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Executive Summary
BrightWave Services Ltd is a medium-sized facilities management organisation that has achieved success by winning several large public sector contracts. However, this rapid growth has also highlighted a number of challenges, particularly around how people are managed within the organisation. High staff turnover, low engagement and inconsistent service delivery suggest that current management practices are placing too much emphasis on tasks, targets and cost control, and not enough on supporting and developing employees. 
The case study shows that many managers at BrightWave were promoted because of their technical skills rather than their experience in managing people. As a result, performance issues are often avoided, feedback is unclear and employees are not always sure what is expected of them. New starts, often receive little induction, career paths are unclear and many staff feel undervalued. This has contributed to frustration, disengagement and higher levels of turnover, especially in frontlines roles. 
The report highlights that these problems are not cause by individual employees but by wider issues in management capability and organisational culture. It recommends developing managers people skills, improving performance conversations, strengthening induction and career development, and becoming more open to flexible working and wellbeing initiatives. By taking a more people focused approach, BtightWave can improve employee satisfaction retain staff more effectively, deliver a more consisten service to clients and support long-term business success.  
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Performance Management, Managerial Capability and Organisational Culture at BrightWave Services Ltd

1. Introduction
BrightWave Services Ltd. is a medium-sized facilities management organisation operating in South Wales, employing approximately 350 staff across building maintenance, cleaning services and workplace support. While the company has achieved rapid growth through securing large contracts with schools, NHS hospitals and local authorities, this growth has exposed significant weaknesses in its people management capability. High staff turnover, inconsistent service delivery, low engagement scores and increasing client complaints indicate that current management practices are no longer fit for purpose. 
This report critically evaluates the roles and skills required by managers at BrigthWave to manage performance effectively, applies relevant people management theories and models to the organisations situation and assesses the influence of organisational culture on people management practices. Also, it will provide evidence-based recommendations to improve managerial capability, performance management, organisational culture and ultimately BrightWave`s productivity and profitability. 













2. Roles and Skills Required for Effective Performance Management at BrightWave
2.1 The Changing Role of Managers
At BrightWave, managers have traditionally been promoted based on technical competence rather than leadership capability. As a result, managerial roles are largely administrative, focused on scheduling, cost control and compliance, rather than people management. However, contemporary people management literature argues that managers must act as performance enablers, not merely task coordinators (Armstrong, 2021). 
Effective performance management requires managers to fulfil multiple roles: 
· Coach and developer of staff
· Communication of expectations and standards 
· Motivator who recognises and values contribution
· Feedback provider who addresses underperformance constructively 
· Role model for organisational values and behaviours (CIPD, 2023)
The avoidance of performance conversations at BrightWave demonstrates a lack of confidence and skill in these areas, leading to tolerated underperformance and resentment among high performing employees. 

2.2 Core Skills Required
Communication and feedback skills – supervisors report avoiding performance conversations due to discomfort with confrontation. This reflects a lack of skill in constructive feedback, which is central to effective performance management (Aguinis, 2019). A manager must be able to provide timely, balanced feedback which focuses on behaviour and outcomes. Strong communication and feedback skills are essential for managing performance effectively. At BrightWave, many supervisors admit they avoid performance conversations because they feel uncomfortable with confrontation. When feedback is delivered in a supportive and respectful way, it can help employees understand expectations and improve performance. 
Coaching and development skills – BrightWave employees, particularly younger staff, report unclear career pathways and limited development opportunities. Coaching skills enable managers to support employee growth, enhance engagement and improve retention (Whitmore, 2017). At BrighWave many employees, particularly younger staff feel unsure about what career opportunities are available to them or how they can progress within the organisation. By adopting a coaching approach, BrightWave managers could help employees feel more valued, supported and committed to the organisation, which would also help reduce staff turnover. 
Conflict management and emotional intelligence – avoidance of performance issues suggests low emotional intelligence. Goleman (1998) argues that self-awareness, empathy and emotional regulation are essential managerial competencies, particularly in people sectors such as facilities management. At BrightWave, many managers, avoid dealing with performance issues or conflict because they feel uncomfortable having difficult conversations. This behaviour suggests low levels of emotional intelligence. 
Performance planning and goal setting – manager must be able to translate organisational objectives into clear, achievable goals for employees. The lack of clarity around expectations at BrightWave undermines accountability and fairness. Without clear goals, managers, also struggle to hold employees accountable, which can lead to underperformance being tolerated and high-performing staff feeling undervalued. 









