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Leadership Performance & Development
This report offers a comprehensive analysis of a company’s leadership performance and
leadership development. It evaluates key areas such as leadership effectiveness, training
programs, decision-making processes, and leadership influence on company performance and
culture in order to pinpoint strengths, identify areas for improvement, and recommend
actionable strategies for enhancing leadership across the organization.

Walmart

Executive Summary

Walmart’s leadership exhibits notable localized strengths, with supportive frontline managers and structured
development programs fostering employee engagement and growth. However, systemic challenges—such as

inconsistent communication, overly centralized decision-making, and perceived favoritism in talent
development—undermine overall leadership effectiveness, impacting operational consistency, employee
satisfaction, and crisis readiness.

Key Leadership Strengths

Supportive Frontline Leadership and Employee Engagement

Frontline managers and team leads are frequently praised for their open-door policies, proactive
support, and effective day-to-day mentorship. Their positive engagement creates pockets of
empowerment that enhance morale and drive local operational success.

Structured Leadership Development and Training Programs
Walmart has established robust pathways for emerging talent, offering formal onboarding, continuous

training, on-the‑job coaching, and mentorship. These initiatives provide clear career mobility from
entry-level roles to management positions, supporting long-term leadership development.

Data-Driven Performance Framework
Leadership performance is monitored via measurable KPIs—such as sales, operational efficiency, and
turnover—ensuring that leaders are held accountable for tangible results. This systematic approach,

when properly balanced with qualitative assessment, lays a foundation for performance improvement.

Key Leadership Risks and Areas for Improvement

Inconsistent Communication Across Organizational Levels
Employees report mixed experiences with messaging: while local supervisors sometimes communicate
effectively, overall corporate communications are fragmented. Conflicting directives and ad hoc updates

—using varied channels like in-person meetings, walkie-talkies, and written notes—lead to operational
confusion and diminished trust.

Centralized Decision-Making with Limited Frontline Input
A predominantly top‑down decision-making model leaves little room for grassroots insights. This

centralization not only causes delays in addressing operational challenges but also creates a disconnect
between strategic directives and frontline realities, leading to frustration and inefficiencies.

Subjectivity and Favoritism in Leadership Development
Despite comprehensive training programs, employees perceive biases in talent identification and
promotion practices. Reports of favoritism and inconsistent assessment criteria undermine fairness,

potentially sidelining high‑potential employees and eroding confidence in development initiatives.

Key Takeaways and Recommendations

Standardize and Streamline Communication Protocols
• Develop and implement clear, structured communication guidelines that ensure consistent messaging
from senior leadership down to frontline teams.



• Invest in training for managers at all levels to enhance clarity, timeliness, and uniformity in internal
communications.
Decentralize Decision-Making Processes

• Create mechanisms for inclusive, bottom‑up feedback to ensure that frontline insights inform strategic
decisions.
• Empower middle managers with decision‑making authority and provide them with tailored training to
bridge the gap between corporate strategies and daily operations.

Refine Leadership Development and Accountability Systems

• Establish objective, merit‑based criteria for identifying and nurturing high‑potential talent while
reducing reliance on subjective assessments.
• Integrate qualitative leadership metrics—such as empathy, mentorship effectiveness, and crisis
management capabilities—into performance review systems to balance the current focus on operational
KPIs.

In conclusion, while Walmart benefits from strong localized leadership and structured development programs,
addressing communication inconsistencies, centralization drawbacks, and subjective development practices
will be critical. Improving these areas will not only enhance overall leadership effectiveness but also drive a
more resilient, engaged, and high‑performing organizational culture.
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How do employees rate the effectiveness of current leadership?

Negative

Key Findings

Employee feedback on leadership is highly inconsistent, with a majority expressing concerns over

short-term profit-driven decisions at the senior level that neglect employee well-being.

Frequent leadership changes and a perceived disconnect from frontline challenges have eroded
confidence in senior management.

Middle management shows wide variability where some managers provide clear, supportive guidance,
while others are reported to be verbally abusive and overly micromanaging.

Significant departmental disparities indicate that teams led by proactive, communicative managers
perform better than those under disorganized or favoritism-prone leadership.

Action recommendations

Follow-up questions to ask Annie: What specific measures is Walmart implementing to address the
inconsistency in leadership, particularly within middle management?

How is the leadership team planning to reconcile short-term profit objectives with the longer-term

well-being and work-life balance concerns expressed by employees?



What targeted leadership development initiatives are being introduced to standardize effective
communication and support across all departments?

Executive Summary – Walmart Leadership Performance

Overview: • Employee feedback on leadership is sharply divided, with effectiveness varying considerably across
different management levels and departments.

Senior Leadership: • Mixed Reviews: While a segment of employees acknowledges that senior leaders provide
strategic direction, many criticize upper management for decisions driven by short-term profit. As one
employee noted, “leadership doesn’t always keep the employees’ best interests in mind,” reflecting concerns

over decisions that impact staffing and work-life balance. • Stability Concerns: Frequent leadership changes
and a perceived disconnect from frontline challenges undermine confidence in corporate direction.

Middle Management: • Inconsistency Is Key: Employee experiences depend largely on direct supervisors. Some
praise “great managers” for clear guidance and support, yet others describe their managers as “verbally
abusive” and overly micromanaging. • Departmental Disparities: Reviews consistently highlight that while some

teams thrive under well-communicated and supportive middle management, others suffer from disorganized
practices and favoritism. One comment encapsulates this variance: “Some managers were great but others
weren’t.”

