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What Happens When You Connect
the Tools in Your Value Stream?

Better Flow. Improved Agility. Increased Velocity.
Become More Predictable. Deliver Quality Software
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Organizations are dipping their toes
into the water, as understanding of
how manufacturing methodology
applies to software development grows

BY DAVID RUBINSTEIN

alue stream has become a part of the application y

development lexicon, having first gained uptake
as a manulacturing exercise and now being .
applied to the process of delivering value to customers [ 4
Y o
ol -

through soltware.
1t% been evaluated by analyvsts and inereasingly written

about in the industry press — including the 51D Times r"
Jan. 1 cover declaring this The Year of the Value Stream % \ $ d ”e
— so people are starting to wrap their heads around the |

k =

concept of finding where bottlenecks in your process are, & —
and ﬂlu]ln}_{ which bit of work is just nod |ht'lK[|]l:'!i"|¢‘ anc

eliminating it.
But creating a vilue stream takes work. .«\[!]Jt:l]f_{ll ;
there are tools that can help organizations map their own

value streams and gain visibility into their processes,
there is no cookie-cutter '.I]]]H'U'.I('II to getting it right, and
no silver-bullet tool to do the heavy lifting for you.

That being said, the rewards a well-structured value
stream management program can provide include the
frequent delivery of soltware that your customers like
and use, and the elimination of waste from your work-
flow that can save money and time, Its a way to ensure
vou are abways getting better at what vou do.

“We've been using the terminology, but it’s just now
starting to take hold,” said Lance Knight, senior vice pres-
iddent at ConnectALL, an Orasi company. “T can go in and
solve my release process and improve my release time,
but if T don't look at how long it takes for that idea to go
all the way through, then 1 miss time to market. Time to
market and visual transformations right new is very, very
important.”

As organizations should with any relatively new con-
cept, we'll step back to the beginning, and start with the
question: What exactly 15 value stream management?

Eric Robertson, vice president of product manage-
ment and strategy execution al CollabNet VersionOne,
defines it this way: “Value stream management is an
improvement strategy that links the needs of top man-
agement with the needs of the operations group. Itisa
combination of people, process and technology. It is
mapping, measuring, visnalizing, and then being able to
understand from your planning, your epics, your stories,
vour work items, through these heterogeneous tools all

continued on page 32 »
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4 continued from page 31

the way through vour enterprise soft-
ware delivery lines, being able to
understand that what you're delivering
aligns with the business objectives, and
vou're being effective there.”

For sure, there is still some misun-
derstanding. ConnectALLs Knight said,
“Go to a conference and say, do vou
know what value stream is? T bet vou
most of them aren't 11*u||}' going to
understand, becanse values streaom man-
agermnent is, it’s about all that Lean [man-
ufacturing] stufl. Theres something that
I think is missing in aligning knowledge
and people. Value stream mapping is a
toal to identify waste. But software itsell
could be rart of the tools you use to
iddentify waste. There's no one tool thats
going to map and remove all your waste.
So, thats the r{'ulit}'. where [Jr.'n[:h' are
taking point tools, and doing point
things, but thev're not taking a holistic
value stream look, end to end.”

On a manufacturing floor, where the
production design and method of a par-
tieular widget doesn’t change often, it
easier to understand the process and
product flow. The challenge of bringing
value streams to software development
is that software is a constantly changing
intangible. “You have to account for
that when you're looking at value

CloudBees describes the benefits

of value stream management in its
ability to help organizations:

B Gain better visibility by connecting
teams, tools and applications across
the entire software delivery process to
track the flow of value,

B Find areas of waste by identifying
where the blockages and bottlenecks
occur in order to reduce waste and
increase efficiency.

B Measure and manage performance by
benchmarking and tracking DevOps per-
formance based on industry standard
indicators related to throughput (Deploy-
ment Frequency, Mean Lead Time) and
stability (Mean Time To Recover, Change
Failure Rate).

“What's r{“.l||j.' important when v look
at it as a company, and why value
stream should be implemented, is you
need to handle two major forces, That
is, time to market needs to he hetter
than your competitors, bar none, and a
good customer experience at the local
branch of the bank isn't it anvmore; it is
all digital focused.”

