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Managing for
Value Delivery

® Sanjiv is the Founder and CEO of LitheSpeed, LLC.

He has enjoyed over 20 years of practicing and evangelizing
Agile, with a focus on agile leadership, The Agile VMO
and the Product Operating Model.

® Latest book: From PMO to VMO: Managing for Value
Sanjiv Augustine Delivery.

® Podcast: Leadership in Flux.
FLUX
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What's one word or phrase you associate with the shift to product-centric delivery?
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What's one word or phrase you associate with the shift to product-centric delivery?
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Serves to describe the situation of Serves to describe the situation of
Ambiguity and Complexity the Next Generation of Business
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Digital and Al disruptions, global competition, mass layoffs, economic and political uncertainty...
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We struggle to deliver with traditional approaches.mf.

_L Analysis
& Design _L
Implementation
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...and much of what we build is waste.

Rates of Feature Usage in Software Projects

Sometimes
16%

Rarely
Q0,

Often

13% Never
0

45%

Always
7%

Always or Often Used Never or Rarely Used

20% 64%

How do we stop funding scope that delivers no real value?
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© Startup Archive

Our Goal: Hyper-Agility
Sam Altman: “Build the fastest-iterating

( ( company the world has ever seen”

gility is the ability to both create and
respond to change in order to profitin

a turbulent business environment.,,

- Jim Highsmith
Y
U ‘Build the fastest iterating
Business company the world has ever

Outcome ”
seen.

- Sam Altman
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How Deciding which
Products S Problems to Solve

are Built 4

Product

Strategy A prOdUCt
operating model
Product Product .
Culture Product Y piscovery IS a game plan
Operating that puts
Model customer value
Product ﬁrSt, and drives
Delivery rapid innovation

and continuous

N
/7
/
/
Product Technical f Product improvement.
Managers B Designers@ Leads Leaders How Problems

are Solved

https://www.svpg.com/the-product-operating-model-an-introduction
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In the product operating model, cross-functional, persistent teams are empowered to
solve problems for their customers and create value for the business.

1. Empowerment — teams are given problems to solve and empowered with finding the
best solution.

2. Outcomes over Output — teams exist to solve problems for the customer and the
business, not to ship features that might not achieve the desired outcome.

3. Sense of Ownership — teams are responsible for and given ownership of something
meaningful to the customer and the business.

4. Collaboration — the cross-functional team — product managers, product designers, and
engineers — work together to solve problems.

https://www.svpg.com/the-product-operating-model-an-introduction 2026 Pro j ect Mana gement S ympos ium 12
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Legacy:
Functional Silos with @ ° V (\ 2\
hard handoffs. @ ¥ oevs @

/e

Project
Manager

Capacity
BA/ Planner
Tester
Designer

Example —
Risk Developer Product Product
Assessor, BA Team Manager
Skillsets
Developer
Product
Owner
Business
Sponsor

The Extended
Team includes
partially-allocated
members.

Product Teams: cross-
functional, collaborative.
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Product Discovery illuminates
problems, rapidly determines the
best solutions:

Valuable LEARN BUILD
Usable
Feasible
Viable

PRODUCT

MEASURE

...and achieves the necessary
outcomes.
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Product Delivery is building, testing and deploying a quality solution that is reliable, accurate,
performant, scalable, and delivers the necessary outcomes.

1. Sma", fi'e uelnt, < Shift Left Quality Concerns

uncoupled releases. I | I

. Set of validations through which a piece of software must pass on its way from development to release

2. Instrumentation — I |

products must be . Continuous Integration Automnated Testing

Instrumented to determine

how and if they are being Unit

used. Tests Functional

_ ] Tests Release

3. Monitoring — strong — Automated On

monitoring Is in place to _ Acceptance Demand &

quickly detect issues — Securty, Tests Monitor

' Performanc
e Tests

4. Deployment —

Infrastructure — tools that Continuous Delivery

enable A/B testing and [

other deployment
practices are used.
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Dual-track Agile is a product development approach where
teams work in two continuous, parallel tracks.

The Discovery Track focuses on understanding customer
problems, exploring opportunities, testing assumptions, and
validating potential solutions before committing to build. The goal
is to ensure that the team is building the right product.

The Delivery Track focuses on building, integrating, and releasing
working product in small increments. The goal is to ensure the
team is building the product right.
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Over a series of Sprints, Features coalesce into
Minimal Marketable Products (MMPs.) Once
enough are ready, we Release.

