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Executive Summary

Organizations invest heavily in agile transformation, yet delivery often feels slower and value harder
to trace. The root cause is rarely team effort. It is the absence of a system that keeps strategy,
planned value, and delivered work aligned as work flows through the organization.

This paper describes an integrated system of delivery built on three reinforcing elements:
strategy-driven value alignment, explicit readiness and completion criteria, and governance designed
to accelerate rather than control. Together they create the alignment, agreement, digestibility, and
flexibility that acceleration requires.

Acceleration is not about working faster. It is about removing the friction
between strategy and delivery.

The Acceleration Problem

Four requirements must be satisfied before delivery can accelerate:

» Alignment. Every piece of work traces to a strategic intent and a measurable value.

« Agreement. Business and delivery share accountability for what will be delivered and why.

» Digestibility. Work is broken down into pieces teams can understand, estimate, and complete.
» Flexibility. The system adapts as priorities and market conditions change.

Most organizations satisfy one or two of these requirements in pockets. Acceleration happens when
all four are satisfied systematically, at every level of work.
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Strategy-Driven Value

Value creation flows through four levels of work. Initiatives express strategy and investment
decisions. Epics capture the opportunity or problem to be solved. Features define the targeted value.
Stories deliver it as working, tested software.

Strategy-Driven Value

Aligning every level of work to targeted business value
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Figure 1: Aligning every level of work to targeted business value

Three Enablers at Every Stage

Between each stage of planned value, both business and delivery must reach:

« Shared understanding of what is being solved, for whom, the expected use and interaction, and
the technology that enables it.

» Collaboration that refines the value jointly, so both parties share accountability for what will be
delivered.

« Agreement that the value can be delivered with existing or planned team capabilities.
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Definition of Ready and Definition of Done

Shared understanding must be verified, not assumed. A Definition of Ready (DoR) is the exit criteria
before each stage of value creation. It ensures appropriate thought, discussion, and documentation
happened before work moves forward. A Definition of Done (DoD) verifies that completed work meets
the designed targeted value.

Readiness Cascades

Epics must be ready before features, and features before stories. This preserves the alignment of
value from customer problem, to defined solution, to the stories that deliver it. Sample criteria by level:

EPICS FEATURES STORIES

Measurable problem Business acceptance criteria INVEST criteria met. Clear
statement, outcomes, and aligned to epic outcomes. role, goal, and benefit. Binary
success criteria. Personas High-level solution design. acceptance criteria. Risks and
identified. Conceptual Initial stories identified. Spikes dependencies identified.
architecture. Initial features planned. Risks and Prioritized and sized.
identified. Prioritized by dependencies identified.

business value. Sized. Prioritized and sized.

Done Means Delivered Value

At the story level, done means acceptance criteria met, tests passed, code reviewed, and no new
defects. At the feature level, done means the feature is accepted, independently verified, demoed,
compliant, and promoted to production. Adding business, technical, and financial signoff to readiness
and done criteria keeps all three perspectives accountable throughout.
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Governance That Accelerates

Governance often becomes the bottleneck it was meant to prevent. Designed well, it is the
accelerator: a small set of connected tiers with clear decision rights, short weekly cadences, and a
shared purpose of removing whatever slows the flow of value. It rests on openness, transparency and
integrity, effective collaboration, and performance orientation.

Governing Value Delivery

An integrated system connecting strategic direction to delivery execution
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Figure 2: Five governance tiers connecting strategic direction to delivery execution

Outside the Process: Driving Value

» Executive Steering Committee. Senior leaders meet weekly (one hour) to make resource and
strategic-direction decisions and remove cross-organizational roadblocks. Owns vision,
prioritization, budgets, and resource allocation.

e Transformation / Delivery Committee. Leadership meets weekly (one hour) for fast executional
decisions, escalations, and cross-team roadblock removal. Protects and accelerates the flow of
value.

Inside the Process: Managing Delivery

» Portfolio Team. Cross-functional team that creates and owns epics, ensuring features align to
strategic intent, technical architecture, and measurable value.

» Program / Product Team. Creates and owns features; ensures full elaboration, architecture
guidance, dependency mitigation, and shared understanding with delivery teams.
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« Delivery Team. Owns stories and delivers working, tested software on standard Scrum or
Kanban cadences.

Much of this already happens in some form in most organizations. The goal is to focus and target
these efforts, not add new bureaucracy.
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The Integrated System of Delivery

Each element matters on its own. Together, they compound:

» Epics, features, and stories provide the structure of value.

» Shared understanding, collaboration, and agreement provide the connective tissue.
» Definitions of Ready and Done provide the quality gates.

« Governance holds it all together and keeps decisions fast.

The result is a delivery system where strategy is visible in every story, teams start work that is truly
ready, and leaders make decisions at the speed the market demands.

Benefits

» Faster, clearer decisions through defined decision rights and weekly cadences.
« Fewer handoff failures and less rework through verified shared understanding.
» Backlogs that create clarity, not confusion, for delivery teams.

» Value delivered per quarter that leadership can see and measure.

About Transformation Partners

Transformation Partners, LLC helps technology and product organizations connect strategy to
execution. We design and install the operating systems, alignment, governance, funding, and metrics,
that turn transformation investment into sustained business outcomes.

Ready to accelerate? Let's talk about where value is getting stuck in your
organization.

Transformation Partners, LLC
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