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1. Introduction
BrightWave Services Ltd is a medium-sized facilities management organisation facing increasing internal and external pressures. Rapid growth, a focus on cost-efficiency, and insufficient development of managerial capability have contributed to weak performance management, low employee engagement, and high turnover. This report analyses the roles and skills required by managers to effectively manage performance at BrightWave, applies relevant theories and models of people management, evaluates the influence of organisational culture, and provides evidence-based recommendations to enhance managerial practice, organisational culture, and ultimately productivity and profitability.

2. Roles and Skills Required by Managers to Effectively Manage Performance
Effective performance management depends heavily on the capability and behaviours of managers. At Brightwave, many supervisors and middle managers lack confidence and formal training in people management. Several key roles and skill areas are required to address these gaps.
Key Managerial Roles:
Performance Coach
Supervisors at BrightWave currently avoid performance conversations, tolerating underperformance and creating perceptions of unfairness. A core managerial role is that of a coach who supports employees to improve through regular feedback, goal-setting, and development discussions. Coaching fosters accountability and continuous improvement, both of which are lacking in BrightWave’s task-driven culture.
Communicator and Relationship Builder
Exit interview feedback emphasises poor communication and limited manager visibility. Managers must act as effective communicators who listen actively, build trust, and maintain constructive relationships. This is particularly important in multi-site environments like BrightWave’s, where many staff work remotely and may feel disconnected.
Role Model and Culture Carrier
Managers reinforce organisational culture through their behaviours. In BrightWave’s case, an overemphasis on task efficiency has encouraged managers to prioritise schedules and reporting over people. Managers need to model a more people-centred approach, demonstrating fairness, recognition, and support for employee wellbeing.
Talent Developer
BrightWave’s younger employees report not knowing what career paths exist, and internal promotion has historically been based on tenure or technical expertise rather than capability. Managers therefore need skills in identifying potential, supporting learning, and enabling career development pathways.

Key Managerial Skills
Giving Effective Feedback
Managers require training in delivering constructive, timely, and balanced feedback. Models such as Situation–Behaviour–Impact (SBI) or BOOST feedback can provide practical frameworks. BrightWave’s supervisors currently rely on avoidance, leading to unresolved issues and declining team morale.
Difficult Conversations
Conflict aversion is a barrier to performance management. Managers need skills in holding difficult conversations confidently and empathetically, addressing issues early, and ensuring actions are followed up.
Coaching and Motivational Skills
Managers should be equipped with coaching techniques such as active listening, open questioning, and goal-focused dialogue. This is important for motivating staff, many of whom work in low-paid roles where intrinsic motivators (recognition, fairness, career development) play a greater part in engagement.

Emotional Intelligence (EI)
EI is critical in managing diverse teams across dispersed sites. Skills such as self-awareness, empathy, and social awareness enable managers to understand employee needs, respond appropriately to concerns, and build psychological safety.
Workforce Planning and Fair Allocation of Work
Staff complaints about workload fairness indicate that managers need better organisational and planning skills to balance tasks and ensure consistent service delivery.

Barriers to Effective Performance Management at BrightWave
· Insufficient training: Managers are promoted for technical ability, not people skills.
· Cultural norms: A numbers-first culture discourages developmental conversations.
· Limited time: Heavy administrative loads reduce capacity for people-focused leadership.
· Low confidence: Managers fear conflict and criticism, reinforcing avoidance behaviours.
These barriers highlight the need for a comprehensive capability-building strategy aligned with cultural change.

3. Application of People Management Theories and Models to BrightWave
The following theories provide insight into BrightWave’s challenges and inform potential interventions.
McGregor’s Theory X and Theory Y
BrightWave’s culture and management approach currently align with Theory X assumptions: employees are seen as needing close supervision, being motivated primarily by pay, and expected to meet numerical targets. This is evident in:
· Heavy focus on task completion and efficiency.
· Minimal recognition or development opportunities.
· Supervisors controlling schedules rather than enabling performance.
Shifting toward Theory Y—which views employees as self-motivated and capable of growth—would encourage more autonomy, trust, and engagement. Implementing development pathways, involving staff in problem-solving, and encouraging innovation would support this shift.

Herzberg’s Two-Factor Theory
High turnover in low-paid roles suggests widespread dissatisfaction with hygiene factors (e.g., workload fairness, supervision quality, organisational policies). However, motivators—such as recognition, development, and achievement—are also absent, contributing to low engagement.
Applying Herzberg’s model suggests BrightWave must:
· Improve hygiene factors: fair workload distribution, clear communication, consistent managerial behaviours.
· Increase motivators: recognition schemes, internal career pathways, learning opportunities.

The Psychological Contract (Rousseau)
Employee comments reveal a mismatch between expectations and reality:
· New staff expect structured induction and careers but receive minimal support.
· Employees expect fairness and recognition but experience inconsistency.
· Managers expect staff to perform autonomously but fail to set clear expectations.
Such breaches of the psychological contract erode trust and loyalty, contributing to turnover. Rebuilding the contract requires clearer communication, consistency, and evidence of investment in staff.

The AMO Model of Performance
AMO proposes that performance depends on:
· Ability
· Motivation
· Opportunity to perform
BrightWave demonstrates weaknesses in all three:
· Ability: Lack of induction and training reduces competence and confidence.
· Motivation: Low recognition and communication drive disengagement.
· Opportunity: Rigid structures limit input, autonomy, and collaboration.
Strengthening all three elements through training, empowerment, and supportive management would significantly improve performance.