Alex Tacho, product manager at
CloudBees, said, “The manufacturing
process is pretty linear, with clear
dependencies — steps that have to be
mnnplﬂml before moving that [dem:t

or widget upstream to the next phase.
This is where the value stream concept in
software development is interesting to
define, since the steps to produce a fea-
ture or even fix a bug may not have clear
dependencies. ... However, like manu-
facturing, software delivery and continu-
ous delivery is made up of linear process-
es, too, with dependencies that must be
passed before software is deployed to
production. What's really amazing, when
vou think about it, is that we haven't
been as organized around value streams
and automation as manufacturing has
been for decades, now — mavhe as
mueh as a century — value streams really
are a concept that also applies to soft-
ware. Identifying waste in the process
and stremmlining the flow of software
through to production is all good.”

Where to begin?

So you've done your evaluation, decid-
ed creating value streams will greatly
benefit vour company, and vou're ready
to go. But where do you start? As
ulwu}'s, opinions vary.

Some say it is imlmﬂ:m! to define
what you want to '.lL'L'mllpliHEl. Others
say a value stream begins at the ideation
stage, when products are conceived.
Still others say the first step is to create
a value stream map, which looks at all

continued on page 35 »

stream and software,” Knight said,

‘W) A few years ago, when the concept

y now. of value stream was first being dis-

cussed in development organiza-

tions, the response often was a quizzical look. But the conversa-

tion was about a way to describe end-to-end development and

planning all the way — what CollabNet’s Eric Robertson calls
“that concept to cash aspect.”

“In the LeanfAgile type of world, folks were utilizing method-
ologies like Agile, Kanban, Scrum, and so they started applying
these Lean concepts and techniques around development, and
that offshooted into DevOps, because delivery had to be more
agile to catch up to development and accommodate that
methodology,” Robertson said. "But it was still very technical-
centric. It was about your DevOps tool chains, and we saw cus-
tomers that invested in a lot of the Agile and DevOps tools —
CI/CD — and they were about to automate things around work-
flows. But it was still very disconnected; they weren't able to
track that work in progress, all the activities and touch points.
They could do it technically, so they can can tell you, "We deliv-
ered five releases this week,’ but really the business was saying,
'What does that really mean to us? What does that mean to my
initiatives and objectives that I'm trying to drive?" My objective

is enhanced digital footprint, one of my initiatives is support for
credit-card processing, and in that last release, what capabilities
did we deliver to align with that? That was the gap. They
couldn’t really master that question. They could tell you all the
technical aspects around it, but really around how this matches
back up to the business, and the value you're
delivering, was that missing gap.”

Matching up development to company
objectives and initiatives has been difficult to
do. Plutora's chief marketing officer Bob
Davis said, “We get the value of Agile and
DevOps, but look what's happened. We have
distributed organizations, it's difficult to col-

Davis laborate, to sync up across multiple method-
ologies. I've got a mobile banking application, and I've got a new
feature coming out that depends on something going on in a
more mainframe-oriented, waterfall-oriented methodology, and
how do | make sure those get synced up and the dependencies
are met, and things are tested correctly with the proper builds
and the proper features? All that stuff is what we're seeing now.”

And that's what value stream management is trying to pro-
vide_ Il —David Rubinstain
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4 continued from page 32

assets and properties to |'u~|l} organiza-
tions see where bottlenecks and waste
are in their processes. Yet all agree it is
A journey of continuous i|n|‘.n1'::~.':-m{-nt
that never ends.

Carmen  DeArdo, VSM
strategist at 'l".lsktu[:. said value stream
creation and management starts in the
ideate space. He vxl}]uin{-fl. “We set up

SENI0r

teamns and we say, ‘How do things start?
Lets just talk about features and
defects,” Features don't just start in Jira,
or whatever your Agile management
tool of choice is to understand really the
wait states, because almost all of low
time is around wait states, and chances
are it's not in ereative release. 1ts [Jrnh—
ably in conmecting ideate to create, or
connecting n|:{-r:1l{- to create, bot
almost everyone in the industry is dou-
bling down on creative release, which is
fine, vou have to start somewhere, But
its just the beginning of the journey
and vou have to continue that jourmey.”

