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Executive Summary 

This report investigates a series of complaints raised regarding management practices with COPA90, a worldwide football media and digital storytelling organisation. Recent feedback from employees coupled with declining internal performance indicators such as missed campaign deadlines, inconsistent creative coordination, and rising staff turnover suggests a systemic managerial issue effecting the businesses culture, motivation, and organisational effectiveness. The concerns point towards deeper structural tensions typical within creative media environments namely conflicting demands of commercial pressures, and managerial control (Grey, 2022)

The report aims to critically evaluate the organisations management systems through both mainstream theories of management including scientific management, bureaucracy, human relations theory, and contingency theory and critical theories of management, drawing on labour process theory, critical leadership studies This analysis suggests that COPA90’s internal culture reflects strong elements of mainstream managerialism, emphasising efficiency, output, and hierarchical control, despite presenting an external identity centred on creativity, community, and collaboration.
 

The report concludes that COPA90 would benefit from modernising its management systems to better align practice with values and to respond to contemporary expectations of ethical and people centered leadership. Key recommendations include implementing a more consistent management framework, providing leadership training informed by ethical and critical management principles, strengthening employee voice mechanisms, improving workload and performance management processes, and promoting a more transparent, inclusive organisational culture.
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Introduction

Background

COPA90 is a global football media organisation founded in 2012, they specialised in fan culture, branded content and digital football campaigns. The company being so early in the content game established itself as a leading voice in football media, producing content that engages fans worldwide and previously collaborated with high profile partners including Adidas, FIFA, UEFA and the Premier League. According to (Tracxn, 2025) they employ between 75/100 members of staff with numbers dependent on project demands. Its workforce spans production, digital marketing, creative design, client services, and operations, forming a complex, cross-functional environment that relies on tight coordination and collaboration.

As a highly creative organisation, COPA90 operates at the intersection of commercial impressions and creative storytelling, which can create tensions between management control, efficiency requirements, and the need to preserve creative autonomy. These tensions are typical of digital media and creative industries, which rapid content cycles and commercial pressures often conflict with staff expectations and organisational culture (Grey, 2012)

Purpose of Report
This report has been commissioned by the CEO in response to a series of internal complaints highlighting inconsistencies in management practices, and poor communication and high workloads. The purpose is to evaluate COPA90’s current management style, organizational systems, and culture and how to asses how these factors influence employee engagement, creativity and operational performance. By applying both mainstream management theories such as Bureaucratic Management, Human Relations Theory and Contingency Theory and critical perspectives, including labour process theory and critical leadership studies. The report aims to identify systemic issues and propose solutions that enhance organizational stability while valuing employees (Alvesson, 2011)

Methodology 
The analysis draws on multiple sources to ensure a comprehensive evaluation. Firstly, the internal employee feedback and surveys can highlight recurring complaints and concerns. Secondly, looking at the industry they work in, media research on creative organisations, workload pressures, and management practices. Also the use of academic theory from the reading list from critical and also mainstream management literature. Finally, public reports on COPA90’s organizational changes and industry pressures in digital football media.

The mixed approach allows for a thorough assessment of management practices and organizational culture, providing an evidence based foundation for recommendations to align leadership and operational practices with contemporary ethical and creative management principles.



















Main Findings

Summary of Complaints

Feedback from employees across production, digital, creative and editorial teams highlights several reoccurring issues effecting well being, performance and morale.

Workload and Burnout

During the feedback period, staff consistently report an excessive workload, especially during the start of the football season (August) and also during major tournaments such as the World Cup and the Euros. Employees describe working longer hours to aim to meet rapid content cycles and brand campaign deadlines. These patterns reflect wider findings in creative industry research which links tight deadlines, long working hours, and cyclical project pressures to increased burnout and reduced creative output (Grey, 2021) (Linstead, 2004)

Lack of consistency in leadership

Employees were expressing frustration with inconsistent management styles, noting that they have 2 different types of leadership styles. One is a overly hands off approach and the other is a highly autocratic decision making approach. This results in unclear expectations, shifting priorities, and uncertainty too about accountability which then further undermines the performance of the workforce as a whole.

