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Value Driven Agile (VDA) Executive Summary

Key Elements of VDA - Uniquely combining existing Agile tools:

1.

Universal Customer Journey: Divided into distinct value streams like Awareness,

Consideration, Decision, Purchase, Delivery, Usage, Support, Loyalty, and Advocacy.

2.

Value Streams: Each value stream has a foundational "shop," accountable for ensuring

that fixes are prioritized to maintain the flow, before adding new features.

3.

Domains: Work is divided into Business, Operations, and Shared Services domains, and

each value stream is assigned to one of these domains.

4.

Big Room Planning (BRP): Ensures that work is organized and prioritized based on

domain and value stream alignment. This allows for efficient execution of work while

keeping financial accountability.

Phased Adoption: VDA is implemented in two phases, focusing on C-level buy-in, agile

training, and the setup of value streams, shops, tribes, and domains.

Value Driven Agile (VDA) is an innovative agile framework designed to enhance the delivery

of customer value by integrating the customer journey into value streams and utilizing big

room planning. This document provides an in-depth explanation of VDA, its components, and

how it compares to traditional agile methodologies. By focusing on value streams and

domains, VDA aims to improve accountability, streamline processes, and ensure that work is

prioritized effectively. VDA is also an alternative to scaled agile framework (SaFE).

VDA still uses Kanban and Scrum and agile principles but addressees weaknesses in

traditional Agile methodologies. Then finally VDA recognizes the Run element of the

organization and creates “shops” for each value stream which they are accountable for

operating (the value stream foundation). This ensures that fixes get priority ahead of features

thereby baking in Quality.

VDA can also be used to link C level Budgeting via our Value Streams and linked to Big Room

Planning which is also a traditional weakness with Agile.

Where 50% of agile transformations fail VDA will give you an established blueprint with

clear deliverables broken into 2 stages.

the Universal Customer Journey with Value Streams

This document outlines the Value Driven Agile (VDA framework) which starts with our

universal customer journey, breaking it down into distinct value streams. Each step in the

customer journey is characterized by a specific trigger that initiates the start (Value Stream)

and an output that signifies the completion of the Value Stream. Understanding these Value

Streams helps businesses optimize their processes and enhance customer satisfaction.

High Level Universal Customer Journey - Level 1

•

Pre Sales

•

Sales

•

Delivery

•

Post Sales

The Universal Customer Journey Level 2 comprises:

•

Awareness

•

Consideration

•

Decision

•

Purchase

•

Delivery

•

Usage

•

Support

•

Loyalty

•

Advocacy

1. Awareness Value Stream

•

Trigger: Customer encounters a marketing campaign, social media post, or

word-of-mouth recommendation.

•

Output: Customer recognizes the brand and its offerings, leading to increased brand

awareness.

2. Consideration Value Stream

•

Trigger: Customer seeks more information about the product or service, often through

online research or reviews.

•

Output: Customer develops a list of potential options and begins to evaluate them

based on features, benefits, and pricing.

3. Decision Value Stream

•

Trigger: Customer narrows down choices and considers making a purchase.

•

Output: Customer selects a product or service and proceeds to the checkout process.

4. Purchase Value Stream

•

Trigger: Customer completes the transaction, either online or in-store.

•

Output: Customer receives confirmation of the purchase, along with details such as

order number and estimated delivery date.

5. Delivery Value Stream

•

Trigger: Product is shipped or service is scheduled for delivery.

•

Output: Customer receives the product or service, marking the fulfillment of their

purchase.

6. Usage Value Stream

•

Trigger: Customer begins to use the product or service.

•

Output: Customer experiences the value of the product or service, leading to

satisfaction or dissatisfaction.

7. Support Value Stream

•

Trigger: Customer encounters an issue or has a question regarding the product or

service.

•

Output: Customer receives assistance through customer service, FAQs, or support

documentation.

8. Loyalty Value Stream

•

Trigger: Customer has a positive experience with the product or service and the

support received.

