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Executive Summary 
This report examines people-management, leadership and cultural challenges within BrightWave Services Ltd, a rapidly growing facilities-management company in South Wales. Although the organisation has expanded through NHS and local-council contracts, its people practices have not kept pace. As a result, BrightWave experiences high staff turnover, inconsistent leadership capability, weak communication, limited recognition and a culture focused more on efficiency than employee wellbeing.
Using key theories, including Emotional Intelligence, Maslow’s Hierarchy of Needs, Herzberg’s Two-Factor Theory, McGregor’s Theory X and Y, Schein’s cultural model, Handy’s culture types, the AMO Framework, Equity Theory and retention literature, this report critically analyses BrightWave’s situation. 
The findings show that BrightWave requires stronger leadership skills, clearer communication, structured induction, improved wellbeing support and fairer, more inclusive people practices. The report concludes that without a coordinated shift towards a more people-centred, feedback-rich culture, BrightWave risks continued high turnover and declining performance. Evidence-based recommendations are proposed to strengthen leadership capability, enhance performance management, support wellbeing, and build trust across the organisation.









1. Introduction
BrightWave Services Ltd is a medium-sized facilities-management organisation employing approximately 350 staff across cleaning, maintenance and workplace-support divisions (BrightWave Case Study, 2025). Following a period of rapid growth driven by NHS and local-council contracts, the organisation has experienced increased pressure on its people-management systems. Staff surveys indicate concerns regarding unclear communication, limited recognition, workload pressure and inconsistent support from supervisors, with younger employees expressing uncertainty about progression opportunities (BrightWave Case Study, 2025).
The organisation operates with a relatively flat structure, with senior managers based in Swansea and supervisors overseeing dispersed teams across multiple client sites (BrightWave Case Study, 2025). Many supervisors were promoted on the basis of technical strengths rather than leadership capability, a common challenge in operational environments (Torrington et al., 2020). As a result, supervisors may lack skills in communication, coaching and performance management.
Effective communication, transparency and collaboration are essential for building trust and engagement within BrightWave. These behaviours are increasingly expected by public-sector clients, who place strong emphasis on fairness, wellbeing and social value in employment practices (CIPD, 2023; ACAS, 2022). Strengthening these areas will support improved relationships, higher motivation and better service delivery. This report draws on theory and organisational evidence to analyse BrightWave’s challenges and propose recommendations to strengthen leadership, performance and culture.






2. Findings:
2.1 Discussion and Analysis
2.1.1 Roles and Skills Needed in Supervisory Positions
Supervisors at BrightWave hold significant responsibility: organising daily tasks, ensuring health-and-safety compliance, liaising with clients, monitoring quality and supporting frontline staff (Goleman, 1998; Mullins, 2019). However, these technical and administrative responsibilities represent only one dimension of effective frontline leadership. True people-management requires strong communication, empathy, coaching skills, fairness and the confidence to address concerns constructively (Goleman, 1998; CIPD, 2023).
A major weakness is supervisors’ reluctance to give clear, constructive feedback. Many avoid addressing performance issues, particularly with long-serving employees, a behaviour commonly linked to limited managerial confidence (ACAS, 2022). This creates a cycle of persistent underperformance, increasing workload pressure and demotivating high-performing staff, who feel their efforts go unnoticed. Supervisors often compensate for unresolved issues by doing extra work themselves, which raises stress and resentment (Torrington et al., 2020). This behaviour reflects limited emotional intelligence, which Goleman (1998) highlights as essential for effective leadership. Supervisors need the ability to recognise emotions, manage their own reactions and support others sensitively.
Research shows that many organisations promote employees based on technical expertise rather than interpersonal or leadership capability, which often results in managers who lack the skills to motivate, communicate, or manage performance effectively (Torrington et al., 2020; Armstrong & Taylor, 2020). This pattern is evident at BrightWave, where several supervisors have strong operational knowledge but limited training in coaching, conflict resolution, and people management. This pattern is common in the sector, but it becomes problematic when roles require listening, coaching, conflict resolution and fair decision-making. Mullins (2019) argues that leadership involves influencing and engaging others, not just controlling tasks and resources. At BrightWave, however, many supervisors remain focused on administrative tasks and rarely demonstrate behaviours that inspire or empower their teams.
Supervisors also lack clear frameworks outlining expectations for people-management behaviour. Without structured induction or guidance into their leadership roles, they rely on personal judgement, resulting in inconsistency and perceived unfairness. Ethical-leadership research emphasises that transparency, fairness and integrity are critical for trust (Brown & Treviño, 2006). When employees perceive inconsistent workload allocation or recognition, their trust in the organisation weakens and motivation decreases (Adams, 1963; CIPD, 2023). Equity Theory explains that perceived unfairness in treatment directly reduces commitment and performance, reinforcing the need for transparent and consistent people practices
Feedback skills are especially weak. Feedback is not simply criticism; it is guidance that supports learning, builds clarity and reduces misunderstanding (CIPD, 2023). Models such as Situation, Behaviour and Impact (SBI) offer simple structures for delivering balanced feedback. Regular, constructive feedback increases clarity, psychological security and engagement, which in turn strengthens wellbeing and performance outcomes (CIPD, 2023; Armstrong & Taylor, 2020). Effective feedback practices are shown to reduce uncertainty, improve confidence and support continuous improvement across teams.
Overall, BrightWave must invest in developing supervisors’ emotional intelligence, communication, coaching, conflict-management and feedback skills. Without stronger people-management capability, the organisation will continue to experience disengagement, inconsistent performance and retention problems.







