




 




Improving People Management and Organisational Performance at BrightWave Services Ltd

 EXECUTIVE SUMMARY

This report examines BrightWave’s current people-management challenges and proposes a structured three-year strategy to strengthen managerial capability, improve performance management and build a more supportive organisational culture. Analysis of the case evidence alongside established theoretical frameworks—including High-Performance Work Practices (HPWP), AMO, Goal-Setting Theory, Herzberg’s Two-Factor Theory, Transformational Leadership, Schein’s cultural model and change approaches from Lewin and Kotter—indicates that inconsistent management practices, low psychological safety and a task-driven culture are limiting performance, engagement and retention.

External pressures, including high sector turnover and weak national productivity, increase the urgency for internal capability development. The PESTLE and cultural SWOT analysis reinforce the need for clearer expectations, improved communication and stronger developmental leadership behaviours. The report outlines SMART, evidence-based recommendations including a manager capability programme, a standardised performance-management framework, enhanced engagement and retention initiatives and cultural-reinforcement mechanisms.

Implementing the strategy is expected to improve productivity, reduce turnover, strengthen communication and enhance BrightWave’s long-term competitive advantage.
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INTRODUCTION

Effective people management is essential to BrightWave’s ability to deliver consistent service quality, retain skilled staff and maintain long-term organisational resilience. Current issues—such as inconsistent feedback, avoidance of performance discussions and low psychological safety—suggest systemic gaps in managerial capability and cultural alignment. This report evaluates the roles and skills required of line managers, applies relevant management theories, critically assesses the influence of organisational culture and provides evidence-based recommendations to improve performance, engagement and productivity.
External labour-market conditions intensify the need for action. High turnover across UK service sectors (ONS, 2023a) and persistently weak national productivity growth (ONS, 2023b) place BrightWave under competitive strain. Unless the organisation strengthens its people-management foundations and modernises its performance-management systems, key risks—such as increased churn, inconsistent service delivery and reduced client satisfaction—may intensify.
The report draws on established frameworks including HPWP, the AMO model, Goal-Setting Theory, Herzberg’s Two-Factor Theory, McGregor’s Theory X and Y, Transformational Leadership, Schein’s cultural model and change approaches from Lewin and Kotter. Integrating these theories enables a comprehensive and critically informed assessment of BrightWave’s current challenges and opportunities.







 2.0 ROLES AND SKILLS REQUIRED BY MANAGERS

Line managers play a crucial role in translating organisational goals into day-to-day operational performance. They set expectations, allocate work, monitor progress and provide timely feedback (Armstrong and Taylor, 2023). As the primary communication link between employees and senior leadership, their behaviour shapes employee experience, engagement and service quality.
2.1 Required managerial skills

Effective managers require a blend of interpersonal, technical and behavioural skills. Emotional intelligence supports trust-building and enables managers to navigate difficult conversations sensitively (Mullins and McLean, 2019). Coaching skills promote learning and capability development, reducing dependency and strengthening accountability (Hutchinson, 2013). Performance-management competence—setting SMART objectives, providing feedback and addressing underperformance—is essential for fairness and continuous improvement (Armstrong, 2021). Strong communication skills underpin all these areas by enabling managers to clarify expectations, resolve tensions and motivate staff (Brooks, 2018).
Transformational leadership theory further emphasises the importance of managers inspiring employees, modelling appropriate behaviours and supporting development (Northouse, 2021). In contrast, McGregor’s Theory X and Y highlights how managerial assumptions shape behaviour. BrightWave’s reactive, task-driven approach indicates underlying Theory X assumptions that may reduce employee autonomy and trust.
2.2 Skills gaps and critical evaluation

Case evidence suggests significant gaps in these areas. Managers lack confidence in delivering feedback, handling conflict and conducting developmental conversations. Emotional intelligence appears limited, contributing to inconsistent communication and reduced psychological safety.
However, a critical perspective shows these gaps may not stem solely from inadequate training. Operational pressure, workload intensity and a culture that rewards firefighting over coaching may prevent managers from applying people-management skills even when they possess them. Research indicates that behavioural skills require reinforcement and ongoing practice (Hutchinson, 2013)—conditions BrightWave has not provided.

