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The Team 2023

Backend & ML
(Chemnitz)

Customer Frontend
(Agency)

Sales & Support
(München)



The Process 2023

UI

UX

Dev Dev Dev

Bugs

Requests Trade-offs 
at the End!

Dev



Even Small Teams Always End Up With Waterfall

https://www.amazingcto.com/why-we-always-endup-with-waterfall-even-scrum/

Agile/Scrum
Business PressureNo Product Owner

External Stakeholders

Predictability Roadmaps

Efficiency

Work on my own

Different Dev & 
Product Orgs

Scrumfall

https://www.amazingcto.com/why-we-always-endup-with-waterfall-even-scrum/


Trade-Offs Because Time Is Running Out

https://www.youtube.com/watch?v=yvGY5vkONds

https://www.youtube.com/watch?v=yvGY5vkONds


Building Software ≈ 
Optimization(Decision Making, 
Evolving Systems)



Building Software ≈
Slicing Work &
Aligning Teams



Aligning Teams



Feature 
Teams

Product 
Teams

Delivery 
Teams

output outcome

The Team 2024

cross-functional

developers

(Only Insourced 
Engineers!)

Inspired (Marty Cagan, 2018)

https://amzn.to/49v6FZV


https://www.linkedin.com/posts/johnpcutler_im-working-on-an-addition-to-this-thought-activity-7301284507452612608-2Qm5?

Cross-Functional Collaboration 

Opportunity Selection
Reqs Planning
Design
Build
Test
Release
Run

Start | Work | Finish Together!

https://www.linkedin.com/posts/johnpcutler_im-working-on-an-addition-to-this-thought-activity-7301284507452612608-2Qm5?utm_source=share&utm_medium=member_desktop&rcm=ACoAAAgxNB8BYBPrpFvlkjhI6QZumj7S4ohtBWI


Brooks’s Law: Communication Scales Exponentially

https://www.leadingagile.com/2018/02/lines-of-communication-team-size-applying-brooks-law/



Senior-Product
Senior-Engineer
Senior-Designer

The Process 2024

Engineer
Engineer
Designer

De-Risking Solution Delivery

Fixed Timebox2-X w 

Tradeoffs All the Time!



Slicing Work



Slicing Objectives

Slicing Problems

Slicing Solutions

Slicing Delivery

Deliberately Slicing Work



Slicing Objectives: Force Ranked 

Engagement

Growth

Monetization



Proof Business Model

Proof Customer Trust

Proof Impact

Slicing Objectives: Force Ranked 



(Solu
tion)

B
A

Slicing Problems: Precise Context & Outcome Framing

https://www.feltpresence.com/framing/

Current Context: 
…
…
…

Desired Outcome:
…
…
… 

https://www.feltpresence.com/framing/


Problem: Manual License Checks Creating Risk and Extra Effort

Strategic Context

● Customer Pressure .. 

● USP Misalignment ..

● Compliance Risks .. 
Desired Outcomes

● Automated Workflows..

● Reduced Customer Dependence on External 
Tracking.. 



Start at a Blank Slate & collaborate on a Problem



Breadboarding: Finding the Elements

https://www.reichelt.de/entwicklerboards-spannungsversorgung-f-steckboards-debo-bread-power-p202832.html



Breadboarding: Interaction Flows



Spikes



De-Risking: Think of Prompt Design!

“draw me a painting of mc escher, grey, where a male person stand in 
front of a conference crowd - with geometric architecture structures”



Slicing Solutions: De-Risking 

Un
ce

rt
ai

nt
y

Time
Become a Great Engineering Leader, James Stanier, 2024

Always reduce 
uncertainty up front!

https://amzn.to/4giOZEg


Slicing Solutions: Collaborating on Decisions

Raw Detailed

Strategic Tactical

Centralized Distributed

Aligned Autonomous

Product, Design & 

Engineering!

Trade-offs all the time!



Slicing Solutions: Always Ready to Cut!

Scope 4

Scope 5

Scope 6

Risk!

Scope 7

SolvedDone



Scoping



Variable Scope Guarantees Quality!

https://medium.com/@harpreet.dhillon/iron-triangle-triple-constraints-of-project-management-e818e631826c

Cost

Scope 

Time

Quality

https://medium.com/@harpreet.dhillon/iron-triangle-triple-constraints-of-project-management-e818e631826c


Slicing Delivery: End to End!

https://basecamp.com/shapeup/3.2-chapter-11

Implement by structure, not by person!



Slicing Delivery: A Piece of Cake!



One Board per Initiative



Slicing Work

Slice Objectives

Slice Problems

Slice Solutions

Slice Delivery



Local Decision Making,

Limit People Involved!



Break Silos, Not People!



EOF
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