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A better understanding of how to:

Learning
Outcomes

1. Drive system improvement by telling
stories with metrics
2. Have more productive conversations
with team members and leadership
3. Get the right support for change

Agenda

1. What Is the Urgency Index
2. Storytelling with Metrics
3. Short Workshop: Build Your Own Story
4. Guiding Principles
5. Questions and Discussion

The Agile Metrics Challenge

Velocity

Lead time
Overtime

Team NPS
WIP
Predictability

Cyclomatic Complexity

Defect Leakage
Variability
Cycle Time

Unplanned work
Build Failures
Unit test coverage %

What is the Urgency Index?
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The
Urgency
Index

Help Me Describe this Enterprise

• Waste!
• Grooming too soon/too much

• Context switching
• High WIP
• Quality suffers
• Stress: teams always feel behind

Why Is the Urgency Index so
Persistent?

• Leadership committed to a “date”
for delivery without knowing the
complexity
• Management wants the teams to
feel endangered
• The team is ambitious and really
wants to push themselves

Storytelling with Metrics

• Tables and graphs alone are easy
to forget.
• People will remember a good story
• Good stories are easily retold
• Metrics give confidence that the
story is true

*HBR “Storytelling that Moves People”, June 2003

"... if you do succeed in persuading them,
you’ve done so only on an intellectual basis.
That’s not good enough, because people are
not inspired to act by reason alone.“*
-Robert Mckee

Building Your Story with Metrics
• What other metrics help tell your story?
• Inverse relationship metrics
• Correlative relationship metrics
• What is the historical trend?
• Up vs down?
• Accelerating vs decelerating?
• Recent changes impacting metrics
• Future changes needed/anticipated
• What are the qualitative factors that we
need to consider?
• How does this metric impact business
objectives?
• Remember: “Data is exhaust, not fuel”

The storytelling Canvas

•
•

Why does we care about the metrics?
How does the intended outcome connect
with business objectives?

Intended Outcome

•
•
•
•

What can we measure?
How can we visualize progress?
What is the current data say?
What are the potential causes?

Potential Measures

•
•

Who can help?
Who has the authority/influence that
you need?

Audience

•
•
•
•
•
•

Set the stage for the story
What are the successes (protagonists)?
What are the roadblocks (antagonists)?
How is the problem being solved?
Who needs to help along the way?
What is the call to action?

Story Plan

What questions are
we trying to answer?

•

Blind Spots

•

•

•
•

Call to Action

•

How will we know we’re on the
right track?
Why aren’t we meeting objectives?
How could these metrics give a
misleading view?
How could these metrics be misused?
What might suffer if we over-focus on
these metrics?
What do we want people to do?

The storytelling Canvas

Intended Outcome

What questions are
we trying to answer?

Potential Measures

Blind Spots

Audience

Call to Action

Why
What

Who

Story Plan

How

The Urgency Index Story

Business Outcome
Predictable team delivery that would allow more
accurate release forecasting
Potential Measures
Velocity
Release Burn up chart
Urgency Index
Rework
Audience
Characters: Development Managers and Product
Management

What questions are we trying to answer?
Why are the teams consistently missing PI
commitments?
Blind Spots
Risk sacrificing quality for speed, easy to manipulate
Could add more pressure to overcommit
Doesn’t show impact to release schedule
Lots of potential reasons for why rework is happening
Call to Action
Short term - Reset delivery expectations to match
historical capacity
Long term - Prioritize finding sustainable ways to add
capacity

Story Plan
Characters: Teams, Release Trains, Managers
Metrics: Use a combination of Urgency Index and Release Burnup chart
Roadblocks: Teams don’t feel “safe” to make realistic commitments, wasting time (that they don’t have)
grooming work that won’t be worked in the near term

Workshop

•
•

Why does we care about the metrics?
How does the intended outcome connect
with business objectives?

Intended Outcome

•
•
•
•

What can we measure?
How can we visualize progress?
What is the current data say?
What are the potential causes?

Potential Measures

•
•

Who can help?
Who has the authority/influence that
you need?

Audience

•
•
•
•
•
•

Set the stage for the story
What are the successes (protagonists)?
What are the roadblocks (antagonists)?
How is the problem being solved?
Who needs to help along the way?
What is the call to action?

Story Plan

What questions are
we trying to answer?

•

Blind Spots

•

•

•
•

Call to Action

•
•

How will we know we’re on the
right track?
Why aren’t we meeting objectives?
How could these metrics give a
misleading view?
How could these metrics be misused?
What might suffer if we over-focus on
these metrics?
What do we want people to do?
What “quest” are we on?

Guiding Principles for Storytelling
with Metrics
• Know your audience and what’s important
to them
• Set the Context and Align the Audience
• Make a clear connection between metrics
and business objectives
• Organizational Vision or Strategic
Themes
• OKRS
• Major milestones
• Apply Systems Thinking
• Visualize the system - Analyze the
system (Value Stream mapping)
• Operational Review – regularly analyze
system performance
• End with a Clear Call to Action

Final Words

Remember: A hammer is a useful
tool for all sorts of things like
putting nails through wood –
but you can also use it to kill
someone.
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Building Your Story

