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Challenge

A global technology company recently launched its new Music, Video and

Advertising (MVA) team to deliver on key products of its vision to integrate devices

and services. Bringing together talent from several larger groups, the 300-person

team has ambitious goals to: 1. adopt a rapid product release cycle while reinventing

key consumer applications across all product platforms; and 2. build a nimble culture

with a “play for first” mentality. In addition to uniting as a new organization,

employees moved from private offices in the company’s suburban headquarters to

an open-work environment downtown. As the MVA team’s leaders began developing

its go-to-market strategies, they engaged Point B’s expertise in change management

to help ensure a successful transformation.

The power of “just enough”

Being engaged early in the life of the MVA team enabled us to assess its legacy

culture and change readiness. We interviewed MVA leadership to understand the

team’s objectives and obstacles. We also held focus groups with team members to

assess the level of buy-in around the team’s goals, cultural principles and

organizational structure.

In order to drive results within our client’s ambitious three-month timeframe, we took

a “just enough” approach that enabled the team to progress quickly in key areas

while laying the groundwork for longer-term change. We developed a change

management strategy and plan to launch the team into the change and give them a

strong foundation to work from.

Our plan included 16 change activities designed to build a nimble delivery engine,

optimize internal partnerships and dependencies, unite leadership, and rally the

team. We also linked the change management work to business outcomes with clear

metrics that demonstrated how change impacts the bottom line.

Making 10,000 things happen

Gaining the hands-on engagement of leadership and front-line managers was

essential to driving rapid cultural change. Working closely with these leaders, Point B

supported and coached them in taking the MVA team through the steep curve of

organizational change.

“In a way, the biggest challenge was me,” said Alex G., General Manager of MVA.

“There were 10,000 things that had to happen, and if I tried to do them all, we would

fail. I’ve seen a lot of leaders try to do it all themselves, and they’re almost always

crushed by it.”

As an advocate of servant leadership, Alex was looking to create a supportive

environment where employees would be successful individually and collectively.

True to his belief that “a successful leader acts in ways that serve to elevate those

“Point B freed me up to be the kind of

leader the organization needed me to

be.”

Alex G., General Manager, MVA
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around him,” we helped him establish a clear public standard for leadership, along

with a practical framework and tools to empower other leaders.

“You have to be deliberate. Our leaders can now lead with very little oversight from

me. We were able to make this more like an orchestra than a tunnel—and I was the

conductor. Point B freed me up to be the kind of leader the organization needed me

to be.”

Reasons to believe

Early on, Point B helped MVA leadership model the cultural principles that drove the

organizational change. One way that leaders quickly brought those principles to life

in a meaningful way was by creating a public forum to air conflicts and resolve them.

This commitment to getting conflicts out into the open and addressing them went a

long way to earn employees’ trust that leaders were going to embody the change—

not just oversee it.

“We were teaching the organization that if people don’t see leaders walking our talk,

they have every right to speak up and hold us accountable,” Alex said. “Our cultural

principles have become yardsticks

we use to judge our performance.”

As the team moved into its open

workspace and embarked on its first

rapid product release cycle, each

work stream leader was intimately

involved in driving many levels of

change.

Front-line managers held one-on-

one meetings to understand

employees’ responses to change and

address them directly. Leaders took

the feedback seriously, and their

responses were transparent.

Everyone on the team had access to

an online “hit list” that included every employee question and suggestion, together

with leadership’s response.

Along the way, Alex said, leaders did “lots of little things that made a huge

difference”—from finding ways to ease the new commute to providing vegan food

options onsite.

“We created a supportive environment where people feel safe and embraced. As a

result, they are huge vocal advocates not only for the team, but also for the process.”

Cultural Principles

The MVA team lives its cultural

principles, creating an environment

where people can be successful

individually and collectively:

• One team

• Servant leadership

• Always tell the truth

• Always do the right thing

• Be the CEO

• Do fewer things better

• Good enough and go
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A new trajectory

With this publication, the team’s change plan has been in place for 18 weeks. The

studio has been through its first several two-week “sprints” and completed a product

release. Early results show that:

• Employees are much more aware of the team’s goals and their role in achieving

them.

• Ship cycles have accelerated as development teams transitioned into the rapid

development methodology—reducing the product delivery cycle from months to

weeks.

• Internal dependencies that could slow down the team are being proactively

identified and managed.

• Silos dissolved along with office walls, strengthening collaboration across the

organization.

• The anticipated level of attrition never happened. In body, mind and spirit, team

members have made the move to the new location and open work environment.

