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TOAH and Programs 1 
 

Henk Venema and Henny Portman 
 

 

Introduction 
 
Programs are sometimes seen as a relic from the past; something from the time when we 
weren't talking about agile working. In small organizations, this could very well be the case. 
Working together toward a commonly felt goal is easier when you must coordinate it with a 
handful of teams. 
 
However, in large organizations, the delivery processes are often longer and more complex. Even 
if autonomous teams with agile ways of working are already widely used, in the larger 
organizations many teams will soon have to work together to approach the common goal. And 
this is often so complex that even in such agile working organizations there is added value in 
working through a program towards the common goal. 
 
So even though there will be less of a need for a program approach, there will always be a need 
to organize certain complex changes through a program. But in a way that the benefits of a 
program organization go hand in hand with the benefits of an agile organization with 
autonomous teams working in an agile way. 
 
TOAH (The Organizational Agility Heartbeat) is a framework (https://toahframework.com/) that 
offers clear added value in that area as well. Where organizations with many teams need TOAH 
to allow the organization's strategy to emerge through the agile teams via a quarterly rhythm, 
this same mechanism can be applied perfectly well to programs.  
 
After all, a program is designed to bring about a strategic change, a change that matters, a 
change that hurts an organization when things are not going well. Think of a change due to 
changing laws and regulations or a change with a fundamentally different way of approaching 
the market. 
 
The strategy can often not yet be specified 'in concrete'. The 'why' and 'what' questions are often 
clear, but the 'how' question is certainly not yet. And that is precisely the crux of this article. A 
clear need for a new strategy interpretation in a way that we still (partly perhaps) must invent 
as an organization. 
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Experimentation and iterative and incremental work are deeply rooted in the agile way of 
working of autonomous teams. When this is coupled with a program execution where the 
delivery of the 'how' takes place along incremental paths, this also places demand on the way 
the program is executed. This will not have to behave along the classical axis of 'requirements 
carved in stone' but as a mechanism that periodically asks itself whether the way in which the 
change is designed ultimately also realizes the strategy. Or perhaps even make the original 
strategy change because of advancing insight. A wonderful symbiosis between program 
coordination and agile execution with a crucial role for TOAH. 
 
This article will explain this through several aspects. 
 

1. What is the essence of TOAH? 
2. What are programs and what added value does a program approach provide? 
3. How does TOAH connect program coordination with agile execution in the teams? 
4. How can you use Obeya to make program governance work optimally with agile teams? 
5. TOAH in collaboration with existing (program) approaches 

o AgilePgM 
o MSP 
o SAFe 

 
The article leads to the following conclusion: 
 
❖ Even in agile organizations with agile teams, programs continue to have added value, 

provided that: 
➢ The program execution leaves the HOW to the agile teams 
➢ Program execution intertwines with scaled agile processes 

❖ TOAH is the link between programs and agile teams 
➢ Both methodological (TOAH and agile program management) 
➢ As in practical execution 

❖ TOAH provides a pragmatic tool within existing program management methods such as 
AgilePgM and MSP to ensure a recognizable delivery pattern of business skills where 
tranches are synchronized and within tranches periodic adjustments are possible. 
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The essence of TOAH 
 

 
Figure 1 TOAH framework 

 

The basis of TOAH is rhythm. This rhythm is the solid foundation for being both agile and in 

control. As a result, TOAH creates a situation in which sparkling, autonomous teams together 

form a manageable organization that can fulfill its mission in a sustainable way. 

  

Rhythm 

 

Rhythm is the foundation of TOAH. This is the cadence in which organizations update their vision 

and strategy, adjust their course based on this and translate it into predictable implementation. 

This rhythm ensures that leaders in organizations are continuously facilitated and inspired to 

further develop their strategic vision and to translate course changes to all operational teams. 

In this same rhythm, the leadership is fed with insights that arise from the execution. This 

handshake can lead to new insights for the strategic vision. 