Managerial implications
Managers may resist developmental activities if they fear short-term productivity loss.
Without workload adjustment or leadership reinforcement, new skills may not translate into practice.
Costs and risks
Training investment may deliver limited returns if cultural barriers remain.
Unrealistic expectations without support may increase stress and disengagement among managers.
2.3 Impact on organisational performance

Skills gaps contribute to employees feeling undervalued and unclear about expectations—factors strongly associated with disengagement (Mullins and Rees, 2023). Avoiding performance discussions prolongs underperformance, increases pressure on high performers and raises burnout risk. Given high turnover within the sector (ONS, 2023a), insufficient recognition, development and communication exacerbate retention challenges.
In a service-intensive environment, inconsistent management quality threatens competitive advantage by reducing service reliability and increasing recruitment and training costs.



3.0 APPLICATION OF PEOPLE MANAGEMENT THEORY

A range of theories help explain BrightWave’s current challenges and inform improvements.
3.1 High-Performance Work Practices (HPWP) 

HPWP highlight the value of structured training, employee involvement, recognition and clear feedback mechanisms in raising performance (Marchington et al., 2025). BrightWave demonstrates weaknesses in all these areas, suggesting HPWP-informed interventions could strengthen engagement and productivity.
However, HPWP have limitations. Critics argue they assume stable organisational systems and may increase strain if expectations rise without sufficient support. For example, encouraging involvement and accountability can feel overwhelming in an environment lacking psychological safety.

3.2 AMO model (Ability–Motivation–Opportunity)

The AMO model (Boxall and Purcell, 2016) proposes that performance improves when employees have the necessary ability, motivation and opportunity. BrightWave falls short in all three dimensions due to insufficient coaching, limited recognition and a task-driven culture that restricts autonomy.
A counterargument is that even with improved opportunity, employees may struggle if foundational cultural assumptions remain unchanged. This reinforces the need for system-level interventions, not only individual skill development.

3.3 Goal-Setting Theory

Goal-Setting Theory suggests that specific, measurable and challenging objectives enhance performance (Locke and Latham; Armstrong, 2021). BrightWave’s absence of standardised goal setting creates ambiguity and contributes to inconsistent performance.
Yet, goals may become restrictive if overly rigid, potentially encouraging employees to prioritise measurable tasks over holistic service quality. This highlights the importance of tailoring objectives to individual roles.



3.4 Motivation theory

Herzberg’s Two-Factor Theory emphasises the role of recognition, achievement and growth opportunities in motivation. BrightWave currently offers limited motivators, contributing to disengagement. Brooks (2018) further asserts that individuals seek competence and belonging, yet inconsistent feedback prevents this.
However, Herzberg’s model has been criticised for oversimplifying motivational drivers and assuming universal needs. BrightWave should therefore apply it as a guiding framework rather than a prescriptive solution.

3.5 Leadership and organisational-behaviour theories

BrightWave managers demonstrate transactional tendencies—prioritising tasks over development. Transformational leadership, by contrast, promotes trust, empowerment and engagement (Northouse, 2021). McGregor’s Theory X and Y further explains how managerial assumptions may limit autonomy and motivation.
Schein’s (2017) cultural model indicates that underlying assumptions—such as “speed is more valuable than development”—shape behaviour more powerfully than formal policy. Unless BrightWave addresses these assumptions, new systems may fail to embed.

3.6 Change-management models: Lewin and Kotter

Lewin’s model highlights that sustainable change requires “unfreezing” old behaviours first. BrightWave has not yet challenged the cultural norm of avoiding difficult conversations. Kotter’s model identifies gaps such as lack of urgency, inconsistent leadership alignment and insufficient reinforcement of new behaviours.
These models suggest that without structured change processes, improvements in performance management will not take hold.

4.0 ORGANISATIONAL CULTURE AND ITS INFLUENCE ON PEOPLE MANAGEMENT

BrightWave’s culture strongly influences managerial behaviour and employee experience. Schein identifies culture as operating at three levels: visible artefacts, stated values and underlying assumptions. At BrightWave, the deepest cultural assumption prioritises rapid operational delivery over development, reflection and staff support.