•

Output: Customer develops brand loyalty, leading to repeat purchases and advocacy.

9. Advocacy Value Stream

•

Trigger: Customer is satisfied with their experience and feels compelled to share it.

•

Output: Customer recommends the brand to others, contributing to new customer

awareness and the cycle beginning anew.

By understanding each step of the universal customer journey as a value stream, businesses

can identify opportunities for improvement, enhance customer experiences, and ultimately

drive growth.

Example of how each Value Stream has a

Foundational Shop based on the Happy Flow

Example - Sales Value Stream

In this example to keep it simple the customer can only buy the Product from the company

Website and via the company App.

So our “Shop” is make up of the website and the app Products and this is our Foundation.

Next we document the Level 1 Happy Flow that keeps the Shop Open. In this case the

customer:

•

lands on the website,

•

finds the product they want,

•

orders the product and pays for it

•

and gets a sales order confirmation.

This is the Level 1 Happy Flow - this is the Foundation. If the shop is not available then our

Sales Tribe must fix it as its #1 priority.

Once this determined we can also set and agree relevant Level 1 Shop KPIs:

•

Uptime

•

Response Time

•

#errors per 1000 transactions

•

etc.

Now that the Shop is defined lets define the Tribe who is Accountable for it. This means

ownership and also freedom within a framework i.e. How they operate the value stream is

up to the Tribe

So a Tribe is made up of a Business Owner (Sales), a Product Owners (web and app) and a

Service Owner (from shared services i.e. finance/Tech etc.)

Note in this example we have multiple Product Owners. We may also have multiple Service

Owners and Business Owners depending on the size and complexity of the business.

You will also find that for example Product Owners are across multiple Value Streams.

This is OK - the critical element is defining the Tribe that is Accountable for the Shop.

Repeat this exercise for each Value Stream until you have them all with Foundational Shops

and Accountable Tribes.

This setup has the benefit that the Run (or Operational) part is now baked in so that fixes are

Foundational and ahead of features. In Traditional Agile this is a really big problem that we

see especially in new transformations.

These value streams are hyper focused on the customer and also efficient in terms of

resourcing which happens within the Value Stream.

Domains

A Domain is where related work occurs:

•

Business Domain

•

Operations Domain

•

Shared Services Domain (HR, Legal, Tech, Finance)

Each Value Stream belongs to a Domain - here is the Universal Customer Journey L1 mapped

to domain:

Pre Sales - Business Domain

Sales - Business Domain

Delivery - Operations Domain

Loyalty - Business Domain

Supporting all these Domains is Shared Services

Domains allow logical grouping of Work, Tribes, Resources and ways of working. The

organization may also prefer to budget by Domain depending on its maturity. In this case

note Shared Services which indirectly powers the customer journey but also have there own

Master Journeys:

•

Order to Cash

•

Source to Pay

•

Employee Journey (Awareness to final pay)

•

Transaction to Report

Congratulations this is the new Value Driven Agile (VDA) framework which is deeply linked

to the Customer Journey and is efficiently organized by domain to recognize where the

work occurs. Each Value Stream has a Foundational Shop with a accountable Tribe dedicated

to it.

Now we will setup how to organize the Work we will bring to this structure via Big Room

Planning. But first we have to create a backlog per Domain and prioritize the Work

A shown below we gather work by domain and then rank it - the end result is the input list of

work items for Big Room Planning

Next we execute Big Room Planning with the tribes either arranged by Value Stream or by

Domain. This choice depends on many factors such as the maturity of the Agile

transformation and the size of the business.

Because the prioritized work list is already organized by Value Stream it is easy to divide for

BRP. Then BRP completes and the commitment by the tribes is made to the prioritized items

that are accepted into BRP for the next period. The work is then executed and deliver and

next step would be recorded demos and then retros to improve our ways of working for the

next BRP.

How Value Streams fit into C level annual planning

and Budgets (the dreaded B word)

Every year most corporates do Budgets. Using the VDA framework you can now link the C

level strategies into the Value Streams which will then allow the work to be prioritized into

BRP.

