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Executive Summary
BrightWave Services Ltd is a medium-sized facilities management company in South Wales with around 350 staff across building maintenance, cleaning services and workplace support. The case study shows that rapid growth has not been matched by strong people management.
Supervisors often avoid feedback, underperformance is left unresolved, and staff report unfair workload allocation, low recognition and limited development. Annual turnover has reached 28%, particularly in cleaning roles, and client complaints about inconsistent service are rising.
This report explains the roles and skills BrightWave managers need to manage performance well and applies people-management theories to diagnose the situation. It recommends a simple, continuous performance approach: clear standards, regular short check-ins, practical coaching, fair handling of underperformance and everyday recognition. It also recommends focused line-manager development and adding people outcomes (turnover, engagement, completion of check-ins) alongside cost and compliance targets.
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1. Introduction
Performance management is the everyday work of agreeing expectations, supporting staff to deliver, and dealing with problems early and fairly. In services delivered across many sites, clients see performance through consistency: standards, responsiveness and professional behaviour (Armstrong, 2020).
BrightWave has grown quickly, but the case study shows its management approach is still heavily focused on rotas, cost control and compliance reporting. Supervisors lack confidence with coaching and performance conversations, which contributes to inconsistent service, low engagement and high turnover.
This report evaluates what BrightWave managers need to do (their roles) and what they need to be able to do (their skills). It also applies relevant theories and models to explain why the current approach is not working and what should change.
2. Main Findings
This section summarises the main causes of BrightWave’s performance gaps and the roles, skills, theory insights and practical actions needed to improve performance and retention across sites.
2.1 Organisational context and causes of performance gaps
BrightWave has a flat structure with senior leaders at head office and frontline managers supervising dispersed teams across client sites. In this set-up, line managers are the main link between organisational goals and day-to-day behaviour. If managers do not apply standards and support consistently, staff experience will vary by site. Research shows this ‘line manager effect’ is central to whether people practices improve performance (Purcell and Hutchinson, 2007).
2.1.1 Culture signals: ‘tasks and numbers first’
Staff describe a task-driven culture that is low on recognition. When the strongest signals are speed, cost and reporting, managers focus on what is urgent and measurable, and the people side of performance is squeezed. Culture is reinforced by what leaders pay attention to and what they reward (Schein, 2017).
2.1.2 Technical promotion without people-management preparation
BrightWave has often promoted its best technical staff into supervisory roles. Technical competence is valuable, but the role also requires communication, fairness, coaching and confidence with difficult conversations. CIPD notes that organisations often underinvest in developing line managers, even though they shape everyday performance and retention (CIPD, 2023).
2.1.3 Avoidance of feedback and underperformance
Supervisors avoid performance conversations because they feel uncomfortable challenging long-standing staff or are unsure how to give constructive feedback. When problems are not addressed early, underperformance becomes normal and higher performers feel it is unfair. ACAS recommends early, informal conversations using clear examples and agreed next steps, before issues become formal (ACAS, 2023).
2.1.4 Low engagement, unclear progression and high turnover
Turnover has reached 28%, especially among cleaning staff, and younger staff report they do not know what career paths exist. When people do not feel valued or see development, their willingness to stay reduces. This reflects a weakened psychological contract: the ‘unwritten deal’ about respect and opportunity (Rousseau, 1995).
2.1.5 External pressure: clients expect fair work and social value
BrightWave’s public-sector clients increasingly expect suppliers to show fair work practices and social value, such as wellbeing, equality and sustainable employment. This matters because performance is not only ‘what gets delivered’, but also ‘how it is delivered’. A business that cannot show improving retention, fair treatment and capable supervision risks reputational harm and contract loss. To respond, BrightWave needs managers who can evidence standards, support staff, and create a positive working environment through consistent daily practice (CIPD, 2022; Schein, 2017).
2.2 Roles managers must perform to manage performance effectively
Mintzberg (1973) describes managerial work as interpersonal, informational and decisional. BrightWave managers are currently dominated by decisional tasks (rotas, costs, compliance). To improve performance sustainably, managers must balance this with clear communication, coaching and fair performance handling.
2.2.1 Performance translator: turning contracts into clear standards
Managers must translate contract requirements into simple, shared standards for quality, safety and client service. Clear standards reduce confusion and make feedback fairer. Goal-setting research shows people perform better when goals are specific and paired with feedback (Locke and Latham, 2002).