Department and Function Variations: • Departments led by proactive, communicative managers generally
report stronger team morale and clearer role expectations. • Conversely, stores or functions with ineffective or

erratic leadership experience heightened stress, poor communication, and operational challenges.

Key Takeaways: • Leadership effectiveness at Walmart is highly variable. • Strengthening middle management
consistency, enhancing communication training, and aligning senior decisions with employee well-being are
critical areas for improvement.

This analysis, grounded in Walmart-specific employee perceptions, highlights the need for targeted leadership

development initiatives to foster a more unified and supportive work environment across all levels.

What are the greatest perceived strengths and weaknesses of company leadership?

Neutral

Key Findings

Walmart’s frontline leadership is highly valued, with employees praising supportive supervisors who
empower teams and facilitate personal growth.

The emphasis on teamwork and treating employees with respect leads to a collaborative work
environment and significant developmental opportunities.

There is a notable concern regarding inconsistent leadership quality and communication, particularly
from upper management, which creates confusion and misaligned priorities.

Issues of favoritism and micromanagement are perceived to suppress initiative and contribute to a
toxic work culture where negative feedback disproportionately overshadows positive reinforcement.

Action recommendations

How can Walmart improve communication and standardize leadership practices across different
management levels to reduce the variability in leadership quality?



What specific measures could be implemented to address perceptions of favoritism and
micromanagement, thereby creating a more balanced feedback environment?

Can we obtain more detailed insights on whether these leadership issues vary by department or

region, and what best practices might be adopted to mitigate these challenges?

Below is a concise, data-driven synthesis of employee perceptions regarding Walmart leadership, highlighting
key strengths and weaknesses:

Major Strengths: • Supportive Frontline Leadership:
– Many employees praise immediate supervisors and team leads. One noted, “my team lead was great,” while

others appreciated leaders who “challenge you in appropriate ways to grow your skills.”
– This localized leadership creates pockets of empowerment, autonomy, and mentorship that enhance career
development and daily morale.

• Emphasis on Teamwork and Employee Development:
– Several responses highlight a strong sense of collaboration. For instance, employees mention “good

management that fights for you” and an environment where “leadership treats you like people.”
– This approach translates into clear opportunities for learning and growth when managers are proactive and
engaged.

Major Weaknesses: • Inconsistent Leadership Quality & Communication:
– A recurrent theme is variability in management. While some managers excel, others are viewed as “poor

management,” with a lack of clarity in direction and inconsistent communication. One employee remarked,
“management doesn’t really communicate well,” leading to confusion and misaligned priorities.
– Frequent leadership changes and a disconnect between frontline and senior leaders contribute to instability.

• Perceptions of Favoritism and Micromanagement:
– Many employees express concerns about uneven treatment—“management plays favorites” was a common

observation—and excessive micromanagement that stifles initiative.
– This engenders a toxic environment where high performance is inconsistently recognized, as another
employee highlighted, “small mistakes are met with detailed negative feedback while positive feedback is sorely
lacking.”

In summary, while Walmart’s direct supervisors are often commended for their support and development focus,

systemic issues at the upper management level—especially inconsistent practices, poor communication, and
favoritism—undermine overall leadership effectiveness. Addressing these weaknesses could enhance a more
uniformly positive work environment.

How is leadership held accountable for their actions and decisions?

Negative

Key Findings

Walmart’s leadership is evaluated using robust, data-driven KPIs tied to bonuses and promotions, but

this focus on numbers overshadows the importance of qualitative leadership traits such as
mentorship and accountability.

Multiple employee comments highlight a concerning gap where leaders avoid taking personal
responsibility, often shifting blame and engaging in favoritism and excessive micromanagement.

These accountability issues have fostered a negative organizational culture, leading to low trust, high

employee turnover, and a pervasive sense of disenfranchisement among staff.



Action recommendations

Follow-up questions to ask Annie: What qualitative metrics could be incorporated into leadership
evaluations to better assess traits like mentorship, accountability, and transparent communication?

Follow-up questions to ask Annie: How can Walmart reshape its leadership practices to ensure that

leaders take personal responsibility for their decisions and avoid behavior such as blame-shifting?

Follow-up questions to ask Annie: What specific training or feedback programs can be implemented to
address issues of favoritism and micromanagement, thereby improving overall employee morale and
trust?

Below is an analysis—and actionable recommendations—for Walmart’s leadership performance measurement

and accountability practices based primarily on direct employee feedback.

• Leadership Performance Measurement at Walmart
– Walmart’s leadership is evaluated using robust, data-driven KPIs such as sales targets, customer satisfaction
scores, operational efficiency, and turnover rates.
– Formal reviews tie these metrics to bonus incentives and potential promotions. However, employees perceive

an overemphasis on numbers, which can overshadow softer leadership qualities like mentorship and support.

• Leadership Accountability and Employee Impact
– Accountability Gaps: Despite clear performance targets, many employees feel leaders avoid personal
responsibility. One employee stated, “Management never takes accountability for their mistakes, always shifting
blame,” highlighting a disconnect between set goals and real-world behavior.

