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Before The Conveyor Belt

https://www.assemblymag.com/articles/91581-the-moving-assembly-line-turns-100

https://www.assemblymag.com/articles/91581-the-moving-assembly-line-turns-100


With The Conveyor Belt

https://www.assemblymag.com/articles/91581-the-moving-assembly-line-turns-100

https://www.assemblymag.com/articles/91581-the-moving-assembly-line-turns-100


Building Software Is a Design 
Process, 

Not an Assembly Line!



Facing Reality



“Agile now means, we do 
half of Scrum poorly and 

Use Jira”

(Andy Hunt, “The Pragmatic Programmer”)

https://twitter.com/tobyglaser/status/923177806527205377



Coders Had a Vision



Even Small Teams Always End Up With Waterfall

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

Agile/Scrum

Business Pressure
No 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/


The Design in Figma

The Design in Production
https://www.reddit.com/r/FigmaDesign/comments/16hh6k4/is_it_just_me/#lightbox

https://www.reddit.com/r/FigmaDesign/comments/16hh6k4/is_it_just_me/#lightbox


Yeah, If You Could Fill Out a Jira Ticket

That Would Be Great



Hyperactive Hive Mind 

A World Without Email

https://amzn.to/3EPfow7


Trade-Offs Because Time Is Running Out

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

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


Building Software = 

Making Decisions in Continuously 
Evolving Systems.



Slicing Work



Slicing Objectives

Slicing Problems

Slicing Solutions

Slicing Delivery

Slicing Work



Slicing Objectives: Force Ranked 

Engagement

Growth

Monetization

Proof Business Model

Proof Customer Trust

Proof Impact



(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.



 
Fixed Time       

 Variable Scope 

Slicing Problems: Appetite as a Strategic Allocation

https://basecamp.com/shapeup/1.2-chapter-03

Appetite

https://basecamp.com/shapeup/1.2-chapter-03


Fixed Scope        
 Variable Time 

 
Fixed Time       

 Variable Scope 

Slicing Problems: Appetite as a Strategic Allocation

https://basecamp.com/shapeup/1.2-chapter-03

EstimatesAppetite

https://basecamp.com/shapeup/1.2-chapter-03


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 Solutions: Collaborating on Decisions

Raw Detailed

Strategic Tactical

Centralized Distributed

Aligned Autonomous

Product, Design & 

Engineering!

Trade-offs all the time!



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



Slicing Solutions: Always Ready to Cut!

Scope 4

Scope 5

Scope 6

Unknowns!

Scope 7

SolvedFinished



Scoping



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!



Reporting on Progress



Slicing Work

Slice Objectives

Slice Problems

Slice Solutions

Slice Delivery



Aligning Teams



Feature Teams
Product 
Teams

Delivery Teams

output outcome

Empowered Product Teams

cross-functional

developers

Inspired (Marty Cagan, 2018)

https://amzn.to/49v6FZV


Product Teams: Everything They Need

Product Manager (Not a PO!!)
Responsible for customer value + business viability risk

Designer
Responsible for usability risk + Experience

Insourced Engineers
Responsible for feasibility risk + Delivery

Inspired (Marty Cagan, 2018)

PO Is a Role in Scrum, 
Not a Job Description!

https://amzn.to/49v6FZV


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

Intentionally Designed Boundaries

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


Smallest Unit of Planning for Outcomes

https://www.svpg.com/process-vs-model/

Objectives

Discovery (Problems + Solutions)

Delivery

https://www.svpg.com/process-vs-model/


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

Optimize for Small Teams in Long Cycles

Engineer
Engineer
Designer

De-Risking: 2-3 Solution Delivery: 2-3 

Trade-offs all the time!

6w 2w 



Separate Enablement From Strategic Allocation

DeliveryDe-Risking

Enablement / Reactive Work

Delivery

🌈 Happy WIP Limits everywhere! 🌈



Startups: Small Teams in Long Cycles

https://www.spiegel.de/netzwelt/gadgets/steve-wozniak-und-steve-jobs-versteigerung-einer-blue-box-in-new-york-a-1181290.html

https://www.spiegel.de/netzwelt/gadgets/steve-wozniak-und-steve-jobs-versteigerung-einer-blue-box-in-new-york-a-1181290.html


Emancipating People



https://www.v01.io/posts/2024-empowering-staff-doesnt-work/

Don’t empower, emancipate!

https://www.v01.io/posts/2024-empowering-staff-doesnt-work/


Commitments Come From the Team, Not the Manager

🤜🤛



Don’t Bring Answers – Facilitate Shared Learning

Claus Höfele

https://claushoefele.com/


Try: De-Risk Changes & Experiment 

https://v01.io/2022/09/23/shape-up-track-for-scrum-or-how-to-experiment-with-the-process/

Dev Dev Dev DevDev DevDev Dev

Dev + UX Dev + UX + UI

Dev DevScrum

Shape Up

Dev

2w2w 2w 2w 2w 2w 2w 2w 2w 2w 2w

https://v01.io/2022/09/23/shape-up-track-for-scrum-or-how-to-experiment-with-the-process/


Celebrate Tensions & Being Corrected!

https://www.cbr.com/batman-slap-robin-meme-panel-origin/

https://www.cbr.com/batman-slap-robin-meme-panel-origin/


Try: Identify & Enforce Memes!



Break Silos, Not People!



Optimize for Decision Making.

Limit People Involved.



