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The CIO Who Mistook

a Value Stream for a Hat
and Other Flow Diagnostics
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“A convoluted red form with a linear green

Bestselling avthor of Awskearngs sad A Leg to Stand Os

OLIVER SACKS attachment.” -- Dr P
The
M A N Sacks discovered Dr P could not recognize objects by
Who sight alone (visual agnosia, occipital lobe damage).

MISTOOK Encouraged Dr P to use his other senses. He instantly
H I S WI F E realized that he was holding a rose.

~ HAT

and Other Clinical Tales

e

Many execs who have never coded exhibit a similar
inability to see tech debt for what it is. But want to.

“Inughtfal, compastsoaate, maving . ., the lucidaty and power of 2 gifted writer.”
« Joba C. Marshall, The New York Trmes Book Review

Are there ‘other senses’ we can use to make
tech debt visible to those who cannot see it
directly?

© 2020 Tasktop
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The CIO Who Mistook a Value Stream for a Hat

® Highly capable tech executive, pushing for = Feature = Defect Risk = Debt
massive investment in tech debt work

® Pressure on dev teams, feature capacity
becomes dramatically reduced

® Measuring end-to-end time to value showed ot L4/ N\
problems from scope changesand ops = Bottleneck? \ \_ T~

outsourcing model . X : ) ‘ )

Business Dev Ops
A Software is not static. To see the dynamics
we need to visualize flow and connect it to Measuring flow opens the door to clinical
business results. diagnoses of digital transformations
© 2020 Taskto
P ﬁ'A SKTOP.
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Business results
30-75%

How Are You Measuring the Journey?

25-75%

™
A
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Leading  SAFe* for
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{Reach the spping paint) Loan Portiolio 10 -50% Menstre
Implementing SAFe" Leading SAFe" Management
SCALED AGILE" @ @
PARTNER NETWORK
_ o,
Waterfall/ Train Lean-Agile Train Executives, Identify Value 20-50%
Ad hoc Agile Change Agents Managers, and Leaders Streams and ARTs C,.oo
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/ things to STOP doing in SAFe

Treating SAFe as a prescriptive
methodology

Relying on opinion over
data

Overloading organizational
capacity

-% © Scaled Agile, Inc.

|
®
6 : 4

Implementing SAFe in
name only

Focusing on_SAFe vanity
metrics

Prioritizing Agile ceremony
over technical excellence

Accepting

dependencies
as immutable

Dr. Steve Mayner

SAFe Fellow @ Scaled Agile. Inc.
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HUMAN BODY - VITAL SIGNS

Mental Health @

Temperature <

Heart Rate @

Blood Pressure (@)

Body Weight

© 2020 Tasktop
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VALUE STREAM « FLOW METRICS

A .
- @ Flow Velocity

Flow Time

Flow Load

P -0-@«-- '@«D- @:—- ————— ,@«- - -

Flow Distribution

00 O

;—@ Flow Efficiency —I_‘

Work Start Work Complete
In Design Defining In Dev In QA
Waiting for triage Ready Dev Done Waiting for approval

10 days in active states

30 days total in active and waiting states

Flow Efficiency = 10 + 30 = 33%
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HUMAN BODY - VITAL SIGNS i VALUE STREAM - FLOW METRICS
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HUMAN BODY - VITAL SIGNS VALUE STREAM - FLOW METRICS
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Body Weight 9
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HUMAN BODY - VITAL SIGNS i VALUE STREAM - FLOW METRICS
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HUMAN BODY - VITAL SIGNS

Mental Health
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VALUE STREAM - FLOW METRICS

—~ Flow Velocity

Flow Efficiency

Flow Time
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In progress 12 flow items done

Flow Velocity = 12

| Work Start Work Complete

In Design Defining In Dev In QA

Waiting for triage Ready Dev Done Waiting for approval

10 days in active states

30 days total in active and waiting states

Flow Efficiency = 10 + 30 = 33%

| Work Start Work Complete |

In Design Defining In Dev In QA

Waiting for triage Ready Dev Done Waiting for approval

30 days total in active and waiting states

Flow Time = 30 days

Work Complete §

30 flow items in progress Done

Flow Load = 30

In progress 16 flow items done

Flow Distribution

25°% Fealures - 43% Defecls
« 20% Debts



FLOW DIAGNOSTIC

Tech

Debt

Death Spiral



PATIENT

* Financial services company

HISTORY
+ Agile rollout successful

* Mature CI/CD pipeline

AILMENTS

* Feature delivery is
painfully slow

Business concerned
about lack of innovation

lﬁ.|._||='II'AS KTOP.