Lets check it out:

Here is our universal customer journey:

And now we can get all the C level execs to produce the North Stars and relevant Themes or

Epics of the improvements they want for the next year.

So lets imagine that our C level Sales Chief wants to start a whole new customer channel

next year for B2B sales.

We can now look at that high level requirement and know that we will need to change the

Pre Sales value stream (to market and drive B2B sales).

We will also have to change our Sales value stream to support B2B Sales and we will def

have to change the Delivery Value stream as now it will be delivering to Businesses. ANd

finally the Loyalty value Stream will need to support recognizing B2B customers.

So we can easily triage the C level requirements into the relevant value streams and after all

the C level execs have loaded there requirements in total we can then look at how that will

land per Value stream and ensure its how the C level wants it. i.e. if 80% of our budget for

next year is in Sales but no other value stream we probably wont want that as its too

lopsided. If there is no new projects going into Loyalty for example that provably is not what

was intended. In short this approach ensures that strategic items land in value streams and

we can double check what the total effort looks like and where the money is going before

doing any other steps.

Once this is set the teams in the relevant Value Streams can then add the details and create

the user stories as needed in the BRP prioritization process.

Next - the budget “buckets” allocated either by Domain or by Value Stream are then tracked

at every Big Room Planning (BRP). So that the financial accountability is baked in.

Implementation of VDA - lets eat the Elephant

So - how do we adopt this VDA Framework in logical steps as its too massive to adopt in one

go.

We solve this by breaking the VDA Framework into 2 phases:

•
V1 C level buy in.

•
V1 Agile training for everyone and then mandatory adoption of either Kanban or Scrum

and mandatory adoption of tooling (Slack, Jira and Confluence). Training to include

Definition of Ready and Definition of Done, Also executing Demos and Retros on work

completed.

•

V1 Agile Training in Big Room Planning and Prioritization

•

V1 Execute first company wide Big Room Panning (V1 Deliverable)

•

V2 Setup Value Streams, Shops, Tribes and Domains

•

Classify all work as Foundational (shop work), Activation (features or changes) and

Innovation (only 1 item per Domain)

•

Enhance the BRP Prioritization to have a standard way to assign Value to a work item

and introduce a Definition of Ready and Definition of Done for all items.

•

V2 Execute first company wide Big Room Panning (V2 Deliverable)

Voila !! this is full VDA - rinse and repeat!!!

How does VDA compare to other Agile Frameworks

Value Driven Agile (VDA) offers several distinct features when compared to traditional agile

frameworks such as Scrum, Kanban, and Scaled Agile Framework (SAFe). Below is a

comparison of VDA against these frameworks:

1. Scrum

- Focus: Scrum emphasizes delivering increments of a product in iterative sprints (typically

2-4 weeks), focusing on cross-functional teams and strict roles like Product Owner, Scrum

Master, and Development Team.

- Planning: Scrum uses Sprint Planning and Retrospectives, where work is planned and

executed in short cycles.

- Prioritization: The Product Owner prioritizes the product backlog, and teams select tasks

during Sprint Planning.

- Accountability: Scrum teams are accountable for completing tasks within the sprint,

focusing more on new features than operational stability.

- Differences: VDA, in contrast, brings operational accountability through the "shops"

concept, where foundational work (fixes and stability) takes priority over feature work. It also

integrates large-scale planning (Big Room Planning) better than Scrum’s smaller planning

sessions.

2. Kanban

- Focus: Kanban is a flow-based system designed to visualize work and limit work in

progress (WIP). It focuses on continuous delivery rather than time-boxed sprints.

- Planning: There is no formal sprint planning or retrospective; the focus is on continuous

improvements.

- Prioritization: Tasks are prioritized as they enter the system, and teams pull new tasks as

they have capacity.

- Accountability: Kanban doesn’t emphasize specific roles like Scrum, but teams are

responsible for keeping work flowing.

