Aalto University
School of Science
Master’s Programme in Information Networks

Venla Pesonen

Agile transformation in a large media
company — perceptions and principles

Master’s Thesis
Helsinki, 17.7.2020

Thesis supervisor Prof. Risto Sarvas, D.Sc. (Tech)
Thesis advisor Mirette Kangas, MA

A’, Aalto University



AALTO UNIVERSITY ABSTRACT OF THE
SCHOOL OF SCIENCE MASTER’S THESIS

Author: Venla Pesonen

Title: Agile transformation in a large media company — perceptions and

principles
Date: 17.7.2020 Language: English Number of pages: 6476
Major: Information Networks Code: SCI3047

Supervisor: Prof. Risto Sarvas, D.Sc. (Tech)
Advisor: Mirette Kangas, MA

The effective utilization of technology is becoming increasingly important for today’s
organizations. Especially traditional organizations have to change their ways of
working and thinking to respond to the increasing uncertainty and complexity of
the surrounding business environment. This thesis studies the agile transformation
journey of a large media company to give insights into their practical perceptions
and principles.

This empirical research was carried out with grounded theory approach. The
data was mainly collected through semi-structured thematic interviews with 20
employees from the Finnish Broadcasting Company (Yle). The results emerged
from the interview data during the iterative analysis process.

The results indicate that in such transformation, the new practices and ways of
working are formed based on experimenting different tools and methodologies and
improving them to suit the needs. A transformation done this way takes time, but
the results are more lasting. Motivating employees to change their behaviour and
learn the new ways of working requires systematic planning, since forcing anyone
to change seldom leads to desired results.

According to this research, improving the ways of thinking and working continuously
seems to be the most recommended practice for organizations at the moment. It
enables sensing changes in the environment and reacting fast to them. However, it
also requires looking back to what has been done to see what has to be improved.

This research contributes to the broader discussion on what principles and best
practices guide organizational transformations in large companies. It takes a prac-
tical approach to how the change had proceeded at Yle and gives other companies
the possibility to learn from Yle’s journey.

Keywords: change management, Yle, agile development, organizational transfor-
mation, continuous change
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Teknologian tehokas hyodyntaminen on nykyajan yrityksissa yhé tarkeampéaa.
Erityisesti perinteiset organisaatiot joutuvat kehittamaén toimintatapojaan ja
kykyjaan reagoida ympéaroivin maailman kasvavaan epavarmuuteen sekd komplek-
sisuuteen. Tamé diplomityo tutkii Ylen ketterad muutosmatkaa luoden késityksen
heidén kdytannon kokemuksistaan ja toimintatavoistaan.

Téassa empiirisessé tutkimuksessa on sovellettu ankkuroidun teorian menetelmaa.
Aineistonkeruumenetelména kéytettiin pddaosin puolistrukturoituja teemahaastat-
teluja, joissa haastateltiin 20 Ylen tyontekijaa. Tulokset syntyivat iteratiivisen
prosessin aikana haastatteluaineiston pohjalta.

Tulokset osoittavat, ettd tallaisessa muutoksessa uudet kaytannot ja toimintatavat
syntyvat uusien tyokalujen ja metodologioiden pohjalta seka niitd kehittamalla
omaan tarpeeseen sopivaksi. Talla tavoin tehty muutos vie aikaa, mutta tulokset
ovat pysyvampia. Tyontekijoiden motivaation herdttéminen uusien kdytantojen ja
toimintatapojen opetteluun vaatii suunnitelmallisuutta, silld muutokseen pakotta-
minen tuottaa harvoin haluttuja tuloksia.

Tamén tutkimuksen perusteella voidaan sanoa, ettda toiminta- ja ajattelutapojen
jatkuva kehittdminen vaikuttaisi olevan suositeltavin kaytianto tédlla hetkella. Se
mahdollistaa nopean reagoinnin ympaéristossa tapahtuviin muutoksiin. Jatkuva
kehittaminen vaatii kuitenkin aiemman toiminnan kriittistd tarkastelua, jotta
kehityskohteet voidaan tunnistaa.