Lu Flow Metrics Categorize Artifacts

© Feature 3 Defect & Debt

Benefit to the business produced by the value stream

Cost
Cost of the value stream to the business

~ "
) Quality
Quality of the product produced by the value stream

Happiness
Engagement of the staff working on the value stream

= Flow Load 267

active or waiting flow items, on average

Sep 01, 2019 - Dec 31, 2019 Group by Month

300 Avg: 267

200

Analyze Load >

Configure Product

Business desperately needs to
deliver innovation — industr
massively being disrupted

» Flow Velocity

flow item:

Sep 01, 2019 - Dec 31, 2019 Group by Month
350
300
250

Explore Throughput ->

9 Cycle Time 1 0 7

days to close a flow item, on average

Sep 01, 2019 - Dec 31, 2019 Group by Month
40
35
30
25
20

@ Help Analyze Speed >

© 2013-2020 Tasktop Technologies Incorporated

Sep 01 2019-Deca1,§]19 Group by Month

100%
80%
60%

Review Allocation >

3% Cycle Efficiency

34.1%

of cycle time spent in active states

Sep 01, 2019 - Dec 31, 2019 Group by Month

100%

80%

60%

20% AVG:34.1% T~ —

20%

0%
Sep

Find Bottlenecks >

1. Feature delivery is painfully
low with no investment in

debt visible

_||—TII'AS KTOPR.



= Flow Load 1 73

active or waiting features, on average

Sep 01, 2019 - Dec 31, 2019 Group by Month

300

200 Avg: 173

Analyze Loades

1.

Feature delivery is painfully
low with no investment in

debt

Flow Load chart indicates
features are just sitting and
waiting for very long periods
of time

IWJ:'II'AS KTOP.




= Analyze Load

() Include artifacts where Flow State is New

Current Artifact Count

Sep 01, 2019 - Dec 31, 2019

ore Backend Services (User Story)

Current Artifact Count: 73
State Duration Index: 8.6

Artifact Artifact
State Type

Dev Test

User Sto
Complete v

Dev Test
Complete

User Story

On Hold Bug

Ready for Dev User Story

Ready for Dev

IN DEVELOPMENT User Story

Release

User Sto
Certification v

8

State Duration Index

1-50 of 319 items 2 3 456 7 > 3
.

Artifact Artifact St_ate
Count - s Duration =

(Current) Count (Max) Index

Core Backend
Services

Bottleneck in Core Backend
Services, a painful legacy
constraint, that goes against
locality

I_—].l_ll—TII'AS KTOPR.



= Analyze Load

() Include artifacts where Flow State is New

Current Artifact Count

Sep 01, 2019 - Dec 31, 2019

Backend Services (User Story)

Current Artifact Count: 73
State Duration Index: 8.6

Artifact
State

Dev Test
Complete

Dev Test
Complete

On Hold

Ready for Dev

Ready for Dev

IN DEVELOPMENT

Release
Certification

Artifact
Type

User Story

User Story

Bug

User Story

User Story

User Story

8

State Duration Index

1-50 of 319 items

Artifact State

Artifact .
Count - Count (Max) Duration =
(Current) Index

Core Backend
Services

4. Forcing the conversation that
if they don't “slay the
monolith” they will never be
able to compete

I_—].l_ll—TII'AS KTOPR.



FLOW DIAGNOSTIC Accepting dependencies
Tech Debt Death Spiral asmmutable

FINDINGS @l BUSINESS SYMPTOMS $ TREATMENT PLAN @
Delivery is going from a crawl to * Time-to-market unacceptably low + Make all tech debt work visible
standstill e Cost of delay is growing * Measure via Feature Flow Time

P * Team happiness is decreasing * Put top talent on the backend
FLOW SYMPTOMS ok
— * New hire onboarding is slowing

4 Feature Flow Time is increasing
¥ Feature Flow Velocity is decreasing

L Flow Distribution of debt is invisible
MISTREATMENTS E CHECKUP °
#® Flow Distribution of defects is increasing >

.  Unsustainable work, heroics * Feature Flow Time improvement
E:*g ° o o + Adding dev headcount to biz apps * Lower defects in Flow Distribution
538 ° C =
:%: ° ° L] @ e Lowest cost going to backend L Happiness increases across teams
State Duration :
“Your bottlenecks stare at you in the face ...and wave at you (to
© 2020 Tasktop

add insult to injury) once you start looking at your flow metrics.” _||_T|'- ASKTOP

@mik_kersten projecttoproduct.org



FLOW DIAGNOSTIC

Neglected WIP



PATIENT

* Healthcare company

HISTORY
* Rolling out SAFe®
+ Championing tech debt

AILMENTS

* IT can’t keep up with the
business

lﬁ.|._||='II'AS KTOP.




