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Program Increment (PI) Planning is the heartbeat of the Scaled Agile Framework (SAFe®). It’s where strategy meets execution, where cross-functional teams align on a shared vision, and where dependencies, risks, and objectives are tackled head-on.  If you’re a project manager navigating the world of SAFe (Scaled Agile Framework), one term you’ll hear frequently is PI Planning—short for Program Increment Planning. It’s one of the most essential, high-impact ceremonies in SAFe, and mastering it is key to driving alignment and delivery across multiple Agile teams.
So, what exactly is PI Planning, and how can project managers contribute to or facilitate it effectively?  For project managers stepping into SAFe environments, PI Planning can feel intense, fast-paced, and unlike anything in traditional project management. But with the right preparation and mindset, you can play a vital role in making PI Planning not only effective—but transformative.
This guide breaks it down step-by-step and provides actionable tips to help you succeed.

🔍 What Is PI Planning?
Program Increment (PI) Planning is a two-day, cadence-based event where all Agile teams on an Agile Release Train (ART) come together to plan the work for the next increment (typically 8–12 weeks). It’s a cornerstone of SAFe that ensures alignment, collaboration, and transparency across teams.
· Define and align on program objectives
· Identify team and cross-team dependencies
· Plan and commit to the next Program Increment
PI Planning sets the tone and direction for the entire ART.
The goal: Align on business objectives, dependencies, priorities, and delivery plans across all teams in the ART.

👥 Who Participates?
· Release Train Engineer (RTE) – Facilitates the event
· Product Management & Business Owners – Present priorities and business context
· Scrum Masters & Product Owners – Lead team-level planning
· Agile Teams – Break down features into user stories and estimate work
· System Architects – Provide technical guidance
· Stakeholders – Participate in reviewing plans and providing feedback

🛠️ Project Manager’s Role in PI Planning
If you’re a project manager, your role may vary based on your alignment with the ART. You might serve as:
· RTE (if you’re facilitating the event)
· Observer (learning Agile practices)
· Coordinator (managing cross-team dependencies)
· Strategic Advisor (ensuring alignment with business goals)
· Facilitating breakout sessions
· Managing risk and dependency tracking
· Supporting alignment between business and technical teams
· Helping translate strategy into execution
No matter your role, here’s how to make a difference.
✅ Pre-PI Planning: Set the Stage
1. Understand the Business Context
· Get briefed on portfolio-level epics, upcoming features, and OKRs.
· Collaborate with Product Management and Business Owners to understand strategic goals.
2. Confirm Readiness
· Are Features well defined?
· Are teams staffed and available?
· Are the environments and tooling (e.g., Jira, ADO, Miro) prepped for virtual or in-person collaboration?
3. Coordinate Cross-Team Dependencies
· Work with Scrum Masters and POs to identify handoffs, integration points, and delivery overlaps.
4. Align Tooling and Logistics
· Ensure digital tools (e.g., Jira, Miro, ADO) are ready.
· For remote PI Planning: Set up breakout rooms, timeboxes, and communication channels.
🧩 During PI Planning: Be the Glue
1. Support Day 1 Activities
· Help communicate the vision and priorities.
· Assist teams as they estimate work, identify risks, and build iteration plans.
2. Support Breakout Sessions
· Help teams clarify dependencies and risks.
· Ensure cross-team blockers are escalated early.
3. Facilitate Communication
· Coordinate with RTE, Product Managers, and Scrum Masters.
· Keep leadership looped in on alignment issues or scope changes.
4. Encourage Team Collaboration
· Foster inter-team communication during dependency mapping and negotiation.
5. Manage Risks and Escalations
· Guide teams through ROAMing risks (Resolved, Owned, Accepted, Mitigated).
· Help escalate blockers that affect multiple teams.
6. Prepare for Final Plan Review
· Ensure each team’s plan includes:
· Committed objectives
· Stretch objectives
· Team confidence vote
📈 Post-PI Planning: Drive Execution
1. Publish and Share the PI Plan
· Document team objectives and dependencies in a central workspace (e.g., Confluence or ADO).
2. Facilitate ART Syncs and Scrum of Scrums
· Support the RTE or act as liaison to ensure ongoing alignment during the PI.
3. Track and Communicate Progress
· Use dashboards, burn-up charts, and flow metrics to keep stakeholders informed.
4. Support PI Execution
· Help monitor progress via Scrum of Scrums, ART Syncs, or dashboards.
· Track risks, dependencies, and impediments throughout the PI.
5. Enable Continuous Improvement
· Participate in the Inspect & Adapt workshop.
· Encourage feedback on what worked—and what didn’t—in the last planning cycle.
🧭 Tips for Success
· Plan for iteration – PI Planning is Agile too; every cycle is a chance to improve.
· Think cross-team – Help teams identify and resolve blockers across boundaries.
· Focus on outcomes, not just output – Ensure everyone understands the value behind each feature.
· Facilitate, don’t dictate – Lean into a servant leadership style to help others succeed.
· Plan the planning – Don’t underestimate the logistics and prep work required.
· Create visual clarity – Use online whiteboards or printed boards for shared understanding.
· Timebox religiously – Keep events on track with clear facilitation and breaks.
· Foster psychological safety – Let teams speak up about risks, issues, or blockers.

🚀 Final Thoughts
PI Planning is more than just a meeting—it’s a powerful alignment engine that fuels Agile delivery at scale. As a project manager, your organizational and facilitation skills can make you an invaluable asset before, during, and after PI Planning.
Embrace your evolving role, support the Agile Release Train, and help turn strategic vision into synchronized execution.
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