– Favoritism and Micromanagement: Employee feedback cites rampant favoritism and excessive
micromanagement. As one review put it, “Management will absolutely hound you to death,” reflecting a culture
where personal bias and relentless oversight undermine fairness and employee morale.
– Cultural Consequences: These practices have contributed to low trust, high turnover, and diminished
employee empowerment. The imbalance between performance metrics and supportive, transparent leadership

leaves teams feeling undervalued and excluded from decision-making.

• Recommendations for Improvement
– Integrate qualitative leadership metrics—focusing on employee engagement, coaching effectiveness, and
fairness—into performance reviews.
– Develop targeted leadership training to foster transparent communication, objective decision-making, and

balanced accountability.
– Encourage regular, anonymous employee feedback to fine-tune management practices and rebuild trust.

By recalibrating their focus from solely metric-driven results to also emphasizing empathetic and accountable
leadership, Walmart can better align leadership performance with a supportive, inclusive culture that ultimately

drives both employee satisfaction and sustainable business success.
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Describe and evaluate leadership training programs and leadership development effectiveness,
especially for high potential talent and managers in the company.

Positive

Key Findings

Walmart’s leadership development programs are well-structured and tiered, addressing the needs of
entry-level associates, emerging leaders, mid-level managers, and executive leaders with tailored
methods.

The blend of formal classroom and online modules with interactive, real-world training enhances both
operational and strategic leadership skills.

A strong emphasis on mentorship, regular feedback, and an open-door policy fosters a continuous
learning environment and supports high-potential talent.

The integration of cross-departmental exposure and practical problem-solving sessions enriches

team-building and decision-making capabilities across all leadership levels.

Action recommendations

Follow-up questions to ask Annie: How does Walmart measure the success and ROI of its leadership
training programs at each management level?

Follow-up questions to ask Annie: What specific processes or metrics are used to evaluate the impact
of its mentorship initiatives on high-potential talent?

Follow-up questions to ask Annie: Are there plans to update or adapt the training content to address
emerging market challenges and evolving leadership skill requirements?

Walmart’s leadership training and development approach is multifaceted, targeting various leadership layers
through formal programs and informal initiatives:

• Formal Training Programs

– For entry-level associates and emerging leaders, Walmart offers robust onboarding modules that combine
classroom-style lessons with online modules. These sessions cover operational best practices, customer
engagement, and basic leadership fundamentals.
– Future team leads and coaches participate in dedicated early leadership programs that stress on-the-job
training, cross-departmental exposure, and skills such as time management and conflict resolution.

– Mid-level managers have access to structured workshops focusing on advanced leadership competencies,
operational excellence, and performance management. These programs integrate interactive sessions with
real-life problem solving, designed to hone decision-making and team-building skills.
– Executive-level training emphasizes strategic planning, change management, and high-level organizational
leadership. These sessions are typically delivered through executive seminars and leadership summits, tailored

for top-tier decision makers.

• Mentorship and Informal Practices
– A key feature is a mentorship-driven ecosystem where high-potential employees are paired with experienced
leaders. For example, one associate noted, “My boss challenged me in appropriate ways to grow my skills and

knowledge,” highlighting hands-on mentoring and personalized coaching.
– Informal practices include regular feedback loops, shadowing opportunities, and peer networking events,
which reinforce learning beyond formal sessions.
– The leadership team also maintains an open-door policy, fostering a culture where regular check-ins and



collaborative problem-solving are encouraged. As another employee remarked, “The leadership team is
genuinely invested in employee growth and well-being,” illustrating Walmart’s commitment to continuous
development at all levels.

This comprehensive structure ensures tailored development across positions, from frontline supervisors to
strategic executives, supporting a streamlined pathway for career advancement within Walmart.

How do employees rate the availability and effectiveness of leadership development programs and
opportunities?

Neutral

Key Findings

Walmart has established leadership development programs that include formal training, on-the-job
learning, and clear pathways from entry-level to supervisory roles.

Approachable managers and mentorship initiatives are viewed positively, especially by younger

employees seeking growth opportunities.

Employees report significant inconsistencies in program execution, with some experiencing effective
coaching and others facing favoritism and subjective promotion practices.

The lack of standardized training and transparent career criteria is undermining trust, which
negatively impacts employee morale and retention.

Action recommendations

Follow-up questions to ask Annie: What specific steps is Walmart planning to take to standardize
leadership development practices across all departments?

Follow-up questions to ask Annie: How is Walmart addressing the reported favoritism in leadership
training and promotion decisions to ensure fairness?

Follow-up questions to ask Annie: What mechanisms or feedback loops are in place to continually

improve the effectiveness and transparency of the leadership development programs?

Employee perceptions of Walmart’s leadership development programs reveal a mixed picture—with structured
opportunities in place that sometimes fall short in execution due to inconsistent practices and favoritism.

• Availability & Positive Aspects

Walmart offers formal training, on‐the‑job learning, and clear pathways from entry-level to supervisory

roles. Several employees note benefits such as “great learning opportunities for younger people” and
mention that approachable managers can make a meaningful difference in day-to-day growth.

The existence of mentorship programs and leadership initiatives is valued, with some quoting, “The
management is approachable and always willing to help with any concerns or questions.”

