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An Introduction to VSM
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“Value stream management 
means you connect from idea to 
value realization, integrating 
your DevOps toolchain 
end-to-end and gain 
unparalleled insights into what's 
happening when your teams are 
delivering value outcomes to 
your customers.”

High level definition

*https://vsmconsortium.org
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VSMConsortium.org

• VSM Taxonomy
• VSM Assessments
• Blogs
• Events

○ Flowtopia

○ YouTube: @vsmconsortium

• Research
○ State of Value Stream 

Management Annual Report

• Membership
○ Individual

○ Enterprise

○ Corporate

○ Ambassador

Suggested reading



“Value Stream Management Software 
Market Size is projected to Reach 
Multimillion USD by 2029, In comparison 
to 2023, at unexpected CAGR during the 
forecast Period 2023-2029.”

- The Express Wire, Feb 19, 2023

What is the market saying…

“For Gartner, by 2026, 80% of organizations will 
use value stream management to align their 
software delivery priorities with business 
objectives. ”

- Gartner, Nov, 2023
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Why is it needed?

The 3 core issues of DevOps today



- Architecture driving Communications vs 
Communications driving Architecture

- Team topologies in Value Stream Management produce 
fast/continuous flow:

- Stream-aligned Teams
- Enabling Teams
- Platform Teams
- Complicated Sub-system Teams

- “Good DevOps :ˮ Strong identities, clear responsibilities, 
high degree of autonomy, and, most importantly, well 
defined interaction paradigms and communication 
channels with other teams. But how?

Issue 1  Conwayʼs Law



- Puppet State of DevOps Report 2021
- “Devops is whatever you do to bridge the 

friction created by silos, and all the rest is 
engineeringˮ - Patrick Debois

- As defined by CALMS, we are implementing the 
Automation The engineering), but what about the rest?

- Over the last four surveys, the number of “highly 
evolvedˮ firms has grown; however, the amount of 
organizations in the middle level has remained stagnant, 
now identified in three distinct levels, “high-mid,ˮ  
“middle,ˮ  and “low-mid.ˮ

Issue 2 - “Mid-tier Stickinessˮ

2021 Puppet State of DevOps Report



- For Dev, 69% of survey takers told us theyʼd like to 
consolidate their toolchains. A full 37% said spending 
time on toolchain maintenance takes away from time 
that could be spent on compliance *

- For Ops, 63% use a DevOps Platform (a 23% increase) 
and 39% of respondents said the data they need exists 
but accessing and managing it is difficult, while 27% 
went further and acknowledged being “overwhelmedˮ 
by the amount and scope of data available *

- The largest aggregation of data about value stream flow 
comes from DIY dashboards and manual collection into 
spreadsheets 53.3%

- The largest growth 5.2%) is from a single bought tool

Issue 3  Toolchain Sprawl

2022 GitLab Global DevSecOps Survey       2022 VSMC State of Value Stream Management Report



Poor Return on Value

Conwayʼs Law Poor Org Structure)

+

Mid-Tier Stickiness Poor process)

+

Toolchain Sprawl Poor Tool 

Management)

+

Focus on Outputs

=

A Messy Ball of Wool



Organized Teams

+

Lean Processes
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Consolidated Tools
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Focus on Outcomes

=

Value Stream Management
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How is it implemented?



The Value Stream Management Implementation 
Roadmap 

Source: 2023 VSMC State of Value Stream 
Management Report, VSMConsortium.org

Start Vision Identify Organize Map Connect Inspect AdaptAssess
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The Value Stream Management Implementation 
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Flow Engineering, joint discovery of current state, 
constraints and impact on the business, identify and align 
on desired future state