4.1 Critical evaluation of cultural dynamics

Managers frequently intervene directly rather than coaching, reinforcing dependency and reducing accountability. While this approach is inefficient long-term, it is important to recognise that it may have emerged as an adaptive response to workload pressure and customer demands.
A counterargument is that slowing down to invest in coaching could disrupt immediate service delivery. This tension highlights the strategic challenge: balancing short-term efficiency with long-term capability building.

4.2 Psychological safety and communication

Low psychological safety—evidenced by employees feeling hesitant to raise concerns—is a key barrier to effective people management (Edmondson, 1999). Without trust, recognition and supportive communication, managers are unlikely to hold meaningful performance discussions.

4.3 Cultural SWOT 

Strengths: operational discipline; committed workforce
Weaknesses: conflict avoidance; low psychological safety; limited feedback and recognition
Opportunities: cultural initiatives; leadership development; employee voice mechanisms
Threats: high sector turnover (ONS, 2023a); competitor cultures; rising expectations for wellbeing (CIPD, 2022)

4.4 Implications, costs, risks
Implications
Culture change must begin with leadership modelling and consistent reinforcement.
Costs
Time investment in leadership development and employee-voice mechanisms.
Risks
Employees may resist change if it is perceived as superficial.
Managers may default to old behaviours under pressure.



5.0 EXTERNAL INFLUENCES (PESTLE)

A PESTLE analysis highlights the wider environmental pressures shaping BrightWave’s people-management needs.
Political
Public-sector clients increasingly expect contractors to demonstrate fair employment practices, capability development and evidence of performance-management systems. Failure to meet these expectations risks reputational damage and contract loss.
Economic
Weak UK productivity and rising operational costs heighten the need for efficient labour use (ONS, 2023b). Poor performance management prevents BrightWave from achieving optimal productivity and increases long-term staffing costs.
A counterargument is that investing in people management during economic pressure may appear costly; however, evidence consistently links improved people practices with stronger financial performance (CIPD, 2020).
Social
Employee expectations for development, recognition and wellbeing support continue to rise (CIPD, 2022). BrightWave’s current culture fails to meet these expectations, increasing turnover risks.

Technological
Digital HR tools provide low-cost opportunities to standardise check-ins, gather feedback and support development. Using existing Microsoft 365 tools enables efficiency without significant investment.
However, technology alone will not embed behaviour change unless accompanied by training and cultural reinforcement.
Legal
Employment law requires transparent and fair processes. Inconsistent performance management increases the risk of unfair-dismissal claims or grievances.
Environmental
Ethical employment practices increasingly influence client decisions and employer branding. Supportive people management contributes to a more sustainable workforce model.
Implications & risks
People-management improvement is not optional; external pressures make it strategically necessary.
Delayed action may intensify turnover, increase costs and weaken competitiveness.
Failure to modernise performance processes risks legal disputes and reputational harm.


6.0 THREE YEAR PEOPLE STRATEGY

A phased strategy supports sustainable behavioural change and aligns with Lewin’s and Kotter’s change models.
Year 1 — Establishing Foundations (“Unfreezing”)
Focus: building clarity, structure and baseline managerial skills.
Key actions:
Introduce quarterly check-ins and SMART objective-setting.
Provide core training in communication, emotional intelligence and conflict management.
Establish expectations for addressing underperformance.

Rationale:
This phase disrupts old habits, creates urgency and provides structure that managers can follow. However, risks include resistance from managers who feel time-pressured; to mitigate this, training should be concise and supported by leadership role-modelling.

Year 2 — Building Capability and Engagement (“Change”)
Focus: strengthening motivation and opportunity in line with the AMO model.
Key actions:
Implement coaching programmes and development pathways.
Introduce recognition frameworks and employee-voice forums.
Deploy simple digital tools to ensure consistency.
Rationale:
This phase reinforces improvements and addresses motivational deficits identified through Herzberg’s model. Risks include inconsistent adoption across teams; monitoring and guidance are essential.