• Effectiveness & Areas for Improvement

Despite these opportunities, many employees experience inconsistency. While some receive effective
coaching, others feel that the promise of advancement is undermined by subjective practices. One
employee observed, “They tell you that they would love to have you as a team lead and start training you
for over two years just to turn around and hire one of their friends outside the company.”



This perceived favoritism and lack of standardized training across departments erode trust in the
promotion process. Frequent leadership changes and unclear career criteria further dilute the potential
impact of these programs.

• Broader Impact on Culture & Performance

In departments with robust mentoring and clear expectations, leadership development propels personal
growth and team morale. Conversely, when programs lack transparency and consistency, employee
morale and retention suffer.

Enhancing leadership development would benefit the broader organization by establishing standardized

training, increasing mentorship quality, and ensuring that promotions are merit-based rather than
influenced by internal favoritism.

Overall, while Walmart does invest in leadership development, greater consistency, transparency, and fairness
in these programs could foster higher employee engagement and drive improved performance outcomes.

How are potential leaders identified and nurtured within the organization?

Positive

Key Findings

Walmart has established clear career pathways and formal promotion programs that allow high-

performing associates to transition into leadership roles quickly.

Robust training initiatives and dedicated mentorship substantially support leadership development,
providing practical on-the-job learning.

Employee feedback indicates that while many processes are effective, there are concerns about
favoritism and subjective assessments impacting fairness.

There is recognition of the need to standardize talent review criteria and enhance manager training to
ensure a more equitable identification process.

Action recommendations

Follow-up questions to ask Annie: How is Walmart addressing employee concerns about favoritism in
its leadership identification process, and what measures are in place to monitor these improvements?

How are objective performance metrics standardized across departments to ensure a fair evaluation

of potential leaders?

What additional training or policy adjustments are being considered to further mitigate subjectivity in
the promotion and development programs?

Below is an analysis of how potential leaders are identified and nurtured at Walmart based on employee
perceptions:

• Identification through Performance and Pathways
– Employees report that Walmart provides clear entry points from associate roles into management. One
employee noted, “I was offered a team lead position within a year and a half,” highlighting a merit-focused
approach.

– Formal promotion programs and structured training enable early identification of talent. High performers in
teamwork and skill-building are frequently earmarked for leadership roles.



• Development via Continuous Training and Mentorship
– Robust training programs and career development initiatives are frequently cited. As one employee stated,
“The leadership team is genuinely invested in employee growth and well-being,” indicating an environment

where ongoing learning is encouraged.
– On-the-job training combined with mentorship from experienced managers supports leadership growth. This
includes coaching, role-specific skill development, and exposure to diverse work environments that facilitate a
smoother transition into managerial responsibilities.

• Evaluation of Current Practices

– Strengths: Walmart’s structured career pathways and comprehensive development programs create
meaningful upward mobility for dedicated employees. The approach is especially effective at the entry and
mid-management levels.
– Areas for Improvement: Several employee comments point to inconsistencies—favoritism and subjective
assessments cause some talented associates to be overlooked. One employee observed that “management

plays favorites,” suggesting that the identification process may occasionally rely more on social networks than
on objective performance metrics. Further standardizing talent review criteria and strengthening manager
training would help ensure equity and consistency.

Overall, Walmart’s approach to leadership development leverages structured programs and real-world
performance, offering significant opportunities for growth. However, addressing subjective practices in the

identification process could enhance fairness and ensure that all high-potential employees receive equal
support and recognition.
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How effective is leadership in communicating to all levels of the organization?

Negative

Key Findings

Walmart’s leadership shows significant inconsistency in communication, with conflicting messages
across different levels of the organization.

Frontline employees often feel excluded and confused due to fragmented, delayed, or non-existent

communication from upper management.

There are isolated examples of effective communication at the local level through open-door policies
and proactive supervisors.

The presence of micromanagement and unclear expectations further exacerbates communication
breakdowns and affects overall morale.

Action recommendations

Follow-up questions to ask Annie: What do you see as the primary barriers causing the breakdown in
communication between upper leadership and frontline employees?

How can Walmart leverage the effective local communication practices to establish a more consistent
and unified approach across all levels?

What specific measures or communication protocols could be implemented to reduce conflicting

directives and ensure timely updates throughout the organization?

Overview: Employee feedback indicates that Walmart’s leadership communication is notably inconsistent
across the organization. While some supervisors are accessible and foster open dialogue, significant
breakdowns exist in conveying strategic decisions and operational changes uniformly.

Key Issues: • Inconsistent Messaging Across Levels:    – Several employees reported receiving conflicting

directives. One noted, "I constantly hear from management: 'How come I never heard that?'" indicating
disjointed communication between teams.    – Upper leadership is often perceived as “out of touch,” leaving
frontline employees feeling excluded from key updates.

• Fragmented and Inefficient Channels:    – Many employees described an absence of clear, timely
communication. As one employee put it, "There is no communication at all in this company," highlighting gaps

that affect coordination and morale.    – Multiple management styles contribute to confusion, with
micromanagement and unclear expectations undermining overall communication effectiveness.

Strengths and Opportunities: • Direct Supervisors and Team Leads:    – Positive comments about open-door
policies and proactive team leads underscore potential for effective communication at the local level.    –
Encouraging these best practices can help create a more unified messaging channel throughout the

organization.