» Flow Velocity K 9 7

flow items completed

Weekly Avg Flow Velocity: 20
Daily Avg Flow Velocity: 20/7=2.85

Apr 19 Apr 26 May 03 May 10

= Flow Load
D Flow Time 1 8

days to close a flow item, on average

Actual Flow Load: 123

Predicted Flow Load: 51.4
Apr 11, 2020 - May 11, 2020 Group by Week

Apr 19 Apr 26 May 03 May 10
Apr 26 May 03 May 10

1. Flow Load is much higher than
predicted based on Flow Velocity
and Flow Time (queuing theory)

lﬁ.|._||='II'AS KTOP.




1. Flow Load is much higher than
predicted based on Flow Velocity
and Flow Time (queuing theory)

3. Based on monthly Flow Velocity,
there is ~1.25 months of work in
progress

3. Flow Efficiency is 30% indicating
work spends a lot of time waiting

3% Flow Efficiency

of flow time spent in active states

Apr 11, 2020 - May 11, 2020 Group by Week
100%

80%

60%

Apr 19 Apr 26 May 03 May 10

l—_|.|_|r='II'AS KTOP.




. Flow Load is much higher than
predicted based on Flow Velocity
and Flow Time (queuing theory)

. However, based on monthly Flow
Velocity, there is ~1.25 months of
work in progress

. Flow Efficiency is 30% indicating
works spend a lot of time waiting

= Flow Load F,"O\ 1 23

active or waiting flow items, on average

4. Value stream is incurring the cost
of delay. Must fix this first before
looking at other improvement
(e.g., WIP limits, breakdown of

Apr 11, 2020 - May 11, 2020 Group by Week

Apr 19 Apr 26 May 03 May 10

l=|.|_|r='II'AS KTOP.




FLOW DIAGNOSTIC . Overloading
Neglected WIP 9 organizational capacity

FINDINGS @"l BUSINESS SYMPTOMS $ TREATMENT PLAN @
Value Stream dysfunction is going to * Feature work waiting indefinitely * Stop starting, start finishing
grind productivity to a halt
* Losing credibility with customers * Enforce WIP limits or pull model
FLOW SYMPTOMS (e.ﬁ * Unplanned work chronically fast- * Add capacity to the most under-
tracked resourced constraint

* Flow L i i
ow Load increasing * Frequent scope changes

& Flow Efficiency is dropping

Efficiency MISTREATMENTS E CHECKUPS °
= ———
« Push even more work to teams * Improved Flow Velocity
¢ Suggest that teams get better at * Improved Flow Efficiency
toad multi-tasking * Better predictability

“Flow Metrics exposed that our backlog was growing.. We now [see] the

© 2020 Tasktop dynamics of how to manage the balance between backlog and other work”
@mik_kersten projecttoproduct.org 4 g 9 FFA SKTOPR,



Flow Diagnostic

Worktlow Obscurity



PATIENT

* Healthcare insurance
company

HISTORY

* Mature Agile
deployment

* Shifted from Project to
Product

AILMENTS

« Dev is moving fast, but
still not seeing enough
business results

lﬁ.|._||='II'AS KTOP.




= Flow Load 1 ,03 1

active or waiting flow items, on average

Jan 13, 2020 - Feb 2, 2020 Group by Week

1,200 Avg: 1,031

Analyze Load >

1. Hundreds of work items in
progress, mostly features

IﬁI._||='II'AS KTOP.




= Analyze Load

(I Include artifacts where Flow State is New Jan 13, 2020 - Feb 2, 2020

Current Artifact Count

State Duration Index

Artifact __ Artifact Artifact Artifact State

swe w o ow R e R 2. Done doesn’t mean done?

Index

In Progress

Story
Clarity Project STAR

I_—].l_ll—TII'AS KTOPR.