Once your organization has bouglit
in, it is important to first understand
what your current operation looks like,
and then to T that, to make vour
processes as visible as possible.

“The first step in value stream map-
ping is really about understanding vour
current state, and then really start look-
ing at removing waste, bottlenecks, and
understanding  the activities that are
being performed,” CollabNet Ver-
sionOnes Robertson said. “And then,
how can T streamline that, becanse vou
can't improve what Vo don't know. It's
really about understanding that current
state, that process, that flow of value,
understanding how its being delivered,
and then looking at how that can be
optimnized.”

He said it is not uncommmon for
organizations to lack an understanding
of all the activities that are involved in
how products and services are created
and delivered., “There'’s a big disconnect
there,” Robertson said. “Understanding
state, your process, how people interact
with that, and the tnn|i||g_=;. and then
going rom there.”

Jett Keyes, director of product mar-
keting at Plutora, agreed that value
stream m:lpping is the plalc:v tor start, to

Project to Product...
What does that even mean??

In value stream management, a change in perspective is required. Proponents of the
methodology say you have to take a product view, rather than a project view, of the
work you're doing.

Isn't a project merely a part of a product? It is, but there is so much more to a soft-
ware product than the code.

Tasktop founder and CEQ Mik Kersten titled his book on value stream management
‘Project to Product. As Tasktop's senior strategist Carmen DeArdo explained: “| was
at Bell Labs before | went to Nationwide Insurance. We were
in a product model but | didn't really know it. There are
'|' =S8 characteristics of a model of a product that | think lack in

N terms of a project. Projects are temporal, projects come
and go. Products are things that you live with. Products are
the things that continue to sustain you.

“When you're looking at it from a product perspective,
you're looking at it across its entire life cycle and cost of
ownership, and you're looking at all aspects of work. Praj-
ects almost always focus on features. Project managers are
. focused on features. If it's defects, it's defects that are
A N ] affecting the scope of the project. If it's risk, it's risk that is
allectinig the scope of the project. When you're dealing with a product, you're talking
about everything that's affecting that. If you have a vulnerability in a Struts library
that may have nothing to do with a specific feature, you're going to consider that as
part of your product because it's one of the systems that's supporting your product.
You don't do that in a project model. You don't look at flow distribution, you don't
have conversations around how much do you want to invest in features, defects and
risk, and you almost never talk about debt, because debt is not something that's going
to help you now; it's an investment in the future. It makes the next thing go faster.
None of those things are in play in a project world.”

DeArdo also pointed out that the amount of churn you're deing internally should be
proportional to how much your company is changing. “The world doesn't end of
December 31st and recreate itself on January 1st,” he said. “| used to say, if you look at
a company on January Ist, they're selling pretty much the same thing they sold on
December 31st. But if you look at what happened internally, they probably have a whole
new set of projects, a whole new set of project teams, a whole new set of activities...
what benefit are you getting from that? What benefit are you getting from doing all
that reorganization? Your company may have some strategic changes; you may be
launching a new line. BMW may be coming up with a new car. But fundamentally most
of your preducts aren't changing. That gets completely lost in this whole translation.
| just think it's a fundamentally different way of how work gets done and managed.” i

—David Rubinstein

PROJECTIE
RODUC

gain that end-to-end visibility into the  make more sense to become more

operation, “The first t]ling that vou plmluut-m'irnt{'nl versus project-orient-
ed. All those things and those discover-
ies will come out of the process of eval-

want to do is to Ty vour value stream.
In whatever methodology you want to

talk, you have to understand what  uvating the value stream as a system.

