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[bookmark: _Toc216446614]Executive summary

BrightWave Services Ltd is a fast-growing facilities management company in South Wales, driven by public sector contracts. While its operational expansion has been successful, the organization faces challenges in staff retention, inconsistent people management, and a rigid organizational culture. This report evaluates the roles and skills required by managers to improve performance, applying key theories such as Armstrong’s performance management cycle, the AMO framework, and Schein’s cultural model.

Findings highlight gaps in leadership capability, feedback processes, and employee engagement. The current task-driven, role-based culture limits collaboration, adaptability, and innovation. Evidence based recommendations are made to address these issues, including structured manager training, a more consistent approach to performance management, and cultural transformation aligned with shared values.

A HR strategy is proposed, using the McKinsey 7S Framework to align systems, skills, style, and structure. This aims to reduce turnover, increase employee satisfaction, and improve service quality. Investing in people and culture will help ensure BrightWave’s long-term sustainability, competitiveness, and social value impact.







[bookmark: _Toc216446615]Introduction

BrightWave Services Ltd, a facilities management company based in South Wales, has experienced rapid growth through several large public sector contracts. However, this growth has brought increasing pressure on its people management practices. The organization now faces key challenges, including limited managerial capability, high staff turnover, low employee engagement, and a workplace culture that does not fully support development or collaboration.

This report provides a critical evaluation of these issues and explores the roles and skills required by managers to effectively support performance. It applies relevant people management theories and models to BrightWave’s context and examines how the existing organizational culture impacts management practices. Finally, it sets out a clear, evidence-based HR strategy for the next three years, aimed at improving leadership, strengthening staff engagement, and aligning the culture with both employee needs and client expectations.












[bookmark: _Toc216446616]Managerial Roles and Skills Analysis

BrightWave currently promotes technically competent staff into supervisory roles without equipping them with the essential people management skills needed for leadership. While technical expertise is valuable, managing people requires a different set of competencies. According to Kotter (1990), effective organisations need a balance between management and leadership with leadership focusing on vision, empowerment, and driving change. Northouse (2016) further explains that leadership involves the ability to influence, inspire, and guide individuals towards shared goals.
Many BrightWave supervisors lack confidence in giving feedback or addressing performance concerns, which can negatively affect team morale and accountability. As Goleman (1998) highlights, emotional intelligence the ability to understand and manage one’s own emotions and those of others is critical for motivating teams and handling interpersonal challenges. Supervisors must also be trained in coaching, active listening, and conflict resolution.
Nida’a and Worley (2018) highlight that effective supervision and the use of soft skills such as collaborative communication and emotional intelligence are critical to improving staff motivation, performance, and trust. When leaders are equipped with these interpersonal skills, they are better able to build supportive relationships, clarify expectations, and encourage development. This is especially important in dispersed teams like BrightWave’s, where frontline staff work independently and rely on strong, human-centred supervision to stay engaged and aligned. Similarly, Hashemian (2025) emphasises the importance of ongoing training and feedback in public organisations, noting that soft skills like empathy, adaptability, and communication are just as vital as technical knowledge for managerial success.
Together, these insights suggest BrightWave needs to invest in structured leadership development that blends performance management with coaching and communication training. This shift will help supervisors transition from task-focused roles into more people-oriented leaders, aligned with the company's evolving needs.


[bookmark: _Toc216446617]Performance Management Gaps


BrightWave currently lacks a consistent approach to performance management, with no formal review cycles in place. This makes it difficult for managers to set clear expectations, track progress, or support employee development effectively. According to Armstrong (2020), effective performance management should follow a structured four-stage cycle: planning, monitoring, developing, and reviewing. This cycle ensures that employees understand their goals, receive regular feedback, and are supported in achieving their potential.
In addition, the AMO model which stands for Ability, Motivation, and Opportunity reinforces the importance of creating an environment where employees have the skills they need, feel motivated to perform, and are given meaningful opportunities to contribute (Boxall & Purcell, 2016). At BrightWave, this means introducing regular feedback, offering tailored training, and assigning tasks fairly. Together, these practices can help improve individual performance, increase engagement, and reduce frustration among teams.
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BrightWave’s culture reflects a traditional, process-focused structure that limits flexibility, collaboration, and innovation. As Mullins (2019) explains, organizational behavior is heavily influenced by cultural values, communication patterns, and leadership attitudes. In environments where roles are rigid and staff feel undervalued; engagement and motivation tend to decline. This is evident at BrightWave, where the culture has been described by employees as conservative and task-driven, contributing to low morale and high turnover. A shift toward a more inclusive, open, and developmental culture is needed to drive performance and support sustainable growth.

