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A Software Factory is a combination of
people, process, and technology and
provides the ideal conditions for

continuously delivering valuable software to










How good ideas go badly wrong...

First come the innovators, who see opportunities
that others don't and champion new ideas that
create genuine value.

Then come the imitators, who copy what the
innovators have done. Sometimes they improve
on the original idea, often they tarnish it.

Last come the idiots, whose avarice undermines
the very innovations they are trying to exploit.

- Warren Buffet
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Redefining Our Goals

Increase Mission Capability

Mission Metric that Matters
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Redefining Our Goals

Increase Mission Capability

Delivering software quickly, reliably, and safely is at
the heart of technology transformation and
organizational performance.

We see continued evidence that software speed,
stability, and availability contribute to organizational
performance (including profitability, productivity, and
customer satisfaction). Our highest performers are
twice as likely to meet or exceed their organizational
performance goals.
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Redefining Our Goals

Lead Time

Deployment Frequency Speed

Mean Time To Restore =

Change Fail Rate Stability

Site Reliability Reliability
Increase Mission Capability Mission Metric that Matters
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The Mission Logic Model

RESOURCES OUTCOMES

Employees, The work A new feature What people What results
time, money they do do with it it generates
o o o
Execution teams tend to focus here The missing focus area Sr.leaders tend to focus here

Adapted from Josh Seiden and the Kellogg Foundation



Mission Improvement Framework

Current
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a Execute Initiatives
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Adapted from Toyota Kata by Mike Rother



Mission Value Stream Mapping

'[')“°°'“P'e‘e ] Multiple Systems A Exam Delays A Folicy e
ocn/Jmenla(\on & Manual Requests (Avg 38 days) Interpretation
(32%) Variance
s

Initial Review Evidence C&P Exam Rating Quality Peview Award & Benefit
& Intake Gathering Scheduling Decision & Approval Notification Delivered

B

Veteran
Submits Claim

Map the

O Veteran =0 ‘ G =0 1
o | | | | : current state

Cycle Time > > > 127 days
(Average) > 1day >> 3 days > 21days > 38days > 54 days > 7 days >> 3days
0 i T — & ————0————F——9
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Value-Add
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Mission Process Mapping
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A for Evidence C&P Exam Ready for
Claim Requirements Scheduling C&P Exam
Submitted No
Key Inputs Eo | ® | I Process Metrics p
@
e s Request from Veteran Review & c u r re n t st a t e
Claim application Veteran Provides Docs Quality Check Valid & 21 days

Complete? Avg. cycle time

Service records
(DoD)
-0

dical record: 35%
Medical records - N
| Rework rate
R Request Additional m A P\C:mman Rework s
Information issing signatures, outdates
Lay statements

records, unreadable files
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Domain Driven Design

(@ 7))

o
(Mo

ACTORS

COMMANDS

>-Jel-

W LA

(O

AGGREGATES

6? q

-)_@—)

| ]

ER

POLICIES
N,

@

DOMAIN EVENTS

READ MODELS —————— ¢

r— EVENT STORMING WORKSHOP ﬁ

3

</prodacity>

_____

Bounded Contexts
Clear boundaries, team focus

Ubiquitous Language Domain Model
Shared vocabulary Entities, value, aggregates
\ S J
7 e

o
N,
Context Map
Relationships & integrationsj

Subdomain Classifications
Core, supporting, generic

. J

\S

Domain Events
Key business facts in time
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User Journey Mapping

N
PERSONA GOALS
Veteran seeking disability Understand eligibility,
or benefits support submit correctly,
get a timely decision
N J
{ N

To

2

TOUCHPOINTS

VA.gov, forms, email,
phone, mail, support staff

S0] 00

EMOTIONS

Confused - Hopeful -
Frustrated - Anxious -
Relieved
\ J

-
VA VETERAN BENEFITS
e e e
Discover Gather Apply / Track Receive Use
Benefit Information Submit Claim Status Decision Benefit
Pe) ™
g & (R B[R EE
ACTIONS Search benefits Review eligibility Completeforms & ~ Check statusonline  Receive decision Access payments
on VA.gov &requirements submit claim or via hotline by mail or online or services
D : “What benefits “What do | “Did | ill this “What's “What does “How do | get
‘_J \ am | eligible need to out happening this decision what I'm
THOUGHTS i for2" apply?” correctly?” now?" mean?” owed?"
@ @ Positive |- - - - - -
i
I
@ Neutral |- - £
EMOTIONS :
® Negative |- - - - - _
i
PAIN = | Complex forms Missing or duplicate Long Unclear status
POINTS b and questions document requests waiting times and next steps
MOMENTS Clear status visibility Proactive updates & Simple, clear next steps
THAT MATTER builds confidence guidance reduce anxiety accelerate outcomes
\
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PAIN POINTS

Complex language,
duplicate requests,
long waits, limited visibility

OPPORTUNITIES

Clear guidance,
integrated data,
better updates,

simpler handoffs

Map the

current state




|dentify the constraint

@ here. declines here.

