Where are we aiming?



How are we doing?



What are we missing?



Complexity

Friction

Waste




Steve:

e 21 years in Tech

* IT Origins

Build/Release/Systems Engineering

B2B SaaS CTO/VPE

e Agency, Startup, and Enterprise

e The Value Stream Guy
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What's In It For Me?

i () e Align stakeholders
W|||:M * Empower remote teams
Toronto

e Find and tackle bottlenecks

* Target investment

* Measure to improve
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Flow

>

» Release

» Build » Validate

Plan
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AUTOMATION

@M—ﬁ.fz;ﬂm\( TARGET

Cost Start Automation Focus Revenue Start
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Release

Step Time Step Time
Start Step
Wait Time
Sprint
Step Time Step Time
Start Step

Wait Time

Step Time Step Time Step Time Step Time Step Time Step Time
Step Step Step Step Step Step
Wait Time Wait Time Wait Time Wait Time Wait Time
Step Time Step Time Step Time Step Time Step Time Step Time
Step Step Step Step Step Step
Wait Time Wait Time Wait Time Wait Time Wait Time



See the Forest, the Trees or Both

Portfolio/ Release Stream -

Mobile App A Shape-Up

I' l. ,'
I' Web App A ' Scrum
n I
Web App B " : Sprints

[
Platform Stream

Kanban
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CI/CD Pipeline
» Code

>

> Deploy > Enable

Ticket

lead Time

Change Fail %

Mean Time To Recover

Deployment Frequency

>

*_ VISIBLE

Value Stream Consulting



Step Timing

5 hours 3 hours 1 hour 1 hour 2 hours 3 hours 4 days 1 hour

Start Step Step Step Step Step Step Step

1day 2 days 1day 2 weeks 1day 1 day

Delay Timing Hotspot



10 mins 3 hours 5 mins 1T min 30 mins 4 days 1 hour

Artifact Environment Artifact Smoke Performance Acceptance Stakeholder
Creation Update Deploy Testing Testing Testing Validation

1hr

11 hours 116 hours
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1 hour

10 mins 3 hours 5 mins 1T min 30 mins 4 days 1 hour
Artifact Environment Artifact Smoke Performance Acceptance Stakeholder
Creation Update Deploy Testing Testing Testing Validation

11 hours 116 hours
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Collaboratively, Remotely

Step 1: Surrounding Context Step 2: Setting the Compass Step 3: Identifying the Roadblocks Value Stream Map Elements