BrightWave reflects what Charles Handy (1993) describes as a ‘Role Culture’ an organization that is highly structured, hierarchy-driven, and focused on defined roles, rules, and procedures. While this can support efficiency and clarity, it often results in limited flexibility, low employee autonomy, and an impersonal working environment. Staff are expected to ‘stick to their bit’ which weakens cross functional collaboration and reduces opportunities for innovation.

This rigid culture can be further understood through Schein’s (2010) three-level model of organizational culture, which provides a useful framework for analyzing the deeper drivers of behavior within organizations:

· At the artefact level, we observe visible features such as strict time-tracking, performance metrics, and a reliance on top-down communication. These reinforce a culture focused on output and compliance.
· The espoused values of the organization such as cost efficiency, reliability, and productivity dominate managerial decision making and strategic choices. While these values may align with client expectations in the short term, they often overshadow people-related considerations like wellbeing and development.

The basic underlying assumptions, which are harder to detect but more powerful, reveal a belief system where achieving results is prioritized above employee experience. There is a general assumption that control and routine are more effective than flexibility, innovation, or collaboration. This limits creativity and trust within teams.

In addition, Denison’s (2000) Culture Model highlights two key weaknesses within BrightWave’s cultural environment:

· Low involvement: Employees have limited voice in decision-making processes, particularly those affecting their day-to-day roles. This leads to feelings of disengagement and being undervalued.
· Weak adaptability: There is resistance to change and reluctance to trial new ideas or ways of working. This makes the organization slow to respond to external shifts in client needs or employee expectations.

Combined, these factors contribute to a rigid and risk averse culture that not only affects employee morale and retention but also impairs service delivery and organizational growth. For BrightWave to remain competitive and meet evolving expectations, especially around social value, employee wellbeing, and flexibility a cultural transformation is required. This would involve redefining internal values, encouraging collaborative behaviors, and shift leadership practices to become more people-centered and development focused.
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With clients increasingly expecting suppliers to demonstrate social value and responsible business conduct, BrightWave must align its people’s strategies with recognized ethical frameworks. According to the CIPD (2021), ethical HRM should be built on principles of fairness, transparency, and respect for employee wellbeing. This involves making sure that all HR policies and decisions uphold justice, treat employees with dignity, and support the creation of meaningful, rewarding work environments.

Set in robust equality, diversity, and inclusion (EDI) practices is not only a legal requirement but also a key driver of long-term organizational success. As highlighted by Dobbs (1996) and Kreitz (2008), organizations that actively promote diversity are better positioned to foster innovation, make more informed decisions, and earn the loyalty of their workforce. For BrightWave, this is especially important given the high turnover among part-time and lower-paid staff, many of whom may feel excluded or undervalued.

To address these challenges, BrightWave should strengthen its commitment to fair recruitment, inclusive job design, and career progression pathways that are open to all employees. This includes ensuring equal access to training, promotion, and development opportunities. Value-based leadership and management practices where employees are treated as individuals with unique needs and potential can help build trust, increase motivation, and reduce staff turnover.

By creating a workplace where fairness, inclusion, and respect are embedded into everyday practice, BrightWave will not only improve internal engagement but also meet the rising expectations of public-sector clients who now require evidence of ethical and socially responsible employment practices as part of procurement decisions.
[bookmark: _Toc216446620]Recruitment and Retention Strategies


The company’s high staff turnover rate of 28%, particularly in low-paid roles, alongside weak onboarding practices, signals the need for a more structured and value-driven recruitment process. According to Torrington et al. (2020), recruitment should balance rational elements such as clear job criteria and candidate assessment with processual elements, which consider how the recruitment journey reflects organizational values and affects candidate experience. 

