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Agenda

1. Why care about value 
stream flow metrics

2. What are the value stream 
flow metrics?

3. How do you calculate them?

4. What to interpret them?

Jeff Keyes
VP of Product
@jeffkeyes

Jeff is VP of Product at the value stream 
management platform, Plutora and an 
ambassador and the DevOps Institute. He 
has spent his career writing code, designing 
software features and UI, running dev and 
test teams, consulting and evangelizing 
DevOps and value stream management. 
Outside of six years at Microsoft, he has 
been primarily focused on growing startup 
companies. 

Speaker
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Story Points

Iteration-Velocity

1 2 3 4

Plan Actual Plan Actual Plan Actual Plan Actual

42 22 25 17 20 20 22

35 40 40 19 35 32 35

55 51 50 40 45 38 40

28 11 15 15 15 15 18

60 17 20 20 25 22 20

220 141 150 111 140 127 135
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We want to have metrics that describe “how are we doing?”

The Problem

 The Business 

Think About: Speed & Outcomes

Time, Revenue, 
Retention

Development Leaders

Think About: Outputs and Process

Story Points

C-Suite

Think About: Productivity

Waste
 

(Person trying to 
figure out how to get 
the groups of people 
to talk the same 
language)
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DevOps 
Metrics

Metric  Definition

Deployment 
frequency

How often code is deployed to production in a team’s value stream (product or 
service)

Lead time
How long it takes from code committed to code successfully running in 
production for the team’s value stream

MTTR
How long it takes to restore service when a service incident or a defect that 
impacts users occurs (e.g., unplanned outage or service impairment) within the 
team’s value stream

Change fail rate

The percentage of changes to production that results in degraded service (e.g., 
lead to service impairment or service outage) and subsequently require 
remediation (e.g., require a hotfix, rollback, fix forward, patch) within the team’s 
value stream.
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VSM Flow Metrics

Work item 
approved Wait

Active

Wait Wait

Work item 
started

Active Active Active

Work item 
delivered

CYCLE TIME

                         LEAD TIME
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Value Stream Flow Metrics – Idea to Cash

WORK EFFICIENCY

Proportion of 
time that work 

item is active vs. 
the total cycle 

time

THROUGHPUT

Work items 
completed in a 

value stream for  
a given time 

period 

CYCLE TIME

Total time from 
when work was 
started to when 

it was completed

WORK IN 
PROGRESS

Total number of 
work items active 

or waiting in a 
value stream 

LEAD TIME

Time to customer 
value from 
approval to 

delivery

WORK 
BREAKDOWN

The proportion 
of work item 

types (feature, 
defect, etc.) 

within a value 
stream
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Lead Time, Cycle Time, and Efficiency
Value Stream flow metrics describe how your value stream work if flowing, releasing, and its stability 

CYCLE TIME

LEAD TIME

Customer 
Request

Customer 
Value

WORK IN PROGRESS

Work Item
Created

Work Item
Started

Work Item
Released

Flow Efficiency:

Work

Wait + Work
X 100%

Ratio of active time vs. wait time out of 
the total Flow Time, highlighting when 
waste is increasing or decreasing. 
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Throughput
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Work Breakdown

Feature

Defect

Risk

Debt
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Work in Progress (WiP)

Working Time

Time Lost to Context Switching

100%

80%

60%

40%

20%

1 Task 2 Task 3 Task 4 Task

0%
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“A combination of people, 
process, and technology 
that maps, optimizes, 
visualizes, and governs 
business value flow 
through heterogeneous 
enterprise software 
delivery pipelines.”
-Forrester Research

Value stream 
management
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The Plutora
Platform

DECISION-MAKING & ANALYTICS

MANAGEMENT & ORCHESTRATION

INTEGRATION & COMMON DATA MODEL

Value Stream Mapping
Deep Analytics &

Comparative Metrics
AI-Powered Predictive 

Insights

VALUE STREAM MANAGEMENT PLATFORM

Plan
Code /
Build

Verify
Package & 

Deploy
Configure

Manage & 
Monitor

Audit & Governance
Pipeline Oversight & 

Traceability
Real-Time Collaboration

Release Management &
Pipeline Orchestration

Hybrid Environment
Management

Deployment Management 
& Orchestration

Tool Integrations Normalized Data Model Converged Toolchains



OFFICES
Santa Clara, California
Sydney, Australia
London, United Kingdom

FOUNDED IN 2011

AWARDS 
EMA DevOps 2021
Inc. 5000
Deloitte Technology Fast 500
Red Herring Top 100 Winner

WWW.PLUTORA.COM