  

Sparkling, autonomous teams 

 

By using TOAH it is completely clear to every team how it contributes to the strategy and mission 

of the organization. These teams work as autonomously as possible: teams look for the best 

solutions based on the expertise of the team members - solutions that add the most value. This 

sense of purpose, autonomy and craftsmanship are important conditions for people and teams 
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to spark. They get the best out of themselves, create a lot of positive energy, and deliver optimal 

value for the organization. 

  

Agility 

 

TOAH increases the speed and effectiveness with which a strategic change of course within an 

organization leads to a noticeable change in the products and services provided. This agility is 

crucial to be successful in a rapidly changing environment. 

  

Control 

 

TOAH offers leaders of organizations grip and control. It provides the assurance that the strategic 

vision flows throughout the organization and has a real impact on implementation. Leaders no 

longer must hope that their vision will guide the executive teams, or take heavy control measures 

to enforce it, but can rely on it. Grip is crucial for agility, as grip is needed to steer. 

  

Mission 

 

Ultimately, the application of TOAH leads to the controllable agility that is necessary to be 

successful in a rapidly changing environment, so that organizations can continue to fulfill their 

mission. 

 

Programs 
 
A common definition of a program is:  

 
A temporary structure designed to lead multiple interrelated projects and other work in 
order to progressively achieve outcomes of benefit for one or more organizations. 

 
This definition comes from the globally used program management methodology called MSP; 
Managing Successful Programmes. And this definition is still valid in the modern world of agile 
working. 
 
A program is a vehicle designed to bring about strategic change. A change that is not achieved in 
one fell swoop but is achieved in 'steppingstones'. A program is also a vehicle that directs, 
monitors, and coordinates. A contemporary deviation from the above definition is the part that 
states that delivery is via steppingstones or tranches through projects. In many modern agile 
organizations, clusters of teams are usually mature enough to deliver a steppingstone via close 
collaboration. 
 
A big difference is that where previously a project organization tended to throw the delivered 
results over the fence of the existing organization, in an organization organized along agile 
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principles this is no longer possible. An autonomous team is not only responsible for the change 
but also for managing the changed situation ('you make it, you maintain it, you decommission 
it'). 
 
To a certain extent you can compare such a steppingstone with a base camp in mountaineering. 
Even if part of the climb is not successful the first time, as a team you never have to go back any 
further than your base camp. This base camp is therefore a situation for the organization that 
already adds value, that station has been reached. 
 
Any good program manager who chooses a program implementation based on the above MSP 
definition chooses control mechanisms that test at regular intervals: 

- Whether we are still on the right path to the desired strategy fulfillment 
- Whether thinking about strategy may have changed by now  
- Whether we should move on to the next steppingstone based on what we have learned 

so far. 
 
There has been a lot of erosion in the change profession in the past in terms of projects and 
programs. For a little change a project organization was devised and when it became a large 
project or a cluster of projects, we called it a program. The result was that the portfolio of 
projects and programs was impossible to oversee. There were many overlapping objectives, 
partially defined priorities and often a mismatch between the project and program organization 
and the existing organization. 
 
The proliferation of projects and programs has often come to an end because of a successful 
agile transformation. But this should not lead to a situation where no program is seen as 
valuable. Often strategic changes are so complex that a program offers much added value. As 
long as it is executed in good cooperation with the agile working teams. 
 

TOAH as a link between program and agile teams 
 
Program methodologies such as MSP and AgilePgM (Agile Programme Management) all 
recognize the incremental growth to the desired situation via steppingstones or tranches. 
However, they leave open what the average development duration of such a steppingstone 
should be (a few months to a year). In practice, this leads to the fact that overlapping 
steppingstones are rarely used and that the development duration varies and can sometimes 
take more than a year. This is no longer in line with today's notions of an agile organization. An 
organization in which agile teams and clusters of teams in small iterations are continuously 
engaged in delivering value. 
 
To make this manageable, a best practice has emerged in large organizations that there should 
be an alignment between all teams and the prevailing strategy at regular intervals throughout 
the year. TOAH is a framework that facilitates this with a fixed rhythm of strategy determination, 
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prioritization, work package analysis and team execution. By choosing a fixed rhythm, a cadence 
is created that can touch the entire organization. 
 

