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WORKSHEET · LEADING AGILE WHEN NO ONE AGREES · CHAPTER 2

Side Door Audit
A two-sprint log of every request that reaches your team outside the normal planning
process. Run it without announcing it. The goal is not to stop the side door, it is to see what
it has been carrying and what that says about the official one.

For two sprints, log every request that reaches the team outside refinement and planning. Direct
messages, hallway conversations, "quick favours", urgent bug fixes that bypass triage, requests
routed via a senior person who knew somebody on the team. Capture five fields per entry.
Patterns matter more than individual entries.

WHAT TO LOG

Date. When the request arrived, not when it landed in a ticket.
Requester. Specific person and their relationship to the team.
Channel. The route the request took. DM, hallway, email forwarded by a senior, etc.
Effort. A rough estimate in hours or points, recorded after the work, not before.
Displaced. What planned work moved or slowed because of this request.

DATE REQUESTER CHANNEL EFFORT DISPLACED?
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LOG, CONTINUED

Side Door Audit
Continue logging through sprint 2. Twenty entries is usually enough to see a pattern.

DATE REQUESTER CHANNEL EFFORT DISPLACED?
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ANALYSIS

After two sprints
Look for patterns rather than counting entries. Five questions, in this order. The first two are about
volume; the last three are about what the volume is for.

01. WHO USES THE SIDE DOOR MOST

Which two or three requesters account for most of the entries? Are they the same people who
hold most of the formal authority over your team's roadmap, or different ones?

02. WHICH TEAM MEMBERS PICK IT UP

Is the side-door work distributed evenly, or does it concentrate on one or two people? If it
concentrates, are those the people most senior, most agreeable, or most isolated?

03. WHAT IT IS DISPLACING

Stack the displaced work in your head. If you put all of it back into the sprint plans, what would
the team's commitment have looked like? What conversations would have happened earlier
with stakeholders?

04. WHAT IT TELLS YOU ABOUT THE OFFICIAL DOOR

A bypass rate above roughly 25 per cent says the official process isn't meeting stakeholder
needs. Where, specifically, is it failing them? Speed? Predictability? Visibility? Trust in priorities?

05. THE CONVERSATION YOU CAN NOW HAVE

Pick the one stakeholder whose pattern of side-door requests tells the clearest story. What is the
conversation you can now have with them, that you couldn't have had before, because you
have data?
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From Chapter 2, The Side Door System. Closing the side door without fixing the official one usually makes
things worse. Show the pattern to the people who maintain it, and let them decide what to do with their
own behaviour.


