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Operating Model
Transformation

A global streaming organization needed to transition technical delivery teams from a siloed, legacy
operating model into cross-functional workstreams capable of operating with greater autonomy and
efficiency. Greencastle supported the transformation through an integrated combination of project
management, communications planning, and change management. The team developed the implementation
roadmap, documented the future-state operating model, facilitated stakeholder workshops, established
training and communications plans, and created sustainment and adoption-reporting mechanisms. The
engagement improved cross-workstream collaboration, strengthened governance, and prepared teams to
adopt the new operating model with minimal disruption to productivity and technical delivery.

Transitioned siloed technical teams into more
collaborative workstreams with clearer processes,
responsibilities, and ways of working.

Improved Cross-Workstream Collaboration

Established structured change activities, feedback
loops, training, and post-launch reporting to reinforce
adoption after implementation.

Stronger Adoption & Sustainment

Improved project planning, status reporting, decision-
making, and execution consistency across the
transformed delivery model.

More Consistent Governance

OVERVIEW

Greencastle combined operating-model planning, change
management, communications, and project leadership to support
adoption of a new cross-functional delivery structure across a
global streaming organization.

SOLUTIONS

BENEFITS

Key Metrics

3,500
Employees impacted across
7 countries

7 Months
From transformation kickoff
to full go-live
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15
New workstreams created to
support the transformed
operating model
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APPROACH

Greencastle developed the comprehensive project plan and operating-
model transformation playbook required to launch the new delivery
structure. The team documented future-state processes, workflows,
roles, and ways of working while coordinating execution across
technical teams and key stakeholders.

Operating Model Planning & Transformation

Greencastle developed the change-management strategy, stakeholder
engagement approach, communications cadence, and training plan
supporting the transition. Workshops, train-the-trainer activities, and
targeted messaging helped prepare teams for new responsibilities and
reduce disruption during implementation.

Change, Communications & Training

Greencastle established post-launch sustainment activities including
workstream focus groups, leadership feedback sessions, pulse surveys,
retrospectives, and adoption reporting. These mechanisms provided
ongoing insight into adoption challenges and created a structured path
for continuous improvement after launch.

Sustainment & Adoption Measurement

Greencastle Associates Consulting LLC

CONCLUSION

Greencastle designed and established the project and change management structure supporting the
organization’s transition from siloed technical delivery teams to a more collaborative and scalable global
operating model. By integrating project management, change management, communications, training,
and post-launch sustainment into a unified delivery framework, Greencastle drove cross-workstream
coordination, strengthened governance, and prepared employees to adopt new ways of working with
minimal disruption. The resulting framework established a more consistent end-to-end delivery process
and provided the foundation for continued refinement of the organization’s global operating model.
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