Program Steps: Phase 1 Teajflow
- (i Goals and Initiatives Challenges and Obstacles Elements
Value Stream Definition Starting with Safety g
Introduction and Discovery R STRATEGY Steps performed to create and deliver customer value. - Engage and lean in! oot . i
1) Value Stream Thinking Backbone We can look at a high level or zoom into specific areas. - Avoid blame acming 0-3 months 3-12 months 12 months + Automation  Selenium Step Ti ming
2) Leadership level-set, goals and expectations Focus: - Be reflective stability sucks D
Priority - Think outside your bubble onaeen g Inter related e PP
N Mg secmon fom Reduced : code across
Value Stream Assessment : Nip negativity in the bud maing e Quick y Release Recovery Cycle time Release Visibility same code
. . = duct
1) Value Stream Goals and Challenges S pea ki ng of Syste ms - :E '"C'“S'VE' bac — Smoke Test ’eg{i::“’” Stability time to market Nevers, Stability . ¥ products base
2) Value Stream Identification + Scope Milest ; . . - Be open to feedbac| i~ ever sy egacy .
) P tiestone Our current state is nobody's fault, we're here to start ~ Champion your team e Noto x:s‘g;af;s code Multiple 5 hours 3 hours 1 hour 1 hour 2 hours 3 hours 4 days 1 hour
Current State Value Stream Map Wwhere we are and move forward. customer et friction approvers/ g::sd::g‘es Collaboration
- — " Multiple tollgates
1) Visible Stream Definition Workshop EAS| Reliable - . L
2) Digitized Value Stream RELEASE : automated Shippable JEEES Less time pricHtiss Start Step Step Step Step Step Step Step
' | - Rel L 1 M appin g Goa | s Sprints. Satisfaction on support We never
- Step illustration pic elease Leve Focus: The H ds U tests say NO Company Application
Coordination € €ads p Too many Culture
Measurement ) ) - -We want to know about what's happening now, not parallel S i we endup dependencies 1day 2 days 1day 1day 1day
1) Measurement for Digitized Value Stream - The exercise could result in team members raising what's in progress or what should happen Adapt to efforts i come igme patches for working Think
2) Value Stream Datasheet concerns or dissatisfaction ) ) Reliabilt Feedback change at =l e it the smallest  weekends a iterative
- Timing, Waste, Artifacts, Governance, Volatility Story Card - Our focus is on what happens 80% of the time. There Y Loop the last SR things ot
- This isn't a judgement on you but their perspective on are many exceptions, but the process lies in the minute
i il the current system common practice . .
Insight Reporting
1) Value Stream Analysis Report EXECUTION ) _ ) - werer u . et . e et ] . B . . . Delay Timing Hotspot
- Metrics: Velocity, Risk, Quality v - Weldd havekblgvger problems if the team didn’t feel they -\ grel efre ?{g(et(: t\verse arralytp perspectives, e ) Quality/ Quality and re we performing better than a year ago? re we measuring value? re we measuring performance?
- Top 3 Opportunities, Top 3 Risks Requirement Focus: could speak up! aiming to facilitate that representation Quality FEraiErEs D r——,
Delivery
- Wi i ’ i - Current state is the starti int, th |
Without th!s work Yve d continue to plan and act based - urrelj state is the starting point, the goal is an Y N Not sure Y N Not sure Y N Not sure
on assumptions which is much worse innovative future state
6 2 3 5 2 7 1 Bold timing = notable
Step 4: Recap / Warmu Step 5: Mapping the Territory . : . Step 6: Zooming in Step 7: Retro
P P P Goal: Short: Long: Questions so far: p6: 9 p7:
Phmn gy , Value Stream Map - Release inpeved feetng ) |2 Weskaisse
LEAGUE ane - uali ycle ot : f :
Sararan Product (Focus: What Who owns the Is anyone leading Additional Measurements Learning Highlights Next steps
App Dev DBevelooment :;::::ime release value the testing capability
PP stream? / community?
Consultant Sarah - App
‘ Dev Mgr
Roadmap Qualification -I Testing + Validation 3 hours 66% 15% 15% 66% 5% 70 60% 2% 40% Automation  Selenium
Jim - stability sucks ’
Director 15 mins 1 week 2 weeks 10 mins 1week 2 hours 9 weeks 1week 5 hours 1day 1day Who owns the 5 days 15 mins 1week 2 weeks 10 mins 1week 2 hours 9 weeks 5 hours 1day 1day inter related Moy PEOPIE
App Dev e PCR roadmap + How valuable is it? Releas Visibility code across  gyme code
definition of : valification ? o isibili e
B Product PCR 2:;:::‘,::.: Epic Epic ReEleflcse E):;E::yn / Regression " i(;::: © R Activity q Protose? Example PCR PCR Dev Assess Epic Epic Epic Execution/  Regression Code to Feature Activity N S Stabilit o . base
(scope/sizeletc) 2ssme . " M < . Pri ation N " ;. ;. lever Say egacy
