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If we're so “agile,” why does
everything take so long??
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Agility Requires

e A collaborative, cross-functional team

e Who takes work off a short, ranked deas

b I | The team produces shippable product on a regular basis
dCKIO
g Ranked
Backlog

e Releases increments of value %
regUIarly E ; Cross-Functional

Team
e Demos regularly @““""“s“"“

Person
e Retrospects regularly \

e All for the purpose of frequent-
enough change

Pemo

Retrospective
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What | See is Not “Agile”

* Some common problems in too many
“agile” teams:

* Work rolls over from sprint to sprint

Requirements Analysis Pesign Code Integration Test

* Testers (or some other group) cannot
finish “on time”

* The team has to wait for an expert or
shared services team to be available

* The feedback loop from Ready to Demo
is very long (unplanned feedback loops)
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As a Result, Your Team Can’t Predict Much

* Unreliable estimates (especially if you
use story points)

* Frustration everywhere: teams and
managers

* Because there is so little throughput,
others ask people and teams to do
more
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Visualize the System of Our Work
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Value Stream Maps Show Everyone Your System

e Track the work time vs the wait time

Person 1 || Person 2 Person 3 || Person 4
works on || on that on that || onthat Itewm done
ifem item item item
¢ EaC h t)'Pe Of team h as Its own Person 1 || Person 2 Person 3 || Person 4 W‘;,'kdﬁmei Add all
. Work time | Duration || Duration Duration || Duration anecUrasions i
P atte rn S X blue, above the line
Waittime it tme. |, Wait Wait | Vo rationsin
: be’fwleeg2 du;z;(i'lon d";ﬂ;f” red, below the line
* Expert (component teams are a e intne | Person 3 tem
wait time can marked
form of expert teams) star —
Cycle time = Work time plus Wait time. Consider rounding the total cycle time to half-day increments, not less.

 Cooperative

e Collaborative
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The Expert-Focused Value Stream Map

Three-Person "Team" Works as Experts : Value Stream Map for One Feature

Alice works Ben adds Cody tests Alice fixes Ben fixes Cody Peter
alone on a his code & reports problem roblewms refests aceepts
story (Wednes problems (hext rfuesday) (Thursday) (Friday)
(Monday awm) day am) (Friday am) Monday)
, 4 hours 2 hr 3 hr 1.5 hr L3 br 3 hr 9 hr
Work time
Wait time 48 48 60 I 48 24
hours hours hours hours hours hours
W;\i’r for
Wait for Wait for Wa}f'.ll‘ Wait for Vgg ézt&r :;r,eel:
Ben to Cody to o Ben to Product
be be atter be l.)le | Lro duc
available available weekend available avallable :: biz
available

Work time: 4+2+3+1.5+1.5+3+5 =159 hours
Wait time: 48 + 48 + 60+ 5+ 48= 209 hr

Cycle time = 15.9 plus 209 hr = 224.5 hr

8

© 2026 Johanna Rothman



Data from the Expert-Focused Value Stream Map

Total cycle time of 224.5 hours with is 9.5 days

Three-Person "Team" Works as Experts : Valuve Stream Map

Alice works Ben adds Cody tests Alice fixes
(2 weeks) aloneon a his code & reports problem
story (Wednes problems (next
Work time was 15.5 hours (3 or 3+ days of YRS b Jay aw) {Eriday am) Monday
work) Work timg | 4 1OUTS 2 hr 3 hr 1.5 hr
Wait time is 209 hours, 8.7 days Wait time 48 48 60
hours hours hours
Also: what were people doing in all of that .
L) PEOP : Wait for Wait for Wa}l.’lf
time: Ben 10 Cody to ":‘ !
be be atter
* Ask questions of others!? vailable avallable weekend

* Service interruptions! (the longer the wait,
the more likely there are other tasks)

Wait time: 48 + 48 + 60+ 5+ 48= 209 hr

* Definitely multitasking during wait times

Work time: 4+2+3+1.5+1.5+3+5 =159 hours

Cycle time = 15.9 plus 2
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More Intentional Dependencies

* When orgs want to manage costs,
they create “shared services’:

o Ul staff

e UAT staff

* Deployment

* |n this org, story size was irrelevant.