2.2.2 Fair allocator of work
Workload allocation is a repeated concern in the case study. Managers need to allocate tasks transparently and explain decisions, especially when resources are tight. Equity theory explains why this matters: perceived unfairness reduces effort and increases withdrawal and exit (Adams, 1965).
2.2.3 Coach and developer
Managers must build capability through short coaching moments and practical learning. Coaching supports performance and retention because it shows investment in people and improves problem-solving (Whitmore, 2017).
2.2.4 Feedback giver and performance resolver
Managers need to make feedback routine and deal with underperformance early. Evidence suggests ongoing, learning-focused feedback is more effective than relying on infrequent appraisals (DeNisi and Murphy, 2017). When performance does not improve, managers also need confidence in fair process and documentation (ACAS, 2023).
2.2.5 Engagement builder and culture shaper
BrightWave’s culture is described as low on recognition and resistant to new ideas. Managers shape culture through daily behaviour: noticing good work, involving staff in small improvements and encouraging teamwork between sites. These repeated signals are what change culture over time (Schein, 2017).
2.3 Skills BrightWave managers need
The roles above require practical people skills. The case suggests these skills are inconsistent because many supervisors have not had formal people-management training.
2.3.1 Clear communication and listening
Managers must communicate expectations clearly, check understanding and listen to staff concerns. Good listening improves trust and helps managers spot barriers to performance before they become client issues.
2.3.2 Constructive feedback and difficult conversations
A simple structure helps managers feel confident: describe the behaviour with examples, explain the impact, restate the standard, ask for the employee’s view, agree actions and set a follow-up date. ACAS emphasises being specific, respectful and timely (ACAS, 2023).
2.3.3 Coaching skill
Coaching is not a long meeting; it is a short, structured way to help someone improve. The GROW approach (Goal, Reality, Options, Will) is widely used because it fits real work pressure and supports ownership (Whitmore, 2017).
2.3.4 Emotional intelligence and conflict handling
Workload and performance issues can create tension, especially in teams with long-serving staff. Emotional intelligence helps managers stay calm, show respect and manage conflict rather than avoiding it (Goleman, 1998).
2.3.5 Diagnosing performance problems
Managers should check whether the issue is ability (skills/knowledge), motivation, or opportunity (time, equipment, clarity, support). This avoids blaming individuals for system problems and leads to better solutions (Armstrong and Taylor, 2023).
2.3.6 Motivating and retaining staff in frontline roles
Pay and hours matter, but motivation also depends on recognition, growth and feeling part of a team. Herzberg’s theory highlights recognition and development as key drivers (Herzberg, Mausner and Snyderman, 1959). Self-determination theory adds that people engage more when they feel competent, connected and trusted with some choice (Deci and Ryan, 2000).
2.4 Applying people-management theories and models to BrightWave
Theories help explain why BrightWave’s current approach produces low engagement and inconsistent service, and they also point to where managers should focus their effort.
2.4.1 Performance management as a continuous cycle
Armstrong (2020) describes performance management as a cycle: set expectations, support delivery, review progress and improve. BrightWave’s weak point is review, because supervisors avoid conversations. Regular short check-ins make feedback less daunting and reduce surprises. CIPD also notes the shift towards continuous feedback rather than annual reviews (CIPD, 2022).
2.4.2 Goal-setting theory: clarity and commitment
Goal-setting theory suggests performance improves with clear goals, feedback and commitment (Locke and Latham, 2002). BrightWave should balance efficiency goals with quality and behaviour standards so teams understand that ‘how’ work is done matters as well as output.
2.4.3 Expectancy theory: making effort feel worth it
Expectancy theory argues motivation depends on the link between effort, performance and outcomes (Vroom, 1964). If staff feel good work is ignored and development is limited, motivation falls. Managers can strengthen this link through visible recognition, fair access to overtime or preferred shifts, and clear routes into training and progression.
2.4.4 Equity theory: fairness as a performance driver
Concerns about rota fairness and tolerated underperformance fit equity theory: when people feel the system is unfair, they reduce effort, stop helping and may leave (Adams, 1965). Consistent standards and transparent workload decisions are therefore performance tools, not just ‘nice’ values.