Transformational Leadership Theory
BrightWave’s leaders are seen as pragmatic and numbers-driven, but not inspirational or people-focused. Transformational leadership emphasises vision, inspirational motivation, individualised consideration, and intellectual stimulation—all lacking currently.
Encouraging leaders to articulate a compelling, people-centred vision and model developmental behaviours can drive cultural change.

Schein’s Levels of Culture
Using Schein's model reveals deeper issues:
· Artifacts: Focus on KPIs, rigid processes, limited recognition initiatives.
· Espoused values: Leaders claim to be results-oriented and efficient.
· Underlying assumptions: Staff feel new ideas are unwelcome, hierarchy is fixed, and people are secondary to tasks.
Addressing culture therefore requires more than new policies; it demands challenging basic assumptions about people, performance, and value creation.

4. Influence of Organisational Culture on People Management Practices at BrightWave
Culture has a powerful influence on behaviours and outcomes. At BrightWave, the existing culture reinforces and perpetuates poor people management.
Task-Driven Culture Reduces Managerial Focus on People
The emphasis on efficiency and cost control has created a environment where:
· Managers prioritise reporting and scheduling over staff development.
· Supervisors believe recognition or coaching is secondary to “getting the work done.”
· Innovative HR practices, such as wellbeing initiatives or flexible scheduling, are met with scepticism.
This prevents adoption of effective people management practices.

Culture of Avoidance and Low Accountability
Supervisors avoid conflict and underperformance is tolerated. This becomes self-reinforcing: managers who challenge issues are seen as breaking cultural norms, while those who avoid issues fit in.
This undermines:
· Fairness
· Motivation
· Engagement
· Productivity


Culture Impacts Retention and Engagement
The absence of recognition, autonomy, and development pathways leads staff—especially younger workers—to feel undervalued and directionless. The culture also prevents empowerment or innovation, limiting opportunities for employees to contribute meaningfully.
This results in:
· High turnover (28%)
· Low engagement
· Reduced service consistency, contributing to client complaints

Cultural Misalignment with External Expectations
Clients now expect fair work, social value, and sustainable employment practices—values not reflected in BrightWave’s culture. Without cultural change, BrightWave risks reputational damage and contract loss.

5. Evidence-Based Recommendations
Drawing on the challenges, theories, and culture analysis, the following recommendations aim to strengthen managerial capability, improve performance management, foster a more people-centred culture, and enhance organisational outcomes.

Strengthening Managerial Capability
Introduce a Structured People-Management Training Programme
Provide mandatory training for supervisors and middle managers covering:
· Giving feedback and holding difficult conversations
· Coaching skills and employee motivation
· Emotional intelligence and communication
· Fair workload management
· Managing remote and dispersed teams
Practical, scenario-based learning will support confidence and behaviour change.
Implement Management Standards and Clear Expectations
Develop a set of behavioural and leadership competencies aligned with the desired culture (e.g., fairness, recognition, inclusivity). These should be integrated into:
· Performance reviews
· Promotion criteria
· Management training
· Recruitment of future managers

Improving Performance Management Practices
Introduce Regular Check-ins and Structured Appraisals
Replace ad hoc or avoided conversations with regular one-to-one meetings focused on:
· Objectives and expectations
· Development needs
· Recognition of good performance
· Barriers and support required
A simple, user-friendly performance management system will support consistency.

Provide Tools for Constructive Feedback
Use models such as SBI or GROW to help managers structure development conversations confidently. Provide templates, guides, and role-play practice.



Enhancing Engagement and Retention
Develop Clear Career Pathways
Create progression routes—for example:
· Cleaner → Senior Cleaner → Team Leader → Supervisor
· Technician → Senior Technician → Supervisor
Provide transparent criteria, training modules, and opportunities for staff to develop skills.

Strengthen Induction and Onboarding
Introduce a structured induction covering:
· Company values and culture
· Role expectations
· Health and safety
· Training opportunities
· Introduction to managers and colleagues
A buddy system could support new recruits during their first six weeks.

Recognition and Reward Initiatives
Small-scale, low-cost recognition programmes can substantially increase engagement. Ideas include:
· “Above and Beyond” monthly awards
· Instant recognition cards from managers
· Team shout-outs in newsletters


Transforming Organisational Culture
Leadership Role Modelling
Executives and senior managers must visibly champion the shift to a people-centred culture—for example:
· Regular site visits and listening sessions
· Publicly recognising achievements
· Communicating the strategic importance of employee wellbeing

Encourage Collaboration Across Teams
Introduce cross-functional working groups to solve operational problems, share ideas, and break the “stick to your bit” mentality.

Promote Innovation and Continuous Improvement
Create safe spaces for employees to suggest improvements, trial new scheduling models, and test wellbeing initiatives. Reward ideas that improve service quality or staff experience.

Aligning with External Expectations
Adopt Fair Work and Social Value Principles
· Commit to predictable hours, fair workloads, and opportunities for progression.
· Report annually on wellbeing, equality, and employment practices.
· Engage staff and clients in shaping social value commitments.
This will strengthen BrightWave’s competitiveness in tenders.



6. Conclusion
BrightWave Services faces significant organisational challenges driven by weak people management capability, poor performance management practices, and a task-driven culture that undervalues staff. Applying people management theories reveals clear gaps in motivation, communication, leadership style, and psychological contract fulfilment. To address these issues, BrightWave must invest in managerial skills development, implement consistent performance practices, create meaningful career pathways, and shift towards a more people-centred, collaborative culture. Doing so will not only improve engagement and retention but also enhance service quality, client satisfaction, and long-term profitability.
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