[ Add capacityJ [ \. Performance ]

Map the

current state
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Set the Target State

Add capacity System throughput
@o at the bottleneck.] [ ‘_l/_ll improves here.

S Roadmap the

target state

L

( )| I
OL Q | System throughput improves because you are adding capacity to the bottleneck. j}
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Hint: These are what your OKRs/OGSMs should be...

Add capacity System throughput
[ o at the bottleneck.] [ ﬁ improves here.

_-,@_, o [y @ ::1@__,@ & Roadmap the
T\ RN ST target state
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Impact Map

O R —@

Mission Impact : Actors: Who can Outcomes: How can they Outputs: What can we do
Why are we doing this? help us achieve this impact? help us achieve this impact? to encourage that?

The meaningful change The people and roles who The changes in behavior or results The products, tools, and actions
we aim to create. contribute to the outcomes. that lead to our mission impact. that drive the outcomes.

\ ) evidence checklist

Understands claim status Rteal“i'tne C':Bim ]
and next steps status tracker
Mo estincheddole V0% E ’o Proactive notifications ] Ro a d ma p t h e

(¢ . .
Submits a complete claim @ Guided online
= with the right evidence application
the first time
Metric: first-pass complete claims 60% - 85% Plain-language
~

@)
A

Veteran

LS

target state

requests within 7 days Secure missing-
document upload

& next-step guidance
3 Responds to evidence

30% faster
benefit approval
for VA disability claims

Metric: avg response time 14d - 7d

G . E A Unified claim and
Reviews claims faster evidence dashboard
- with fewer manual handoffs
Metric: touch time per claim J, 35% Automated missing-

O & document alerts

' N\
@ @ Makes more consistent, Decision support

. high-quality decisions rules and templates
VA CIalms Metric: decision rework § 25% — i <
processor 4 = Quality review
©  workflow
~
/' Prioritizes ready-to-decide
claims earlier g ;f: Readiness-based
Ell] Metric: straight-through approvals +30% = triage queue

2 J

</prodacity>



Impact Map

=N

Mission Impact :
Why are we doing this?

The meaningful change
we aim to create.

AN

Actors: Who can

help us achieve this impact?

The people and roles who
contribute to the outcomes.

©

Outcomes: How can they
help us achieve this impact?
The changes in behavior or results

that lead to our mission impact.

Outputs: What can we do
to encourage that?
The products, tools, and actions
that drive the outcomes.

®

30% faster
benefit approval
for VA disability claims
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VA claims
processor

Submits a complete claim
= with the right evidence
the first time

Metric: first-pass complete claims 60% - 85%
\

=

g

Guided online
application

N

7
A

Understands claim status
and next steps

Metric: status-check calls § 50%

3]

N

5/

L
A

Responds to evidence
requests within 7 days

ih
8 ;\)

Metric: avg response time 14d - 7d

[

Real-time claim
status tracker

.

= Plain-language
@ evidence checklist
il
—
(1]

Proactive notifications
& next-step guidance

:‘ 2 Secure missing-
1‘ document upload

2« Reviews claims faster
= o ) withfewer manual handoffs
= Metric: touch time per claim J, 35%

J

<

Unified claim and
evidence dashboard

8 Automated missing-
document alerts

Makes more consistent,
high-quality decisions

Q©

Metric: decision rework § 25%

N

Prioritizes ready-to-decide
claims earlier

D\
=
—

Metric: straight-through approvals +30%

J

Decision support
rules and templates

— Quality review
~(© workflow

A Readiness-based
A triage queue

W R\ . )

Roadmap the

target state




Impact Map

Hypothesis Statement:

We believe [output(s)] ol

target state

will drive [outcome(s)]

and lead to [mission impact].
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Impact Map

Hypothesis Statement:

We believe a plain-language
evidence checklist

Roadmap the

will increase first-pass target state
completions by 15%

and lead to 8% faster benefit
approval.
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Outcome Oriented Roadmap

