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INTRODUCTION 

There are some problems in software delivery organizations that never seem to go away: 
unplanned work, burnout, inefficient division of work, complex codebases, and technical debt. 

At Planview® (formerly Tasktop), we know first-hand what a tremendous impact Flow 
Metrics can have on efficiency, quality, and employee engagement. We know this because 
we practice what we preach. We use our own Value Stream Management (VSM) solution, 
Planview® Tasktop Viz, to measure and improve flow in each of our product value streams. 

Since we started using Flow Metrics, we’ve been able to improve our time-to-market, velocity, and 
decision-making, while improving customer satisfaction and the employee experience. 

For the benefit of the Flow Framework® Community and those trying to introduce the benefits 
of flow to their organizations, we interviewed four of our product and engineering managers to 
capture how they’re using Flow Metrics to address some of the more persistent challenges in 
software delivery.
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CASE STUDY #1: OVERCOMING BOTTLENECKS TO DELIVER 
FEATURES AND SOLVE INCIDENTS FASTER 

Featuring Rebecca Dobbin, (former) Product Manager for Planview Tasktop Viz

The Challenge

As a product manager for a growth-stage product, Rebecca was trying to maximize Feature velocity, 
while reserving adequate capacity for the necessary Defect, Risk, and Debt work that ensures a 
product’s longevity. In order to focus her team’s efforts on high value work, Rebecca needed a way to 
draw a line between her team’s output and business outcomes, like revenue, cost, employee happiness, 
and customer satisfaction.

How Rebecca Uses Planview Tasktop Viz

Rebecca’s team of engineers works hard, but she had no way of knowing for sure how their work 
impacted the business. Planview Tasktop Viz is a VSM solution for software delivery that measures and 
optimizes the flow of business value across end-to-end collaboration networks. To help keep Rebecca’s 
eyes on the prize, she used Planview Tasktop Viz to measure the value stream’s flow side-by-side against 
the targeted business results. 

A central aspect of value stream management is looking at Flow Metrics in conjunction with 
business results, tying your team’s delivery to the outcomes that matter to the company.  
– Rebecca Dobbin, (former) Product Manager for Planview Tasktop Viz

Planview Tasktop Viz lets you see Flow Velocity split into four types of business value: 

• Features: New capabilities that drive business growth

• Defects: Fixes for quality problems that affect the customer experience 

• Risks: Work to address security, privacy, and compliance exposure 

• Debts: Work to improve future delivery by addressing process, skill, or technical debt
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As a Product Manager, I want to be able to focus as much capacity as I can towards delivering 
new product capabilities that meet customer needs. One of the ways that I measure how much 
we’re delivering for the business is through Flow Velocity®.

As with any SaaS product, a key business result is uptime. The team is very conscious of keeping the 
number of production incidents low and resolving them quickly within their SLA. 

Back in April of 2020, when the experiment was first conducted, the Planview Tasktop Viz dashboard 
showed that Feature Flow Velocity was declining in proportion to the number of production incidents 
per month. It turned out that production incidents were having an outsized impact on Feature Flow 
Velocity. 

The Planview Tasktop Viz dashboard showed trending incidents per month next to monthly 
Feature Flow Velocity, revealing a direct relationship.

Rebecca noticed something interesting. Every time there was a production incident, Flow Velocity 
would decline by an average of five Feature stories. While it’s natural to take a velocity hit when facing 
an incident, five Feature stories felt like too much. 

Everyone was dropping everything and swarming the issue. Their hearts were in the right place, 
but it wasn’t efficient. There had to be a way to reduce the blast radius of the incident response 
such that we minimized the impact on our flow as a whole.
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Rebecca never would have been able to quantify the impact of a production incident had she not been 
measuring flow and tracking the business result. Planview Tasktop Viz helped her identify the problem. 

The next step was to brainstorm with the team and experiment with different ways of handling incident 
responses. They decided that the assigned engineer would try to work on it in isolation as much as 
possible, to minimize the context switching for the rest of the team.

To track whether the process change had the desired impact, Rebecca added timeline events to her 
Flow Metrics to indicate when the experiment began and monitor whether she saw an improvement in 
Feature Flow Velocity going forward. 

