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[bookmark: _Toc1135050193][bookmark: _Toc926890762]Executive Summary

BrightWave Services Ltd, a medium-sized facilities management company in South Wales, is facing significant organisational challenges linked to leadership capability, performance management, employee engagement, and organisational culture. Rapid business growth, combined with a historically task-driven, efficiency-focused culture, has resulted in a skills gap among frontline and middle managers who have strong technical expertise but limited people-management capability. This weakness has contributed to inconsistent performance management, weak communication, and high staff turnover—particularly among cleaning staff on part-time or flexible contracts.
Current issues include reluctance among supervisors to address underperformance, low engagement levels, lack of career pathways, and limited recognition practices. Employees view the culture as rigid, numbers- driven, and resistant to innovation, despite senior leaders expressed desire to become more people-centered externally, public-sector clients increasingly require suppliers to demonstrate fair work practices and strong workforce development, creating a strategic imperative for change.
This report recommends a comprehensive people-management improvement strategy centred on investing in structured management development programmes; implementing a consistent performance-management framework; improving employee voice and communication channels; developing clear career pathways; fostering a more collaborative, developmental organisational culture; and demonstrating social value through employee wellbeing and fair work practices. These evidence-based interventions aim to reduce turnover, increase engagement, strengthen managerial capability, and position BrightWave as an employer of choice within the facilities management sector.
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[bookmark: _Toc1865907333][bookmark: _Toc1769004589]1. Introduction

BrightWave Services Ltd is a medium-sized facilities management company based in South Wales with around 350 employees. The organisation offers services in building maintenance, cleaning, and workplace support for clients such as schools, NHS hospitals, and local councils. The business has grown quickly after winning several large public-sector contracts. However, this fast growth has also brought many challenges related to people management, employee engagement, and organisational culture.

Staff describe the organisation as very task-focused, numbers-driven, and lacking recognition. Many employees, especially younger staff, report that they do not know what career opportunities exist. Supervisors are often promoted from technical roles but have limited training in managing people. As a result, performance management is weak, communication is inconsistent, and staff turnover is high. In addition, external clients now expect suppliers to show fair work practices, good management, and strong employee wellbeing.

This report analyses BrightWave’s main HR and organisational problems using relevant theories. It also provides realistic recommendations to help the company improve performance management, leadership capability, employee engagement, and organisational culture so that it can meet internal and external expectations.





