Case Study: Breaking Siloed Delivery Patterns with Targeted Team Training

The Situation

An organization with multiple development teams was operating in silos. Product managers,
developers, and QA were each doing their part, but the handoffs and communication gaps between
them were slowing progress and creating friction.

An assessment identified broader changes that would be required over time, including shifts in
leadership behaviour and more straightforward role-based guidelines. Leadership chose to start with
a smaller, lower-disruption step: targeted team training.

The Stuck Pattern (What Was Getting in the Way)

e Product, development, and QA were working in isolated loops, creating delays and
misunderstandings.
e Collaboration wasn't consistent, and teams struggled to solve problems across boundaries.

The assessment surfaced the need for:

e Leadership style adjustments to support integrated delivery
e More straightforward strategic guidelines tailored to each role group
e Stronger cross-team alignment mechanisms

What We Changed (The Approach)
A multi-part plan was recommended, but leadership opted to begin with team training first.

e Training focused on two teams at a time, delivered over four-month intervals.
e Other recommendations, leadership and system-level changes were intentionally delayed to
minimize disruption.

Implementation (What the Training Focused On)

e Practical ways of working that improved day-to-day communication and coordination.

e Collaborative exercises designed to reduce “us vs. them” dynamics and break down silos.

e Role-aware application for product managers, developers, and QA — ensuring the training
addressed real constraints and responsibilities.

Results (What Improved — and What Limited Momentum)

After the first training sessions:

e Participating teams reported better communication and collaboration.
e New practices began to take root, showing potential for broader organizational impact.



However, sustaining momentum proved difficult due to:

e Leadership changes
e Ongoing development commitments
e Team restructuring

As a result, the organization chose to pause further training.

Why This Matters

This case highlights an everyday reality: training can create early gains, but lasting change
requires leadership commitment and reinforcement, especially when the environment is in flux.

Lessons Learned

¢ Incremental change works, but only if it’s reinforced. Training can start the shift, but systems
and leadership behaviours must sustain it.

e Adaptability is essential. Change plans must flex as internal dynamics evolve.

o Leadership sets the ceiling. In high-flux environments, leadership commitment determines
whether progress continues or regresses.