That was step one. The next thing we wanted to tackle was what we could do to resolve 
incidents faster. Because any time saved on incident resolution can be devoted to Features. 
That’s where we began focusing on Defect Flow Time − that’s the total time it takes to resolve a 
production incident start to finish. 

Rebecca and the team discussed this in one of their retros, using Planview Tasktop Viz to drill into the 
incidents with the longest Flow Times to understand what they had in common. 

The Planview Tasktop Viz dashboard showed that the product value stream met its MTTR targets by 
actively experimenting around Defect Flow Times.
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They noticed that when an incident involved infrastructure changes, resolution times were much longer. 
There was a clear business case for more self-service when it came to simple things like increasing 
memory. 

Working with their colleagues from the Cloud product value stream to get this set up, Rebecca and the 
team were able to monitor the impact of the change on their metrics through timeline event tagging.

The Results

Through these two initiatives, Rebecca’s product team was able to mitigate the impact of incidents on 
Feature Flow Velocity while also improving resolution times for incidents.

We saw impressive results after running these two experiments. The Flow Velocity impact of an 
incident was reduced from five flow items to just one and the Flow Time for incidents improved 
by 50%.

Not only did they find a way to protect their Feature capacity, but they also found a way to improve 
customer satisfaction. And all this was made possible by measuring Flow Metrics side-by-side with 
business results, monitoring both, and actively looking for opportunities to optimize.
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CASE STUDY #2: IMPROVING DELIVERY PREDICTABILITY FOR 
FEATURES AND DEFECTS AND BOOSTING TEAM ENGAGEMENT  

Featuring David Slater, Product Value Stream Lead for Cloud

The Challenge

David wears two hats at Planview. That of Product Manager and Engineering Manager. As a Product 
Manager, he is always looking for ways to remove impediments, improve processes, and adjust 
priorities for better results. At the same time, as the Engineering Manager, David keeps a close eye on 
his team. 

David was finding that work was slowing down and teams were getting overloaded, committing to 
increased work that never seemed to be completed. Unpredictable delivery and low employee morale 
were jeopardizing business goals.

I need to ensure they’re not overloaded or overwhelmed. An unhappy team can be an important 
indicator of a problem in the way we work. 
− David Slater, Product Value Stream Lead for Cloud

How David Uses Planview Tasktop Viz

David used Planview Tasktop Viz to become more predictable in their delivery of Features and Defects 
and boost team member engagement (i.e., happiness). 

David’s product value stream is responsible for providing our development teams with software delivery 
applications as a service and cloud infrastructure, offered as a SaaS offering. Since the other product 
value streams depend on these platforms, having fast and predictable flow is of utmost importance to 
David. 

David goes into Planview Tasktop Viz at least once a week to look at his Flow Metrics. At one point, he 
noticed a simultaneous decline in three metrics: 

• Flow Times demonstrated high variability. Some Flow Items were completing quickly while 
others took much longer. There were some serious outliers with exceptionally long Flow Times 
characterized by long wait times. Because of the high-interrupt nature of his value stream’s work, 
David prefers to see smooth and consistent Flow Times, not straying much from the average. 
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• Flow Efficiency® was going down. This indicated that wait times were increasing in their 
processes. 

• Flow Load® was climbing. Flow Load is a measure of WIP. When WIP is too high, flow begins to 
slow down due to high context-switching. Overloaded teams quickly become unproductive and 
stressed.

These were all warning signs that something wasn’t working in our process. Clearly, something 
was slowing us down and I needed to address it. Thankfully, I could get that information from 
Planview Tasktop Viz using the Bottleneck Finder.

The Bottleneck Finder gave a view that illustrated the value stream and visualized where work was piling 
up and aging. The larger and darker the circle, the worse the bottleneck. 

The bottleneck finder in Planview Tasktop Viz highlights in big red circle 
where work is piling up and aging.

The biggest and darkest circle was at the ‘Verification’ (Signoff) stage. In the team’s process, peer review 
was the last step before a Feature or Defect was released, and that is where work was aging. 

While work waited for verification, the value stream’s customers, i.e., other Tasktop product value 
streams, were waiting. 
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Long wait times to verify work is not good for customers, but it also is not good for engineers. 
Engineers end up getting the feedback several days later, after they have already started something 
new. 