}'ﬂn‘r{- starting with, so that Vol ean
understand what needs to be improved
and where. It might make the most
sense to automate; that might be vour
very next step, because vou can
improve quality and so forth. It might
miake more sense to figure out a better
way of handling governance, because
that’s where vour bottleneck is. Tt might

As originally appeared in SD Times https://sdtimes.com/sd-times-may-issue/

“The whole point is, do value stream

first. Map vour value stream so you at
least understand what you're doing. If
vou do Agile, what vou're saving is,
great, let me break down my features
into smaller buckets. That's good. But it
may not be where your constraints are.
r yvou're tlm'ng DevOps, vou're saving

continued on page 38 »
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Losing command and control...and living with it/

There's a saying that goes, “Developers don't want to miss the
boat, and operations don’t want to sink the ship.”

But for organizations to create value streams to observe
their operations and eliminate waste while driving efficiencies,
they might have to yield some control.

ConnectALL's Lance Knight recalled his time as a Movell net-
work administrator, who required requests in triplicate — from the
requester, his boss and HIS boss — before
granting access to files. “That was a whole
other time of IT command and control
that kind of took over for a while, and
you've got to get rid of that from an IT
operations perspective, and think about
how you're trying to support the business,
not control it as much.

“IT thinks of themselves as process
enforcers, rather than the enablers,” he
continued. “If you didn’t groom the back-
leq right, we're not deing anything with it.
That kind of stuff. | remember being that
guy, that IT enforcer. You guys are spend-
ing the wrong time on what you're sup-
posaed to do on this PC out on the shop floor, 50 I'm going to turn
it off at your lunch hour from now on. Right? An enforcer. They're
used to having that power. They have the passwords, security. 'l
have the admin passwords for the HR system, | know what all you
guys make, | am special!’ *

Plutora’s chief marketing officer Bob Davis said, “As you go
from command and control, old-school process to the newfan-
gled world of Agile and smaller bites released more frequently,
you have to be able to collaborate. And one of the things devel-
opers like to do less of is collaborate. If the system can provide
the KPIs, if the system can allow them to collaborate silently, in
effect, by alerting dependent systems, dependent development
processes, etc, automatically, because the system is plugged in
and understands the relationships and notifies or alerts the rele-
vant parties ... anything that's happening, to the extent that can
be automated and served up into a system, the better you are.

“| think that that's the promise,” Davis continued, “and as we
go down the future and say OK, what happens next, you start to
get better machine learning and the processes get even more
intelligent relative to how to weave in security, how to weave in

4 continued from page 35

compliance, in a more automated kind of parallel process way,
without having that 'oh shit" moment where you go, ‘I didnt do
that. Any of those things that are made possible are real
advances in the world of software development, and that's what
value stream promises.”

The key question is, how do you bridge the gap from com-
mand and control and the highly autonomous, self-led teams? In
other words, ‘How do you get to Amazon?’

According to Plutora's Jeff Keyes, the answer
is value stream management. “You have to go
through the process of understanding, here's
our value stream from beginning to end. Then
you start to break that down, you have to start
integrating your tools and bringing them togeth-
er. Third, you've got to add a layer of orchestra-
fion across it so you can incorporate these
things, because that reduces your time to deliv-
ery. Fourth, as you're measuring the time that
things are going, now that you're orchestrating
it, you can start to see a path of, ‘well, these
checks, | can automate these, because that will
improve my delivery performance,” and it brings
the team in so that they're bought in. Do you still have command
and control? Not in the same fashion, but they're acting as coach-
es in compliance and ensuring that the right things happen, even
in these automated pipelines. What about audit? How do you
make that happen? Well because it's all happening there, and all
that data is rolling back into a value stream management plat-
form, audit is easy. You can verify that the right things happen.”

Tasktop's Carmen DeArdo said control gets baked into our
objectives and our incentives. "l work with people whose com-
plete incentive was around stability of production. They had no
skin in the game to go faster but you'd think they could think a
little more broadly about, OK, well, we'll just never release
another feature. We won't be in business very long, but we'll
protect production, maybe. That's what led to DevOps. Every-
body has to have skin in the game to be aligned with goals. It's
not just deliver business value, but protect it and improve it. The
product model is better at protecting because it elevates risk to
be a first-class citizen rather than everything being subservient
to features, and it's the same with process.” il

=David Rubinstein

let me automate as fast as possible from
check-in on to deplovment. That’s
great, but that may not be where vour
bottlenecks are.”

