Case Study: Resetting Two Financial Services
Delivery Teams After a Failed “Transformation”

The Situation

A financial services organization undertook a large-scale transformation to improve delivery
performance. Instead of achieving the intended agility and efficiency, two mission-critical teams
became overloaded, frustrated, and stuck. Work repeatedly slipped, confidence eroded, and the
teams began reverting to waterfall behaviours, even though the process terminology had changed.

Scale and Complexity:
Two delivery teams operating in a high-compliance environment with frequent priority shifts, cross-
team dependencies, and heavy oversight requirements.

The Stuck Pattern

Several systemic issues combined to create a cycle of overload and underperformance:

e Unrealistic Commitments: Work was added mid-cycle without adjusting subsequent plans,
compounding overload and eroding trust.

e Mini-Waterfall Sprints: Each sprint functioned as a sequence of handoffs and late surprises
rather than a continuous flow of value.

e Slow Approvals and Bottlenecks: Leadership’s command-and-control style delayed decisions
and created dependency bottlenecks.

e Misaligned Coaching: Coaching focused on speed rather than capability, reinforcing old risk
models under new “agile” labels.

e Team Instability: Turnover and role shifts disrupted the rhythm and accountability.

e Top-Down Scheduling: Program managers dictated delivery dates without building the
behaviours or systems needed to meet them.

The Reset: What Changed

The reset focused on rebuilding a sustainable way of working that could withstand real delivery
pressure without disrupting client commitments.

1. Priority Reset

e Defined what “done” meant for each deliverable.
e Clarified what could realistically be committed to within each cycle.
e Established mechanisms to protect focus when priorities shifted.

2. Decision Acceleration

e Reduced approval delays by clarifying decision ownership.
e Empowered teams to resolve issues quickly using existing tools and day-to-day communication
channels.



e Avoided adding more meetings by embedding decision-making into everyday workflows.
3. Flow & Friction Fix

e Identified and removed workflow breakdowns such as handoffs, blocked work, and unclear
expectations.

e Addressed rework by improving clarity and accountability at each stage.

e Shifted from “mini-waterfall” sprints to continuous flow and collaboration.

4. Reinforcement

e Conducted workshops and 1:1 sessions over two months to clarify roles, expectations, and team
agreements.

e Built psychological safety and a shared operating rhythm.

e Reinforced new behaviours through consistent follow-up and visible leadership support.

Results

Performance improvements were measured using throughput and planned vs. actual delivery metrics.

e All mission-critical deliveries were deployed as planned.
e Throughput increased by 100% within three months.
e Teams made more informed, focused decisions aligned to a clear roadmap.

Momentum continued:

e 150% throughput improvement by month four

e 200% throughput improvement by month five

e By month six, sprint commitments were completed with no carryover, and planned vs. actual
delivery stabilized.

Why It Worked

The success came from resetting behaviours and decision systems — not from introducing a new
framework. Once priorities stopped competing, decisions accelerated, and workflow friction
decreased, delivery became predictable again, even amid changing goals. The teams regained
confidence and control, enabling sustainable performance under pressure.

Lessons Learned

Without protected focus, work will continually expand to fill available time.

“Agile” terminology can mask waterfall behaviours; the workflow reveals the truth.

Speed without capability leads to burnout and missed commitments.

Predictability emerges from clear decisions, reduced handoffs, and reinforcement that holds
under real-world pressure.