2.1.2 Application of People-Management Theories
Several theories help explain BrightWave’s difficulties and indicate potential improvements.
Maslow’s Hierarchy of Needs (Maslow, 1954) suggests that employees must have safety, belonging and esteem needs met before performing at a higher level. At BrightWave, many employees feel undervalued, unsupported and disconnected, which prevents them from achieving higher motivation. Herzberg’s Two-Factor Theory (Herzberg, 1968) further explains that when hygiene factors such as communication, workload fairness and respect are weak, dissatisfaction increases. However, more recent evidence from the CIPD Good Work Index (CIPD, 2023) shows that modern employee motivation relies heavily on job quality factors including meaningful work, fairness, voice, autonomy and wellbeing. These contemporary indicators suggest that lack of recognition, limited progression, and weak communication at BrightWave directly contribute to poor motivation, higher turnover and reduced engagement.
McGregor’s Theory X and Theory Y (McGregor, 1960) also appear relevant. Some BrightWave supervisors adopt a Theory X mindset, assuming staff need close supervision and cannot be trusted with autonomy. This reduces motivation and discourages initiative. A shift towards Theory Y (based on trust, responsibility and participation) would create more engagement and ownership among employees.
Expectancy Theory (Vroom, 1964) emphasises that employees are motivated when they believe their effort will lead to valued rewards. At BrightWave, employees do not see a clear link between working hard and receiving recognition, progression or other benefits. This weakens their willingness to go beyond the minimum. Equity Theory (Adams, 1963) further shows how perceptions of fairness shape motivation. When employees see inconsistent workload allocation or unequal treatment by supervisors, they feel a sense of injustice, which leads to reduced effort or a decision to leave.
The AMO Framework (Ability–Motivation–Opportunity) (Appelbaum et al., 2000) provides an integrated way to understand these issues. At BrightWave, ability is weakened because induction is limited and training is patchy, leaving employees uncertain about expectations and standards. Motivation is reduced by weak recognition, unclear communication and a culture that focuses on tasks more than people. Opportunity is restricted because staff are rarely involved in decisions, have limited voice and lack visible pathways to progress. For the AMO model to work effectively, all three elements (ability, motivation and opportunity) must be strengthened together through better induction, development, recognition systems and opportunities to contribute ideas.

2.1.3 Organisational Culture and Leadership
Staff describe BrightWave’s culture as “task-driven, numbers-focused, and low on recognition,” which aligns closely with Handy’s Role Culture, where rules and structure dominate and creativity is limited (Handy, 1981; Mullins, 2019).While task clarity can support consistency, an over‑emphasis on efficiency can weaken belonging, purpose and engagement (Armstrong & Taylor, 2020).
Schein’s cultural model highlights deeper issues across artefacts, espoused values and underlying assumptions (Schein, 2010). Artefacts at BrightWave emphasise compliance and productivity; espoused values emphasise fairness; yet underlying assumptions prioritise output over people. Such cultural misalignment can create cynicism and erode the psychological contract, reducing trust (Rousseau, 1995; Schein, 2010).
Leadership style contributes significantly to this culture. BrightWave’s supervisors tend to adopt a transactional approach focused on instructions, monitoring and task completion, which may support efficiency but does little to promote motivation or development (Bass, 1985; Mullins, 2019). Transformational leadership can increase engagement by creating shared purpose, trust and empowerment (Bass, 1985; Armstrong & Taylor, 2020). Servant leadership further supports fairness, wellbeing and inclusion by prioritising employee needs (Greenleaf, 1977; Brown & Treviño, 2006).
Psychological safety is limited, with employees hesitant to raise concerns. Edmondson (2018) emphasises that psychological safety is essential for learning, innovation and improvement. Low psychological safety often leads to silence, hidden problems and repeated mistakes (Edmondson, 2018; CIPD, 2023).
.
BrightWave’s mission, vision and values provide an important foundation for understanding its culture and people-management challenges. Although the organisation states commitments to fairness, service quality and community contribution, these values are not consistently reflected in day-to-day behaviours. A lack of clear communication, limited recognition and inconsistent supervisory practice suggests a gap between the organisation’s stated values and employees’ lived experience. When mission and values are not embedded into leadership behaviour, the psychological contract weakens and trust declines (Rousseau, 1995; Schein, 2010). Strengthening alignment between BrightWave’s purpose and its people practices would help build a more coherent, values-led culture that supports motivation, engagement and service quality.


