Escaping the feature
factory

Building strategic team identity
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Building the MarTech stack i.b
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The Martech Scale

Powering technology for
multi-million pound campaigns
across a 70-year legacy
network.
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The DAM Migration
Project
A high-stakes digital

transformation program with
hard deadlines & cost impacts.
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We asked ourselves

[ H
Do we get tickets to type or problems to
solve? Have we ever deleted a feature that failed?
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Are velocity and story points our ultimate

C e o
Is our roadmap a rigid list of features & dates? KPls?
2, /
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Do we celebrate Go-Live more than moved Do we ship features and rarely measure the

metrics? impact?
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"So what if we're a

feature factory when
we're getting the job
done?"



Why not the feature factory ?

&

The illusion of speed

Building features quickly feels productive,
but without strategic outcome, it's just
motion without progress.
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The Al reality

Al can generate output instantly. If your
value is only 'output’, you're competing with
a machine that never sleeps.



The New Engineering Identity
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Outcome, not
output

Shifting focus from purely
delivering features to achieving
real business value and impact
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Own the domain

Understand the "why" behind
the "how" - go beyond just
maintaining the code repository

©

Radical
transparency &
trust

Align technical reality with
strategic vision through open
communication and honesty



How did we get there

The Reset
The Shift

The Partnership
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The Playbook

Scan to access the full playbook



1The Reset - |dentity

Mission 4
©

Define the core purpose and problem-owner mindset
that drives the team's long-term vision.

Team Charter

Ownership Q

Do more than just maintain code repositories - own
the business domain.

Social Contract s\

Establish explicit ways of working, ceremonies, and
shared commitments between team members.

Working Agreement/RACI

Signals Q)

Track qualitative shifts in team conversations and the
new vocabulary that proves the identity shift is
working.



Effectiveness of Team

1. Establish Foundations
for High Performance

&* 2. Set Up our Agile
CycLE Operating Rhythm
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3. Drive Collaboration, Team
Bonding & Stakeholder Engagement

Team Charter & Working Agreements

- Co-create a team charter that outlines
mission, goals, roles, and responsibilities

- Define working agreements: how we run
meetings, communicate (slack vs email) etc.
- Cover norms around pairing, code
reviews, documentation, and incident
handling.

Define the Team's Purpose for MarTech

- Align our team’s goals with ITV's
Marketing and Technology objectives.

- Clarify how our team’s work contributes
to things like audience growth,
engagement, or personalisation etc.

Choose and Tailor our Agile Framework
- Do we want to start with Scrum or Kanban:

Serum: Do we have clear, iterative
deliverables? Mostly defined projects we work
on?

Kanban: Do we tend to change direction
quite quickly i.e. new requests come in
regularly?

Establish Ceremonies & Cadence
- What ceremonies do we think we need:
sprint Planning or Backlog Prioritisation
sessions, Daily Sync (already setup), Ticket
Refinement, Retrospectives

- Bi-weekly cadence? Which days work best for
the above?

4. Make Work Visible F
and Flow clear

¢

5. Embed Continuous
Improvement

NE
s

Cross-functional Collaboration
- Work closely together with Product,
from wider teams,

etc

- Mob programming or design sessions to
improve shared ownership

- Involve Product/Marketing early in backlog
grooming, roadmapping, ticketing, defining
value / prioritisation.

Deliver Incrementally
- Ship early, get feedback, iterate
- Align to ITV's strategic pillars / goals

Psychological Safe Environment & Make it
Fun.

Use Clear Tooling
ra for backlog management - do we
want to tweak our Jira setup at all?

- Jira for dashboards (or potentially Excel or
both)

- Confluence or Google Drive for decision
logs, knowledge sharing, how-to's etc?

- Miro / Excel for Roadmapping

ble Kanban board or sprint
board with clear WIP limits

- Map dependencies across ITV (e.g.
Marketing teams, systems being integrated,
other streaming teams etc)

- Run Retro's, Reviews, Demos

- Track lead time, cycle time,
q  team
system usage
- Run Team Health Checks, conduct user
Surveys, System / Supplier Performance

Tech & Delivery Excellence

- Define our 'Definition of Done' +DoReady
and technical standards.

- CI/CD, automated testing, observability

THE TEAM CANVAS
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1The Reset - Identity (contd.)

o o o ‘
Mission € Social Contract s\
Define the core purpose and problem-owner mindset Establish explicit ways of working, ceremonies, and
that drives the team's long-term vision. shared commitments between team members.

Team Charter Working Agreement/RACI

Ownership @ Signals (o))

Do more than just maintain code repositories - own Track qualitative shifts in team conversations and the

the business domain. new vocabulary that proves the identity shift is
working.

Domain Maps Sentiment Audit/Survey



2 The Shift - Outcome over output

@
Escape the Metric
Trap

Stop chasing burndown charts
and velocity. Speed is
meaningless if you're building
the wrong thing.

Vanity Check

£

Change the
Currency

Stop trading in Story Points,

start trading in Business Value:

Revenue, Retention, and
Time-to-Market.

Value Dashboard

Q

Discovery-led
Engineering

Earn a seat at the table by
asking "Why?" before we ever
touch a keyboard. Shape the
"What" so we can build the
right "How."



The Value Dashboard

Case Study: Citrus DAM & Content Catalogue Integration

The Goal

Establish a "Golden Thread" connecting marketing assets in the DAM to the Content Catalogue.
Automate internal workflows, eliminate manual data entry, and guarantee downstream data integrity.

i Then - Factory Metrics (Output) »~ Now - Value Metrics (Outcome)
e Content Catalogue Search Ul X%
e Global Search & Autocomplete Manual Entry Reduction
e Backend API Integration (0]
° Filter Sidepanel Deployed Unlinked Assets (Data Integrity)
Y%

Asset Discoverability via CCIDs



2 The Shift - Outcome over output

(contd.)

@

Escape the Metric
Trap

Stop chasing burndown charts
and velocity. Speed is
meaningless if you're building
the wrong thing.

Vanity Check

£

Change the
Currency

Stop trading in Story Points,

start trading in Business Value:

Revenue, Retention, and
Time-to-Market.

Value Dashboard
Impact Retro

Q

Discovery-led
Engineering

Earn a seat at the table by
asking "Why?" before we ever
touch a keyboard. Shape the
"What" so we can build the
right "How."

Discovery Canvas
5-Why



3 The Partnership - Earning the

Seat

9))

The Feedback Loop

Validating dashboard metrics
with on-the-ground reality

“A day with..."

2,

The Strategic Pivot

Replacing the defensive
"No" with context-driven
trade-offs

The Choice Map

+
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Value-Driven
Reporting

Selling our success through
the lens of the business

Exec Memo

Joint OKRs



Behind The Scenes
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Stakeholder
Skepticism

Fighting the "it's not broken"
mindset when technical metrics
looked perfect on paper

Q

The Learning &
Unlearning Curve

Breaking the hold of story points
and learning how to talk about
business value

)
The Messy Middle

Managing the friction of running
two different operating models
simultaneously



Reset. Shift. Partner.

o % »

Identity Outcome Partnership
Problem-owners, not Value-driven, not Strategic alignment, not
order-takers. feature-focused. just execution.

Look beyond the codebase. Own the business value.



If there's only one thing to take away...

Scan to access the full playbook