Sprint 1
Backlog

Release |Deploy |Deliver

&
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Fit-for-Purpose Process Baseline B SRR

Intake

~

Flexible
Funding

Lean Portfolio
Management

The Filter

Portfolio Kanban
(WIP Limits Enforced)
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Execution Output

End-to-End Teams
(Organized by Value Stream)

O, G e 57 mnpn

Discover Refine Deliver

(S)

2
[
>

In Progress

Done

@
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Discover Refine Deliver

)
[
>

N
v

Deployed
Q e , mpm £ e () Business
Discover Refine Deliver Run Value
Qe &) w57 e O
Discover Refine Deliver un

Fit-for-Purpose Foundation
(Agile + DevOps)

Business Results
Data feeds

Multi-Level Adaptive Planning
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DECISIONS,
Command IT
& Control
DEV Test/QA Operations
I_E CUSTOMERS
Cé = i e <
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A ile Teams QA Teams Opsl/infrastructure
Teams
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<

Cross-Silo Value Deliver
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Set up the VMO as a cross-
organization, cross-hierarchy team
of teams:

Goal: Create seamless, end-to-end flow of
value

1. Bridge strategy and execution
) with OKRs.

Lean Portfolio
Management:
Prioritize and lead MMP
delivery & Change
Management

Adaptive Governance:
Fund, track, measure
and oversee the
portfolio

2. Increase decision-making
velocity via distributed
decision-making

3. Accelerate flow: prioritize the
portfolio and track MMPs.

4. Institutionalize Portfolio
Tracking and Governance. /

End-to-End Teams

000 000 0090
SEe Sas ae
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1. Drive Value with Enterprise Rolling Wave Planning
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Civil & Environmes i it

//Hfli Level: Strategy | Cadence: Annual/Quarterly
)/ Action: Scenario Planning & OKRs

Level: Portfolio | Cadence: Quarterly l%
Action: Portfolio Kanban & MMP Selection &' }

éﬂ_;_) Level: Product | Cadence: Monthly/Quarterly 055
=)

Action: Product Roadmaps & Big Room Planning 244 J

’

@ Level: Tactical | Cadence: Weeks/Days o]
Action: Sprint Planning & Daily Standups 224

A

Plans are worthless, planning is everything. Embed continuous

planning at every organizational level. 2026 Project Management Symposium 22
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All levels of the system are connected, ensuring a common focus on value delivery,

employee engagement, and problem solving.

Visual System Strategy, escalated items, | @
Huddle (Weekly) longer term trends, and ‘ e Metrics
Gemba (Bi- continuous improvement q — 0‘3
Weekly) Coaching & Feedback o +
I T 7
Visual System ‘ | | /
Hug:::b(:v(eBelkly) /‘ l . w 03@ ——d Metrics
Weekly) Coaching & Feedback J— 4
ya | — 7
Visual System ‘ — ' P /
Huddle (Weekly) —B & ] ——— (&‘3 Metrics
<CUBERUEELUYE Coaching & Feedback - \ J
I 7
. g / Workflow and daily
. P identification of key actions
Visual System [ = Frontline Team 63 Metrics needed to address previous
Huddle (Daily) l ‘ i 1 days issues and prevent
— reoccurrence

Credit: Tom Paider, VP, Nationwide Insurance
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3. Accelerate Flow with Prioritized Minimum

Marketable Products (MMPs)

Set up multiple, dedicated product teams
supporting Value Streams or lines of business.

Prioritize the potential MMPs in ways that are
economically sound to ensure we invest in the
best opportunities.

Use Weighted Shortest Job First (WSJF) to
drive MMP selection and sequencing

Ensure each stream-aligned team focuses on a
single MMP at a time and delivers that before
starting new work.
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4. Institutionalize Portfolio Tracking & Governance "8 conrex ror excerence

Governance Cadences:

Quarterly, monthly, and bi-

weekly reviews to align
goals, reprioritize, and
adapt delivery.

Real-Time Visibility:
Dashboards and Kanban
boards for tracking flow
and outcomes (e.g.,
OKRs).

Empowered Teams with
Guardrails:

Clear decision boundaries
(e.g., funding limits, risk
thresholds) enabling
autonomy.