2.1.4 Performance Management, Wellbeing and Retention
Performance management at BrightWave is inconsistent because supervisors lack confidence, tools and frameworks to manage performance fairly (ACAS, 2022; Armstrong & Taylor, 2020). Many avoid performance conversations altogether, which leads to unclear expectations, uneven standards and frustration among team members. Over time, this contributes to poor service quality and reduced client satisfaction. Research highlights that a structured performance-management system one‑to‑one meetings, achievable goals and consistent feedback improves clarity, fairness and accountability (CIPD, 2023; ACAS, 2022).
Feedback plays a central role within this system. When employees do not receive regular, constructive feedback, they begin to doubt whether they are meeting expectations. High performers feel unnoticed and undervalued, while others continue underperforming without guidance or support. Misunderstandings become more common; conflict increases and confidence in supervisors declines. Regular check‑ins support development, motivation and early intervention (CIPD, 2023; Mullins, 2019).
Wellbeing is closely linked to performance. Many BrightWave employees work under intense time pressure, with heavy workloads and limited rest. Without proactive wellbeing initiatives such as mental‑health support, balanced workloads and supportive supervision, employees are at increased risk of stress, fatigue and burnout (CIPD, 2023; Armstrong & Taylor, 2020). Currently, wellbeing is managed reactively at BrightWave. A preventative, holistic wellbeing approach would strengthen engagement and reduce absence.
Retention challenges arise from weak induction, inconsistent communication, lack of recognition and unclear career pathways. Research shows that appreciation, fairness and opportunities for development strongly influence retention (Torrington et al., 2020; CIPD, 2023). Ineffective onboarding reduces confidence and increases early turnover (Armstrong & Taylor, 2020). Equality, Diversity and Inclusion (EDI) also play a key role. When employees believe workload distribution and progression opportunities are fair, they are more motivated and committed (Adams, 1963; CIPD, 2023). Inconsistent practice at BrightWave reduces trust and may contribute to feelings of exclusion.
A deeper analysis shows that BrightWave’s challenges are cultural as well as structural. Policies exist on paper, but supervisors lack capability and confidence to implement them consistently. This weakens organisational integrity, a core component of employee engagement (Engage for Success, 2012). When staff observe differences between stated values and actual practice, the psychological contract is damaged, leading to disengagement (Rousseau, 1995). Recruitment and induction processes are also underused as strategic tools. They are treated largely as administrative steps rather than opportunities for building belonging and clarifying expectations. Stronger onboarding including mentoring, communication and early feedback reduces turnover and supports retention (Armstrong & Taylor, 2020).
Communication across dispersed sites remains a barrier. Supervisors often operate in silos, and teams receive different levels of information and support. Encouraging cross-team collaboration and shared problem-solving strengthens unity and consistency (Tuckman, 1965; CIPD, 2023). Strengthening communication channels and ensuring consistent messaging across locations would help build trust and improve coordination in multisite environments.
Overall, these findings indicate that improving BrightWave’s performance requires coordinated action across leadership development, communication, wellbeing and the entire employee lifecycle. Evidence shows that isolated interventions are insufficient; instead, a long‑term, strategic and people‑centred approach is necessary for sustainable improvement (Armstrong & Taylor, 2020; CIPD, 2023).
3. Conclusion 
BrightWave’s core challenges stem from limited leadership capability, unclear communication and a task-focused culture. Supervisors promoted for technical ability often lack the confidence and people-management skills required to address performance concerns effectively, contributing to inconsistent standards, low morale and high turnover (Armstrong & Taylor, 2020; Mullins, 2019). Motivation theories further clarify these issues: weak recognition and communication create dissatisfaction (Herzberg, 1968), unmet belonging and esteem needs reduce motivation (Maslow, 1954) and perceptions of unfairness undermine commitment (Adams, 1963). Leadership assumptions also shape engagement, with Theory X behaviours restricting autonomy and trust (McGregor, 1960). Cultural analysis shows that BrightWave’s emphasis on productivity over people reduces psychological safety, limits collaboration and weakens the psychological contract. (Schein, 2010; Handy, 1981; Edmondson, 2018).
To make sustainable improvements and support long-term organisational performance, the following evidence-based recommendations are proposed.









4. Recommendations 
To address these challenges, BrightWave should prioritise strengthening supervisory people-management capability through targeted training in communication, emotional intelligence and constructive feedback. Success can be measured through a 20% improvement in staff-survey scores on supervisory support within 12 months. A clear performance-management framework, including regular one-to-one meetings and simple feedback tools, should be implemented, with progress tracked through completion rates and documented performance conversations. Employee wellbeing must be supported proactively through balanced workloads, mental-health resources and more supportive supervision, monitored via reductions in sickness absence and stress-related incidents. Communication across dispersed sites should be standardised to create transparency and psychological safety, measured through fewer escalated complaints and improved engagement scores. Recognition and career-development pathways should also be clarified to enhance motivation and retention, reflected in reduced turnover within key teams. Leadership behaviours should shift from a task-focused style towards a people-centred culture using transformational and servant leadership, assessed through 360-degree feedback and improved client-service ratings.
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