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Tasktop helps software delivery organizations deliver more value to the business by learning to measure 
the right things and using that data to make better decisions.

In Enterprise IT, data is scattered across many specialized tools used by the software delivery practitioners 
to plan, build and deliver software. Through integration, Tasktop enables organizations to generate insight 
into how fast they’re going and where work is slowing down. Tasktop connects the tools that house the 
data of your end-to-end value streams, capturing and modeling the digital footprints of the actual work. 

Utilizing its Enterprise Data Stream integration style, Tasktop traces flow across all your teams, tools and 
processes. It relates all the individual bits of work into a measurable stream of activity.

The resulting Flow Metrics measure software delivery performance per value stream, in abstracted terms 
that IT and business leaders can relate to and that can be easily correlated to business outcomes.

Tasktop Integration Styles
Synchronization
Bi-directional artifact flow between collaboration tools

Gateway
Event-triggered artifact creation or modification

Enterprise Data Stream
Artifact activity event stream for reporting

A Focus on Value Delivery 
Demands End-to-End Reporting
With every industry embracing the idea that customer experi-
ences will drive their success, software delivery organizations 
are now being measured by the customer value they deliver. 
The CEO, board and entire executive team measures IT’s perfor-
mance in terms of business outcomes (e.g., subscription revenue, 
cost savings, product quality or employee happiness).

In a software delivery organization, no single tool or application 
suite can support all the nuanced and specialized work that 
creates a software product. This work is undertaken by disparate 
teams that collaborate to develop and deliver internal and cus-
tomer-facing products in their own tool-of-choice. In lieu of one 
tool, cross-tool data integration is crucial for painting a complete 
picture on how fast value is being delivered – and where work is 
slowing down. 

If captured correctly, correlated and normalized, the ground truth 
of the activity taking place within tools (and flowing between 
them over the rails of your integration infrastructure) can provide 
the visibility and insight to support data-driven decision-making.  

The Necessity of Integration
PMOs, product owners, 
business analysts, architects, 
UX designers, developers, 
testers, operations, help desk, 
security officers - each and 
every one of them performs 
a unique job. They need to be 
supported by specialized tools 
that make their work possible. 
Thus, integration plays a 
critical role tying all these 
specialized tools together 
and making them work 
like a single well-oiled 
machine. Information flows 
automatically from tool to tool, 
specialist to specialist, pushing 
work along to the next step in 
the workflow.



Pre-optimizing Data for Reporting with Models
When the data essential to value stream reporting is stored piecemeal across several tools and reposito-
ries (each with their own taxonomy of projects, fields, and values), how can you get clean, normalized, and 
well-architected data for reporting in near real-time? 

How can IT and business leadership view reports on the rate of value delivery without a 3-week delay, while 
a team of full-time data analysts toils to align and correlate the data?

The answer is models. Models standardize data for easy, cross-tool value stream reporting. 

Models standardize the information in your repositories into archetypes of business value, which express the 
organizational consensus of the data package you need to report on. Some examples of models include stories, 
defects, tasks, changesets, releases and incidents.

Models help organizations “strip out the noise” and concentrate on the essential information you would need to 
know and measure. As artifact data flows between tools and into a reporting database, it is aligned to a model. 

Software delivery toolchain integration flows rich product 
lifecycle data between specialized tools and accelerates value 

creation, with many benefits:

Eliminates overhead 
and duplicate data entry

Accelerates 
delivery speed

Enhances cross-team 
collaboration

Improves time to 
Value and mean time 

to resolution

Enables end-to-
end visibility and 

measurement

Creates traceability for 
compliance and continuous 

improvement

The model distills artifact data from 
any repository into a standard shape 

and form, with a fixed set of fields 
and possible values.
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Abstraction to Models Bridges the Gap between IT and the Business 
One of the most prominent challenges software delivery organizations have is communicating with the busi-
ness. Engineering teams are so used to talking in story points and T-shirt sizes, they’ve forgotten that those 
terms don’t mean much to business stakeholders or the CFO.  

With software delivery becoming so crucial and central to the business, it’s time to start unifying around mutu-
ally understandable business terms. 

Customers explicitly or implicitly pull four types of value from the software delivery value stream that cor-
relate to business outcomes. Any task or effort a software delivery organization undertakes can be catego-
rized as one of these core flow items. 

These are the four flow items: 

Measuring flow for these mutually exclusive and collectively exhaustive types instantly up-levels the conver-
sation between technology and business leaders. 
• Features - are we generating new value for our customers?
• Defects - are we providing good quality and a high level of performance?
• Debts - are we paying back our tech debt at a reasonable rate? 
• Risks - are we securing our products and services against hacks and breaches?

Models enable IT and the business to have discussions about flow, speed and prioritization of these four 
types of value. Individual units of work (stored and processed in different ways across myriad tools) are 
standardized into a coherent set of fields that can be consistently measured and mapped to a flow item (e.g. 
stories to features, bugs to defects, security fixes to risks, tasks to debts, etc.).

Having done this modeling, you remove the need for specialized ETL processes and transformations to nor-
malize your value across repositories.

Flow Metrics for Data-Driven Decision Making
Every IT organization gathers hundreds of metrics, metrics that typically measure improvements in process, 
productivity, quality, cost, revenue or adherence to standards. Yet all too often leadership feels like it cannot 
see the forest for the trees, cannot see the full picture to make the right decisions. There is a gap in the abili-
ty to see the end-to-end performance of the software delivery organization and identify what is constraining 
the system from achieving its business outcomes. 

Flow Metrics1 fill that void, by providing a unique set of end-to-end metrics, per product value stream, that 
measure the rate of value delivery as correlated to desired business outcomes. Flow metrics help identify 
and solve the system’s bottleneck, eliminating inefficient local optimizations. They also provide a historical 
view of your performance, so you can understand how choices and changes impacted your flow.