3. Application of People Management Theories and Models
3.1 Performance Management Theory
Armstrong`s (2021) performance management cycle emphasises: 
· Planning
· Continuous monitoring
· Feedback and coaching
· Review and development
BrightWave`s current approach focuses almost exclusively on compliance and output measurement, neglecting the continuous and developmental aspects of the cycle. Applying this model would require BrightWave managers to set clear performance expectations, hold regular one to one discussion, provide development feedback and review of performance outcomes systematically. Most importantly, performance management should be ongoing rather than limited to annual reviews, particularly in service-based roles with immediate client impact. 
3.2 Goal Setting Theory
Locke and Latham`s (2002) goal setting theory argues that performance improves when goals are specific, challenging and agreed. At BrightWave, staff report unclear expectations and inconsistent workload allocation, indicating that goals are neither transparent nor perceived as fair. This eventually undermines the motivation and performance. Goal setting theory suggests that people perform better when they are given clear and meaningful goals. At BrightWave, however, many employees report unclear expectations and inconsistent workloads. This suggests that goals are not always clearly explained or applied fairly across teams. As a result, staff may feel confused or treated unfairly, which can reduce motivation and performance. 
3.3 Motivation Theory 
Herzberg`s Two-Factor Theory - Herzberg et al. (1959) distinguish between hygiene factors (pay, conditions) and motivators (recognition, achievement, growth). BrightWave appears to focus almost exclusively on hygiene factors, while neglecting motivators such as recognition and development, which contributes to low engagement. 
Self-Determination Theory – Deci and Ryan (2000) argue that autonomy, competence and connection drive natural motivation. BritghtWave`s strict, task driven culture limits autonomy and development, reducing employee commitment and engagement. The theory explains that people are more motivated when they feel trusted, capable and connected to others. 
3.4 Leadership Theory 
Transactional vs Transformational Leadership – BrightWave managers largely exhibit transactional leadership, focusing on tasks, compliance and efficiency. While this may support short-term cost control, it is insufficient for sustaining engagement and performance (Bass, 1990). 
3.5 Psychological Contract Theory
Rousseau (1995) argues that employees hold implicit expectations about fairness, development and respect. BrightWave`s weak induction processes, limited communication and lack of progression opportunities suggest a breach of the psychological contract, leading eventually to disengagement and turnover. At BrightWave, weak induction processes, poor communication and unclear progression opportunities suggest that these expectations ar not being met. Over time, this can lead to lower motivation, reduced engagement and higher staff turnover. 










4. Organisational Culture and Its Influence on People Management
4.1 Cultural Characteristics at BrightWave
Organisational culture at BrightWave is described as task-drive, rigid and resistant to change. Using Schein`s (2017) model of organisational culture: 
· Artefacts: focuses on metrics, schedules and compliance reports. 
· Espoused values: efficiency, reliability and pragmatism. 
· Underlying assumptions: people are costs to be controlled rather than assets to be developed.
This culture directly influences people management practices by discouraging recognition, limiting development opportunities and reinforcing managerial avoidance of soft conversations. 
4.2 Impact on Engagement and Retention
A culture that prioritises outputs over employee experience contributes to low engagement and high turnover (Kahn, 1990). Employees who feel undervalued and disconnected are less likely to deliver consistent service quality, directly affecting client satisfaction and organisational performance. 
The prevailing culture: 
· Normalises underperformance tolerance
· Discourages innovation 
· Reinforces silos and weak collaboration
· Undermines trust and psychological safety
As Kotter (2012) argues, culture can either enable or obstruct strategic change. At BrightWave, culture currently acts as a barrier to effective people management. 
4.3 Resistance to Innovation
BrightWave`s scepticism toward initiatives such as flexible scheduling and wellbeing programmes, reflects a conservative culture that views change as risky rather than beneficial. This approach can prevent the organisation from adaptin to the changing needs of its workforce. However, evidence suggests that wellbeing and flexibility are increasingly important to retention, particularly in low paid service roles (CIPD, 2022). 
Embracing innovation could therefore help BrightWave create a more supportive and attractive working environment, making their employees feel valued and respected. 