Value Stream Workshops



Flow Engineering
Steve Pereira & Andrew Davis
Published by ITRevolution

• The Flow Landscape

• Mapping the Landscape
○ Outcomes

○ Current State

○ Dependency

○ Future State

○ Flow

• Navigating the Landscape

Suggested reading



The Value Stream Management Implementation 
Roadmap 

Source: 2023 VSMC State of Value Stream 
Management Report, VSMConsortium.org

Deliver better products faster, increase operational 
efficiency, reduce security and compliance risk, unlock 
digital transformation results & analytics

GitLab: The DevSecOps Platform

Flow Engineering, joint discovery of current state, 
constraints and impact on the business, identify and align 
on desired future state

Value Stream Workshops

Value statements OKRs, Team Topologies, organizational assessment, value 
stream identification, value stream networks, organizational change management

Value Stream Reference Architecture

Start Vision Identify Organize Map Connect Inspect AdaptAssess
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How was the VSRA 
conceived?



The Value Stream Management Implementation 
Roadmap 

Source: 2023 VSMC State of Value Stream 
Management Report, VSMConsortium.org

Value statements OKRs, Team Topologies, organizational assessment, value 
stream identification, value stream networks, organizational change management

Value Stream Reference Architecture

Start Vision Identify Organize Map Connect Inspect AdaptAssess



Team Topologies
Matthew Skelton and Manuel Pais
Published by ITRevolution

• Stream-aligned Teams
• Enabling Teams
• Platform Teams
• Complicated-Subsystem 

Teams

• Collaboration
• X-as-a-Service
• Facilitation

Suggested reading



VSRACommunity.org
Stephen Walters & Dr Craig Statham
Published by VSMC

• Value Flow and 
Dependencies

• Cognitive Slope
• The FINE Dimensions
• Flow Entropy & Team 

Resilience

• Team Topologies
• Directional Graph Theory
• Newtonian Physics 

Constructal Law)

Suggested reading



💡Value Flow and Dependencies
Team Topologies, Graph Theory & The General Direction of the Flow



💡Cognitive Slope
Team Topologies, Graph Theory & The General Direction of the Flow



💡The FINE Dimensions
Applying Newtonian Thinking The butterfly net moment!
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💡The FINE Dimensions
Applying Newtonian Thinking



💡Flow Entropy
All things decay!

● The FINE flow analysis also allows inspection of Flow Entropy.

● Effort (cognitive load) is finite.

● Flow ratio (bad flow vs good flow – similar to change-fail-rate).

● Bad flow creates new impediments.

● Effort increases to maintain flow until it reaches a max.



💡Team Resilience
Flow Entropy

● At maximum effort (cognitive load) flow starts to 

drop.

● Flow entropy starts at this point.

● Team resilience can be measured by the number 

of cycles they can go before flow entropy 

becomes a problem.

● Changing the team topology and the interaction 

styles between teams can be used to control flow 

entropy.
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So what does a VSRA look 
like?



As-a-Service

Platform Engineering Team
● GitLab implementation & maintenance
● SDLC Platform integrations
● User enablement & support

As-a-Service

Example VSRA using Team Topologies

As-a-Service
GitLab Partner

Stream-Aligned Delivery Team(s)
● Development
● Testing
● Delivery
● + Business Delivery capabilities

DevSecOps 
Enabling Team
● Continuous 

Improvement
● DORA Metrics
● Flow Metrics
● Value Stream 

Assessments
● Technology reviews
● Lean Engineering
● DevOps teaching & 

education

GitLab Partner
● Service provider
● Service enabler
● TBD

GitLab
● Customer Success 

Management
● Professional Services
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Collaboration

DevSecOps Platform

Other Platform Team(s)
● Network Engineering
● Database Administration
● Cloud Provisioning

As-a-Service
As-a-Service

Complex 
Subsystem 

Team(s)



Example: Bakers Unlimited
Can you make sense of it?