Every story had a cycle time of at
least 2 (Ul) + 5 (UAT) + 7
(Deployment) days: |4 days.

|0

Clitf's Team's Organizational Lead and Cycle Time

T0: Item selected
for organization

T1: On team’s backlog

12: Team starts

13: Ul experts add Ul

VAT:
Everyone
agrees it's done
Peployment
___ Minimum —
Mgmt's PO of 2 days
—decision —| — decision —
time time
I | I /\v /_\ I m
10 ) 12 \/m\_/m \/ 19
: Minimom
Time \ Cycle Time \ ~ of 1 week \
l [
Lead Time . ‘
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How Component Teams Can VWork

Best Possible Cycle time for Component teams

Tegvlv?(gomrk Middleware Team(s) | App Layer Teaml(s) Final System
Work fime ¢ cheek in work & check in work & check in Test
8 hours 3 hours 2 hours 4 hours 4 hours
.
Possible rolling check in for component teams
Wait time

Cycle time: 21 hours

One of my clients uses a daily rolling checkin for
their component teams. That allows them to
achieve a best case 21 hour cycle time.

Platform Teaml(s)
check in every day

Platform Teawl(s)
check in every day

Platform Teaml(s)
check in every day

\.

Middleware Teawls)
check in every day

Middleware Teaml(s)
check in every day

Middleware Team(s)
check in every day

<~ App Layer Teaml(s)

check in every day

App Layer Teaml(s)
check in every day

App Layer Teaml(s)
check in every day

.
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Cooperative Team Value Stream

Three-Person "Team" Cooperates Using Working Agreements: Valve Stream Map for One Feature

Map

Alice works Ben finds a good Alice Ben finishes his Ali : -
; : . , ice reviews, Alice & Ben
alc;v;g:;n a s;:%p:,ggimge '"“}';‘;%':;ﬁf gens ';r:xmf,i:om fixes a problem in Ben fixes Cody fests & both set aside Cody Peter
(Monday am) Alice's code finishes her work. this one. ?:r code %:d ( lf:blems ) reports pr;véon;shwork (ﬁ“‘?s accepts
She asks for (Tuesday am) She passes work He asks for code foe . de{ ; :L";'o Bee':l riday am problems r:bl e:lsse 0;) ay (Tuesd)ay
code review Offers written 1o Ben review (Thursday ) (Friday pm) (Mponda am) p P
feedback (Wednesday am) (Wednesday pwm) Yp y
Work time | 2 hours 2 hr 1 hr 3 hr 1.5 hr L3 hr 4 hr 2hr 9 b
Wait time 24 24 9 24
16 0 2 24
hours hours hours hours hours hours 48 hours hours hours
No delay Wait for
Wait for Wait for Wait for Wait for : because : - Peter
Bel? to Alige to Be;l to Alice to “éz: ,}cg v Cody has Aﬁ??g gn v(\;,: (;;g%r the
be be e be been Product
available available available available avali)lea\ble waiting av?ilgeble avali)leable Leader,
for Alice on Monday to be
& Ben) available

Work time: 2+2+1 +3+ 19+ 1.9+4+4+2+.5=215 hours

Wait time: 24 + 24+ 5+ 24+ 16+ 0+ 48 + 2+ 24 =167 hr

Cycle time = 21.9 plus 167 hr = 188.9 hr

12
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Data from the Cooperative Value Stream Map

Three-Person "Team" Cooperates Using Working Agreements: Value Stream Map for One Feature

* Total cycle time of 188.5 hours, almost 8

Alice works Ben finds a good Alice Ben finishes his Alice.
C| ays alone on a stopping place incorporates Bens previous story fixes a
. story and reviews feedback & and works on her ‘f
(Monday am) Alice's code finishes her work. this one. offers
Sh(ei asks for O(fI}Jesday am) She pas;es work He asks for code feedba
P M code review ers written to Ben review
Work time was 21.5 hours (4 days of work) ors writ Wedosin amd | | (Wedemt (Thurs
o . Work time | 2 hours 2 hr 1 hr 3 hr 1.9
* Wait time is 167 hours, almost 8 days

