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3: Upstream Cadences

Same Different

Displays the

problem and

solution

options

visually

Goes

through a

series of

criteria check

A

committement

point before

Delivery starts

People delivering

the work can

contribute to the

Problem

Discovery

physcial vs

digital

a single board

that allows us

to walk right

to left

vs having to

go to 3 diff

boards to

move from

right to left

Trying to

solve

different

problems 

Visualisation

of your ideas

A visualisation

tool giving

visibility and

transparency for

all interested

parties

Bringing

reality to the
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Choose to do

the right

thing

Making work

for
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Exposing the

end to end

real work

OMG Luxon

is going to

have to write

it down

Idea

Technical

Discovery &

Understanding

Analysis and

Discovery

Epic for

Delivery

Delay

What is happening?

Determine

possible high

level technical

design

Determine

capability

and options

D1: should we

do it?

D2: when

should we do

it?

Generating

enough detail

to present to

Squads/Teams

for Planning

Exit Criteria

Technical

options

identified

Capabilities

identified

Epic defined,

clear 'user story',

effort limited to

'achievable in a

quarter'

Feedback Loop

Review

discarded or

arborted

items

Quarterley

Replenishment

Monthly

Review

Fortnightly,

Blocker

Review,

includes

CP

CP

CP

CP

Prioritised Problems

(5-10)
SRM: PM, PO, ELT

Upstream

Replenishment

Problem Discovery / Requirements

Gathering / Identify Risks,

Assumptions

with Stakeholders

sign off Requirements doc

(2-5)
Refinements

Solution Discovery / Technical

Design

with developers, ETL, architects

sign off DoR
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Doing Done

P1

Doing Done

Refinements Retros

Stand Ups
Reviews

Incoming Requests /

Problems

Idea

Strategic

Alignment

What & Why

Analysis

What is happening

Problem,

challenge or

opportunity

identifed

Assessing

what this

means to the

Strategy

New Run

Exit Critiera 

Driver or

owner to

move the

idea/option

forward

Context of

how this

aligns to

Strategic

Priorities

Trige

D1: should we

do it?

D2: when

should we do it?

Agreed

Governance

Aligned

Outcomes

(high level

value to be

achieved)

Content &

Reporting

Feedback Loops

CP

CP

CP

CP

Discarded Bin

Commitment Point

SDM: Team

Lots of ad-hoc

requests and

questions from

other people 

- Disruptive

Demand

No process in place

or documentation on

requirements so

team didn't know

what they need to do

- Speculative

Demand

Disruptive

Demand: 

No prioritisation

of tickets prior

to Planning

Speculatve

Demand: 

Items not linked

to strategic

priorities

Not enough

and thorough

testing 

- Failure

Demand

Failure Demand:

Not locking in

client details

once delivery

started

Disruptive

Demand: 

No prioritisation

of tickets prior

to Planning

Speculatve

Demand: 

Items not linked

to strategic

priorities

Failure Demand:

Not locking in

client details

once delivery

started

Feedback

Loops: 

Retros, Reviews

&

Replenishments

P3

Problem +

reason for

discarding

One Board per Project/Feature
One Board for all Ideas 

All Epics presented

to Teams/Squads

during Enterprise

Planning (Quarterly

Cadence)

CP

change in

mindset

it impacts

upstream

and

downstream

Weekly

Review

(blockers,

discarded,

aborted)

Monthly

Alignment

Quarterly

Strategy

Review 

Monthly

Operations

Review

And risk

Quarterly

Planning

(Service

Delivery

Review)

Car insurance

is a have, just

be a better

driver

Options give

you

something to

assess

Its about

choices on

incoming

work

Options, the

investigation

and

understanding

Real Options

have $$

value

Comes from

Medical

professional

Document all

ideas +

triage them 

D1: should we

do it?

D2: when

should we do

it?

P4

Triage:

resistance from

team saying it's

time

consuming

Policies:

Add Triage

as WoW,

processes

Feedback Loop:

At touchpoints

(eg: reviews,

planning) with

stakeholders

Shelve for later

Reason

for

Shelving

I see triage resistence

when the people think

they know the answers,

they think everyone

else  already knows.

For Squads/Teams it is

the same, it feels like

wasted effort

Policy:

We will verbalise

our agreement

and

understanding of

Triage

Strategy

Review

Review

requirements,

if still relevant,

else Discard

Feedback Loop:

Monthly

Planning

sessions to

review shelved

options

Timebox time

spent, weekly

review on

results

Conversaton

and

agreement

Operations

Review

$0 to

$128,000

Before we

invest too

much

Possibly

No, the more we learn the

closer it gets to

downstream.  Sometimes

work comes as highly

understood Run activities

(repeatable, cyclic,

predictable items), this can

bypass Upstream and go

directly to Downstream


