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What really happens when you 
move to light touch agile 

governance
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Making peoples’ work 
more valued, productive 

and fulfilling

Management Consulting & Training:
Project to Product

Lean Portfolio Management
CAL Essentials for Organizational Leaders  

Register at: LitheSpeed.com/CAL

Industry Recognition Enterprise Transformation Clients

About LitheSpeed
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Dedicated page: https://lithespeed.com/pmib-pde/
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http://lithespeed.com/cal
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About Me
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• Sanjiv is the founder and CEO of 
LitheSpeed, LLC.

• He has enjoyed 20 years of 
practicing and evangelizing Agile, 
with a focus on agile leadership.

• Sanjiv loves travel, world cultures 
and music.

• Latest book: From PMO to VMO

• Podcast: agilecaravanserai.com

Sanjiv Augustine
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Traditional governance has been problematic and has driven 
negative outcomes rather than enable positive ones. 

Examples of failed value delivery, schedule slippages, cost 
increases, risk enhancement and customer dissatisfaction 
abound in both private and public sectors.
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Remember the Healthcare.gov Debacle?
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Healthcare.gov – NPR Radio Clip  + Debrief
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https://www.npr.org/sections/alltechconsidered/2013/10/23/240242572/its-easy-to-blame-the-canadians-for-healthcare-gov-glitches

66
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https://www.npr.org/sections/alltechconsidered/2013/10/23/240242572/its-easy-to-blame-the-canadians-for-healthcare-gov-glitches
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These are major governance chasms for us to bridge…
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1. FROM long delivery phases without 
adequate oversight and feedback TO…
Short delivery cycles with integrated 
oversight and feedback

3. FROM phase gate governance with 
compliance to plan and outputs TO…
Audit based governance with 
compliance to value and strategic 
outcomes

2. FROM organization silos with insular / 
in-silo communication and impeded value 
flow TO…
Value streams with seamless 
communication and end-to-end flow 
of value
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Short delivery cycles with integrated 
oversight and feedback
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Scrum teams deliver in 
timeboxed Sprints of two 
weeks…
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…and we aim to deliver 
product increments to 
customers rapidly.
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What Should Happen: Small Batch Delivery with Validated Product Increments

* Discovery is not explicitly part of the Scrum Framework
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Flow to Ready

Over a series of Sprints, Features coalesce into Minimal 
Marketable Products (MMPs). Once we are ready, we Release.
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What Should Happen: Integrated Oversight and Feedback
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What really happens is that we 
end up with long lead times 
before and after development…
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What Really Happens: Water-Scrum-Fall
Iterations/SprintsRequirements 

& Planning

Concept

Requirements
& 

Specifications

Operations

Acceptance

The fuzzy front end, with long lead times
The difficult deployment
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What really happens is that we don’t have a structured way to 
integrate regulatory (compliance, audit, risk, legal) and 
enterprise (architecture, infosec, etc) considerations in our 
agile processes…

…and they get neglected until it is way too late, or not at all.
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We need to “shift-left” with 
stakeholders from compliance, audit, 
risk, legal, architecture and infosec up-
front and on regular basis.
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Agile VMO – Team of Teams

17 1717
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Agile VMO –Team of Teams Driving End-to-End Governance and Lean Portfolio Management

18

• Goal: Create a seamless 
network of organization

• Encourage face-to-face 
dialogue across levels

• Create overlapping 
management with “linking 
pins”

• Run the Agile VMO as a 
Team-of-Teams

Drive the Change: 
Prioritize and Lead 

Change Management 
Activities 

Flow the Work: 
Prioritize and 
Track MMPs

18
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We need to “shift-right” and put in stop gap 
measures to address post-dev deployment 
bottlenecks, even as we move towards 
deploy-on-demand DevOps capabilities.
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Dealing with the Reality of Deployment Bottlenecks
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2. Value streams with seamless 
communication and end-to-end flow of 
value

21

OKRs:

What Should Happen: Portfolio Kanban for full transparency and end 
to end flow of value

Current State Business Impact & WSJF Ranking Estimation MMP Business Case

O1: Improve 
Work Management 
Processes

O2: Deliver a great
User Experience

Business Requests Approved & Selected

22
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What really happens is that while agile teams might 
be cross-functional with a few integrated functions 
(dev, test, etc), organizational silos still persist. 