 
Figure 2 The TOAH rhythm 

 
In doing so, TOAH can be used both within the program organization and throughout the 
organization where one or more programs collaborate with the existing organization consisting 
of agile working teams.  
 
Let us illustrate this using a concrete situation. We will use a simplified model of an organization 
that will be recognizable to many. 
 

 
  

Figure 3 Simplified organizational model 
 
In a specific context, of course, a business line can also be a country organization, a product 
organization, or an implementing organization with certain arrangements being implemented. 
 
The different forms in which a program can manifest itself in an organization can be represented 
schematically as follows: 
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Figure 4 Different forms of programs 
 
Several scenarios will be used to explain the collaboration between TOAH and a program. 
 
The first scenario most closely resembles the traditional positioning of a program in the 
organization. A program organization set up as a temporary organization alongside the existing 
line organization. The program focuses on delivering capabilities or capacities that are absorbed 
and maintained by the existing organization. The program organization will cease to exist when 
the delivered capabilities or capacities have delivered sufficient benefits to achieve the strategy. 
The program delivers the program products mostly via projects that are organized within the 
program organization by own teams, mostly consisting of own and hired employees. The teams 
in the program organization may use an agile working method or a more traditional working 
method. 
 
Through TOAH it becomes possible that, reasoning from the desired end situation, at regular 
intervals it is determined towards which next steppingstone the teams in the program will work. 
This takes place in accordance with the program's understanding of which steppingstone offers 
the most value to the organization. This steppingstone is then defined in terms of benefits that 
are given the desired priority. Next, the prioritized benefits are analyzed with the end result that 
the sub-products of the teams have become clear, as well as the interdependencies. It also feels 
natural for many organizations because they are used to achieving their objectives in a quarterly 
rhythm. For the program, this means that there will always be a search for smaller deliverables 
that provide value to the organization. 
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Figure 5 Program organization with its own teams (Scenario 1) 
 
The second scenario (Figure 6) looks schematically as follows. 
 
 

 
 

Figure 6 One TOAH domain (Scenario 2). 
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In this case, an organization is already using TOAH to align agile teams with each other in a 
quarterly rhythm. In a somewhat larger organization with several agile teams working within a 
business line, a decision may be made to define a program. 
 
The program organization will be organized as "thin" as possible. Unlike the first scenario, the 
program here does not use its own temporary teams to deliver the program products.  Here, the 
program uses the existing agile teams in the organization. As with any program, this program will 
disband as soon as enough benefits have been delivered or when there is no more added value 
for a program. The latter may be the case when, coordinated by the program organization, 
several complex products have been delivered. The remaining products, on the other hand, can 
be delivered by the agile teams in a TOAH rhythm without the overhead of a program 
organization. 
 
The most likely reason for an organization, in this case within business line C, to choose a 
program approach is that it is about something that involves many teams and where the 
interdependencies must be monitored for consistency. 
 
The program will automatically be included in the already existing TOAH approach and rhythm. 
This means that the products delivered by the teams on behalf of the program will compete with 
the other items on the teams' backlogs. The program organization is therefore represented in 
the strategic layer of the TOAH approach. The program organization can thus monitor whether 
the backlog items on behalf of the program are given sufficient priority by the various teams to 
make them a coherent program benefit. If this is not likely to be the case in the quarterly 
planning, the program organization can have the priority discussion at the strategic level.  This is 
also the desired level for this discussion. After all, the program was started to help implement a 
complex change in strategy. A strategy that matters to the organization. 
 