Communication Failures

Teams report communication gaps between commercial, editorial and creative departments. Last-minute briefs, sudden changes to sponsor requirements, and inconsistent hybrid-working expectations contribute to production inefficiencies and stress. Departments often operate in silos, limiting cross-team coordination.

Creative v Commercial conflict

Staff describe ongoing tension between delivering authentic fan focused creative work and meeting sponsor demands, COPA90 is a unique case where they are funded by Google, and often they need to meet sponsor demands. Therefore creative teams can often feel undervalued and sidelined whilst the commercial teams criticize delays and argue that campaign deadlines need to take president. This conflict reinforces a perception that commercial imperatives override and creative integrity.

 Evaluation using mainstream management theories

Scientific management (Taylor)

COPA90’s strict deadlines and workflow pressures mirrors Taylors principles focused on efficiency and output. However, such an approach can often be incompatible with creative work, as it restricts autonomy and experimentation, both essential to digital media production (Grey, 2012).

Human Relations Theory (Mayo)

The complaints indicate weak employee voice, limited recognition, and a lack of supportive managerial relationships. According to Human Relations Theory, these gaps reduce motivation, morale, and engagement (Carroll, 2022)









Bureaucratic Management (Weber)

As COPA90 has grown, increased formalisation and structure have emerged. However, bureaucratic systems rules, approval processes, hierarchy conflict with the flexibility required in creative environments (Alvesson & Hugh, 2012)

Contingency Theory

Leadership inconsistencies and poor workflow planning demonstrate a failure to adapt management style to situational demands. Contingency Theory emphasises the need for management approaches to align with organisational context, which is not currently occurring at COPA90. This often happens with startup businesses who have a high growth rate at the start but after their growth was stunted. (Linstead, et al., 2009)


Evaluation Using Critical Management Theories

Labour Process Theory (Braverman)

Employees report increasing work intensification and declining autonomy classic features of labour control mechanisms identified in Labour Process Theory. The push to meet branding deadlines resembles a form of “digital Taylorism,” where creative labour is standardised and accelerated (Alvesson, 2011)

Critical Leadership Theory

There is evidence of power imbalances between executives and creative staff, with decisions often made at senior levels without meaningful consultation. Staff perceive attempts at inclusion as tokenistic rather than genuinely participatory (Smircich & Calas, 1995)

Post-Bureaucratic Theory

COPA90 aspires to operate with flat structures, collaboration, and informality. However, these post-bureaucratic traits frequently result in blurred accountability, inconsistent communication, and leadership ambiguity issues widely identified in critical management literature (Linstead, 2004)

Impact on Organisational Culture

The combination of excessive workload, inconsistent leadership, and unresolved commercial-creative tensions has weakened organisational culture. Employees report declining trust in management, reduced psychological safety, and increasing disengagement. Decision-making during major campaigns is described as reactive and fear driven. Many employees believe management prioritises sponsor relationships over staff well-being, contributing to a sense of undervaluation and instability across teams.















Conclusion

The findings of this investigation demonstrates that COPA90’s current management approach is increasingly unsuitable within the fast paced and competitive environment of digital football media. The complaints raised by employees across production, creative, editorial and commercial teams reveal some deep-rooted systemic issues rather than isolated or situational concerns. Patterns of excessive workload, inconsistent leadership behaviour, communication breakdowns, and tensions between creative and commercial priorities indicate structural weaknesses in the organisation’s management systems.

Analysis through both mainstream and critical management theories highlights a fundamental misalignment between the demands of creative work and the management practices currently in place. Mainstream frameworks such as Scientific Management, Human Relations Theory, and Bureaucratic Management show that efficiency-driven processes and weak employee engagement are undermining morale and performance. Critical theories further reveal pressures associated with work intensification, power imbalances, and the instability that can arise from poorly implemented post-bureaucratic structures.