Typically, we end up have having to traverse an 
average of 9 silos to deliver value to our customers.
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What Really Happens: Agile Teams, Waterfall Silos

24
Cross-Silo Value Delivery

BUSINESS 
UNITS Customers

24
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We need to “shift-left” and integrate 
end-to-end with business to address 
pre-dev bottlenecks with value stream 
teams.
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Setting up End-to-End Value Stream Teams
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Sales

Customer 
Service & 

Billing

Marketing

Set up end-to-end team focused on 
value streams

Each value stream team has 
all/most of the functions 
necessary to deliver value to end 
users

Each value stream team has:
• Product Management/Owners
• User Experience
• Discovery/Refinement/Delivery
• Run Support
• Prototyping R&D
• Digital Measurement support
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What are some simple ways you can 
implement ”light touch” governance?

28
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What are some simple ways you can implement “light touch” governance?
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Go to Menti.com and enter: 1503 6867
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3. Audit-based governance with 
compliance to value and business 
outcomes

30

https://www.menti.com/
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What Should Happen: Clear Chain of “Why” from Strategy to Execution

31

Strategic
Objectives

Initiatives

Key Results

Epic A

Epic B

Epic C

Epic D

Epic E

Epic F

Story 1
Story 2

Story 3

Story 1

Story 2

Themes
12 to 14 months

Initiatives
3 to 9 months

Epics
1 to 3 months

Stories
.5 to 5 days

Themes, Initiatives, Epics, and Stories (TIES) provide 
a structure for the work required 

to deliver objectives and key results

Themes and Initiatives spell out what needs 
to be achieved and are broken down into…

…Epics and Stories, smaller units of work 
that are delivered by Agile Squads

1. Theme

Objective

Objective

Key Results

1. Initiative

Key Results

2. Initiative

2. Theme

Objective

Objective

Source: 
BCG Analysis 
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What Really Happens: Execution Falls Well Short of Strategy

32
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What really happens is that 
strategy is unclear and generally 
disconnected from execution…
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We need to make all the work in 
the portfolio visible as MMPs and 
tie them directly to strategy as 
defined by OKRs.
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Defining a Clear Chain of “Why”
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Strategy 
Capture

Value Stream 
Mapping 

(VSM) & Scope 
Mapping

Big Room / 
Quarterly 
Planning

Strategy Capture: 
• Analyze and explore a few possible future scenarios 

and delineate actions to be taken for each one.
• Capture Objectives and Key Results (OKRs).

Value Stream and Scope Mapping: 
• Identify value streams & organize around value
• VSM completed by VMO
• Scope mapping after VSM to identify MMPs

Big Room Planning (BRP):
• Formalize clear objectives and key results (OKRs) for 

the upcoming quarter
• Align MMPs with OKRs, define Quarterly Release Plan 
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Epic

Feature Feature

User 
Story

User 
Story

Story 
Card

Story
Card

Story
Card

Story
Card

Story
Card

Story
Card

Getting From OKRs to MMPs and Fine-Grained User Stories
Objectives and Key Results (OKRs)

Scope Map

Story Map

FeatureFeature FeatureFeature

MMP 1 MMP 2
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In summary, these are major governance chasms for 
us to bridge…
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1. FROM long delivery phases without 
adequate oversight and feedback TO…
Short delivery cycles with integrated 
oversight and feedback

3. FROM phase gate governance with 
compliance to plan and outputs TO…
Audit based governance with 
compliance to value and strategic 
outcomes

2. FROM organization silos with insular / 
in-silo communication and impeded value 
flow TO…
Value streams with seamless 
communication and end-to-end flow 
of value
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LitheSpeed.com

lithespeed.com

+1 (703) 745-9125
@LitheSpeed

CONTACT

Sanjiv Augustine, Founder & CEO
Sanjiv.Augustine@LitheSpeed.com

For this presentation, please visit:

lithespeed.com/pmib-pde/
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