The third scenario is in fact a more complex variation of the previous case. Schematically, it looks 
like the following: 
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Figure 7 Corporate program (scenario 3) 
 
In this scenario, a program has been launched that is positioned at the corporate level. The 
program is pursuing a strategic objective that affects all existing business lines. Perhaps the end 
result will even be a new business line that takes ownership of some of the program products. 
As in the second scenario, the program will be designed as thinly as possible. It will mainly focus 
on: 
 

• Monitor that the strategic objective is achieved with a set of cohesive benefits 
• Ensure that the program can do the monitoring both in the TOAH at the corporate level 

and in the TOAHs per business line for the quarterly delivery of program value by the 
involved agile teams from all involved business lines. 

 
So again, the program will disband once enough benefits have been delivered and/or there is no 
added value for a program because the business lines can deliver the remaining products 
themselves and coordinate with each other through the existing cascaded TOAH setup.  
 
What is important here is the fact that the desired strategy change is complex, affects many 
parts of the organization and where it is important that the coherence of the sub-products is 
guarded. If the latter does not happen there is always the great danger of a 'Frankenstein' 
product. It functions, has a head, arms and legs but still was not quite what the organization had 
in mind with the program result. 
 
Within scenarios 2 and 3 it is assumed that for all the work to be carried out there are agile teams 
present ('The work is brought to the teams, read backlogs'). However, it happens that for a piece 
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of work, a certain product or service, there is no team that can realize that yet. In that case one 
or more teams will have to be set up, temporarily or otherwise ('The people are brought to the 
work'). A situation that we also sometimes encounter with strategic changes where temporary 
teams are set up to make the new process or new department operational in the organization. 
The process and the underlying system are introduced, and the employees involved are trained 
to work with the new process. This is also called a hybrid program organization. 
 
Thus, the previous four scenarios indicate that for successful program implementation, there is 
added value in applying the TOAH framework.  
 
TOAH can be applied in a part of the organization or in the total organization. In the latter case, 
you often see a cascading. There is then an intermediate layer between the strategy at the 
corporate level and the execution in the agile teams. That intermediate layer can consist of 
countries or divisions or product groups or whatever structure is appropriate. 
 
Programs as a change mechanism can be at the corporate level and at the intermediate layer. 
The unifying element is the fact that the program gives substance to a strategic change that is 
complex in nature. 
 
Just as the strategy can be translated into a quarterly rhythm within TOAH and executed by agile 
teams in the coming quarter with a rolling eight-quarter roadmap, the same applies to the 
programs. In practice, this is often based on two quarters, followed by half a year and finally a 
full year.  
 

 
 

Figure 8 Eight-quarter roadmap 
 
The program strategy at some point will need to translate into execution by the agile teams. 
Programs in an agile organization often no longer have "own" teams but make use of the agile 
teams present. Program management must therefore ensure that the program strategy is given 
sufficient priority by the agile teams involved and thus ends up on the team backlog. This is the 
same mechanism as how the strategy translates into execution in the teams if the program tool 
is not used. So, the reality is that the program requirements for the next quarter have to 
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"compete" with the non-program requirements from the strategy. This seems strange but causes 
the organization to ask itself each quarter what value they place on the program strategy.  
 
This fits beautifully with the principle that a program organization should be dissolved when 
there is no longer any added value to sustain the overhead of the program. An additional benefit 
of letting programs "run along" in the TOAH rhythm is that the programs start working with 
smaller increments. In addition, the program also hitchhikes on the TOAH mechanisms to make 
the dependencies between teams transparent. 
 
Within the most common program lifecycles, the preparation phases flesh out the main basic 
components of a program such as vision, business case, architecture, roadmap or program plan 
and governance. These items are reviewed at each 'tranche/steppingstone'. In a TOAH approach, 
this could be a quarterly rhythm. This involves multiple teams or clusters of teams working in 
parallel on value to be delivered that quarter. This creates ample opportunities for the program 
to learn, adjust, and create new quarterly plans. And again, the TOAH principle applies that the 
"why" and "what" is provided from the program and the "how" is filled in by the agile teams. 
 
The vision is important because it describes what benefits an organization is striving for that 
exemplify the strategy change. It is therefore the binding factor during program execution and 
in fact the manifestation of the strategy at any moment. It should therefore be the bridge 
between (program) strategy and what the agile teams work on every day. 
 