Wait time h24
ours
* What did people do in their wait times!
Wait for Wait for Wait for Wait for
. Ben to Alice to Ben to Alice to
* Ask or answer questions!? be be be be
available available available available
* Service interruptions that are not
StOI’iES? Work time: 2+ 2+1 +3+15+1.5+4+4+ 2+ 5=215 hours
Wait time: 24 + 24+ 5+ 24+ 16+ 0+ 48 + 2+ 24 =167 hr cvcle time = 21.5 plus 167 hl’ - 188.5 hl’

* Definitely multitasking

|3 © 2026 Johanna Rothman



Collaborative Team Value Stream Map

Three-Person Collaborative Team

Alice, Ben, & The three
Cody choose the | | return for the Alice, Ben, & Cody Peter
next story off next piece of check yesterday's accents
the Ready the story, work, add more (Tuesga
colugun. writing and tests, and check w) Y
They write-and- testing everytyhing in. P
test together, together. (Tuesday morning)
(Monday am) (Monday pwm)
Work time 2 hours 2 hr 2 hr 3 hr
Wait time 3 16 2
hours hours hours
" W;\i’r for
ore eter,
mzz meetings, the
meetings efe & Product
% lon ca leave for Leader,
tomorrow 1o be
available

Work time: 2+2+2+.5 = 6.9 hours

Wait time: 3+ 16+ 2=21 hr

Cycle time = 6.5 plus 21 hr = 26.9 hr
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Data from the Collaborative Value Stream Map

Total cycle time of 26.5 hours, just over a fores Farson Golsbortive eam
d ay Alice, Ben, & The three
Cody choose the | | return for the Alice, Ben, & Cody et
hext story off hext piece of check yesterday's ¢ e';
the Ready the story, work, add wmore &3:3 a;
Work time was 6.5 hours (| day of work) Mhopwritcant| | “estvg | | warvivign ||
or | w * Oou y w test together. together. (Tuesday morninb)
(Monday am) (Monday pw)
. . . Work time | 2 hours 2h 2 hr -9 hr
Wiait time is 21| hours, | day '
Wait time 3 16 2
hours hours hours
What did people do in their wait times? vor Wait for
Egsz meetings, the
meetings ete & Product
_ | |t |l
* The only team wait time was for Peter wallabl
. . Work time: 2+ 2+ 2+.5=6.5 hours
* They did not multitask or start new Wat s 3+ 160 2. 21 bvoe thee < 65 pive 21 b= 265 hr

stories

* A meeting-addicted organization
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Collaborative Teams Exhibit Agility

Three-Person Collaborative Team

Alice, Ben, & The three
Cody choose the | | return for the Alice, Ben, & Cody Peter
next story off next piece of check yesterday's ¢
the Ready the story, work, add more a{i:es S
coluyvm. writing and tests, and check S )ay
They write-and- testing everytyhing in. pm
’{'e&f fggethel)'. : l\,;m(,:](e”rhelc ) (Tuesday morning)
. . . onaay am ohday pwm
* While this team had a lot of meetings - -
ork time 2hr r
(!), they were able to finish a story in a —
Wait time 3 16 2
Cou |e O f da S hours hours hours
P )’ y W;\i’rfor
ore eter,
Egﬁg meetings, the
meetings | etc? I:rod:cf
eave for eader,
* How many of you regularly have a b lunch fomorrow tobe
available

cycle time of a day or two!

Work time: 2+ 2+ 2+.5 = 6.9 hours

Wait time: 3+ 16+ 2= 21 hr Cycle time = 6.5 plus 21 hr = 26.9 hr
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Several Collaboration Options

e Agility requires fast team learning

e That means the team must collaborate
on limited WIP:

* Pair:two people collaborate on one
item:WIP of |.