COPA90’s organisational culture, while outwardly positioned as collaborative and community-focused, does not yet reflect internal systems that consistently value employee well-being, creative autonomy, or ethical leadership. Without meaningful reform, these cultural contradictions will continue to erode trust, reduce psychological safety, and hinder long-term performance.

To ensure future stability, COPA90 must adopt a more coherent, ethically grounded, and human-centred management approach. Strengthening leadership capability, improving communication structures, and embedding employee voice into decision-making processes are essential steps toward rebuilding a culture that aligns with contemporary management expectations and supports both staff and organisational success.

Recommendations 

To address the systemic issues identified in this report and build a sustainable, employee-centred organisational culture, COPA90 should adopt a comprehensive package of reforms grounded in contemporary management and ethical leadership practices. The following recommendations outline a standardised response that supports consistency, creativity, and long-term performance.

Standardised Management Framework

COPA90 should implement a clear and coherent leadership model to eliminate the inconsistency currently reported across departments. All managers should undergo mandatory training in emotional intelligence, ethical leadership, and people-centred management (Arnold & Beauchamp, 2020) (Boatright, 2014) This will ensure leaders understand how to motivate creative teams, manage conflict constructively, and make decisions aligned with organisational values. A standardised framework will also improve accountability and reduce leadership variability.

Improved Communication Systems

Communication breakdowns are a major cause of operational stress at COPA90. The organisation should introduce cross-departmental briefing sessions to ensure alignment between creative, commercial, and production teams. Standardised workflow templates will reduce uncertainty and provide clarity on expectations, timelines, and deliverables. For high-pressure campaigns such as international tournaments, COPA90 should appoint dedicated project managers responsible for coordinating briefs, monitoring progress, and mitigating last-minute disruptions.

Protecting Creative Autonomy

Given COPA90’s identity as a creative-driven organisation, safeguarding creative autonomy is essential. The company should establish explicit boundaries around decision-making authority to ensure creatives have genuine influence over content direction. Maintaining authenticity in football storytelling one of COPA90’s core brand values will also reduce tensions between commercial demands and editorial integrity. Senior management should actively discourage micro-management, allowing teams to work with greater freedom and trust.

Employee Wellbeing Strategy

To address burnout and workload intensification, COPA90 must introduce a structured wellbeing strategy. This should include protected working hours, clear limits on overtime, and realistic production timelines especially during major football events. Regular workload audits can help identify overstretched teams and redistribute tasks where necessary. Introducing confidential mental health support and resilience resources will further promote psychological safety and reduce stress.

Hybrid Working Policy

Hybrid working remains inconsistent across the organisation, contributing to miscommunication and frustration. COPA90 should create a clear policy outlining expectations, availability, communication standards, and scheduling procedures. Investing in collaborative digital tools such as shared project dashboards and communication platforms will streamline teamwork. Flexibility should remain a core element, but it must be paired with transparent accountability structures.

Culture Rebuild Initiative

Finally, COPA90 should launch a long-term culture rebuild initiative to restore trust and employee engagement. Quarterly staff forums, facilitated workshops, and regular feedback cycles will strengthen employee voice and encourage open dialogue. Anonymous reporting channels can help surface issues safely. Reaffirming COPA90’s purpose of creativity, inclusivity, and fan-first storytelling will help reconnect staff with the company’s mission and rebuild a shared organisational identity.

Performance Management and Career Development Framework

To strengthen long-term organisational stability, COPA90 should introduce a transparent performance management and career development framework. Current complaints highlight unclear expectations and a lack of consistent feedback, which contributes to disengagement and staff turnover. By implementing structured performance reviews, managers can provide regular, constructive feedback and set measurable goals that align individual contributions with organisational priorities.
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