The business case is still an important element even in an agile approach. In agile working 
organizations it is often stated that the cost of the change organization is more or less fixed. That 
in itself is also the case. Furthermore, within a program additional costs can be made for specific 
assets or external consultancy. But if many teams devote the most important part of their change 
capacity to the program, this also represents a certain value. After all, the capacity cannot be 
spent on anything else. So if a program demands a significant part of the change capacity of agile 
teams for a longer period, the organization must be provided with the picture that the collective 
change capacity (expressed in €) is in balance with the expected benefits (often also expressed 
in €). This business case is drawn up by the program and validated at regular intervals. Obviously 
based on estimates provided by the teams themselves. 
 
A program also manages the roadmap or program plan. This is not a carved-in-stone plan but 
one that is validated periodically based on the value delivered by the teams. This plan will be 
fairly detailed for the coming period (up to the first steppingstone) and drawn in pencil for the 
somewhat more distant future. For the coming period, it is crucial to be sufficiently detailed. This 
takes place to a large extent via the teams that indicate the dependencies. But the program 
organization also plays a role in this to ensure that a well-connected set of products and services 
is delivered by the teams. If this program coordination is not there, the organization runs the risk 
of delivering a kind of Frankenstein. Probably a beautiful leg and a state-of-the-art head but as a 
person, still not quite the thing. 
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And finally, governance. A program will need to create minimal program governance. A 
governance that aims at: 'maintaining the control required to ensure that the program 
successfully delivers the expected benefits'. 
 
The program governance will focus on the teams mainly on coordination. Making sure that there 
is regular coordination whether the implementation is still going to achieve the desired goal and 
whether the implementation forms a coherent solution. Dependencies between teams play an 
important role in this.  
 
Another part of program governance is to interpret the program from a stakeholder perspective. 
On the one hand by clearly communicating the core products of the program such as business 
case and roadmap and on the other hand by guiding the program organization through the 
various aspects of portfolio management. Think of things like a 'stage gate approach' that is still 
common in large organizations for large-scale changes.  
 
At its core, a program organization consists of a small team with the following roles: 

- Program owner 
o represented the strategy and ultimately responsible for the realization of the 

strategic objective 
- Business change owners  

o responsible for the parts of the organization affected by the program and own the 
benefits 

- Program manager (PgM) 
o The director responsible for the delivery of capabilities and day-to-day 

management of the program 
- Program architect 

o Responsible for the creation of the enterprise architecture model 
o Responsible for a cohesive end result (no Frankenstein). 

 
These four roles all have a function in the TOAH framework (see figure 1). The program owner 
will be concerned at the board level with ensuring that the program strategy still relates well to 
the organizational strategy. The program owner will therefore be fully part of choosing the 
strategic priorities each quarter. 
 
The business change owners' task is to ensure that, based on global requirements, frameworks 
are set for the teams. The teams will detail these global requirements together with the product 
owner. Also, the business change owners will be present in demos of the teams and during 
quarterly planning sessions. 
 
In practice, the program manager acts as the extension of the program owner. During quarterly 
sessions, the program manager will explain the strategy and ensure that sufficient priority is 
given to the teams for the delivery of the quarterly objectives. In case of priority issues, the 
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program manager can take care of escalation if necessary and thereby remove team 
impediments.  
 
The program architect ensures that the delivery by the agile teams remains a cohesive whole.  
 

TOAH and OBEYA 
 
TOAH and OBEYA are an excellent combination. With TOAH, it is ensured that the strategy is 
realized in the agile teams by applying a fixed rhythm. With OBEYA, the transparency of what 
the change organization is executing and is going to execute is continuously provided. The OBEYA 
can be set up both at the organizational level and specifically for a program. 
 