- Differences: VDA incorporates elements of Kanban's flow-based work but structures this

within value streams, which are aligned with customer journey stages, providing more

structure and accountability. While Kanban allows fluid movement of tasks, VDA focuses on

ensuring both operational stability and new features are handled efficiently through Tribes

responsible for both domains.

3. Scaled Agile Framework (SAFe)

- Focus: SAFe is designed to scale agile practices to large enterprises. It builds on Scrum

and Kanban principles but includes additional layers for portfolio, program, and team-level

work. It emphasizes alignment, collaboration, and delivery across multiple teams.

- Planning: Uses Program Increment (PI) Planning, a large-scale planning event similar to

VDA's Big Room Planning.

- Prioritization: Prioritization in SAFe is often based on economic factors and is handled

across the portfolio level.

- Accountability: SAFe uses Agile Release Trains (ARTs) to synchronize the efforts of

multiple teams towards shared objectives, with specific roles like Release Train Engineer to

guide delivery.

- Differences: VDA’s Big Room Planning and Value Streams are similar to SAFe’s Program

Increments and ARTs, but VDA places greater emphasis on customer value. VDA’s use of

"Shops" ensures operational stability, a notable gap in SAFe where teams may focus more on

delivering new features rather than maintaining existing systems. Additionally, VDA has a

more structured way of linking C-level budgeting to value streams, giving more financial

transparency compared to SAFe.

4. LeSS (Large Scale Scrum)

- Focus: LeSS is a scaling framework built around Scrum principles. It focuses on simplicity

and attempts to scale Scrum by having multiple teams work together on a single product

backlog.

- Planning: Planning is distributed among teams, and there is coordination across the teams

in multi-team sprint planning.

- Prioritization: There is a single Product Owner who prioritizes the backlog for all teams.

- Accountability: Teams share accountability for completing the work, and coordination

across teams ensures alignment.

- Differences: While LeSS tries to scale Scrum with minimal changes, VDA introduces a

more robust, structured approach through domain-based work, ensuring operational fixes

and new features are both part of the agile workflow. VDA’s use of value streams across the

customer journey brings a more business-centric focus, compared to LeSS’s team-centered

approach.

5. Disciplined Agile (DA)

- Focus: DA is a toolkit rather than a strict framework. It allows organizations to pick and

choose different agile practices (Scrum, Kanban, Lean, etc.) based on their needs.

- Planning: DA uses a flexible approach to planning, allowing teams to decide based on

the context (e.g., continuous delivery with Kanban or iterations with Scrum).

- Prioritization: Teams prioritize based on value delivery, context, and customer needs,

using different strategies (e.g., cost of delay, business value).

- Accountability: Accountability varies as DA provides multiple approaches for roles,

governance, and decision-making.

- Differences: While DA is highly flexible, VDA predefines structures like value streams,

shops, and tribes to give a clear framework for implementation. VDA is more prescriptive in

how it handles alignment with customer value and C-level strategy, making it easier to apply

for organizations needing strong guidance.

---

Summary of Key Differences:

- Customer-Centric Focus: VDA stands out for its direct linkage to the customer journey.

While frameworks like Scrum, Kanban, and SAFe focus on delivery efficiency, VDA integrates

customer experience into its value streams, ensuring every step from awareness to

advocacy is optimized.

- Operational Accountability: VDA introduces "Shops" responsible for operational fixes,

ensuring that maintaining system stability is prioritized ahead of feature development. This is

not explicitly baked into Scrum, Kanban, or even SAFe at the same level.

- Big Room Planning and Budgeting: VDA uses Big Room Planning to align work across

value streams and domains, similar to SAFe’s Program Increment Planning but more tightly

integrated with C-level strategies and financial accountability.

- Financial Alignment: VDA explicitly ties agile work to C-level budgeting through value

streams, ensuring that strategic priorities are reflected in day-to-day agile

activities—something other frameworks don’t address as deeply.

VDA provides a holistic approach to scaling agile while ensuring that customer value,

operational excellence, and C-level alignment are built into the process.

