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Moving Brightwell Freight from a Traditional to a Learning Organization: A Practice Consultation
Practice scenario: Brightwell Freight is a regional trucking and logistics company that grew from $3 million to $48 million in annual revenue in eight years and now has 280 employees in the United States and Canada. The founder and two vice presidents make nearly every decision, and dispatchers and drivers are expected to follow instructions without suggesting changes. Routing still runs on spreadsheets and a whiteboard. Brightwell pays tuition for a few dispatchers who ask for it, but it has no training plan. A new Canadian electronic logging requirement takes effect in nine months, and Brightwell's current systems cannot meet it.
This report diagnoses Brightwell's need for change, compares its current culture with a learning organization, and sets out how to plan, implement, and sustain the transition.	Comment by Gradevia Editorial: Introduction: one or two sentences previewing the report is enough.
A. The Need for Change: The Organizational Life Cycle Model	Comment by Gradevia Editorial: A: Chooses ONE of the two models named in the directions and ties it to scenario facts.
The organizational life cycle model describes how organizations move through stages such as birth, growth, maturity, and decline or revival, and how each stage brings problems that the previous way of managing cannot solve (Acrobatiq, 2022). Brightwell has moved rapidly through its growth stage, increasing revenue sixteen fold in eight years and expanding into a second country. The founder centered decision making that worked for a small company now creates bottlenecks: every routing exception waits for a vice president, and dispatchers who see problems first have no authority to fix them. The life cycle model shows that Brightwell has outgrown its structure. Without a change toward delegated decisions, better systems, and planned learning, the company risks stalling at the point where growth stages typically break down, and the logging deadline makes that risk immediate.	Comment by Gradevia Editorial: Connects the model to a concrete consequence and to the urgency in the scenario.
B. Learning Organizations Compared With Traditional Organizations	Comment by Gradevia Editorial: B: Describes DIFFERENCES, so a side by side comparison works well.
A traditional organization relies on a hierarchy in which managers decide and employees carry out instructions, learning happens by accident or through individual initiative, and mistakes are treated as failures to avoid. A learning organization treats learning as part of everyone's work: people at every level are expected to question assumptions, share what they learn, experiment, and use what fails as information. Information flows across teams rather than only up and down, and decisions are made close to the work. Research on psychological safety supports the last point, linking a climate in which people feel safe to speak up with stronger team learning (Edmondson & Bransby, 2023).
B1. Brightwell's Current Stage of Woolner's Model
Brightwell is in the second stage of Woolner's five stage model.
B1a. Why Brightwell Is in This Stage
In Woolner's model, the first stage is defined by informal, unplanned learning with no organizational support, while the second stage adds some organizational support for individual learning, often through outside courses, without a plan connected to the business (Acrobatiq, 2022). Brightwell is past the first stage because it pays tuition for dispatchers who ask. It is not yet in the third stage, because it has no internal learning program, no link between training and strategy, and no way for what one dispatcher learns to reach anyone else.
B2. Applying Senge's Five Disciplines
•	Personal mastery: Each dispatcher and driver lead would set an annual development goal, such as certification in the new routing system, supported by paid learning time.
•	Mental models: Leaders would run monthly reviews of late loads that ask what assumptions failed, challenging the belief that only executives can solve routing problems.
•	Shared vision: Leadership would build a vision with employees, "every load on time, every decision made where the work happens," through cross border workshops.
•	Team learning: Dispatch and driver teams would hold weekly huddles to share fixes, so one team's solution becomes the whole company's practice.
•	Systems thinking: Teams would map how a single late pickup affects routing, driver hours, customer penalties, and logging compliance, so improvements are made across the system rather than in one department.
C. End Result and Nature of Change: Balogun and Hope-Hailey's Model	Comment by Gradevia Editorial: C: Identifies the end result and nature of change, or the quadrant name, as the directions allow.
Using Balogun and Hope-Hailey's model, the end result of Brightwell's change is transformation and the nature of change is big bang, which places it in the revolution quadrant.
C1. Why This Is Appropriate
The end result is transformation because Brightwell is changing its culture and its way of deciding, not adjusting its existing way of working. Moving from executive only decisions to delegated, learning based decisions changes underlying assumptions about who solves problems. The nature is big bang because the logging requirement leaves nine months to replace the routing system and retrain every dispatcher and driver. An incremental approach would miss the compliance deadline, so the core changes must happen together, with the deeper culture work continuing after the systems change is in place.
D. Applying Four Steps of the Action Research Model	Comment by Gradevia Editorial: D: Four steps from the course's action research model, each applied to this company's change.
•	Problem identification: Leadership recognizes that delays in routing decisions and the coming logging requirement threaten service and compliance.
•	Data gathering and preliminary diagnosis: The consultant interviews 30 dispatchers and drivers and reviews six months of late load records, finding that 40% of delays involve waiting for an executive decision.
•	Feedback to the client: Findings are presented to leadership and to employee representatives together, so both groups see the same evidence.
•	Joint action planning: Leaders and employees agree on a plan: a new routing and logging system, decision authority for dispatch leads, and a learning program, with targets reviewed at 90 days.
E. Two Innovation Strategies
Two innovation strategies would help management move Brightwell toward a learning organization. The first is cross functional improvement teams of dispatchers, drivers, and an operations manager, each given a specific problem, a small budget, and authority to test solutions. The second is an employee idea program in which any employee can submit an improvement through the new routing system, with a monthly review panel that responds to every idea within two weeks.	Comment by Gradevia Editorial: E: Two named strategies, each specific enough to picture in practice.
E1. How Management Would Use Cross Functional Improvement Teams
Management would start with three teams, each focused on a problem from the action research diagnosis: decision delays, cross border paperwork, and driver onboarding. Each team would report results at a monthly leadership meeting, and successful solutions would be adopted across both countries. Over time, these teams would shift problem solving from executives to the people closest to the work, which is the core of becoming a learning organization.
F. Applying Four Steps of Kotter's 8-Step Model	Comment by Gradevia Editorial: F: Four of the eight steps, each tied to this company.
•	Create a sense of urgency: Leadership shares the logging deadline and the delay data with all employees, making clear that the current way of working cannot meet either (Kotter, n.d.).
•	Build a guiding coalition: A team of one vice president, two dispatch leads, a senior driver, and the IT manager leads the change across both countries.
•	Generate short-term wins: The first improvement team's fix for cross border paperwork is announced across the company within 60 days.
•	Institute change: New decision authority, the learning program, and the idea review are written into job descriptions and performance reviews.
G. Sustaining Change With the Five Pillars	Comment by Gradevia Editorial: G: Each of the five pillars named in the course materials, applied to sustaining the learning organization.
•	Leadership: Executives model learning by attending team huddles and publicly adopting employee ideas, rather than reverting to making every decision.
•	Strategy: Learning goals are written into Brightwell's annual plan, with a training budget tied to growth targets.
•	Culture: Monthly reviews treat failed experiments as information, and employees who raise problems are recognized rather than blamed.
•	Structure: Dispatch leads hold permanent decision authority for routing exceptions, reducing layers between the work and the decision.
•	Systems: The new routing and logging system captures data and ideas, and the learning management system tracks every employee's development goal.
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