It takes longer to incorporate the feedback because our engineers have already mentally moved 
on to something else. That’s why WIP had started to climb, reflecting more distractions and 
more context-switching. Maintaining low WIP is critical for keeping us efficient and fast.

By clicking into the bottleneck to examine the contributing artifacts and search for specific common 
characteristics, David found that the issue was across the board.

Action needed to be taken immediately, so David shared the dashboards during the team standup 
meeting. The visualization of the issue and its impact was unmistakable. It allowed the team to speak 
honestly about how people were putting off peer reviews because they were so overloaded with other 
work and experiencing too many interruptions.

The team agreed to run an experiment: They created more time for focused, quiet work by blocking 
“non-interrupt hours” on their calendars. That way, they had uninterrupted focus and flow, while also 
committing to setting time aside to complete peer reviews in a timely fashion. David marked the 
beginning of this experiment as a timeline event in Planview Tasktop Viz to monitor the impact of the 
experiment.

Timeline events in Planview Tasktop Viz mark the beginning of an experiment 
to reduce Flow Times and Flow Load.
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I wanted all of us to pay more attention to work items in Verification, so we picked a champion 
from each team to keep an eye on the progress of those work items. We also discussed it in our 
daily Scrum. 

The Results

By taking these actions, the product value stream was able to reduce wait times in the Verification state. 
The impact was incredibly significant: 

• Delivery speed improved. Flow Time became more consistent and predictable. The cases where 
Verification was adding 5-10 days to the delivery were eliminated. Customer satisfaction was also 
up now that delivery was so much faster.

• Flow Efficiency increased. By reducing the time work waited in Verification, overall efficiency 
went up. Team members were more productive. 

• Flow Load went down. The reduction in context-switching boosted team happiness and 
increased engagement, which David tracked in conversations with developers and a quarterly 
eNPS survey.

We managed to identify and rectify the problem very quickly. Planview Tasktop Viz pieced all 
the information together for us and made it visible and easy to comprehend. It empowered the 
whole team to do something about it. Ultimately, we were happier, and our customers were 
happier. Truly a win-win for everyone involved.
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CASE STUDY #3: HOW WE BUILT THE CASE FOR APPLICATION  
RE-PLATFORMING USING FLOW METRICS

Featuring Jeff McCollum, Product Value Stream Lead for Planview Tasktop Hub

The Challenge

When you have a successful, mature product, finding the right time to re-platform is a challenge. There 
is always so much to do. It is hard to prioritize a big undertaking like this. But at the same time, Jeff and 
his team needed to keep the solution modern and relatively easy to grow and evolve. There comes a 
time in a product’s life cycle where tech debt has to be prioritized for the sake of future acceleration.

How Jeff Uses Planview Tasktop Viz

I started thinking about application re-platforming a while back, mostly based on intuition and 
drawing on my professional experience, but I was waiting for the data points to come together 
and convince me the time was right.  
− Jeff McCollum, Product Value Stream Lead for Planview Tasktop Hub

The data points that Jeff brought together came from his Planview Tasktop Viz dashboards, which he 
consulted several times a week. It measured flow across his end-to-end product value stream. Jeff 
looked at Flow Time (time-to-market), Flow Velocity (throughput) and Flow Efficiency. He also kept a 
close eye on Flow Load (a measure of work in progress) and Flow Distribution® (where delivery capacity 
was going). 

Side-by-side with Flow Metrics, Jeff tracked business results: ARR, renewal rates, value stream costs, 
escaped defect ratios, and customer and employee NPS scores to name a few. He used the business 
results to keep everyone focused on doing the right things. And he used Flow Metrics to make sure 
things were being done well and that the value stream was continuously improving. 
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So how do you know when it is the right time to re-platform? For Jeff there were a few telltale signs: 

• Delivery was gradually slowing down. As the codebase became more complex, every code 
change for Features or Defects was more complicated and required more care and testing. As a 
result, over several consecutive quarters, Flow Time got longer and Flow Velocity decreased.

• Product quality became more of an issue. Flow Distribution showed increased capacity going 
towards defect resolution, while little tech debt was being addressed. 

