risk of losing contracts.
By implementing the recommendations outlined above, BrightWave can demonstrate a commitment to ethical employment practices and sustainable workforce management. This alignment not only enhances organisational reputation but also strengthens competitiveness in future contract bids, supporting long-term profitability and growth.

6. Conclusion
BrightWave Services Ltd faces significant people-management challenges rooted in limited managerial capability and a task-focused organisational culture. While technical competence remains strong, weaknesses in communication, engagement and development undermine performance and retention. By investing in managerial capability, embedding continuous performance management, strengthening learning opportunities and committing to cultural change, BrightWave can improve productivity, employee satisfaction and long-term sustainability. These changes are essential if the organisation is to meet client expectations and remain competitive in the public-sector environment.
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