Customers

Storefront Sales

Bakery 
Development

Finance

Bakery 
Production

Database

Infrastructure

QA

DevOps 
Engineering

CyberSecurity

IT

Business 
Operations

Storefront Sales 
Development

FinSys Support

Product Catalog 
Dev



Bakers Unlimited Present

Asserting & Challenging the Current State

Storefront Dev

DevOps 
Engineering

Collaboration

Facilitation

As-a-Service

QA Infrastruc
ture

Bakery Dev

Product Catalog Dev

Finance Support

Database

CyberSecurity
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Bakers Unlimited Future
Create a Value Stream Reference Architecture diagram - Future State Model - defining the organization by the architecture you want

Storefront Dev

DevOps Engineering

Collaboration

Facilitation

As-a-Service

QA InfrastructureCyberSecurity

Bakery Dev
Finance 
Support

Product 
Catalogue 

Dev

Database



Bakers Unlimited Future
Create a Value Stream Reference Architecture diagram - Future State Model - defining the organization by the architecture you want

Storefront Dev

DevOps Engineering

Collaboration

Facilitation

As-a-Service

QA InfrastructureCyberSecurity

Bakery Dev
Finance 
Support

Product 
Catalogue 

Dev

Database



Value Added Time Non-Value Added Time Idle Time

Manual processes

Context switching 
& waiting

Duplicate work 

Lack visibility

Automation

In-context flow

Inner-sourcing

Value stream dashboards

Potential Future StateCurrent State

Identify software delivery 
workflow improvements
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A VSM Story

SAS Institute Customer 
Intelligence

Dr. Craig Statham - 
Chief Software Architect, 
SAS Customer Intelligence 
Solutions

https://www.linkedin.com/in/craig-statham/



Pulling on Threads
Without unravelling everything…

Process (Req > Build > Release)

Org Structure (Value Streams)

Ops

Tech Debt

Q
uality / A

gility / R
eliability

Technology (EcoSystem Pipeline)

Metrics (DORA, Quality)

Governance (Security Management)

Administration (Onboarding, Mgmt)



Flow is Messy because Orgs are messy!



Assert the Existing Team Topology



Challenge the Existing Team Topology

27
%



Team Topology
Developed using VSRA

Focus on SA Teams
SAR = 50%

Supporting Teams in 
Equal Mix



Outcomes of VSRA
Measurable Impact
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The role of Platform 
Engineering



As-a-Service

Platform Engineering Team
● GitLab implementation & maintenance
● SDLC Platform integrations
● User enablement & support

As-a-Service

Example VSRA using Team Topologies

As-a-Service
GitLab Partner

Stream-Aligned Delivery Team(s)
● Development
● Testing
● Delivery
● + Business Delivery capabilities

DevSecOps 
Enabling Team
● Continuous 

Improvement
● DORA Metrics
● Flow Metrics
● Value Stream 

Assessments
● Technology reviews
● Lean Engineering
● DevOps teaching & 

education

GitLab Partner
● Service provider
● Service enabler
● TBD

GitLab
● Customer Success 

Management
● Professional Services
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DevSecOps Platform

Other Platform Team(s)
● Network Engineering
● Database Administration
● Cloud Provisioning

As-a-Service
As-a-Service

Complex 
Subsystem 

Team(s)



A platform approach brings the entire software 
development lifecycle into a single application

Continuous Delivery

Continuous Improvement

Plan & Create Integrate & Verify Deploy & Operate Monitor & Improve

Software Delivery Value Stream

Streamlines collaboration and eliminates context-switching 
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Code Suggestions
Suggest Reviewers
Merge request summary

Test generationCode 
explanation

Vulnerability 
summary

Code review 
summary

Assign Issue

Approval

Merge 
Accepted

Epic summary

Issue summary

One workflow to unite your developers, security, 
and operations teams

Release

Milestones

Epics

Create a merge request

Automated TestPush Code Scan Collaboration & review

Deploy

Issues



Where to learn more about VSRA
VSRA Community of Practice

https://vsra-community.org 

https://vsra-community.org


In summary…
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