• New hire onboarding was taking longer. Learning the ins and outs of a large codebase is 
difficult, so it took new hires several months to ramp up. 

• Employee happiness was on the decline. Engineers were getting frustrated with the complexity 
of the existing platform, and this was causing attrition. They called this out explicitly in Jeff’s 
quarterly eNPS surveys and 1:1s.

This last point about employee happiness was critical for Jeff. 

It’s important to see the software and the people working on the software as a system. The 
software affects engineers just as much as engineers affect the software. And as a manager and 
value stream lead, you owe it to both to expect − and enable − high performance. If you see a 
decline in performance of either one over the long term, something should be done.

Jeff turned to his most senior technical analyst to investigate the options, who came back with a 
recommendation to move to a standardized and widely used platform. They also suggested that the 
re-platforming be done by the principal engineers on a parallel track so as not to disrupt the whole value 
stream. 

The next step was getting leadership buy-in. Building the business case was easy now that Jeff was armed 
with all the data. 

Once he had the green light, Jeff made a big effort to communicate the implications of the undertaking 
to the go-to-market and support teams. They had to turn down or delay some features while this work 
went on. Additionally, they needed to be prepared for a higher Defect distribution in the month or two 
following this major release.

Over the course of this endeavor, Jeff managed Flow Distribution carefully, giving adequate bandwidth to 
Debt at the expense of Features, with the ultimate goal of flipping the ratio as soon as possible. 
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The Results

In late 2020, the re-platforming was complete, transforming to an industry-standard extensible platform. 
Next, Jeff watched the Flow Metrics and business results charts on his Planview Tasktop Viz dashboard to 
see the payoff. And it was significant: 

• Delivery sped up. Flow Time for any type of work got shorter, and the value stream’s velocity 
began trending upwards, month-over-month. 

• New hire onboarding was 70% faster. New hires were up and running within just a few weeks. 

• eNPS scores shot up by 40 points. There was a huge turnaround in employee engagement and 
happiness.

• Product quality improved to the point that customer escalations went down by 80%.

Timeline events in Planview Tasktop Viz help track the impact of paying off Tech Debt, 
specifically related to increased eNPS scores and Flow Velocity.

For Jeff, the ability to see the long-term trend of his value stream’s Flow Metrics was a game changer. It 
allowed him to see what needed to be done to improve the product. Just as importantly, it allowed him 
to communicate to the executive leadership why the need for action was now. 

It helped me prepare our leadership company-wide for what this would mean for our capacity and 
capabilities, both in the near future and in the long term. And lastly, it gave me a way to constantly 
track my progress towards meeting my goals with this investment.
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CASE STUDY #4: HOW WE FOUGHT PANDEMIC FATIGUE BY SAFELY 
EXPERIMENTING WITH ENGINEERING TEAM STRUCTURES 

Featuring John Simoes, Senior Engineering Manager in Product Development

The Challenge

For software engineers, it is difficult to see how the technical, nitty-gritty work they do every day is 
important to customers. As a result, engagement suffers and turnover is high. 

When John joined Planview (formerly Tasktop) in March 2020, pandemic lockdowns had just begun, 
which meant he had to onboard and get to know his team entirely over Zoom. The experience was 
overall positive, but around December, pandemic burnout set in and the team’s eNPS scores declined. 

How John Uses Planview Tasktop Viz

John had to get increasingly creative to find ways to generate the sense of ownership, autonomy, and 
impact that motivated his team of engineers. 

We wanted to mitigate burnout and minimize turnover while still being productive and 
competitive. As we began to experiment, Planview Tasktop Viz provided me with constant 
feedback on whether our changes and tweaks were working.  
− John Simoes, Senior Engineering Manager in Product Development

Experiment #1: Engineers Self-Select the Type of Work They Do 

The overall team develops and maintains connectors to over 60 Agile and DevOps tools. John’s first 
idea to re-invigorate the engineers was to split them into two smaller teams. 