CloudBees” Tacho said it is impor-
tant for organizations to first define
what tlw}' want to '.ltu{nlllﬂih'll —
whether that’s improving quality, deliv-
ering software faster, working more
efficiently, or some other goal — what
some are calling the “troe north” of the

organization. After defining the goal, he
suggests finding the start and end
points, and defining what it is you want
to measure and improve.

Mext, he said, vou st assemble the
teaon of all the roles that are involved in
delivering a new feature: developers,
UX, u[n*mﬁmls, m’.'uurit}'. testers and so
forth. “The important thing is the people
making up the team should be relevant
to the end goal and empowered to act on
the steps in the value stream to move the

As originally appeared in SD Times https://sdtimes.com/sd-times-may-issue/

value (product, feature) to the next
phase and ultimately to completion,”
Tacho said. “But they should also be able
to make changes to the process in their
domain to make it more efficient or to
fill a gap — which is the whole idea of
this exercise in the first place.”

Onee the correct team is assembled,
Tacho said it should walk through the
flow as it exists today, by analyzing the
steps  and  documenting  them  in

continued on page 41 »
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ConnectALL's Value

Stream Integration solu-
tion helps enterprises of all sizes to con-
nect, visualize, and measure end-to-end
software delivery value streams. This
holistic approach ensures greater velocity
and predictability.

ConnectALL wants companies to dis-
cover the benefits of value stream man-
agement with the understanding of how
business value flows across an organiza-
tion — connecting people, processes, and
tools. We want to help companies under-
stand the importance of integration in
optimizing the way software is delivered.

ConnectALL will help companies with
a consultancy around wvalue stream
design — taking an end-to-end approach
in wvalue stream management from
ideation to implementation to make the
improvements to gain velocity and make
processes more predictable. ConnectALL
with its integration platform will span
everything that production teams are
supposed to do.

The ConnectALL Value Stream Inte-
gration Platform integrates applications
from the world's leading vendors includ-
ing Atlassian, Micro Focus, Microsoft, IBM,
Salesforce, BMC, CA, Perforce, and more,
Your teams can continue to use the best
tools for the job while ConnectALL opti-
mizes your Value Stream and seamlessly
integrates the data between teams and
applications.

As originally appeared in SD Times https://sdtimes.com/sd-times-may-issue/
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test cases to ensure development stays
aligned to customer needs and compli-
ance throughout the process. With inte-
grations to task management and test
automation solutions, development
teams can centralize their process, miti-
gate risk, and have unparalleled visibility
into what they're huulqu and -.-.rh-y

n Micro Focus. an} Fucus hetps argan-
izations run and transform their business
through four core areas of digital trans-
formation: Enterprise DevOps, Hybrid IT
Management, Predictive Analytics and
Security, Risk and Governance. Driven by
customer-centric innovation, our software
provides the critical tools they need to
build, operate, secure, and analyze the
enterprise. By design, these tools bridge
the gap between existing and emerging
technologies — enabling faster innova-
tion, with less risk, in the race to digital
transformation.

B Panaya: Value Stream Management is
about linking economic value to techni-
cal outcomes. Though not unique to the
Enterprise, large organizations have spe-
cific challenges and needs: siloed teams,
waterfall or hybrid operational modes, as
well as many non-technical stakeholders.
Panaya Release Dynamix links IT and
business teams with an intuitive tool that
strategically aligns demand streams with
the overall business strategy.

B Targetprocess: To connect portfolio,
products and teams, Targetprocess offers
a visual platform to help you adopt and
scale Agile across your enterprise. Use
SAFe, LeSS or implement your own frame-
work to achieve business agility and see
the value flow through the entire organi-
zation.

B XebiaLabs: The XebialLabs DevOps
Platform provides the backbone for com-
prehensive release orchestration, manag-
ing, controlling, and offering full visibility
into the end-to-end DevOps pipeline. It
allows both business and technical teams
to easily spot bottlenecks and analyze
inefficiencies in their processes, so they
can optimize the entire software delivery
value stream. il

4 continued from page 38

alizes the flow of work items across the
various specialized tools used by differ-
ent teams and departments to deliver
software,

The next step is having analytics that
allow companies to understand where
work is flowing and where it's slowing
down across a value stream. Tasktop
helps enterprises answer this question by
providing a comprehensive set of Flow
Metrics based on the Flow Framework
created by Dr. Mik Kersten.