 Swarm:Team or subset of a team
collaborates on one item as experts:

WIP is |.

e Mob: Entire team collaborates on
one item:WIP is |

|7 © 2026 Johanna Rothman



What Does Management Want!

e | ower time to release

e |Less investment

* That’s why collaboration makes sense
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Long wait times do not offer what
management wants

|19 © 2026 Johanna Rothman



Ask Questions About Your Value Stream Maps

e Start with the longest wait times

Three-Person "Team" Works as Experts : Valuve Stream Map

Alice works Ben adds Cody tests Alice fixes
aloneona his code & reports problem
. story (Wednes problems (next
* Context free questions often go (Monday am] day am) (Friday am) Monday]
“meta’: about the problem: 4 hours 2hr 3 hr 1.5 hr
Work time
. Wait time 48 48
* What problems does this delay solve s o3 60
elsewhere in the organization! —
Wait for Wait for Wa}(i.'lf
e Wh - Ben to Cody to ":"
at problems does this delay be be after
: : : : available available weekend
create, not just in this project, but

across the organization!?

* (Avoid why questions because they
sound blaming)

20

Work time: 4+2+3+1.5+1.5+3+5 =159 hours
Wait time: 48 + 48 + 60+ 5+ 48= 209 hr

Cycle time = 15.9 plus 2
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Mine Your Value Stream Maps for Objective Data

e More data about wait times: Rank Order

 When the work waits, people are !
doing something else.What is that!

* What is the relative ranking of this
story and this project?! (Is there
more important work?)

* Prioritization is NOT the same as
ranking. Rank all work. Stop ranking

pbeople because they are capable of
much more value.

Gl S NN
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Ask About Subjective Data

* Subjective data for wait times:

* Work satisfaction throughout the
work (daily, as a project trend, etc.)

22

<

Team 1 Satisfaction Scale

-

Totally Dissatisfied

Partially Dissatisfied “Meh”

Partially Satisfied

>

Totally Satisfied

<

\_/_\

— e ———

J\

Team 2 Satisfaction Scale

e ———

\/\

L

Totally Dissatisfied

Partially Dissatisfied “Meh”

Partially Satisfied

>

Totally Satisfied
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Resource Efficiency vs Flow Efficiency

Resource Efficiency

Py " " " . Do "wmy part" Do "wmy part" Do "wmy part"
ReSOU rce efﬁ Cl enC)’ th N kl ng' Work/Assignment Handoff to Handotf to Handoff to
next person next person next person Finished Work

Individual actions or deliverables: af“&
There may be more
people required fo finish

* Flow efficiency thinking:
Focus on collaborative outcomes that Flow Efficiency

serve an overarching goal

Work as a team to finish
the work.

* Rewards drive your organizational No “my parts.
culture Work /Assignment

arrives
\ » Finished Work
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Very few teams have just three
people...
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Add More People!

e Brooks’ Law meets Little’s Law

* When people work as experts,
Brooks’ Law holds (adding more
people to a late project makes it

later) Little’s Law:

e But when a team collaborates, WIP Work in Progress (WIP) = Cyele Time * Throughput

matters more than the number of
people

* That’s why collaboration time matters
more than physical location for
distributed teams
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Choices to Increase Agility

26 © 2026 Johanna Rothman



Solve Problems as a Team

Where can you, as a team, choose to

collaborate? Vefg:gcmaev;qe
What will ease your collaboration or Forces FOR Change Forces AGAINST Change
make it more dlfﬁ CU|t? (Privers) (Restraining)

. -
Consider a Force Field Analysis - 1
Collaboration can be expert-based as - -

In swarming
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Collaboration in some way will ease your “too
long” problems

&
It might be more fun!
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Let’s Stay in Touch

* Pragmatic Manager:
www.jrothman.com/pragmaticmanager

e Please link with me on Linkedln:
https://www.linkedin.com/in/
johannarothman/

e Start here for the blog posts: https://
www.jrothman.com/mpd/2026/03/
how-to-use-value-stream-maps-to-
reinforce-agility-effectiveness-part- 1/
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