[bookmark: _Toc434332107][bookmark: _Toc1930301647]2. Key Organisational Challenges
[bookmark: _Toc1887334849][bookmark: _Toc92131272]2.1 Performance Management Problems
One of the largest issues at BrightWave is the lack of consistent and effective performance management. Many supervisors do not feel confident having difficult conversations with staff. They worry that criticism will damage relationships with long-serving employees or create conflict. Because of this, underperformance is often ignored rather than managed. This leads to frustration among higher-performing staff who feel the workload is unfair.
According to Armstrong (2021), effective performance management requires clear goals, regular feedback, and open communication between managers and employees. Without these elements, performance becomes inconsistent and employee motivation decreases. This is already happening at BrightWave, where different teams work to different standards, and clients complain about poor service in some locations.
Supervisors’ lack of feedback skills is linked to the fact that many were promoted based on technical expertise rather than leadership capability. As Pulakos and O’Leary (2011) highlight, a major reason performance systems fail is that managers lack the skill and confidence to use them properly. This means BrightWave needs to improve the capability of managers to hold constructive conversations and support staff to improve.
[bookmark: _Toc597978605][bookmark: _Toc137163698]2.2 Managerial Skills Gap
BrightWave relies heavily on promoting experienced technical staff into supervisory roles. However, these individuals often receive little or no training in leadership and people-management skills. Hill and Lineback (2011) argue that being a good technical worker does not automatically make someone an effective manager. Leadership requires different skills, such as motivating others, managing conflict, giving feedback, and building trust.
In BrightWave, middle managers focus mostly on scheduling staff, controlling costs, and reporting on compliance. While these tasks are important in facilities management, they do not develop staff or improve engagement. Goleman (2000) argues that emotional intelligence is essential for effective leadership. This includes skills such as empathy, communication, and self-awareness—areas where BrightWave managers currently appear limited.
As a result, many employees feel unsupported by their supervisors. They do not receive coaching, recognition, or opportunities for development. This gap in management capability contributes to the high staff turnover and low engagement found in staff surveys.
[bookmark: _Toc582710920][bookmark: _Toc1839159809]2.3 Engagement and Retention Issues
BrightWave has an annual turnover rate of 28%, which is significantly higher than average for the facilities management sector. Most employees leaving are in low-paid or part-time roles, such as cleaning staff. Exit interviews show common themes: poor communication, feeling undervalued, lack of recognition, and uncertainty about career opportunities.
Herzberg’s motivation-hygiene theory (1968) helps explain these issues. According to the theory, hygiene factors such as pay and working conditions prevent dissatisfaction but do not create long-term motivation. Motivators such as recognition, achievement, responsibility, and growth opportunities have a much greater impact on engagement. At BrightWave, motivators are weak. Many employees report that they come in, do their hours, and leave, with no sense of progression or personal development.
The lack of structured induction also contributes to early disengagement. New staff do not receive information about expectations, career paths, or organisational culture. Bauer (2010) argues that good onboarding is essential for retention because it helps employees feel supported and confident in their role.
Turnover has several negative effects: increased recruitment costs, reduced service quality, loss of experienced staff, and inconsistent relationships with clients. Unless BrightWave addresses the root causes of turnover, these problems will continue.
[bookmark: _Toc617767332][bookmark: _Toc685667915]2.4 Organisational Culture Issues
BrightWave’s leaders describe the culture as pragmatic and results-focused, but staff describe it as rigid, traditional, and resistant to change. This mismatch suggests that leaders and employees do not share the same understanding of what the culture truly is. Schein (2017) explains that organisational culture operates at three levels: visible behaviours (artefacts), stated values, and underlying assumptions. At BrightWave, the underlying assumption seems to be that efficiency and cost control matter more than recognition, collaboration, or staff development.
Another cultural issue is the lack of collaboration between teams. Staff tend to work within their own areas and rarely share ideas or help each other. This leads to silos, which reduce innovation and team spirit. Edmondson (2018) argues that psychological safety—feeling comfortable speaking up or making suggestions—is essential for learning and improvement. At BrightWave, low psychological safety means employees hesitate to raise concerns or propose new ideas.
Because the culture feels closed and inflexible, staff are sceptical of new initiatives such as flexible scheduling or wellbeing programmes. They assume that the organisation values efficiency over people, so they do not believe these programmes will lead to real change.
[bookmark: _Toc1016150373][bookmark: _Toc1829666051]2.5 External Pressures
BrightWave works mainly with public-sector clients, such as schools, hospitals, and local councils. These clients increasingly expect suppliers to show social value, fair work practices, and strong management of their workforce. If BrightWave does not improve staff wellbeing, engagement, and retention, it may lose contracts to competitors who can demonstrate better performance in these areas.
Wood, Brewster and Brookes (2020) argue that organisations that show strong people management systems gain competitive advantage and have better reputations with clients. For BrightWave, improving staff experience is not only beneficial for employees but is essential to staying competitive in the market.