L Flow Metrics

Categorize Artifacts Configure Product

© Categorize artifacts and their states to generate flow metrics

(] Collapse All | (]} Hide Uncategorized Artifacts

Artitact Type

v Tool Condition Artifact Count

@

Clarity Project STARTS WI... | v

L+ Remaining Artifacts

State of Story (1) * v Condition Attifact Count Flow State

Blocked

Cancelled

Code Review

® 0 * Waiting

® Uncategorized

@ * Active

Flow ltem

3 Defect

M Debt

© Feature

Done

Implemented

 Waiting

* Done

In Progress

InQA

Ready

Ready for QA

Review Complete

To Do

In-Sprint Bug

Task

© Active

© Active

 Waiting

 Waiting

 Waiting

4 Defect

Uncategorized

2. Done doesn’t mean done?

According to the work process,
Done is a wait state, followed by
Ul =8 But the process isn’t
being followed, creating a
measurement black hole between
Done and Implemented (released).

_||—TII'AS KTOPR.



Hundreds of work items in
progress, mostly features

Done doesn’t mean done?

Changing the flow modeling
enables “what if” analysis
and immediately tells a very
different story

= Flow Load 2 6 O

active or waiting flow items, on average

4. Value stream model change
instantly reveals that
development is not where
things are piling up

Jan 13, 2020 - Feb 2, 2020 Group by Week

350

300 Avg: 260
25

200

Analyze Load >

IﬁI._||='II'AS KTOP.




FLOW DIAGNOSTIC Focusing on SAFe
vanity metrics

Workflow Obscurity

FINDINGS @)\ BUSINESS SYMPTOMS $ TREATMENT PLAN @
Bottleneck is hidden while dev is * Customers perceive a lack of « Shift from team focus to customer
being blamed innovation focus

* Bottlenecks constraints are not * |dentify handoffs and manual

Q visible processes constraints

FLOW SYMPTOMS [0 °]

* Psychological safety to make work * Include all cross-silo handoffs and
I~ Flow Load is artificially high visible may be lacking manual processes

®© Business Results are not improving

CHECKUPS
o o o o o ()} MISTREATMENTS E °
(@ )

* Flow Time is dramatically reduced

oV,

.. * Keep optimizing around silos

L
[

* Bottlenecks visible via wait states

e Customers satisfaction increases

“We were able for the first time to get resources allocated to us outside

© 2020 Tasktop of a budgeting cycle based on taking this live data to our CIO.” _||_T|'- ASKTOP.

@mik_kersten projecttoproduct.org



Framework.

d Flow Metrics Business Results
O n C u S I O n » Flow Velocity +$ Value
=% Flow Efficiency -$ Cost
2 Flow Time 1 Quality
= Flow Load © Happiness

Flow Distribution

9 Can’t change a system from within the system: ©Features R Defects A Risks i Debts

Product Model

SOL3BIN Weal)s anjep

measure outside in

' Value Stream

Alignment Index

E) |
P )
[e
HOMION WealS anjep

9 Complex dynamics mean you should focus on
trends, not absolute values

Activity Model
g >
e Help leaders leverage their ‘other senses’: stop @@0 NG i
talking cycle time, start measuring flow time, ] ® 9 e9e & o |
relate it to time to value and business results —— .
Ideate Create Release Operate g

jes Incorporated (Tasktop?). This diagram s licensed under
i AT ey

e Roation s Do

Project to Product, Dr. Mik Kersten
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Join me at the
Meet the Speaker
Session!

Please refer to the agenda for scheduled times
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SCHEDULE / SESSION (LVE)
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Lorem lpsum Dolor Sit Amet Consectetur

Adipiscing Quisque Interdum Mi Turpis
OCT 28 | 10:00 AM - 10:25 AM

Auetor ltices ipsum non venenatis. Phasellus  sem neque. Null et justo sagtts,
aliguam lorem e, suscipit sspien. Aenean pulinar erossed velitsuismod utrum.

lrices ipsum non venenatis, Phasellus a sem neque. Nulla et justo sagiti,aliqus

sed,suscipit sapien. Asnean pulvinar eros sed velit euismod rutrum. Auctor ulrices ipsum
non venenstis. Phaselus 3 sam neque. Auctor ultrices psum non venenatis. Phazellus
sem neque. Nulla et justo sagitis,aliquam lorem sed, suscipit sapien. Aenean puliinar eros
sed veliteuismod rtrum. Auctor ultices ipsum non venenatis. Phasellus 3 sem neque.
Null et justo sagtts, aliquam lorem sed,suscipit sapien. Aenean pubinar eros sed velit
euismod rutrum. Auctor ultrices ipsum non venenstis. Phsellus 3 sem neque.
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