In this new structure, one team focused on new features and tools while the other focused on 
maintaining existing connectors. The engineers could self-select the team they wanted to join. 
Self-selection was important for creating a sense of ownership and fostering one’s ability to impact 
outcomes. 
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As John implemented the new structure in mid-January, he kept a keen eye on both teams’ Flow 
Metrics. Planview Tasktop Viz was useful right away, serving as a safety net for the teams once they 
implemented the experimental changes. It allowed them to see the impact of the changes, so they felt 
comfortable enough to experiment more.

Planview Tasktop Viz illustrated declining eNPS scores (left) in December as pandemic burnout set in, 
followed by John’s first experiment to split the team in January (right).

In February, John noticed a decline in overall Flow Velocity, caused primarily by a decrease in Defect 
throughput. While Feature flow was good, it appeared that Defects were taking longer to close due to 
the relative inexperience of the team. 

Planview Tasktop Viz was what brought this to my attention. It provoked the analysis that led to 
us having the right conversations with the team. 

As it turned out, the engineers needed more time to familiarize themselves with the connector in 
question before they could resolve a defect. That overhead manifested in two ways: 

• Defect Flow Time was increasing. Since each connector is like a mini product, before an 
engineer could dive into its code, they needed some time to learn and understand the context 
and consult a more experienced team member. 

• Defect Flow Efficiency was dropping. While waiting for answers or help from a peer, the 
engineers would pick up another defect to ‘stay busy,’ which increased context-switching and 
slowed things down even further. 
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Planview Tasktop Viz illustrates a Flow Time increase (left) and Flow Efficiency decrease (right) 
for defect work in February, following the split into two teams.

It was clear that the new structure worked well for Features but needed some tweaks on the 
maintenance side to optimize for the breadth of knowledge required to support so many tools. 

Planview Tasktop Viz proved incredibly valuable by providing the visualization of data through its 
dashboards. It prompted the team to have insightful conversations as they tried to understand what 
was happening in their value stream. 

Experiment #2: Introducing Specialization Within the Maintenance Team

Flow Metrics made it clear that despite the engineers’ ability to self-select which team they were on, 
the lack of specialization and too much context-switching impacted their productivity and speed. 

Through conversations with the engineers about what they were experiencing, the team surfaced 
ideas on how the scenario could be improved. Once they uncovered the reasons for the problem, 
they adjusted to allow Flow Velocity for Defects to recover.

John devised a second experiment, this time involving further self-selection within the maintenance 
team. The goal was to find an arrangement within the team that addressed the issue, while giving 
each engineer a sense of purpose and tangible impact. 
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John asked each engineer to rate the connectors where they felt they could have the biggest impact, 
considering their experience and proficiency. Once all the engineers ranked the connectors, tasks were 
intentionally matched to an engineer rather than randomly, creating a greater sense of ownership. 

John tracked the impact of this new arrangement on the Flow Metrics. Flow Metrics for Defects began 
to trend positively again, with velocity increasing, Flow Times getting shorter, and Flow Efficiency 
improving. 

And the best news of all: Employee Happiness increased. eNPS scores shot up, reflecting the team’s 
renewed sense of purpose and engagement. 

Planview Tasktop Viz showed a rise in eNPS scores (left) and Flow Velocity (right) in March 
following the second experiment with maintenance team specialization.

The fact that we were doing so much to listen to the team and improve things for them 
ultimately made them more open to sharing their ideas for further improvements. We had 
triggered a virtuous cycle of continuous improvement, owned by every single team member. 



The Results: More Ownership and Autonomy Equals 
Higher Engagement

After implementing the changes, everyone on the value stream became 
more comfortable voicing their ideas about what could be tried and which 
areas could be improved, leading to increased autonomy and ownership. 

Planview Tasktop Viz is always there to give the team fast feedback on 
the impact of their experiments on flow and business results. If and when 
mistakes are made, they are able to correct them quickly. In many ways, 
that defines the culture of the team. They have become a much more 
experimental group, able to take risks because they know they will be able 
to see the impact of their changes within just a few weeks.

CONCLUSION

Flow Metrics are a powerful tool to support faster, better decision-making as leaders, managers, and agile coaches  pursue continuous improvement to 
predictability, quality, prioritization, and the developer experience. 
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Visit our website to access more case studies and resources about Planview Tasktop Viz and value stream management.

https://www.planview.com/products-solutions/solutions/value-stream-management/