2.4.5 Motivation and engagement theories
Herzberg’s two-factor model explains why controlling basic conditions alone will not create commitment; motivators such as recognition and growth are needed (Herzberg, Mausner and Snyderman, 1959). Deci and Ryan (2000) add that autonomy, competence and belonging support better motivation. For BrightWave, this means involving teams in small improvements, building skills on the job and recognising reliable work.
2.4.6 Psychological contract and retention
The case study suggests many staff do not feel valued and cannot see a future. This weakens the psychological contract and encourages exit (Rousseau, 1995). Rebuilding it requires consistent communication, fair treatment and believable development steps.
2.4.7 Leadership approaches: balancing control with support
BrightWave’s current style appears mainly transactional: meet the rota and meet the numbers. Transactional leadership can support order, but on its own it can reduce engagement (Bass and Riggio, 2006). Managers should add more transformational behaviour: explaining purpose, recognising effort and supporting individuals. They should also adapt style to staff needs (Hersey and Blanchard, 1982), while keeping firm boundaries on safety and client standards.
2.5 Recommendations for BrightWave
These recommendations are designed to be realistic for a multi-site service business. They focus on changing daily management habits, supported by simple tools and clear accountability.
2.5.1 Introduce a simple ‘performance rhythm’
Put in place monthly 15-20 minute one-to-ones for all staff (including part-time staff), plus quarterly development check-ins. Use a one-page prompt: standards, wins, improvements, barriers, and actions with dates. This supports continuous performance management (Armstrong, 2020; CIPD, 2022).
2.5.2 Build line-manager confidence through practice-based development
Run a short programme for supervisors focused on feedback, coaching, fairness and handling underperformance. Use real BrightWave scenarios and role play, supported by peer feedback. This reduces avoidance and builds consistent practice (ACAS, 2023; CIPD, 2023).
2.5.3 Set clear standards and reduce site-to-site variation
Create ‘BrightWave basics’ for each division: non-negotiable quality and behaviour standards, plus simple checks supervisors complete. Tie these to clear goals and regular feedback (Locke and Latham, 2002; DeNisi and Murphy, 2017).
2.5.4 Make fairness visible in workloads and rotas
Publish simple principles for workload allocation and rota decisions, and explain choices when constraints change. Address underperformance early so high performers do not feel they are carrying others (Adams, 1965; ACAS, 2023).
2.5.5 Build recognition and development into everyday management
Introduce low-cost routines: specific thank-yous, sharing client praise, and short coaching moments on site. These actions support motivation and belonging (Herzberg, Mausner and Snyderman, 1959; Deci and Ryan, 2000) and make the effort-to-outcome link more credible (Vroom, 1964).
2.5.6 Clarify progression routes and internal opportunities
Map realistic pathways (e.g., cleaner to team leader to site supervisor) and show what skills are needed and how to gain them (shadowing, short training, acting-up). Clear progression supports retention and strengthens the psychological contract (Rousseau, 1995).
2.5.7 Align measures and lead culture change deliberately
Add people outcomes to manager targets (turnover, engagement pulse, completion of check-ins) alongside cost and compliance. Senior leaders should reinforce the shift through visible site engagement and consistent messaging. Kotter’s change model highlights the need for clear direction, removing barriers and reinforcing new behaviour (Kotter, 1996). Culture will shift when leaders consistently reward the behaviours they want (Schein, 2017).
2.5.8 Support managers with simple tools and governance
To make the changes stick, BrightWave should keep the system light but consistent. Provide simple templates for one-to-ones, feedback notes and development plans, and make it clear where managers can get help when conversations are difficult. Review a small set of leading indicators monthly (for example, completion of check-ins, recurring client issues, hotspots of turnover). This helps senior leaders spot problems early and supports a consistent approach across sites (Purcell and Hutchinson, 2007).
3. Conclusion
BrightWave’s case shows that performance problems are strongly linked to line management capability and culture. Supervisors focus on operational control, but avoid feedback and difficult conversations, which allows underperformance to persist and drives unfairness perceptions.
Using theory, the direction of travel is clear: set clear standards and goals, provide regular feedback and coaching, make fairness visible, and build motivation through recognition and development (Locke and Latham, 2002; Adams, 1965; Herzberg, Mausner and Snyderman, 1959; Deci and Ryan, 2000). With practice-based manager development and measures that value people outcomes as well as numbers, BrightWave can improve service consistency, raise engagement and reduce turnover.
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