DECISION
:’I FOUNDATION EVIDENCE FLOW CLAIM VISIBILITY
ACCELERATION
Actor Actor Actor Actor O
oreE o) o) O acim
(—\ ‘eteran m Veteran (—\ Veteran m processor MISSION
Outcome Outcome Outcome Outcome I M PACT
Submits a complete o Responds to Understands claim Prioritizes ready- Ac H I EVED
= claim with the right & evidence requests status and next steps = ? to-decide claims
@ evidence the first time within 7 days - ~~ earlier T
Metric Metric Metric Metric 3 0 /o p
First-pass complete Avg response time Status-check calls Straight-through
7 e {508 faster benefit target state
o0l 60%-75% () 10w e +30% ap I
prova
Outputs Outputs Outputs Outputs for VA disabil ity
Guided online == Secure missing- m Real-time claim ao Unified claim and claims
application = 0 document upload L status tracker oo evidence dashboard /
Plain-language o Automated missing- CO Proactive notifications = Readiness-based )
evidence checklist & document alerts & next-step guidance = @ triage queue |
=2 L

o—0—@—>

| Roadmap is sequenced by outcomes, not features.
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Project / Experiment Backlogs

Outcome-Oriented Roadmap

Subset of outcomes to hit 30% goal

Q22025 Q42025 Q12026
O (+] o 0 >
a \
@ Outcome - Automate g Streamline Evidence € Al-Assisted (% Workload Balancing Veteran Self-Service Data Sharing with
=i Document Classification | Requests (Subset) Decision Support & Smart Routing Status & Uploads DoD (Subset)
Metri -6 days -8 days -7 days -5 days -4 days -3days
il Metric ® in document intake ® in evidence cycle ® in review time @ queue wait time @ fewer inbound calls ® fewer data requests

O Status ° In Progress . Planned . Discovery . Discovery . Planned . Planned

s B - N E
come ic urren argef XeC u te
( E] Backlog Breakdown ® ?;dayst ‘ ;1 dayts - 13 u ;ys
-

Streamline Evidence Requests (Subset) ¢ Single Product Team

Initiatives

in evidence cycle
THEME EPIC :— STORIES STATUS
High-level capability Major feature or capability *==  Userstor am| Example spri
Auto-Generat ( )
2 : -Generate Asa claims processor, | want the system . .
Evidence Request Automation 1 ¢‘ Evidence Requests ] D ¢ toswgestrequiedevidencetasedan 5P D > @ roles enginefor claims types St
8 Reduce manual work and back-and-forth _> Use rules to generate precise, claim type and service history.

in evidence requests. personalized requests.

As a processor, | wanta one-Click way 3pts m ° VA profile data mapping
to send the evidence request to the veteran, Sprint 12

Dynamic Request Updates
@ Adjist requests based on

documents received As a processor, | want the system to

spts | (ED o Request template generator

Q Veteran Guidance & Clarity

Help veterans provide the right detect missing documents automatically. Sprint 13
evidence the first time.
6) External Source Integration Asa veteran, | want toreceive aclearlist 3 (7] S st assago iy ToDo
(" Ppullavailable records before of what | need to submit Speint1a

requesting from veteran.
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How To Decide Between Project / Experiment

> Customer
Online Image
Manipulation
Online Photo
Storage
£
®
E Execute
(]
g a0 o
3 Initiatives
Power
® Data Centre
2
E
Genesis Custom Built Product (+ rental) Commeodity (+ utility) Evolution

Simon Wardley @ https://medium.com/wardleymaps

</prodacity>



How To Decide Between Project / Experiment

Industrialised

o A
% Uncharted
&
AGILE / In-house
Strong
focus on reducing cost of change
c .
'S
o
g LEAN / Off the shelf product
§ Strong
focus on learning & reducing waste
SIX SIGMA / Outsource
Strong
focus on reducing deviation
o
=l
é :
Genesis Custom Built Product (+ rental) - Commodity (+ utility) Evolution

Simon Wardley @ https://medium.com/wardleymaps
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How To Decide Between Project / Experiment

Industrialised

Uncharted

Visible

Customer

Online Photo
Storage

Web Site

Execute

Initiatives

Doctrine

Use appropriate
methods

Value Chain

LEGEND

outsource to utility
suppliers, Six Sigma

use off the shelf
products, Lean

Q build in-house with agile Data Centre

techniques

Power

>

Commodity (+ utility) Evolution

Invisible

Genesis Custom Built Product (+ rental)

Simon Wardley @ https://medium.com/wardleymaps
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How To Decide Between Project / Experiment

h
Uncharted Industrialised

Visible
-3

Customer

Execute

Initiatives

Value Chain

Doctrine
Think aptitude and
attitude

Invisible

- Commodity (+ utility) Evolution
Simon Wardley @ https://medium.com/wardleymaps

‘Product (+ rental)

Genesis Custom Built
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Balanced Teams
Start small

Small, balanced teams of product, design, and engineering
—accounting for mission, users, and architecture—create
the best outcomes with the least risk.

Start with 1-3 teams deploying real working software to
solve a real problem for a real user in a real operations
environment.