Many OBEYAs use boards (walls) or brown papers that visualize the strategies chosen, when 
what value will be delivered, the status of performance, problems, and actions to be taken. The 
TOAH rolling quarterly forecast fits perfectly on the board that indicates when value will be 
delivered. We see the effect of incremental value delivery on the wall with the status of 
performance. A nice effect of an OBEYA approach is also the efficient and effective way in which 
obstacles are resolved during team deliveries using the problems and action walls. These walls 
can be used very effectively in a program organization to address and resolve impediments in 
the teams. 
 
A best practice of an OBEYA rhythm is to briefly (15 minutes) reflect several times a week on any 
impediments. These will need to be resolved quickly because a team with an impediment cannot 
continue until it is resolved and therefore provides no value in the meantime. If daily program 
management cannot solve it, it can quickly be escalated to management level. This principle can 
be applied in a program organization but also in a situation where TOAH is applied in a broader 
context in which programs also play a role. In this way, the effectiveness of TOAH is continued 
during the quarter with the application of OBEYA.   
 

TOAH applied within existing program approaches 
 
AgilePgM 
 
As mentioned, MSP is a widely used methodology of work for program execution worldwide. It 
is a best-practice that has proven itself. To improve the connection with an agile working change 
organization, a methodology Agile Programme Management (AgilePgM) has emerged.  
 
AgilePgM builds on some good basic principles of MSP but adds some aspects. This leads to the 
following definition:  

 
In Agile programme management, the emphasis is on the Agile concepts of 
empowerment, active stakeholder involvement and iterative development and 

http://www.pmworldjournal.com/
https://pmworldlibrary.net/


PM World Journal  (ISSN: 2330-4480)  TOAH and Programs 

Vol. X, Issue VIII – August 2021  By Henk Venema & Henny Portman 

www.pmworldjournal.com   Advisory 

 

 

 

 
© 2021 Henk Venema, Henny Portman 

https://pmworldlibrary.net/   Page 15 of 24 

incremental delivery of benefits whilst maintaining the control required to ensure that the 
programme successfully delivers the expected benefits 

 
AgilePgM bridges the gap between the program methodology and the iterative and incremental 
way of working in agile teams. This way of working is visualized in the accompanying pictures 
from AgilePgM. 
 

 
 

Figure 9 AgilePgM process model 
 
Core program products (Figure 10) is part of AgilePgM and shows that the vision, the architecture 
model (Frankenstein's prevention) and prioritized benefits (what are we going to focus on first) 
are the pillars of the program and thus at the basis of the roadmap or program plan. 
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Figure 10 AgilePgM core products 
 
TOAH is going to help us create a recognizable heartbeat of incremental deliveries and provide 
insight into the horizon of the tranches and the roadmap including an indication of when which 
capabilities or skills will be delivered (first quarter detailed and committed and then less and less 
detailed and uncommitted). The picture below shows that within AgilePgM, unlike MSP, 
tranches, or steppingstones, can overlap.  
 

 
 

Figure 11 TOAH rolling roadmap and AgilePgM tranches 
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The architectural model in AgilePgM is called the business architecture model (BAM). Within the 
BAM, four focus areas are distinguished: processes, organization, technology, and information 
and data (see also Figure 12). Together the form the organization’s capabilities. 
 

 
 

Figure 12 AgilePgM BAM 
 
An additional advantage of the TOAH heartbeat is the ability to adjust even during a tranche. 
Within AgilePgM, the business architecture model (BAM) is further refined (evolutionary 
development) at the end of a tranche. This then raises alignment issues if other tranches are 
active at the same time. By calibrating the BAM to the heartbeat, these alignment problems are 
avoided (the parallel running tranches are now also synchronized with respect to each other). 
The BAM belonging to a tranche shows which business capabilities will be realized at the end of 
the tranche and the BAM according to the heartbeat shows which business capabilites have been 
realized at the end of the quarter. Consequence is that tranches should always start and end on 
a quarterly heartbeat. 
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Figure 13 TOAH rolling roadmap and AgilePgM and TOAH BAM 
 
MSP 
 
MSP is a widely used method of working for program execution worldwide. AgilePgM has 
elaborated on this to create a more agile program approach. The most recent version of MSP 
(version 5, 2020) now also uses several agile principles such as the application of agile delivery 
mechanisms. 
 