[bookmark: _Toc1734357482][bookmark: _Toc1842488801]3. Recommendations
[bookmark: _Toc953762532][bookmark: _Toc363533820]3.1 Strengthen Management Capability
To improve performance, engagement, and culture, BrightWave must invest in developing its managers. A structured management development programme should be introduced that covers the key people-management skills supervisors currently lack.
Key areas of training should include:
• giving clear and constructive feedback
• managing difficult conversations
• coaching and supporting staff
• conflict resolution
• emotional intelligence and communication
• recognising and rewarding good performance
This aligns with the CIPD (2021) recommendation that strong line-manager capability is essential for employee engagement and wellbeing. Training should be ongoing, not a one-off event, so that managers can build confidence over time.
A mentoring system could also support new supervisors by pairing them with more experienced managers. Hawkins and Smith (2013) argue that mentoring helps managers reflect on their actions and develop better leadership practices.
Improving manager capability will help create a more supportive and consistent leadership style across the organisation.
[bookmark: _Toc1490747613][bookmark: _Toc317957398]3.2 Introduce a Clear and Consistent Performance-Management System
BrightWave needs a more structured performance-management framework to reduce inconsistency and avoid situations where underperformance is ignored.
The new system should include:
• clear job expectations and performance standards
• regular one-to-one check-ins between supervisors and staff
• structured feedback conversations
• early intervention when performance dips
• recognition for good performance
• development plans to support staff growth
Pulakos and O’Leary (2011) recommend regular, informal check-ins rather than relying on annual appraisals. These conversations help build trust, identify problems early, and make staff feel supported.
Recognition should also be part of the system. Kruse (2015) explains that recognition increases engagement and motivation, yet it is often overlooked in task-driven cultures like BrightWave.
A standard process across all teams will ensure fairness and help employees understand what is expected of them.
[bookmark: _Toc1087084313][bookmark: _Toc1271545610]3.3 Improve Employee Engagement and Reduce Turnover
To reduce the high turnover rate and improve engagement, BrightWave should develop a series of initiatives focused on communication, development, and support.
[bookmark: _Toc2142505310][bookmark: _Toc1262699453]3.3.1 Structured Induction
A clear and consistent induction programme should be introduced for all new employees. This should include:
• information about the organisation and its values
• explanation of the role and expectations
• introduction to the team and supervisor
• training on processes and standards
• discussion of career paths
• follow-up meetings after the first week and first month
Bauer (2010) highlights that well-designed onboarding improves retention, job satisfaction, and performance.
[bookmark: _Toc1456312534][bookmark: _Toc464330184]3.3.2 Career Pathways and Development Opportunities
Many younger employees say they do not know what career paths exist. BrightWave should create simple career ladders for each division and communicate them clearly to staff.
Development opportunities such as short courses, ILM qualifications, or shadowing senior staff can support progression. Kaye and Giulioni (2015) emphasise that employees stay longer when they feel they are developing and learning.
[bookmark: _Toc1878333601][bookmark: _Toc1015074936]3.3.3 Improve Employee Voice
Employees should have more opportunities to share their views. This can be done through:
• regular staff forums
• anonymous feedback channels
• meetings between leaders and frontline staff
Purcell and Hutchinson (2007) argue that employee voice is central to building engagement and trust.
[bookmark: _Toc1468163332][bookmark: _Toc1534017274]3.3.4 Increase Recognition and Wellbeing Support
Simple changes such as verbal praise, “thank you” messages, or employee-of-the-month programmes can help staff feel valued. Wellbeing initiatives such as flexible scheduling, mental-health support, and wellbeing days can also improve morale.
[bookmark: _Toc902441529][bookmark: _Toc132298675]3.4 Transform Organisational Culture
BrightWave’s culture needs to become more people-centred in order to improve engagement, performance, and innovation.
[bookmark: _Toc2069458452][bookmark: _Toc623689811]3.4.1 Define Clear Values
Leaders should define and communicate a set of values that focus on respect, teamwork, recognition, fairness, and quality. These values should be included in all HR processes such as recruitment, appraisals, and promotions.
[bookmark: _Toc985010616][bookmark: _Toc102179284]3.4.2 Build Collaboration
Leaders should encourage more collaboration between teams by
• organising cross-team meetings
• creating shared goals for different departments
• encouraging joint problem-solving
Denison (2012) argues that collaborative cultures lead to better organisational performance.
[bookmark: _Toc851159664][bookmark: _Toc2071652252]3.4.3 Increase Psychological Safety
Supervisors should adopt behaviours that create a safe environment, such as:
• listening without blame
• encouraging staff to ask questions
• supporting suggestions for improvement
• treating mistakes as learning opportunities
Edmondson (2018) explains that psychological safety improves learning, innovation, and quality—which are important for improving service delivery at BrightWave.
[bookmark: _Toc790681557][bookmark: _Toc86630139]3.5 Demonstrate Social Value and Fair Work
To maintain strong relationships with clients, BrightWave should develop a social value plan that shows commitment to fair work practices and staff development.
This should include:
• reporting on staff turnover, engagement, and wellbeing
• offering apprenticeships and training programme• providing fair and transparent employment conditions
• supporting local communities and social initiativeWood, Brewster and Brookes (2020) highlight that strong social value practices improve reputation and competitiveness, especially in public-sector contracts.


[bookmark: _Toc1136907114][bookmark: _Toc1696408757]4. Implementation Plan
A clear plan is needed to introduce these changes step by step.
Phase 1: First 3 Months
• Communicate the need for change to all staff
• Review existing HR policies
• Begin designing management development programme
• Update induction materials
• Introduce short-term recognition initiatives
Phase 2: 3 to 9 Months
• Launch management development training
• Introduce new performance-management framework
• Start employee voice groups
• Communicate career pathways
• Begin wellbeing and engagement activities
[bookmark: _Toc1477225020][bookmark: _Toc1607895825]Phase 3: 9 to 18 Months
• Align recruitment and appraisal systems with new values
• Improve collaboration across teams
• Strengthen culture through leadership behaviours
• Publish social value progress for client

Phase 4:18Months and Beyond
• Monitor engagement and turnover levels
• Evaluate training and culture initiatives
• Seek feedback from staff to improve programmes
• Continue leadership development and recognition activitie
[bookmark: _Toc820027649][bookmark: _Toc406084807]5. Conclusion
BrightWave Services Ltd faces major challenges related to performance management, managerial capability, employee engagement, and organisational culture. These challenges are reducing service quality, lowering morale, and increasing turnover. They also create a risk that BrightWave could lose important public-sector contracts if it cannot demonstrate fair work and strong management practices.
This report recommends a people-centred approach that focuses on improving management skills, introducing a fair and consistent performance-management system, strengthening employee engagement, and developing a more supportiveorganisational culture. If these recommendations are implemented, BrightWave can reduce turnover, improve morale, and deliver a higher quality service to clients. Over time, the organisation will become more competitive, more innovative, and more aligned with the expectations of employees and external stakeholders.
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