Tama tyo ottaa kantaa laajempaan keskusteluun siita, mitka periaatteet ja parhaat
toimintamallit ohjaavat organisaatiomuutoksia suurissa organisaatioissa. Tutkimus
nayttda kaytannon ndkokulmasta miten muutos on edennyt Ylessa sekéd antaa
muille yrityksille mahdollisuuden oppia Ylen matkasta.

Avainsanat: muutosjohtaminen, Yle, ketterd kehitys, organisaatiomuutos,
jatkuva kehittaminen
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kotoisaksi koko opintojeni ajan. Erityiskiitos Kiiralle siita, etta ohjasit jatko-opintojen
kanssa ulapalla olevan lukiolais-Venlan infolle. En edelleenkéén ole keksinyt itselleni
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1 Introduction

1.1 Background and motivation

The role of technology in organizations is increasing. It is forcing them to change the
way they operate and are being managed in order to get along in today’s business
world, that is getting more uncertain and unpredictable than ever before (Gothelf
and Seiden, 2017; see also Anthony et al., 2018; Balogun and Hailey, 2008; Gurbaxani
and Dunkle, 2019; Reeves et al., 2016). In the study made by Reeves et al. (2016)
on the longevity of over 30 000 public companies in the US, it was discovered that
their life spans have been decreasing during recent decades. They argue that this is
because companies are failing in adapting to the growing complexity of the business
environment (Reeves et al., 2016). Gurbaxani and Dunkle (2019) in turn underline
the differences between operating in physical and digital world, as it is inevitable
that exploiting software will only increase in the future. This is because evolving
technology gives opportunities for new innovations (Gurbaxani and Dunkle, 2019),
increases the organizations’ ability to react to the changing customer needs faster

and enables constant improvement of products (Dima and Maassen, 2018).

However, neither the need for change management nor the observation of changing
business environment are new phenomena. Several change management models were
formed in the 1990’s (Cameron and Green, 2019), and for example Lewin’s 3-step
model of change was established already in the late 1940’s (Lewin, 1947). Already over
20 years ago Nadler et al. (1997) identified that organizations’ external environments
are constantly changing which in turn calls for adjusting their strategy followed
by adjusting the way the organization operates. According to them, being able to
constantly anticipate, design and implement new changes is a competitive advantage
for any organization (Nadler et al., 1997). At the beginning of the millennium,

By (2005) similarly emphasized that change management is a “necessity in order



to survive and succeed in today’s highly competitive and continuously evolving

environment”.

Despite of what is triggering the need for change, it is a topical issue for today’s
organizations. According to the survey carried out by Innosight in 2018, 80 % of
the S&P 500 companies’ executives in the US recognized the need to transform in

response to rapidly changing markets and disruption (Anthony et al., 2018).

What’s changing then? As technology has become part of even the most traditional
industries, software development has become a matter of all organizations (Gothelf
and Seiden, 2017). This means that traditional organizations have to be redesigned
to support software development to fight against new companies that have been
founded on software (Gurbaxani and Dunkle, 2019). However, there are divergent
viewpoints on how to develop new software. The Waterfall model began gaining
recognition in the 1970’s, but was criticized later of its requirements for specifications
and documentation already at the beginning of the process, amongst other things
(Boehm, 1988). Agile manifesto was introduced in 2001 as an antidote for this kind of
traditional, document-driven software development processes (Beck et al., 2001). It
gathered together representatives from different Agile methodologies with the goal of
making people think about software development, methodologies and organizations
in new ways (Beck et al., 2001). Based on the research made by Dima and Maassen
(2018), Agile methodologies have already become more popular than the Waterfall
model within the I'T sector. Interestingly, among most of the companies pursuing the
Waterfall model, some characteristics from Agile had been implemented nevertheless

(Dima and Maassen, 2018).

As the failure rate of all change programs is high (By, 2005; Kotter et al., 1995),
successful benchmarks are valuable. At Yle, the change began from the software
development teams switching to agile ways of working, too (Kangas, 2016). Soon after
that, they realized that the traditional way of working in the rest of the organization

was slowing down their work (Kangas, 2016). Since then, the transformation journey

































































































































































































































