
Identify Epics

Epics are the large chunks of 

works (each with an 

outcome) that you need to 

complete to move from your 

current to your future 

portfolio canvas.  Epics are 

likely to take a few months 

to complete.

Merging MSP and SAFe Starting off a new transformation top down
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All fine….in theory….

• We know where we are heading, how we’ll know 

when we have got there, what our future looks 

like, the Epics we need to do to get there, roughly 

what order to do them in and we have a tool to 

manage progress.

• We don’t have the people in the right structured 

way of working to get things done.

• We must delve deeper into the portfolio 

canvas, set up our value streams and 

Agile Release Trains so people can get 

on and do stuff

Let’s transform 

for the future
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Write 3-6 strategic themes

Board approves the strategic themes, 

drawn together by the Board and wider 

stakeholders.  These are the big 

picture objectives / outcomes / goals 

from your transformation that align 

with your organisational strategy
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Decide to transform

Sponsoring group approves 

the transformational idea 

as it aligns with the 

organisational strategy

Organisational 

strategy

Transformation

idea

Sponsoring group

eg Exec Board

Mandate

Approves mandate

A throw back to MSP (Managing Successful Programmes), the sponsoring 

group approves a mandate (which someone else writes!) which documents 

the direction, constraints, priorities and aspirations of the transformation

Appoint SRO

The Senior Responsible Owner 

(SRO) is appointed by the 

Sponsoring group and is 

personally accountable for the 

transformation’s success

Assemble the Board

The SRO assembles the Board to drive the 

transformation and provide support through 

commitment & resource.  The Board needs to 

be formed of the people who can unblock and 

make decisions at a strategic level

Strategic themes
Strategic theme #1 of 3-6

Objective 1-1 Key Results

Reduce our 
environmental 
footprint

Reduce our annual spend on paper 
printing from £xxx to £yyy

Reduce our annual total air miles from 
XXX to YYY

Reduce our annual weight of non-
recyclable waste from XXX to YYY

Increase the area of our estate with 
pollinator friendly plants from XXX to YYY
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Write portfolio vision

Board approves the portfolio vision; a post card from the 

future.  Aspirational yet realistic & achievable.  

Motivational enough to engage others on the journey.  

Result: Everyone starts thinking about how to apply their 

strengths in order to get there.

Portfolio vision

Write portfolio canvas

Board approves the portfolio 

canvas; table listing the 

‘development value streams’ –

the teams of people coalesced 

around ‘making something better’ 

so the organisation can 

transform.  Describe the current 

canvas, then do thinking and 

describe the future canvas.  The 

gap is what you need to work on! 

Portfolio Canvas

Write portfolio roadmap 

A rough forward look over 

1-3+ years of what order 

you want to deliver your 

Epics in.  Use quarterly 

resolution for year 1, 6-

monthly for year 2, yearly 

for future years.  Yes this 

is a bit old fashioned 

waterfall but as long as you 

use this as a guide not a 

rigid stone tablet it’ll be ok.

Funnel Reviewing Implementing Done

Portfolio (Epic) Kanban

Analysing Portfolio 

backlog

Create portfolio kanban

The tool you will use to 

manage the delivery of 

your Epics
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Build our 

ARTs!

Portfolio roadmap
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OKRs
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Write OKRs

1-3 Objectives per theme – the 

thing to be made better

3-6 Key Results per objective –

the thing to be measured, tracked 

and used as the definition of done 

Our organisation 
leaves the world in a 

better place

We are better than 
carbon neutral;
We significantly invest 
our time, money and 
expertise solving local 
societal issues;
Other organisations are 
copying our ethical and 
environmental posture

Portfolio vision