Recommendations: • Standardize Communication Protocols:    – Implement regular, structured updates from
upper management to ensure consistency across all levels. • Manager Training:    – Enhance training on
effective communication and leadership for all managerial tiers, ensuring alignment in strategy and

expectations. • Strengthen Cross-Functional Channels:    – Improve inter-departmental communication
processes to prevent fragmented messages and reduce conflicting directives.



By addressing these gaps, Walmart can harness its already effective local leadership practices to create a more
cohesive, company-wide communication culture.

What methods and channels of communication are most frequently used by leaders?

Negative

Key Findings

Daily in-person meetings are a core communication method but suffer from inconsistent execution

and frequent ad hoc changes, undermining their intended clarity and trust-building purpose.

Walkie-talkies, though effective for real-time discussions, are often misused for informal
conversations, leading to diluted messaging and potential miscommunication during critical tasks.

Reliance on written notes and scheduling systems results in delayed updates and reactive
communication, leaving employees feeling out of the loop and reducing proactive engagement.

Action recommendations

Follow-up questions to ask Annie: How can we standardize the protocols and training for daily in-
person meetings to minimize inconsistent messaging and abrupt schedule changes?

Follow-up questions to ask Annie: What measures can be introduced to control the use of walkie-
talkies and ensure they remain focused on task-critical communication?

Follow-up questions to ask Annie: Would transitioning to a unified digital communication platform

help improve the timeliness and clarity of instructions, and what challenges could arise during its
implementation?

Key Communication Methods

• Daily in‐person meetings and briefings
– Leaders kick off shifts with huddles outlining tasks, policies, and priorities. One employee noted, "Every shift

starts with a meeting covering the expected goals," underscoring the use of scheduled in-person
communications. While these meetings establish a routine, inconsistent messaging and ad hoc changes have
led some to remark that "management constantly changes the schedule," which diminishes trust in these
briefings.

• Walkie-Talkies

– Walkie-talkies are a ubiquitous, real-time tool for direct communication. However, employees report misuse;
one commented, "Management treat the walkies like it's their personal chatroom," suggesting that non-
business chatter dilutes their effectiveness. This unprofessional usage can compromise urgency and clarity,
leading to miscommunication on critical tasks.

• Written Notes and Scheduling Systems

– Leaders also rely on posting notes on schedules or using internal systems to relay instructions. Although this
provides a documented record, delayed updates and inconsistent information have been a common concern.
One employee highlighted, "Management only contacts you if they have a want or need and only through notes
left on your schedule," pointing to a lack of proactive engagement.

Overall Effectiveness and Impact

• In-person meetings create opportunities for team bonding and immediate feedback; however, their potential
is undermined by inconsistent execution and frequent changes.
• Walkie-talkies, while fast, suffer from informal misuse, reducing their efficiency in conveying clear, focused



instructions.
• Reliance on written notes may leave employees uninformed if updates are not timely.

In summary, while Walmart leaders leverage a variety of channels to communicate, the fragmented and

inconsistent use of these methods—exemplified by misused walkie-talkies and erratic meeting content—limits
their overall effectiveness. Enhanced training on communication protocols and a unified digital platform could
help streamline messages and bolster clarity across all levels.

How does leadership communication style and effectiveness impact employee satisfaction,
performance, and key business outcomes?

Negative

Key Findings

Inconsistent messaging from frontline managers is causing conflicting priorities and operational
delays, which negatively impacts productivity and clarity of goals.

Employees report a significant lack of empathy and active listening from direct supervisors, resulting
in low morale, disengagement, and increased turnover.

There is a clear disconnect between the strategic communication from executives and the day-to-
day directives from middle managers, leading to varied experiences across departments.

Action recommendations

Follow-up questions to ask Annie: What specific initiatives are being implemented to standardize

communication protocols across all leadership levels, particularly for frontline managers?

Follow-up questions to ask Annie: How is the company addressing issues of micromanagement and
favoritism to improve empathy and active listening within supervisory roles?

Follow-up questions to ask Annie: Can you share examples where effective leadership communication
has resulted in improved operational efficiency and higher employee engagement?

Based on Walmart employee feedback, leadership communication significantly influences several key business
outcomes. The following points summarize these impacts:

• Productivity & Operational Efficiency
– Inconsistent messages from frontline managers create conflicting priorities. Employees report “being told
different things from different managers,” which leads to duplicated efforts and unclear goals.

– Scheduling issues and fragmented communication contribute to operational delays, making it difficult for
teams to adapt quickly to customer needs and process changes.

• Employee Engagement & Satisfaction
– Direct supervisors are frequently cited as lacking effective communication and empathy. One employee
remarked, “management doesn’t listen to your concerns,” reflecting a prevalent disconnect that erodes trust

and lowers morale.
– Excessive micromanagement and favoritism foster disengagement. While some departments enjoy proactive,
open dialogue, the inconsistency across teams creates frustration and high turnover, particularly in roles where
workloads are excessive and feedback is rarely constructive.

• Differentiation by Leadership Levels & Functions
– Executives tend to set ambitious targets and policies (good pay and benefits are sometimes noted), but their
communication is often perceived as detached from frontline realities, resulting in unrealistic expectations.



– Middle managers and team leads have the most direct impact on day-to-day efficiency. Their varied
communication styles—from supportive to dismissive—cause significant differences between departments. For
example, the stocking teams experience high stress and operational bottlenecks due largely to poor inter-

manager communication. One positive perspective mentioned, “a great supportive management team that
cares about their employees,” indicating that when effective dialogue exists, the outcomes improve
significantly.