Product ::::eg; Assessment Estimation Promotion Approval Prioritization (level 1) Testing Production Enablement Analysis . Assefsment P( Eit‘llmate hPr?hT ion Nﬁpproval “n izati . D:hl‘lvery . Testing :r;odudlon ﬁnablemem Ani!ysls Mot ) :;:r;‘a;::,s e Multiple
- B icti approvers/ ~ Crossdept  coljaboration
I Robert 2 weeks 1 week 3 weeks 2 days 1week 1.5 weeks 1day 4 days 1day 1week What could be 2 weeks 1week 3 weeks 2 days 1week 1.5 weeks 1 day 4 days 1day 1week Multiple customer of somware | SITCESN &T.wes lependencies '
f;:"a‘:":f;:‘:o : automated by criteria / What could run in 2 weeks L L J ot
UEY) | [ |:ey get enabled principles / decision parallel? 4 2% 10% 75% 59 priorities
Sy | 100 subset of frameworks? We never CEIRE
- . - deslers say NO DAy Application
Too many Culture cross
] .
X parallel . We do we endup dependencies
viend e ofors et comanihe pohesior working Think
L Y o ) e ot minute e smallest  weekends a iterative
before the PCR Roadmap Testing + Are teams doing less  Would a 2-week release ) Sl things lot
enters he Product Owner Total Time  StepTime  WaitTime  Qualification  Validation ! cycle save on planning, @ owresship every time
backlog § CESEESIEE (g validation and testing
Tech Lead / Architect CEEDCEES overhead? value-added time (employee/business/customer)
) 13 weeks 10 weeks
We don't always Executive Stakeholders 5 months 8 weeks 4 weeks
e 90 days 70 days - )
Gt o ) _ validation % of total validation
‘epics will fitinto a Scrum Team Would simpler epics Collld we define 2 or.
R save time, effort and 3 epic sizes to N
DevOps money that could be P L a volatility
put towards testing? standardize on?
Dependency Map - SLAs / Lead Times The Road to Product Streams [example] Goals + Experiments [example] Outcomes and Insights [example] Next: Capability Assessment
Bold timing denotes SLA
Build first, validate, Build an innovation ) - PN B
Upstream Downstream oy [ . [ Common Themes  Insights Roadblocks Capabiltes vs Gaps Top 3 Capabilities Top 3 Capability Gaps
b7l with burn / margins / pivot easily Ri Leadership Perspective.
? Product — fo e geun gevemance Alignment gap Engagement cycle: CopDIItes  roamuork /
: Consisten Estimation Workload Ownershi Clari .
2 days Rz aEReest & P k4 Definition, clarity (varied perspectives - Big picture, ey
Product 5 5 on goals) Process, Estimation Adaptation
Architecture  Infrastructure atopetion testing Gops many people
Backlog Inter related " peopl
30 days Team Team e Codo scross | fouch the Never Say
8 days Deadlines Improved o Better task , " STy P Automation s same code No to
Current Project / N Future / Goal (consistency/ delivery . definition e 2 base customer
d tat ' i ition, Ri .
. Release State Capability  Engagement  OUtcome Design Ideal State L commitment)  performance 00 ™M™ (egreryy OO (what's the right - Definition, Rigour, ) Multiple
Stream is Analysis Mapping Thinking initi Development  Sustainability amount?) Automation Multiple riorities
Roadma| Analysis Definition e d P
P Team Perspecive approvers/  Crossdept  Colaboration Wenever
apabiltics tollgates ~ dependencies ompany
Wherearewe  What are we What can we What do we want  What should this ~ Where could/  What are we Grow, expand, l 1 l l 1 CoPoBIES Teamwork / 9 Too many say NO Culture
5 days 5 days 1day right now? working with?  leverage? to happen? look like? shouldwe go?  delivering? and maintain Return to 12m+ goal: CIETTD arallel
Automate Success Principles / Single, connected e P we want to
ch What are we How shouldwe  What s the What would What is our How dowe want  What are we Partnerships, Sprint Goal + high Pair criteria / Guidelines / pipeline (is it the Application efforts
ange Compliance doing? organize? common thread?  contribute to that  approach to our  to work? learning? licensing, i i e Checklists e Gaps cross please all
Advisory Team QA Team outcome? desired community, high impact principles (Abstracts) (EIEH) Knowledige sharing. dependencies CLSEED
Board outcome? ecosystem UX, Testing every time



20% Waste Eliminated
Just via Current State Map
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Current State |> Ideal State > Future State
20% better by seeing What could it look like What can it look like
Today Someday? 6-12 months out?
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e See + Share the Big Picture
e Decide with Data

e Invest Where it Matters

“ “ VISIBLE

uuuuuuuuuuuuuuuuuuuuu



The Bottom Line

Clarity
+ Flow

- Waste

= Performance
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Clarity, Capability, Confidence

meet.visible.is steve@visible.is