Summary of VDA Advantages

1. Customer-Centric Focus for Greater Business Value

- VDA’s Core Advantage: VDA is built around customer-centric value streams, which map

directly to each step of the customer journey, ensuring that everything we do is aligned with

delivering value to our customers.

- Business Impact:

- By focusing on customer satisfaction and aligning all our work to specific value streams

(Awareness, Purchase, Delivery, etc.), we ensure that our digital transformation directly

benefits our bottom line.

- This approach helps us measure success not just by speed of delivery (as in traditional

Agile) but by the real business impact—increased sales, higher customer retention, and

improved brand loyalty.

- Competitive Advantage: Our focus on continuously optimizing the customer journey

positions us ahead of competitors who may focus solely on operational efficiency without

the same level of customer insight.

2. Integrated Operational Stability (Run & Fixes)

- VDA’s “Shops” Concept: VDA includes operational stability ("Run") by making each value

stream accountable for both features and fixes. Every value stream has a foundational shop

responsible for keeping core systems running smoothly.

- Business Impact:

- Traditional Agile often emphasizes feature delivery and product velocity, which can lead

to technical debt and operational issues. VDA, on the other hand, bakes quality into the

process, ensuring that operational fixes are always prioritized.

- This reduces downtime, enhances system reliability, and improves the overall customer

experience.

- Long-Term Cost Savings: By integrating operational fixes into the value streams, we avoid

costly firefighting and ensure that maintenance doesn’t fall behind new feature

development, leading to fewer interruptions in service.

3. Alignment with C-Level Strategy and Budgeting

- VDA’s Strategic Alignment: VDA directly links our C-level strategic goals to value streams

and operational plans. Our leadership’s North Stars (long-term strategic priorities) are

directly mapped to value streams, ensuring every initiative supports our broader vision.

- Business Impact:

- This strategic alignment ensures that our digital transformation isn’t just an IT-driven

initiative but is fully embedded in our company’s strategic goals—whether it’s increasing

market share, entering new markets, or improving customer service.

- Financial Accountability: VDA introduces financial accountability through its structured

approach to budgeting. Resources are allocated to each value stream, and progress is

tracked, ensuring that we stay on budget and prioritize high-value initiatives.

4. Big Room Planning (BRP) for Cross-Functional Alignment

- VDA’s BRP vs. Traditional Agile: Traditional Agile frameworks like Scrum often focus on

team-level planning. While this works well for small teams, scaling this across multiple

departments can lead to silos and misaligned priorities. VDA’s Big Room Planning (BRP)

brings together cross-functional teams and leaders from all value streams and domains for

unified, strategic planning.

- Business Impact:

- BRP ensures that all teams are aligned and working toward shared goals, which

eliminates the fragmentation that can occur when different departments operate in isolation.

- With everyone in the same room (or virtual room), we can make decisions faster, align

priorities across the business, and ensure that work is sequenced to deliver maximum value.

- Employee Engagement: From a staff perspective, BRP fosters a sense of inclusion and

empowerment. Employees from different teams and departments get the chance to

contribute to strategic planning, which increases their buy-in and ownership of the

company’s goals.

5. Enhanced Employee Retention and Job Satisfaction

- Operational Fixes as a Priority: VDA recognizes that operational fixes are essential to the

long-term health of the business. By ensuring that teams aren’t constantly chasing new

features at the expense of fixing bugs and maintaining systems, VDA creates a healthier

work environment.

- Employee Retention:

- In traditional Agile, employees often face burnout from unrealistic deadlines or constant

pressure to deliver new features. VDA’s focus on operational stability, work prioritization,

and balance between fixes and features leads to better work-life balance for employees.

- This makes VDA attractive for staff, reducing turnover, as employees feel they are

working in an environment where quality is prioritized and burnout is minimized.

- Skill Development and Growth: VDA encourages employees to be involved in multiple

aspects of a project (feature development, fixes, planning), which broadens their skill sets

and helps with professional growth, increasing their satisfaction.