In summary, improving clarity, consistency, and empathy in leadership communication—across all levels—could
substantially enhance productivity, streamline operations, and boost employee engagement and satisfaction at

Walmart.
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How are key decisions made within the leadership team?

Negative

Key Findings

Walmart’s decision-making is highly centralized and top-down, which significantly limits input from
middle management and frontline employees.

Middle managers often lack formal training and find themselves interpreting conflicting instructions

from various leaders, leading to operational inconsistencies.

The hierarchical approach contributes to communication breakdowns and delayed responses to on-
the-ground challenges, reducing overall effectiveness.

Action recommendations

Follow-up questions to ask Annie: How is Walmart planning to foster greater collaboration between
senior executives, middle managers, and frontline employees in the decision-making process?

Follow-up questions to ask Annie: What initiatives are being implemented to address the training gaps
and conflicting directives experienced by middle management?

Follow-up questions to ask Annie: Are there strategies under consideration to decentralize decision-
making in order to improve responsiveness and operational efficiency?

• Overview of Decision-Making

Key decisions at Walmart are largely driven by a centralized, top‐down approach where senior executives set
strategic priorities. Employee feedback indicates that most major directives come from upper management
with little room for broader collaboration. One employee noted, “it all depends on the management,” revealing
how heavily the process relies on individual leadership styles.

• Hierarchical vs. Collaborative Dynamics

– Executives: At the highest level, decision-making is predominantly hierarchical. Executives tend to make
strategic calls with minimal input from middle management, resulting in clear—but sometimes rigid—guidance.
– Middle Managers & Team Leads: These leaders are often thrust into operational decision-making with limited
training. Many employees described them as “learning on the job” and struggling with conflicting instructions
from various managers. This creates an environment where lower-level leaders are left to interpret and

implement rapidly shifting priorities.

• Effectiveness and Challenges
– Inconsistency & Communication: A recurring theme is the lack of coordinated communication. Employees
frequently report that multiple managers provide conflicting directions, hampering execution and morale.
– Responsiveness: The centralized model sometimes leads to delayed responses to on-the-ground challenges,

as decisions ripple down without adequate feedback mechanisms.

• Role of Collaboration and Consensus
– While there are pockets where managers strive for cross-functional collaboration, these efforts are sporadic
and largely dependent on individual initiative rather than an ingrained, consensus-oriented culture.

– The limited involvement of frontline employees in decision-making has led to missed opportunities in
leveraging operational insights, further exacerbating the feeling that “managers are constantly giving
conflicting directions.”



In summary, Walmart’s decision-making process is predominantly hierarchical, particularly among executives.
However, employees believe that greater collaboration and a more decentralized, consensus-driven approach
among middle managers could address communication gaps and enhance overall effectiveness.

How are decision-making processes perceived by employees?

Negative

Key Findings

Frontline associates describe decision-making as confusing and fragmented, with contradictory
directives undermining clarity and affecting morale.

Middle managers feel a disconnect between executive mandates and on-floor realities, experiencing
insufficient support and inconsistent guidance.

A centralized, top-down approach limits frontline input and responsiveness, directly impacting

efficiency and customer service.

Some support functions perform better due to clearer accountability, highlighting inconsistent
decision-making processes across departments.

Action recommendations

Follow-up questions to ask Annie: Can you provide specific examples where contradictory directives
have directly affected employee productivity and morale?

Follow-up questions to ask Annie: What concrete steps can be taken to improve the communication
flow between executives, middle managers, and frontline employees?

Follow-up questions to ask Annie: How can Walmart implement a more inclusive decision-making
framework to empower frontline associates and reduce operational delays?

Based on Walmart-specific employee feedback, decision-making processes are widely perceived as

inconsistent and overly centralized, with significant impacts across all levels.

• Non-Leadership Perspectives
– Frontline associates describe decision-making as confusing and fragmented. One comment encapsulates
this sentiment: “Too many managers telling you different directions,” pointing to contradictory directives that
undermine clarity.

– Employees frequently note that “it all depends on the management,” highlighting a lack of standardized
procedures and inconsistent communication. This uncertainty hampers productivity and dampens morale.

• Leadership and Departmental Variations
– Middle managers often face a disconnect between executive mandates and on-floor realities. Some report
feeling unsupported amid frequent leadership changes and conflicting guidance, which erodes their authority

and decision-making confidence.
– Executives tend to utilize a top-down approach that leaves little room for frontline input. This centralized
decision-making, common in several departments, limits responsiveness and adaptability—customer-facing
teams, for example, experience slower resolution times due to bureaucratic delays.

– Conversely, certain support functions with clearer accountability frameworks report more streamlined
decision-making, illustrating that the impact varies by function.

• Overall Impact and Recommendations
– The resulting ambiguity leads to increased stress, inefficient work practices, and reduced engagement across



the company. Frustration stemming from contradictory or uninformed decisions fosters an environment where
employees feel their concerns are routinely dismissed.
– To improve outcomes, Walmart would benefit from enhancing inter-level communication, standardizing

decision-making protocols, and fostering greater inclusion of frontline insights. Aligning leadership at all tiers
could mitigate current operational inefficiencies and strengthen overall employee morale.