€]
RYLF‘ LLLLLLLLLLLLLLLLLLLLLLLLLLLLLLLL

Portfolio-level
Discovery & Planning o

Readiness

48

Segment-level ;iézﬁoom

Program Sprint g\ Planning
Retrospectivé Planning Quarterly) Q‘
&—8 O Agile
k[:l) Executive
Sprint Review 2 Quarterly
Segm_ent — Product Committee
Meeting | W < O Sync (Quarterly)

(Monthly) | B=® | Retrospective aAP=

Scrum
Tech A::\ of
Sync Integrated ek A Scrums
Demo g

End-to-end feedback and collaboration across teams and
domains
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Key Area Traditional Role Product-Centric Role

Mindset Shift | Task execution and Customer-driven, continuous
milestone delivery value delivery

Role Managing scope, Facilitating collaboration, strategy

Evolution schedule, and budget alignment

Metrics for On-time, on-budget Business impact, product

Success completion adoption, and user satisfaction

Collaboration | Works with project team | Partners with product managers,
for specific deliverables engineers, and designers for

long-term impact
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PMs: Leading in a Product-Centric Role v CENTER FOR EXCELLENCE
.
Drive Value with Enterprise Rolling Wave Planning.
J
Increase Decision-Making Velocity via Distributed |
Decision-Making. )
Accelerate Flow with Prioritized Minimum )
Marketable Products (MMPs). )
N
Institutionalize Portfolio Tracking & Governance.
J
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5-Minute Discussion — Key Leadership Actions @ P Maven
Pick one (1) leadership action and discuss with your
neighbors or add your thoughts in the Chat.

Leadership Action Discussion Prompt

1.  Drive Value with How can PMs use rolling wave planning to connect day-to-day work
Enterprise Rolling with organizational strategy and ensure value delivery (not just
Wave Planning. outputs)?

2. Increase Decision-
Making Velocity via In what ways can PMs shift decision-making closer to teams and
Distributed Decision- | customers while still managing risk, dependencies, and governance?
Making.

3. Accelerate Flow with
Prioritized Minimum
Marketable Products

How can PMs apply techniques like WSJF and Agile delivery to
prioritize and release MMPs that maximize business and customer

o
(MMPs). value”

4. Institutionalize How can PMs help design and operate adaptive governance
Portfolio Tracking & (dashboards, cadences, guardrails) to transition from PMO oversight to
Governance. VMO value delivery?
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Questlons & Evaluation

Evaluate Session:

Contact Information:

Sanjiv Augustine
sanjiv.augustine@lithespeed.com
https://www.linkedin.com/in/sanjivaugustine/
LitheSpeed.com
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Project, Product and Hybrid Approaches ¥ e oscume
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Factor Project Approach Product Approach Hybrid Approach
Timeframe Fixed start and end dates Ongoing, with iterative Pha_sed delivery W|th deflr_1ed mllesto_nes, but allows
releases rolling waves and iterative extensions
Focus Delivering scope within Adapting to changing Balance between delivering agreed scope and
constraints customer needs flexing scope to respond to evolving needs
Stage gates, milestone Continuous feedback and | Light stage gates combined with ongoing demos,
Governance . . : :
reviews iteration reviews, and feedback loops
. : . Investment-based, long- | Hybrid model: initial project funding with rolling
Funding Fixed-budget per project term funding funding extensions tied to value delivered
. Shared accountability: PM manages execution;
. Project manager Product manager owns . . .
Ownership . - Product Manager sets vision & evolving
oversees delivery vision & roadmap
roadmap
Customer Limited, mainly in early Continuous, real-time Customer input at key milestones, supplemented
Involvement stages feedback loop by periodic feedback and pilot testing
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- PRODUCT BACKLOG - FOR VALIDATION ond RELEASE PLANNING - READY - DOING
o
Holding Bin + Epic (Prototyping) Features e e Toarr it Ticw Three Amigos
- . . to add my own people are doing with
PAYMENT-5 ™ EXPERIMENT-2 CARDWALL-1 As an administrator, | questions to app setup - Do they Set up a metrics Install Google Analytics
n un m n want to delete personalize the... ‘want to be able to test dashboard to track and script in interior pages
n { retrospectives created faster? display metrics. of the app in order to
n q by accident in order to 04 track behavior
keep the account clean. throughout it
00FE
As a moderator, | want
1o skip a step in ordel
CARDWALL-11 SENSEI-338 USERMGMT-25 to personalize the Secure app running on Remove GetSatisfaction
N retrospective Heroku with SSL. «code and videos and
tu experience. replace with FAQs,
n on Zopim chat code, and
an email link.

DASHBOARD-6 Add "Invite others" link

for referrral metric

PAYMENT-11 SENSEI-378 SENSEI-384

Add all actions /
commitments to
NEWFLOW-14 summary email (not just
the individual's)

- - =

r )
* Hybrid ScrumBan process

« Scrum for Discovery, with Product Backlog, Epics and Features
« Kanban for delivery, with flow-based items
% No Sprints/Iterations/Timeboxes D

PAYMENT-10 W - RETRO-10
PAYMENT-1 CUSTOMIZE-1 SENSEI-632

DASHBOARD-4 DASHBOARD-2
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