6. Cultural Transformation and Improved Company Culture

- VDA’s Empowerment of Tribes and Shops: VDA’s structure empowers cross-functional

tribes to take full accountability for value streams. Each tribe has autonomy over its

processes, which fosters a culture of ownership and innovation.

- Cultural Benefits:

- Traditional Agile can sometimes limit teams to small, incremental improvements

without seeing the bigger picture. VDA changes this by ensuring that each tribe is

responsible for delivering end-to-end value across the customer journey. This cultivates a

culture where teams feel a sense of ownership over the customer experience and business

- Improved Collaboration: The focus on cross-functional value streams and domains

breaks down silos, enhancing collaboration across different teams. This leads to a more

unified company culture, where everyone is working toward the same goals.

- Fostering Innovation: With VDA, employees have the freedom to contribute to

innovation, not just in delivering features but also in improving operational processes,

optimizing value streams, and contributing ideas during Big Room Planning.

7. Scalability and Adaptability

- VDA’s Flexibility for Growth: As a company of 500 employees, we need a framework

that can scale with us as we grow. VDA’s focus on value streams and cross-functional tribes

makes it easily scalable across departments and business units.

- Business Impact:

- If we grow into a larger enterprise, VDA can scale by adding more value streams and

expanding tribes. Its modular nature ensures that it remains adaptable to changing business

needs, whether we are expanding into new markets or launching new products.

- This scalability makes VDA a future-proof solution, so we won’t need to undergo another

framework change as we grow.

8. Improved Decision-Making with Real-Time Prioritization

- Data-Driven Decisions: VDA incorporates real-time prioritization of work, focusing on

delivering the most valuable features or fixes at any given moment. This contrasts with

traditional Agile, where planning is often fixed for an entire sprint or iteration, making it

harder to adapt to changing market or business conditions.

- Business Impact:

- VDA’s approach ensures that our digital transformation remains agile and adaptive to

market changes. We can prioritize features that drive the most value in real-time, which is

crucial for staying competitive in today’s fast-paced digital landscape.

- This flexibility leads to faster time to market for important initiatives and quicker

realization of business value.

9. Continuous Improvement with Retrospectives and Feedback

- VDA’s Continuous Improvement Cycle: VDA incorporates frequent retrospectives and

feedback loops at both the team level and the value stream level. This ensures that we are

continuously learning from both successes and failures.

- Business Impact:

- By having built-in retrospectives that focus on both features and operational work, we

ensure that our digital transformation is always improving. This leads to higher efficiency,

reduced waste, and faster problem resolution.

- Teams are more proactive in identifying areas of improvement, leading to better

products, services, and customer experiences.

---

VDA Takeaways:

1. Customer-Centric Value Delivery: Every initiative aligns with customer value, ensuring

business outcomes improve.

2. Operational Stability and Reduced Technical Debt: VDA’s focus on operational fixes

ensures a stable foundation for growth, reducing long-term costs and improving system

reliability.

3. C-Level Alignment: The direct link between leadership’s strategic goals and value streams

ensures that every project supports the overall business vision.

4. Cross-Functional Collaboration: Big Room Planning and value stream accountability foster

alignment across departments and reduce silos.

5. Employee Retention and Job Satisfaction: VDA’s balanced focus on features and

operational fixes, along with cross-functional roles, creates a healthier work environment and

greater employee satisfaction.

6. Cultural Transformation: VDA fosters a culture of ownership, collaboration, and innovation,

improving company culture and reducing turnover.

7. Scalability: VDA’s flexible structure makes it easy to scale as the company grows, ensuring

it remains relevant and adaptable.

8. Agility in Decision-Making: Real-time prioritization allows the company to remain

competitive and responsive to market changes.

9. Continuous Improvement: Feedback loops and retrospectives ensure that our

transformation is always moving forward, optimizing both processes and outcomes.

VDA - an Enabler to true Digital Transformation

•

IMAGINE your Digital Customer

•

BECOME a Digital Business

•

MAXIMIZE your Digital Operations

•

ACHIEVE your Digital Employee
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