 
 

Figure 14 MSP Process Model 
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Figure 15 MSP core products 
 
MSP works with tranches or steppingstones and thus already offers some agility (AgilePgM has 
adopted this). Unlike AgilePgM, tranches are executed sequentially and cannot overlap. 
Therefore, alignment problems due to overlapping tranches do not occur. In Figures 14 and 15 
we see the MSP process and product model which are almost identical to those of AgilePgM. 
 
TOAH is also going to help us here with creating a recognizable heartbeat of incremental 
deliveries and provides insight into the horizon of the tranches and the roadmap including an 
indication of when which capabilities or skills will be delivered (first quarter detailed and 
committed and then less and less detailed and not committed). The picture below shows that 
within MSP the tranches, or steppingstones, may not overlap.  
 

 
 

Figure 16 TOAH rolling roadmap and MSP tranches. 
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The architecture model in MSP is the target operating model (TOM). In the previous version the 
architecture model was called the blueprint (processes, organization, technology, and 
information). Within the TOM, seven focus areas are distinguished: processes, culture, 
organization, technology, infrastructure, information and data and knowledge and learning (see 
also Figure 17).  
 

 
 

Figure 17 MSP TOM 
 
An additional advantage of the TOAH heartbeat is the ability to adjust even during a tranche. 
Within MSP, at the end of a tranche, the target operating model (TOM) can be adjusted (an 
evolutionary development of TOM is not described within MSP). By calibrating the TOM on the 
heartbeat, one creates an evolutionary TOM through which the program becomes much more 
agile. The TOM belonging to a tranche shows which business capabilities will be realized at the 
end of the tranche and the TOM according to the heartbeat shows which business capabilities 
are realized at the end of the quarter. Consequence is that tranches should always start and end 
on a quarterly heartbeat. 
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Figure 18 TOAH rolling roadmap and MSP and TOAH BAM 
 
SAFe 
 
At first glance, you would say that TOAH does not add value to SAFe, since SAFe already has its 
own heartbeat. Within SAFe, we work with PIs of 8 to 12 weeks. These PIs are usually divided 
into four development and one innovation and planning iteration. Iterations or timeboxes are 
the basic building blocks of development within SAFe and have a fixed lead time within which, 
by agile teams, value is delivered by delivering working and tested systems and products. The 
recommended lead time for a timebox is two weeks, where one to four weeks, depending on 
the business situation, is acceptable.  
 
Does this allow us to say that TOAH has no right to exist within SAFe? Surely that is too short of 
a statement. Many organizations that use SAFe have implemented SAFe within their IT and 
possibly product development departments, but this does not cover the entire organization. 
Within these organizations there will also be (strategic) changes that cannot be managed by an 
agile release train (ART) and then temporary project or program teams will have to be set up. 
See also scenario 4 with the hybrid program organization where the permanent agile teams are 
now in an ART, alongside temporary teams under the direction of a temporary program 
structure. This therefore requires alignment between the 'SAFe organization' and the rest of the 
organization and that is where TOAH can add value. 
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Figure 19 TOAH rolling roadmap and SAFe roadmap. 
 
As shown in Figure 19, the TOAH rolling roadmap will also include the SAFe Roadmap so that 
now all future changes in the organization are visualized and alignments between a program and 
an ART can be included during TOAH quarterly planning and any related bottlenecks and risks 
can be discussed.  
 

Conclusion 
 
❖ Even in agile organizations with agile teams, programs continue to have added value, 

provided that: 
➢ The program execution leaves the HOW to the agile teams 
➢ Program execution intertwines with scaled agile processes 

❖ TOAH is the link between programs and agile working teams 
➢ Both methodological (TOAH and agile program management) 
➢ As in practical execution 

❖ TOAH provides a pragmatic tool within existing program management methods such as 
AgilePgM and MSP to ensure a recognizable delivery pattern of business skills where 
tranches are synchronized and within tranches periodic adjustments are possible. 
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