Evaluate change management programs effectiveness at the company.

Negative

Key Findings

Walmart’s change management program suffers from leadership inconsistencies, with top executives
pushing ambitious changes while mid-level managers deliver conflicting implementations.

There are clear communication breakdowns between upper management and middle management,

leading to confusion and conflicting directives during change initiatives.

Change management experiences vary widely across departments, with some areas benefiting from
supportive leadership while others face micromanagement and rapid leadership turnover.

The lack of sufficient training and support for new or transitioning managers exacerbates the
challenges in executing change management effectively.

Action recommendations

Follow-up questions to ask Annie: What specific measures are being implemented to bridge the
communication gap between upper and middle management during change initiatives?

Follow-up questions to ask Annie: Can you identify key differentiators between departments that
succeed in change management and those that struggle, and what can be learned from them?

Follow-up questions to ask Annie: What plans are in place to improve training and support for mid-

level managers to ensure a more consistent and effective change management process across the
company?

Overview of Change Management at Walmart

• Leadership Inconsistency
While Walmart’s executive leadership appears focused on ambitious change initiatives and strategic innovation,

employee feedback reveals a stark contrast in how change is managed at lower levels. Numerous employees
report that “the management is constantly changing…policy changes and work flows make no sense,”
highlighting inconsistent approaches that create confusion and instability.

• Communication Breakdowns
Effective change demands clear, consistent communication—a weakness evident at the mid-management

layer. Employees note, “there is little to no communication between upper management down to middle
management,” pointing to a disconnect that impedes smooth transitions. This results in inconsistent execution
of new initiatives, with some teams operating under conflicting directives from various managers.

• Variability Across Departments

Change management experiences differ significantly across Walmart’s many locations and departments. Some
departments are noted for supportive leadership and clearer role expectations, while others face
micromanagement and rapid leadership turnover. Those in more stable settings appreciate “good and kind



managers” who facilitate smoother transitions, yet the overall trend suggests a need for a more unified
approach across all units.

• Training and Support

A recurring theme is the lack of sufficient training for new or transitioning managers. Employees recommend a
“more open dialogue and proactive leadership” to better support staff through changes. Enhanced training
could foster consistency, improve communication, and cultivate leaders who can effectively balance the
demands of rapid change with day-to-day operational realities.

In summary, while Walmart’s top-down change directives seem forward-thinking, the execution at the middle

and departmental levels is hampered by inconsistent leadership, communication lapses, and inadequate
training. Addressing these areas would likely strengthen change initiatives and improve employee morale
across the organization.

If this company were to face a major crisis next week, how would it fare?

Negative

Key Findings

Management practices are unpredictable, with unscheduled hour cuts and reactive staffing
undermining clear communication and effective crisis response.

Operational volatility is evident; resource shortages force a ‘mad dash’ to cover gaps, leaving teams
vulnerable to being overwhelmed during high-pressure situations.

Despite these challenges, there is a notable level of employee resilience, with some staff expressing
willingness to persevere even in adverse conditions.

Overall, the company's reactive approach to staffing and communication significantly hampers its

crisis readiness, making it ill-prepared for a major crisis.

Action recommendations

Follow-up questions to ask Annie: How have the unscheduled hour cuts and reactive staffing
practices affected employee morale and the company’s ability to respond swiftly in a crisis?

What specific contingency plans or stress tests are in place to manage staffing shortages and
resource allocation during unexpected surges?

How does management plan to capitalize on the observed employee resilience to transition from a
reactive to a more proactive and structured crisis management strategy?

Key Observations:

• Management & Communication Weaknesses

Employee perceptions indicate chronic issues with management practices. Repeated accounts of

unscheduled hour cuts and reactive staffing—illustrated by comments like, "Main issue would be
management and cutting peoples hours without any notice"—suggest that decision-making processes
are unpredictable. In a crisis where rapid, clear communication and agile reallocation of human resources
is critical, these practices may create confusion and reduce frontline responsiveness.

• Operational Volatility and Staffing Challenges

Employees note that resource shortages force a “mad dash to cover” gaps when unexpected demands
arise. Combined with past experiences of overwhelming customer surges when management



reassignments leave teams overburdened ("…would get slammed with customers who would get mad at
us"), this highlights vulnerabilities in crisis readiness. Such operational weaknesses could impair service
quality and safety under high-pressure conditions.

• Underlying Employee Resilience

Despite ongoing challenges, a notable resilience exists within the workforce. One employee remarked, "I
would probably go back to work for them again if I had to," reflecting a strong personal commitment even
amid systemic issues. This willingness to persevere may mitigate immediate crisis fallout if leadership
steps in to provide consistent direction.

Conclusion:
If Walmart were to face a major crisis next week, the company's response would likely be strained by existing
management and staffing practices. While a dedicated, resilient workforce offers a potential buffer, the current
reactive approach to employee scheduling and communication could impede rapid, effective crisis
management. Addressing these critical internal gaps is essential to fully leverage its employee commitment

and ensure robust operational stability during crisis events.
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How well does leadership model the target culture to develop a unified and cohesive culture in the
company?

Neutral

Key Findings

Leadership at Walmart plays a pivotal role in shaping the company culture, with effective practices
fostering collaboration and empowerment among teams.