Year 3 — Embedding Leadership and Culture (“Refreezing”)
Focus: aligning culture with desired leadership behaviours.
Key actions:
Integrate organisational values into performance reviews.
Deliver biannual leadership workshops.
Establish continuous improvement cycles for people management.

Rationale:
This phase embeds new norms, addressing Schein’s deeper cultural assumptions. Risks include cultural relapse if leadership behaviours are inconsistent; accountability processes must be maintained.
7.0 RECOMMENDATIONS

Recommendation 1 — Manager Capability Programme

Specific: Six training modules (communication, emotional intelligence, feedback, coaching, conflict management, managing underperformance).
Measurable: 90% completion rate; improvements in 360° feedback.
Achievable: Mix of internal facilitation and digital modules.
Relevant: Directly addresses major barriers to consistent performance management.
Time-bound: Launch by Q2; complete by Q4.

Costs:
Approx. £350–£500 per manager (training time + facilitation).
Risks:
Managers may view training as a tick-box requirement.
Old behaviours may resurface without reinforcement.
Alternatives:
Peer coaching circles, leadership shadowing, mentoring.

Recommendation 2 — Standardised Performance-Management Framework

Specific: Quarterly check-ins, SMART objectives and simple digital documentation.
Measurable: 100% completion of quarterly reviews.
Achievable: Use existing Microsoft 365 tools.
Relevant: Improves accountability, clarity and fairness.
Time-bound: Implement by end of Q3.
Costs:
Minimal financial cost; time cost of approx. 20–30 minutes per employee per quarter.
Risks:
Poor-quality conversations if managers lack confidence.
Documentation burden may lead to resistance.
Alternatives:
5-minute monthly micro check-ins; team-based performance reflections.

Recommendation 3 — Engagement and Retention Enhancements

Specific: Improved induction, monthly recognition activities, structured career pathways.
Measurable: Reduced turnover; participation rates tracked.
Achievable: Uses internal HR and operational resources.
Relevant: Targets key motivators from Herzberg and CIPD engagement factors.
Time-bound: Induction in 3 months; recognition and career pathways in 6 months.
Costs:
Low cost (£0–£50 monthly for recognition).
Risks:
Recognition may feel inauthentic if inconsistently applied.
Career pathways may elevate expectations the organisation cannot meet.
Alternatives:
Non-financial recognition (thank-you boards, peer awards); job-shadowing.

Recommendation 4 — Culture and Leadership Development

Specific: Employee-voice forums, values embedded in reviews, biannual leadership workshops.
Measurable: Engagement scores; participation levels.
Achievable: Internal facilitation supported by HR.
Relevant: Addresses cultural issues identified through Schein and Edmondson.
Time-bound: Forum within 3 months; values fully integrated by Year 2.
Costs:
Leadership workshops £1,000–£2,000 per cohort; internal time for facilitation.
Risks:
Forums may devolve into complaint sessions without skilled facilitation.
Cultural change may stall if leadership is inconsistent.
Alternatives:
Anonymous digital suggestion tools; leadership behaviour charters monitored quarterly.


9.0 CONCLUSION

This report has evaluated BrightWave’s people-management challenges and demonstrated that inconsistent performance management, limited managerial capability and a task-driven organisational culture are constraining operational performance, engagement and retention. Drawing on established people-management and organisational-behaviour theories, the analysis has shown how weaknesses in communication, feedback and leadership practices undermine productivity and workforce stability.
The proposed three-year people-management strategy provides a structured and evidence-based response to these challenges. Strengthening managerial capability is expected to improve communication clarity, ensure more consistent feedback and enable earlier intervention in performance issues, reducing variability in service delivery (Armstrong, 2021). Clearer goal-setting and regular, structured performance check-ins should enhance accountability and support continuous improvement, contributing to improved productivity (Marchington et al., 2025).
In addition, engagement and retention initiatives are expected to improve employee experience through greater recognition, clearer development pathways and higher levels of psychological safety, helping to reduce turnover in a high-churn sector (Herzberg, 1968; Edmondson, 1999; ONS, 2023a). Aligning leadership development with cultural expectations should further reinforce supportive behaviours, strengthen internal capability and support BrightWave’s long-term competitive advantage (Northouse, 2021; Schein, 2017).
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