@ PRODUCT @ DESIGN

PMs lead a team to deliver a product Designers focus on the collective
that creates meaningful mission value. experience of the product.

Masters of lean enterprise and own the value stream. Practice human centered design and design thinking.
They ask, “Will it help the mission?” They ask, “Does this solve a real user problem?”

</prodacity>

Customer
Need

® — VIABILITY

DESIRABILITY

{:@:} ENGINEERING

Engineers champion all technical
decisions for the product.

Practice Extreme Programming (XP) and own the
path-to-prod. They ask, “Is this feasible?”




Culture Change

OLD MODEL
Change thinking to
change behavior

WHAT
—o
WE DO

VALUES AND
—0
ATTITUDES
NEW MODEL
CULTURES —o Change behavior to
change thinking
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New Governance!

STRATEGY

STRATEGY

INPUT OUTPUT

REFINED BACKLOG

e e
o

GROWTH BOARD

®

4

EVIDENCE BASED
DECISIONS

FUNDING
ALLOCATION

BACKLOG OF
HYPOTHESIS AND PROBLEM
STATEMENTS

GROWTH BOARD
CUSTOMER

LEARN

&

PRIORITIZED LIST OF HYPOTHESIS
OPPORTUNITIES VALIDATION

i

GROWTH BOARD

((

s

LEARNINGS LEARNINGS
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Performance

Value =

Schedule * Cost



Mission Impact * Likelihood of Success

Value =

Time Delay * Effort * Sacrifice



Remember these, though?

Increase Mission Capability Mission Metric that Matters
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Elite Software Delivery Performance

PERFORMANCE DEPLOYMENT CHANGE LEAD CHANGE FAILED DEPLOYMENT

LEVEL FREQUENCY TIME FAILURE RATE RECOVERY TIME

Elite On demand Less than one day 5% Less than one hour

High Between once per day and | Between one day and one 10% Less than one day
once per week week

Medium Between once per week Between one week and one 15% Between one day and one
and once per month month week

Low Between once per week Between one week and one 64% Between one month and
and once per month month six months
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The Supporting IT Value Stream

Understand
the Charter &
Ideal State

Roadmap
the Target

Roadm

the Target
State

Understand
the Charter &
Ideal State

Current

a Execute Initiatives

2 L &

Current
State
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Continuous Delivery

Continuous Delivery (CD) is the ability to
get features, configuration changes, bug
fixes, and experiments into production
safely and quickly in a sustainable way.

Production is not an arbitrary
designation, it is the setting where
software is put into operation for its
intended uses by end users.

With validation O No validation
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Structured & Opinionated PaaS
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Bring your own / choose & configure

Provided

EKS/AKS

jldind

du
containe’ sche

yirtualizatio"”

Virtu:

alization

ocl-~

$|013U0D OOEL~



Continuous GRC & Paved Path-to-Production

@ Automatically
|

Configured

<|>

|
A
|

Static Code
Scanning

—@/ Gate Check

|
A

¢

Container
Scanning

l
g

Compliance

IL4 DEV

Dev Tools Containerized Apps SecRel Pipeline |—>

PaaS

(COTS + Common Services)

AWS (IL4)
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Signed for
Production

¢

Observability
Updated

IL4 TEST

0,

IL4 PROD

Dev Tools Containerized Apps SecRel Pipeline > Containerized Apps

PaaS

(COTS + Common Services)

PaaS

(COTS + Common Services)

AWS (IL4)

| AWS (IL4)




Summarizing

Mission Mapping

Understand
the Charter &
Ideal State

oadm
the Target

State

Operational
Acceptance
uonisinboy awo23nQ

Current
State

Software Delivery

<! Execute Initiatives

Path-to-Prod
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Al is Disrupting Each and Every One of These!

Understand
the Charter &
Ideal State

oadm
the Target

Current
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And These!
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Current
State

Map the
Current
State

Understand
the Charter &
Ideal State

Roadmap
the Target

Understand
the Charter &
Ideal State

Roadm.
the Target
State

/ "‘ Execute Inif
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a Execute Initiatives




Mission Impact [* Likelihood of Success

Value =

Time Delay * Effort * Sacrifice



General Stephen N. Whiting

General Stephen N. Whiting is the
Commander, U.S. Space Command, the 11th
unified combatant command.

General Whiting is responsible for defending
U.S. and Allied interest in the space domain,
providing space effects to joint warfighters
around the world, and protecting the Joint
Force from space-enabled attacks.

Within that responsibility, he leads over 18,000
Soldiers, Marines, Sailors, Coast Guardsmen,
Airmen, and Guardians operating ground and
space-based systems around the globe.