Taylor and Collins (2000) reinforce this by arguing that strong person organization fit not only improves initial engagement but also enhances long-term retention. This is especially critical for a dispersed workforce like BrightWave’s, where employee alignment with company values can drive autonomy and accountability. Clearly defined internal career pathways and inclusive hiring processes will further support talent retention and workforce diversity.

To improve both retention and workforce quality, BrightWave should strengthen its use of technology and data in recruitment. Martín-Hernández (2023) highlights how artificial intelligence (AI) tools can support fairer, faster, and more consistent hiring by reducing bias and improving candidate matching. This is especially important for medium-sized organizations like BrightWave, where resources are stretched but hiring needs are ongoing.

Additionally, Smith and Turner (2023) point out that in small and medium-sized enterprises (SMEs), the recruitment approach often reflects the attitudes and capabilities of line managers. This reinforces the importance of providing hiring managers at BrightWave with practical training in inclusive recruitment and value-based selection. By pairing this with clearer internal progression pathways, the company can enhance employee development, reduce early exits, and support diversity across roles.
[bookmark: _Toc216446621]Recommendations and HR Strategy

To support long-term sustainability and address current people management challenges, BrightWave should align its internal structure and practices using the McKinsey 7S Framework. This model ensures consistency across seven key elements: Strategy, Structure, Systems, Shared Values, Skills, Style, and Staff (Peters and Waterman, 1982). The following recommendations are aligned with these dimensions:

[bookmark: _Toc216446622]Strengthening management skills (Skills / Style):

Provide essential training for managers in coaching, leading performance conversations, and resolving conflict. While many BrightWave’s supervisors have strong technical skills, they often lack confidence and experience in managing people. Targeted development will help them lead more effectively, promote engagement, and build stronger, more cohesive teams.

[bookmark: _Toc216446623]Implement structured performance systems (Systems):

Adopt Armstrong’s performance management cycle, which includes goal setting, regular feedback, and continuous development. Using SMART objectives and quarterly check-ins rather than relying solely on annual reviews can enhance accountability, support learning, and create a more consistent performance culture across teams.




[bookmark: _Toc216446624]Promote cultural change (Shared Values / Style):

Launch a cultural transformation program based on Schein’s (2010) three-level model artefacts, espoused values, and underlying assumptions. This shift should promote openness, fairness, and employee wellbeing. It will require strong, visible leadership and consistent communication to ensure cultural values are reflected in daily behavior.

[bookmark: _Toc216446625]Build a stronger employer brand (Strategy / Shared Values):

Communicate BrightWave’s identity as an organization that values its people. Highlight recognition, flexibility, and opportunities for career growth in recruitment materials and internal messaging. This will help attract and retain talent that shares the company’s vision and values.

[bookmark: _Toc216446626]Adopt inclusive recruitment and smarter job design (Systems / Staff):

Recruitment should go beyond technical fit and focus on alignment with BrightWave’s culture and values. Job roles should be designed to allow for flexibility, fairness, and progression. Žibret (2024) notes that AI tools can support this by reducing unconscious bias and improving candidate matching, making recruitment fairer and more effective.

[bookmark: _Toc216446627]Enhance internal development pathways (Structure / Staff):

Many employees at BrightWave, especially in lower-paid or part-time jobs, are unsure how to progress. Establishing clear career paths, development programs, and mentoring will not only improve retention but also support internal mobility and talent growth, reducing reliance on external recruitment.
By ensuring all seven elements of the McKinsey framework are addressed and aligned, BrightWave can move toward a more sustainable, people-centered model one that supports staff wellbeing, improves performance, and strengthens client trust.
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BrightWave must move away from its current task, focused and compliance driven culture toward one that prioritizes people, shared values, and ethical responsibility. A more people-centered approach will not only improve employee wellbeing but also strengthen the organization’s ability to attract, retain, and develop talent. By embedding strategic HR practices such as structured performance management, inclusive recruitment, and leadership development, the company can build stronger people manager capabilities. This shift will support better service delivery, enhance employee engagement, and ensure long-term organizational resilience and sustainability in a changing public sector landscape.
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