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The Eight Step Process of Successful Change

1. Create a Sense of Urgency
2. Pull Together the Guiding Team
3. Develop the Change Vision and Strategy
4. Communicate for Understanding and Buy In
5. Empower Others to Act
6. Produce Short-Term Wins
7. Don’t Let Up
8. Create a New Culture



1.  Create a Sense of Urgency

- Everything nodes development on hold!
- Workshop in September 2020



2.  Pull Together the Guiding Team

- Lead Developer: Jacques Lucke
- Developers: Hans Goudey, Sebastian
- Product Owner/Manager: Dalai Felinto
- Designer Tester/UI: Pablo Vazquez
- Designer Features: Simon Thommes
- Scrum Master/Senior Developer: Jeroen Bakker

- Stakeholders: Ton Roosendaal, Brecht Van Lommel



3.  Develop the Change Vision and Strategy

- What would the studio love/need the most?
- Set dressing
- “Customer Need Pivot”



4.  Communicate for Understanding and Buy In



5.  Empower Others to Act

Patches contributions by multiple community membersMulti Input Sockets patch by Fabian Schempp

Contributor reaching out to be involved in the project.



6.  Produce Short-Term Wins

All the nodes that will be part of 2.92. Documentation of the nodes.



6.  Produce Short-Term Wins

Early work by the community.



6.  Produce Short-Term Wins

Sprite Fright production repository log.



7.  Don’t Let Up
● Polishing

○ Instance objects
○ Modifiers integration
○ ...

● “Debugging”
○ Spreadsheet
○ Socket inspector
○ Viewport overlay
○ Mesh preview

● Studio core requirements
○ Moss on trees
○ Tree leaves
○ Viewport/render quality

● User interface
○ Node Groups and Layers
○ Attribute search

● Everything nodes design
● ¿Attribute painting?



7.  Don’t Let Up
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8.  Create a New Culture What We Learned

● Close collaboration between designers, engineers and users
● Robust demos for testing and also validation
● Communication and quick iteration cycles saves time
● Design can easily become the bottleneck
● Focus and shared priorities are essential for team work
● Product over process - improvise, cut sprints short, …
● Overcoming distance with collaboration tools



The Eight Step Process of Successful Change Project

1. Create a Sense of Urgency
2. Pull Together the Guiding Team
3. Develop the Change Vision and 

Strategy
4. Communicate for Understanding 

and Buy In
5. Empower Others to Act
6. Produce Short-Term Wins
7. Don’t Let Up
8. Create a New Culture

1. Define the problem and set the time
2. Assemble a complete team
3. Solve the design first
4. Document and communicate
5. Community involvement
6. Build incrementally / use cases
7. Polishing and wrap up
8. Project retrospective



Thank you



“Our Iceberg is Melting” excerpt by Holger Rathgeber and John Kotter


