
Data Lead
Align with needs of
delivery area

Business Unit Security
Officer

Align with
organizational
security standards

For exampleFor example For example

Feature Owner
Provide subject
matter expertise
Split up initiatives
into valuable
features

Provide subject
matter expertise
Prioritize stories
within feature

Sign off on feature
Responsible for
user training

Decide on tradeoffs
when required
Responsible for
UAT

Architecture Lead
Align with
enterprise
architecture
Represent LOB
technology strategy
Split up initiatives
into valuable
features

Split up features
into epics

Provide
architectural
support

Delivery Lead
Split up initiatives
into valuable
features
Split up features
into epics

Report on delivery
and technical risk
Track
dependencies and
workload of
delivery teams

Portfolio Lead
Track progress of
features
Track budget
Report on schedule
and portfolio risk

Track
dependencies and
workload of
delivery teams

Business Owners
Negotiate business
area OKRs as part
of OKRs
Track business
OKRs

Identify initiatives
High level
prioritization
Liaison to ensure
business
participation &
feedback
Responsible
regulatory
requirements for
business area
Provide subject
matter expertise

Value Stream Owner
Secure funding
Align with
corporate strategy
Own OKRs

Resolve
prioritization
conflict across the
value stream

Delivery teamPortfolio team

DeliveryDiscovery

Available
functionality

OKR Initiative Feature Story

OKRs set the direction for the
year and individual quarters
across the delivery area. 

Considering the fixed amount
of funding for a delivery area,
OKRs are the primary tool to
guide investment into new
capabilities. 

Initiatives describe the high
level capabilities that
contribute to the objectives.
These are planned on a
quarterly basis.

Initiatives are broken down
into features, each delivering
concrete business value and
impacting the objectives.

Features are preferably kept
as small as meaningful to allow
effective prioritization across
the delivery area.

Feature owner identified
Maximum 5 in progress
across a delivery area

Features can be broken
down into epics if more
than one delivery team
is required.

Maximum 1 month
of effort for a single
team
Maximum 1 in
progress per team

Epic

Goal setting Delivering Done Benefit realization

Teams break down
features into stories to
effectively track
progress and enable
early feedback.

Maximum 1 week
of effort for a single
team

Features are released
to production and the
functionality is rolled
out to the user base.

This might involve more
 than the deployment of
the technology
capabilities to the
production systems
(e.g. communication,
training).

Planning

All capabilities go through some kind of discovery phase. This can be fairly elaborate for significant
initiatives, or rather light as the capabilities are considered minor enhancements.

The result of discovery is a list of features that can be prioritized across the delivery area.

During delivery, planned features are turned into capabilities for the end users. All work
that ends up in delivery is tracked back to their impact on the OKRs or the need for
compliance.

The result of delivery is the availability of the features in production.

After delivery, the impact of the
feature is tracked to assess if it
realized the intended benefits.

Epic

Epic

...

Story

Story

...

Portfolio focus Delivery focus
The focus is on optimizing delivery so that the delivery capacity is used efficiently.The focus is on optimizing the planning across the delivery area (taking into account inter-area

dependencies), ensuring delivery is used effectively 

Impact metrics

Outcomes & Key Results
Flow metrics

Throughput
Cycle Time
Work In Process

Capability metrics

DORA metrics

Platform Engineering
Enable deployment
to production

Small enhancements can be recorded as a story, making the feature and epic level implicit.
They are still planned at the portfolio level to ensure full accountability of the portfolio team of
how the delivery teams' capacity is applied to the appropriate priorities.

Feature

Feature

...

Delivery Team
Track epics
Elaborate stories

B
us

in
es

s 
vi

ew

Track work and
obstacles
Deliver & test

D
el

iv
er

y 
vi

ew

Technology Owner
Negotiate
technology OKRs as
part of OKRs
Track technology
OKRs
Align with LOB
strategy

St
ak

eh
ol

de
r 

ac
co

un
ta

bi
lit

y

High level
prioritization 
Manage
stakeholders

M
ea

su
ri

ng

Target Operating Model
documentation

Ev
en

ts
S

up
po

rt
in

g 
to

ol
s

Horizon planning

Portfolio progress

Iteration planning Iteration review

Advanced Roadmaps
Hierarchical view of work

Team boards
Work item tracking

Financial management system

Capture radiate and
track OKR

Operational event
tracking
Service Management
automation
Feedback
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Portfolio design

Ad hoc Visibility Intentionality Optimization Anticipation

Where are you? What's your
current focus?

Where do you aim to be?

enabled by heroes enabled by cultureenabled by processenabled by
strong leaders

enabled by innovation

Maturing portfolio design: how is change handled?

Organization

Compliance

Platform team

EnablementArchitecturePortfolio team
Data

Delivery
team

Corporate 
platform

Collaboration

Facilitation

X-as-a-service

Undefined team type

Stream-aligned team

Complicated 
subsystem team

Platform team

Enabling 
team

Team
topologies

Interaction
types

Delivery
team

Target operating model for delivery area

Legend

Portfolio team

Value stream aligned team

Week 0 Week 1 Week 2 Week 3 Week 4

Horizon 
planning

Portfolio 
progress 
meeting

Portfolio 
retro-

spective
Horizon
planning

retro-
spective

Portfolio 
progress 
meeting

Portfolio 
progress 
meeting

Portfolio 
progress 
meeting

 Every Quarter 

Quarterly process

x 
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We spin our wheels
on a structure to
deliver efficiently

We don't seem to be
focused

Unclear goalsHow to structure Lack of flow
Strategy

disconnected from
execution

Lack of visibility into
outcomes

Inability to measure
progress

Productivity

It takes too long to
deliver

It seems like we are
working on  a million

different things

We don't know if we 
are getting the 

benefits we aimed 
for

We have no visibility 
in progress

Delivery is too 
expensive

1 2 3 4 5 6 7

Problems it addresses

What we hear 
customers say

Why portfolio design?
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The specifics of the models in this infographic are unique for any organization and need to be tailored to fit your organization's purpose.

High cost of delivery
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