The Flow Metrics capture the elements
of velocity, time, load, distribution and
efficiency for all the work done in a prod-
uct value stream, by utilizing data from

the work item artifacts in the enterprise’s
delivery toolchain. These metrics, when
combined with the product business
results (value, cost, quality, happiness)
provide a comprehensive view, which can
be used by business and IT leaders as part
of their continuous improvement process
to identify bottlenecks, allocate invest-
ment, and determine actions to optimize
the flow of business value.

Moving to a product value stream
approach is a journey. Tasktop supports
companies on this journey with the ability
to start with a single value stream and
develop a model that can then be applied
and scaled across the enterprise in a sus-
tainable way. il

< continued from page 41
uml f_‘uininf_\ knowledge from that visibil-
“Too often, the CIO, will go, “The
E".I\III{ w55 has asked for this, When can
vou give it me?” Knight explained.
“And the next thing vou know, four
vears down the road,
promised me this a yvear and hall’ ago.”

they say, “You

And that happens a lot in IT. If we
frame this about being more pre-
dictable, increasing velocity and actually
knowing when you put something into
the system vou're going to get it, that is
the message everyone will align to.”

Yet O amies ahws ws want o meas-
ure themselves against competitors in
their industry, to see where they fall on
the path. This is especially difficult in val-
ue stream management, because each
organization’s “true north” and values are
dilferent. So how can an organization tell
if its being successful in implementing
and utilizing a value stream?

Cloud Bees'
matter how organizations define value.

Tacho said it doesnt

“If that value is driving revenne, solves
customer or user needs, creates effi-
ciencies or saves on costs and has a
number of process steps that can be
visualized, then it can be modeled into
a value stream. Benchmarks available
as a baseline to start measuring per-
formance against and where to improve
will be driven based on the industry vou
are in. But from a software delivery and
]}{-\'(]ps perspective, we can tap into

several yers of research h}' the
DrevOps Research and  Assessment

(DORA) group that shows statistical

As originally appeared in SD Times https://sdtimes.com/sd-times-may-issue/

data on how organizations have been
progressing towards DievOps p-c*rl"nﬂn-
ance for software delivery.”

CollabNet VersionOne's
“The measurement CON] -
nent is where vou dilfferentiate from val-

According to
Robertson,

ue strearn mapping and head into man-
agement. When vou start to understand
metrics, when you start measuring mate-
rial mewvemnent and lows of information,
and start looking at metrics like dura-
these are
very key metrics that are utilized to be

tion, delay against activities ...

able to understand and very quickly
identify value vs. non value-add activities
— waste — in terms of delay, including
handoffs to a point, and all those kinds of
things. S0 having a clear understanding
and a good foundation around  these
measurements and KPIs, that is very
reusable, add thats where a lot of the
folks are struggling,”

For organizations on a value stream
journey, it is important to know that it is
a winding path that crosses other
methodology streams along the way, As
Robertson explained, “It is evolving. But
vou're not going to see a value stream
transformation. You'll see a DevOps
transformation, vou'll see an Agile trans-
formation, you'll see business agility
transformation. You won't see a value
stream initiative on the books. But what
they' Il learn very quickly is vou need val-
ue streams in order to be able to enable
that business agility, to enable that suc-
cessful  DevOps  transformation,  to
enable that scaling Agile initiative that
vou're undertaking.” B
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Products. The compa
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stated that this appointment is .

a reflection of its commitment . P - » -

to strengthening its value ite ol e .
stream integration offerings. Andrew was pre sl i aiw of @ - '» . a g iy L .
viously an Enterprise Transformation Consult- Wt Gt e * e 04 o § e
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Here's our news about
Andrew Fuqua, VP of Products.
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As originally appeared in SD Times https://sdtimes.com/sd-times-may-issue/