5. Evidence Based Recommendations
5.1 Develop Managerial Capability
BrightWave should implement a structured management development programme focusing on: 
· Performance conversations
· Coaching skills
· Emotional intelligence 
· Conflict management
These skills would help managers deal with issues early, support employee development and build stronger working relationships. When managers feel capable and supported, they are more likely to manage people consistently and fairly. 
Research shows that targeted management development improves engagement, productivity and retention (CIPD, 2023). 
5.2 Redesign Performance Management Process
Performance management should shift from an annual, compliance-based approach to a continuous, developmental model: 
· Clear goal setting aligned to organisational values
· Regular one to one check ins
· Documented feedback and support plans
· Fair and transparent workload allocation
This aligns with best practice and supports sustained performance improvement (Aguinis, 2019). 
5.3 Strengthen Induction and Career Pathways 
BrightWave should introduce: 
· A consistent induction programme 
· Clear role expectations
· Visible progression routes from frontline to supervisory roles
· Access to training and development opportunities
Strengthening induction and career pathways would play an important role in improving employee experience at BrightWave. Providing access to training and development opportunities would show that the organisation values its people. 
This would rebuild the psychological contract and improve retention, particularly among younger workers (Rousseau, 1995). 

5.4 Shift Organisational Culture
Senior leaders must actively model a people-centred culture:
· Recognising and rewarding good management practice
· Encouraging collaboration and innovation
· Embedding wellbeing and fairness into organisational values
Cultural change requires consistent leadership behaviour and reinforcement through systems and processes (Schein, 2017). 
5.5 Align People Management with Business Strategy
Investing in people management should be positioned as a driver of: 
· Service quality
· Client satisfaction
· Contract retention
· Productivity and profitability 
For BrightWave to achieve sustainable improvement in performance and competitiveness, people management must be explicitly aligned with the organisations broader business strategy. 
Investing in people management should therefore be repositioned as a strategic lever that directly supports key business outcomes, including service quality, client satisfaction, contract retention and long-term productivity and profitability. Evidence suggests that organisations with strong people management practices outperform competitors in both financial and operational terms (Pfeffer, 1998).

5.6 Enhance Employee Voice and Engagement
To improve employee engagement and commitment, BrightWave should introduce structured and meaningful mechanisms for employee voice, ensuring that staff feel heard and involved in decisions that affect their working lives. Research suggests that employee voice is a key driver of engagement, trust and organisational performance, particularly in service-based organisations where frontline behaviour directly influences customer outcomes (Marchington et al., 2020). 



















6. Conclusion
BrightWave Services Ltd is facing several people management problems that have developed as the business has grown quickly without enough focus on how managers lead and support the staff. Although the organisation has been successful in winning public-sector contracts, this growth has put pressure on managers who were promoted for their technical skills rather than their ability to manage people. As a result, performance issues are often avoided, feedback is inconsistent and many employees feel unsupported in their roles. 
This report shows that these problems are not caused by individual employees, but, by the way management and culture operate across organisation. BrightWave`s strong focus on efficiency, targets and costs control has created a task-driven culture where people management is seen as a lower priority. This has reduced opportunities for recognition, development and open communication. Research suggests that when employees feel undervalued and unclear about expectations, they are more likely to disengage and leave the organisation (Kahn, 1990; Rousseau, 1995).
There are also clear risks for the organisation if these issues are not addressed. Public-sector clients increasingly expect organisations to show fair treatment of staff, good wellbeing practices and positive social value. Without improvements in management skills and workplace culture, BrightWave may struggle to meet these expectations and could risk losing contracts.
In conclusion, BrightWave needs to place people management at the centre of how the business operates. By supporting managers to develop their leadership skills, improving performance management processes and creating a more people-focused culture, the organisation can improve employee engagement, reduce turnover and achieve more sustainable long-term success. 
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