Even more exciting than MVA’s three-month transformation is the trajectory it’s

established going forward. “This is the beginning of something. It’s only the start of

the journey, not the end,” Alex G. said.

“We created a deliberate culture and used it to tell the organization the story of

change. Change is hard, but if you succeed, you can improve quality, speed and

costs—and you reduce the impact on the people who do it while getting them more

involved in the success of the studio.

“People are doing legendary work here.”

Experiencing the MVA Change

Jerry J.

General Manager, Music

“Before the organizational change, there was no alignment with the business team.

And it wasn’t so much about building the best product; it was about being the best

manager because that’s how things got done and how people got promoted.

We knew that, with this change, we needed to turn the corner rapidly. It meant a

dramatic shift. We got very clear about marching to the same mission. We sand-

boxed the teams. We created smaller teams of no more than ten people, and they

were autonomous enough to process the charter. In the past, we had a highly

matrixed charter; even for basic processes, you had to go high up the chain to get

anything done.

Moving from headquarters to downtown was tough for everyone. So was the move

to an open work space. But we knew that, in order to be nimble, we wanted a
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designer to be able to turn around and talk to an engineer. It was a big shift in the

way people worked.

I knew things had really changed after our first release. Everyone felt good about it,

and they immediately turned around and started to do incremental things post-

release to fix a few issues. They’d just shipped, and yet they were ready to roll out

another release in three weeks. As a team, they saw that this could work.

Now people feel liberated and empowered. If anything, they’re frustrated because

they want to do things even more rapidly. We went from needing to convince them

we could do this to having to put the reins on people—in a good way.

When you remove unneeded dependencies and empower people to own something

and be proud of it—that feeds on itself. Something special will come out of it. People

really stepped up and took on broader roles. Instead of ‘this isn’t my job description,’

it’s now about ‘what we ship.’ That’s the key to being successful.”

Cassie Y.

Software Developer Engineer

“With this change, we have a much clearer direction and more defined goals. I know

where we’re heading. I get the impact of my role, and it gives me more opportunities

to demonstrate my abilities.

I also have much more accessibility to leadership. I can share my point of view with

people I wouldn’t have been able to talk to one-on-one before. I feel more significant.

The first time I felt really excited was with the first set of demos, after the transition

into full Agile. We were still getting settled; there was still a little dissent about the

move and uncertainty about Agile. At the end of the first two weeks, we had these

demos. It was so awesome to see it all come together so seamlessly. I haven’t

worked here long enough to be tainted by waterfall development, but many others

have, and it’s hard to make the switch. It was nerve-wracking and people were

worried. But we got into it, we did it, and it worked.

The move was rough at first. But the leadership team was willing to sacrifice to make

it better for people who were having a tough time. I love the open work space now.

At first it was kind of loud, having 100 engineers in an open area. But it’s really cool

that I can talk to anyone I need to—with my manager, my co-workers, and other

teams working on other projects. It’s easy to communicate quickly.

There’s a lot of energy here, and I’m excited to see what we do with it. I like the

people, the space, the product, and the passion to make it better. I think only good

things can come out of this.”
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Kim J.

HR Business Partner

“Before we landed this organization, things were very spread out in different groups,

with no focused attention. Through no fault of the team, things were siloed, with lots

of constraints and a report structure that discouraged collaboration.

Alex, our GM, was very deliberate about creating an environment that was all about

being nimble and entrepreneurial, with the spirit to drive change faster and focus on

quality deliverables, and be less distracted by other parts of the company. We

couldn’t wait six months to make progress you could really see.

We drastically changed how people work on a daily basis. It took a lot of time and

attention, and the leaders really brought their teams along. Once they were on board

and teams saw we were serious and giving them the resources to make the change,

it all came together.

Now our environment is open, and leadership is much more accessible. People are

really clear about what they need to deliver. We have a system for prioritization, and

employees feel they have more of a voice.

Communication has increased greatly, and we’re much more deliberate about it.

People know what’s going on and understand how we’re measuring results. We

keep a video blog of hot topics and a weekly newsletter that includes updates from

the MVA hit list.

It’s that deliberate attention and willingness to have the conversations when things

are rough that enabled us to work through the challenges. The leaders really led by

example. They kept acknowledging the bumps in the road. Those first demo days

helped, when people saw that their ideas were being heard and put into action.

People started feeling it was all worth it.

It was a grand experiment. It was such a big change, but we knew we wanted to get

to the other side. Having a leadership team that was willing to get there was

awesome. Innovation can happen if you take a chance and are willing to do things

differently.”