Employees report significant inconsistencies in leadership practices, including favoritism and

micromanagement, which contribute to a toxic work environment.

There is a notable disconnect between upper management and frontline operations, leading to
operational inefficiencies and reduced employee morale.

The company has clear opportunities for improvement through targeted leadership training and the
adoption of a meritocratic culture to ensure consistent application of corporate values.

Action recommendations

Follow-up questions to ask Annie: How can Walmart structure leadership training programs to directly
address the disconnect between upper management and frontline employees?

Follow-up questions to ask Annie: What performance metrics or feedback mechanisms are currently
used to monitor leadership effectiveness and ensure accountability at all levels?

Follow-up questions to ask Annie: Are there best practices or successful strategies from other parts

of the company that have mitigated issues like favoritism and micromanagement, and could these be
implemented more widely?

Leadership at Walmart directly shapes the company culture, with employee perceptions revealing both strong
positives and critical challenges.

Key Positive Impacts: • Supportive Team Dynamics – Effective leadership fosters an environment of

collaboration and empowerment. Employees appreciate when managers are involved and encouraging. For
example, one employee noted, "great Managers and environment," illustrating that approachable, engaged
leaders boost team morale and confidence.
• Recognition and Inclusivity – When leadership emphasizes employee development and inclusivity, it
reinforces a culture of respect and innovation. Efforts like recognition programs and open-door policies have

helped cultivate an atmosphere where employees feel valued and capable of contributing creative solutions.

Key Negative Impacts: • Inconsistent Practices and Toxicity – Conversely, many employees highlight that
leadership’s inconsistency often undermines the work environment. One stark observation stated, "the
management there is pretty bad, which causes a toxic work environment." Issues include favoritism,
micromanagement, and management taking undue credit, which erode trust and breed frustration.

• Disconnect Across Levels – A recurring theme is the disconnect between upper management and frontline
operations. When leaders overlook pressing issues—such as messy work conditions—employee morale suffers.
This misalignment hindered both customer service and overall team efficiency.

Opportunities for Improvement: • Strengthen Managerial Competencies – Walmart could benefit from focused

leadership training aimed at enhancing communication, accountability, and empathy. Consistent practices
across all stores would reinforce corporate values and reduce perceptions of favoritism.
• Foster a Meritocratic Culture – By aligning incentives and recognizing genuine contributions, Walmart can



transform negative experiences into opportunities for innovation and sustained employee engagement. As one
employee remarked, "there's always around you that believe in you and helping you," indicating the latent
potential of a more uniformly supportive leadership approach.

Overall, leadership at Walmart is pivotal in defining a resilient, innovative culture. Improving consistency,
transparency, and empathy can significantly elevate both employee morale and operational excellence.

What are the most important areas and activities where leadership could improve to better support a
healthy corporate culture?

Negative

Key Findings

Frontline managers and team leads are seen as inconsistent and unresponsive, leaving employee
issues unresolved and contributing to an unhealthy work environment.

Executive leadership is perceived as disconnected from day-to-day challenges, resulting in

unrealistic expectations and a lack of empathetic, supportive behavior.

There are notable department-specific disparities, with areas such as retail and sales reporting
dangerous conditions, understaffing, and toxic management practices.

Action recommendations

Follow-up questions to ask Annie: What specific training initiatives are planned to improve frontline
managers' communication, conflict resolution, and accountability, and how will the success of these

programs be measured?

Follow-up questions to ask Annie: How does executive leadership intend to establish robust two-way
feedback loops that bridge the gap between corporate directives and frontline realities?

Follow-up questions to ask Annie: Can you elaborate on the tailored interventions being considered
for high-risk departments, particularly addressing safety concerns, understaffing, and documented

toxic management behaviors?

Based on employee perceptions at Walmart, several targeted leadership improvements can bolster a healthier
corporate culture. The following areas warrant attention:

• Frontline Managers and Team Leads
– Inconsistent behaviors and unresponsiveness are common challenges. One employee stated, “I brought up

numerous issues to my team leads and management with no solutions…” highlighting a need for stronger issue
resolution and safety focus.
– Recommendation: Equip managers with training in communication, conflict resolution, and people skills.
Emphasize accountability and responsiveness to ensure frontline issues are addressed swiftly.

• Executive Leadership

– While some feedback reflects a genuine desire to see employees succeed, corporate directives can feel
disconnected from on-ground realities. Employees perceive unrealistic expectations and a lack of empathy
trickling down from higher levels.
– Recommendation: Executives should establish transparent, two-way feedback loops and visibly model

inclusive, supportive behavior. This can be achieved via regular engagement with frontline challenges, thereby
aligning strategic decisions with employee well-being.



• Department- and Function-Specific Focus
– Retail and sales floor teams report dangerous work conditions and chronic understaffing, revealing that
leadership quality may vary by department. One employee remarked, “The management is extremely toxic,

which creates an unhealthy work environment,” underscoring the disparities across functions.
– Recommendation: Customize leadership development initiatives to address the unique challenges of each
department. For example, empower local managers in high-pressure settings to adopt flexible, safety-first
operational strategies and adjust staffing protocols accordingly.

Overall, a two-pronged approach that enhances managerial capabilities at the local level and reinforces

empathetic, accountable practices among executives will nurture a healthier, more productive corporate
culture across Walmart.
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