Case Study: From “Doing Agile” to Progress
You Can Trust

300-Person Organization

The Situation

A 300-person organization recognized that its challenges weren’t rooted in process inefficiencies but
in behavioural and operating-system issues. Teams were “doing agile,” following ceremonies, using
tools, and tracking metrics, yet progress remained unreliable. Delivery outcomes consistently fell
short of the effort invested.

Berriault & Associates was engaged to conduct a framework-agnostic assessment focused on
behaviour-driven outcomes rather than strict adherence to any single methodology. The goal was to
identify the actual barriers to progress and to build a foundation for sustainable, trustworthy delivery.

The Stuck Pattern

Internally

e Constant distractions and workflow breakdowns disrupted focus and delivery of meaningful
value.

e Team growth and development lagged, with some behaviours effectively “gaming the system.”

e Teams lacked full cross-functional collaboration and often relied on leadership intervention rather
than collaborative problem-solving.

Externally (and High Stakes)

e The main revenue-generating application required frequent hotfixes.
e Major incidents involving personally identifiable information (PIl) increased operational risk and
eroded customer trust.

What We Changed (Assessment -~ Recommendations -
Reinforcement)

1) Priority Reset — Stabilize Direction People Can Trust

Although a roadmap existed, years of frequent directional changes had conditioned teams to distrust
it. The first step was to restore clarity and stability so teams could commit confidently without
anticipating another sudden pivot.

2) Decision Acceleration — Reduce Escalation as the Default

To reduce reliance on leadership for every decision, stronger cross-team transparency and faster
decision-making were introduced. A “scrum-of-scrums” style forum enabled teams to collaborate
directly, resolve issues faster, and share accountability for outcomes.



3) Flow & Friction Fix — Close the Gaps That Create Rework
The assessment revealed several workflow gaps quietly creating drag:

e No consistent grooming workflow until recently, resulting in ad hoc grooming mid-sprint.
e Limited team participation in epic and story development.

e Absence of a team charter, resulting in unclear working agreements and expectations.
e No impediment backlog, meaning issues weren't tracked or resolved systematically.

Addressing these gaps improved flow, reduced rework, and created a shared understanding of how
work should progress.

4) Reinforcement — Make the Behaviours Real, Not Theoretical

Leadership training and a tailored playbook were introduced, designed specifically for the
organization’s context rather than as a generic template. Leaders were expected to model the desired
behaviours consistently, not just endorse them verbally. Reinforcement mechanisms ensured that
behavioural change became embedded in daily operations.

Progress and Improvements

e | eaders increased collaboration with teams and began reinforcing continuous improvement
behaviours.

e Teams improved sprint planning and workload management, achieving a more sustainable pace.

e Aclearer direction was established, with recognition that rebuilding trust in stability would require
ongoing reinforcement.

e Remaining gaps, such as the team charter and impediment backlog, were clearly identified to
prevent future stagnation.

Outcomes (Measurable Results)

e 70% reduction in hotfixes on the main revenue-generating application.
e ~75% of two years’ worth of work completed in less than a year, supported by a more
precise roadmap and stronger execution discipline.

Why It Worked

The transformation wasn’t about “doing agile better.” It was about changing the behaviours and
decision systems that determine whether work actually finishes, and whether quality holds under
pressure. By focusing on behavioural alignment, decision flow, and leadership modelling, the
organization built a foundation for predictable, trustworthy progress.

Lessons Learned

e Aplaybook can't be copied and pasted; an operating system must fit the organization’s unique
context.

e Leadership behaviour is the ultimate constraint; what leaders do daily outweighs what they say
quarterly.



e Stable priorities, improved decision flow, and visible impediments create the conditions for
predictability and sustainable progress.