There are five flow metrics that measure how value flows through a product's value stream. They are calcu-
lated on the four flow items defined in your models: features, defects, debt, and risk. 

 
1 The Flow Metrics are a critical component of the Flow Framework™. The Flow Framework™ was created by Tasktop CEO Mik 

Kersten and outlined in his book Project to Product, How to Survive and Thrive in the Age of Digital Disruption with the Flow 
Framework. Learn more at flowframework.org.



The Flow Metrics are:
• Flow Velocity gauges whether value delivery is accelerating. Flow velocity is the number of flow items of 

each type completed over a particular period (also referred to as throughput).
• Flow Distribution helps prioritize specific types of work during specific time frames to meet a desired 

business outcome. Flow distribution measures the ratio of the four flow items completed over a particular 
window of time. 

• Flow Time can identify when time-to-value is getting longer. Flow time measures the time it takes for flow 
items to go from ‘work start’ to ‘work complete’, including both active and wait times. 

• Flow Efficiency can identify when waste is increasing or decreasing in your processes. Flow efficiency is 
the ratio of active time vs. wait time out of the total flow time. 

• Flow Load monitors over and under-utilization of value streams, which can lead to reduced productivity. 
Flow load measures the number of flow items currently in progress (active or waiting) within a particular 
value stream. 

Tasktop provides the normalized event stream for calculating flow metrics. Organizations can use standard 
reporting tools, like Tableau, to create flow metrics dashboards, as seen in the illustration below.

Sample Flow Metrics Dashboard

How are Flow Metrics Dashboards Different from Other Multi-Source Dashboards?
Other multi-source dashboarding tools like Hygeia display metrics from discrete data sources (individual 
tools) in a single dashboard, with a widget dedicated to each data source. Each widget represents a subset of 
the value stream activity and can provide some insight for local optimizations. These metrics include things 
like story points delivered, commits per project, test case coverage, build success rate, release duration, and 
deployments per day.

Good measures of a process are helpful to monitor the performance of a specific activity, but they usually 
don’t help IT and business leaders optimize the system’s performance as a whole, from customer request to 
delivery. 

Tasktop models the data across your entire value stream to produce end-to-end flow metrics, from customer 
request to delivery, which abstract away the technical infrastructure of tooling. It looks at the output – what 
is being delivering – and at the system’s constraints. This approach allows for continuous optimization in the 
pursuit of achieving greater and greater value to the organization, faster.
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Accelerating Flow is Similar to Optimizing Traffic En Route to a Destination

An organization’s objective is to get the most units of value from the starting point to the finish line. There 
are five data points that can guide you: 
1) Based on previous performance, how long do you expect it to take? Can you become more predictable in 

your time to market forecasts? The metric you need is flow time. 
2) Based on your priorities, how many flow items of each value type do you want to deliver and how will you 

allocate resources accordingly? How would you set the strategic direction for the value stream? That’s 
flow distribution. 

3) Based on your capacity, where should you set the limits on the number of concurrent flow items in 
progress? At which point are teams slowing down due to too much work in progress? That’s flow load.

4) Based on the proportion of time your flow items are waiting – like cars in a traffic jam – where are your 
bottlenecks? The metric you need is flow efficiency.

5) At the end of a reporting period, when you’ve reached that finish line – how many flow items were 
actually completed? That’s your productivity measure, called flow velocity. 

When you calculate flow metrics on an ongoing basis, your decisions are informed not only by your inten-
tions but by your actual performance in previous periods.  
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How to Generate Flow Metrics with Tasktop
Flow metrics are within every organization’s reach when following a step-wise approach: 

Step 1: Connect the software delivery toolchain
Connect the best-of-breed tools your teams use to ideate, create, release and operate your products. Integrating the 
tools makes it possible to pull together all the pieces needed to create a single view of your flow. It also serves to re-
move waste, in the form of non-value adding work, from your processes.

The more tools you connect, the more accurate and actionable the information. Hence, it’s important to connect the 
maximal set of tools that can trace work from inception to production, and then back through the feedback loop (e.g., 
production incidents, support tickets).

Step 2: Model the artifacts and activities
Every tool has its own taxonomy and workflows. Standardizing data through models will architect it for reporting 
on flow and create traceability between related work items. Models also provide the classification of work into the 
four flow items and all the various artifact states into just four abstract states – new, active, waiting and done. That’s 
what makes it possible to unify all data across the multiple sources so you can effortlessly generate near real-time 
flow metrics. 

Step 3: Model your products
The next step is defining which data sets from within your tools constitute a product, to create Flow Metrics per prod-
uct value stream. Modeling the product carves out the data of a single product, as seen by the business, so that it can 
be measured and correlated with desired business outcomes. 

Step 4: Generate your flow metrics dashboards
Flow metrics dashboards can be generated in your reporting tool of choice, like Tableau. The integrated and modeled 
data is provided by Tasktop’s event stream, which feeds the reports in near real-time.  

Why Tasktop?
Tasktop has been serving the IT organizations of the Global 2000 for over a decade, and over that time 
we’ve understood their need for powerful reporting, rapid scaling, and the ability to add new tools without 
disrupting workflow. Over the last ten years, we harnessed our experience and expertise to continuously 
finetune our sophisticated integration technology to develop the pioneering Tasktop Integration Hub. Today, 
it is the only model-based integration platform for software delivery value streams. 

Tasktop’s unique model-based integration flows data between tools to eliminate waste in your value stream. 
Through this process, Tasktop captures, normalizes and abstracts the data from the tools themselves into a 
modeled event stream to produce Flow Metrics, helping you to access meaningful data that will help you make 
better strategic IT decisions to propel your business’s digital transformation. 
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