KLAUS BREYER
v01.io

mailto:kb@v01.io
https://www.linkedin.com/in/klaus-breyer/


EOF



Stream Aligned Teams

https://teamtopologies.com/key-concepts

https://teamtopologies.com/key-concepts


Stream Aligned Teams

https://teamtopologies.com/key-concepts

https://teamtopologies.com/key-concepts


Feature Team
- Serve the business

- Deliver features

- Not involved in product 
discovery

- Not responsible for impact

- “Mercenaries”

Product Team
- Serve the customer 

- Solve Problems

- Involved in product 
discovery

- Empowered and responsible 
for impact impact

- “Missionaries”

Inspired (Marty Cagan, 2018)

https://amzn.to/49v6FZV


Slicing Problems: Context & Outcome

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

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


Outcome > Output

Problem A Problem B

1. Improving a feature 
2. Getting more people to use it (increase % adoption).
3. Getting people to use it more (increase frequency).
4. New feature/product to support a new workflow (increase customers)



The AI UX Gap

https://medium.com/@bharajtalwinderkaur/why-you-shouldnt-be-testing-your-bot-on-your-o
wn-2ad3ad819afb

https://medium.com/@bharajtalwinderkaur/why-you-shouldnt-be-testing-your-bot-on-your-own-2ad3ad819afb
https://medium.com/@bharajtalwinderkaur/why-you-shouldnt-be-testing-your-bot-on-your-own-2ad3ad819afb


Never wait for final requirements

(there aren’t any!)



Engineer Job Profiles are changing

https://www.v01.io/posts/2024-centaur-programmers-shrinking-team-sizes/

https://www.v01.io/posts/2024-centaur-programmers-shrinking-team-sizes/


Enablement by oncall rotation

Building Dev 
Design

Shaping
Product

Dev 
Design



30-40 Figma screens are a sign for silos



Principles > Process



Join Discovery Conversations



Tensions are a good thing!

https://www.ebay.de/itm/183511168693

https://www.ebay.de/itm/183511168693


Objectives are outcomes!



Fat marker sketches as inclusive methodology



Identify, prioritize & enforce scopes

Finished

Unsolved Solved

Flagged

Unsolved

Finished



https://basecamp.com/shapeup/1.5-chapter-06

Let the Team find the right altitude



Let the whole team align on their priorities

https://www.v01.io/posts/2024-impact-appetite-tierlist/

https://www.v01.io/posts/2024-impact-appetite-tierlist/


https://basecamp.com/shapeup 

https://basecamp.com/shapeup


Fixed Time, 
Variable Scope.

Shape Up in 
a Nutshell.



Start at the Epicenter

Only real work 
uncovers real needs.

Organize by structure, not by person.



Delivering

Pursuing constant de-risking

   ShapedUnshaped

Framing Shaping

Spiking

Pack-
aging

Delivered



Framing



Framing: Context & Outcome

Context

Solution

Outcome

Shaping: Solution



Shaping



Architecture, not Interior!



Parts

Playing Field
Frame

Context Outcome

Fit

Paths

A

B

C

A B C

Requirement 1.. ✅ ✅

Requirement 2.. ✅ ✅

“Find the best path that fits the frame and won’t blow up in delivery.”



Spiking



Spiking

Shaping

Spike

Shaping



Packaging



Packaging: Like 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”



Building



Autonomous
Teams!

Thinking is 
like REM Sleep.



Always compare to baseline

https://basecamp.com/shapeup/3.5-chapter-14



Tooling



Todo-Tools are made to account for work, not figure 
out what the work is.

https://www.atlassian.com/de/software/jira/align

https://www.atlassian.com/de/software/jira/align


Always cut scope - with appetite in mind!

Finished

Unsolved Solved

Flagged

Unsolved

Finished



Implementation



Oceanliner Model (Synchronized Cycles)

Reactive Work

Building

Shaping

Reactive Work

Building

Shaping

Cool 

Down
BuildingBuilding



Speedboat Model (Asynchronous Cycles)

BuildingShaping

Reactive Work

BuildingShaping

Cool 
Down



6w 2w

5w 2w

4w 1w 1w

6w 2w2w

6w ?

X

The Deliberate

The Quarter-Match

Collective Shaping

Classic

The Comprehensive

The Dynamic



Builders as a “temporary squad”

Dev
Dev

Dev

Dev

UX
UI

UX

UI



Bigger Picture 



Investing in Product (Teams): Scale with Proof

https://iwantproductmarketfit.substack.com/p/there-is-more-than-product-market

https://www.linkedin.com/pulse/product-discovery-vs-deliveryvs-design-jeff-humble
https://iwantproductmarketfit.substack.com/p/there-is-more-than-product-market


Delivering

Pursue constant de-risking

   ShapedUnshaped

Framing Shaping

Spiking

Pack
-agi
ng

Delivered

Interviews

Business 
Model

Solution Discovery
product + tech + design

Problem Discovery
product + research

Delivery
product + tech + design



Reasoning



Real feedback from a real team



Fixed Time
Variable Scope
Autonomous Teams
Fight Details early on
Defuse Timebombs
Start at the Epicenter
Organize by structure
One scope at a time
Done means deployed



Requirements for Shape Up (by the book)

● Ongoing Product Development (Vision should be established)

● Empowered Product Team

● Team of a certain size

● Fixed staffing for an extended period of time

● Minimum: 2-3 devs, 1-2 Designer, 1 Product >= 50% booked

(The Tools + Principles can be valuable, nonetheless)



Backup



Discovery > Delivery

https://www.linkedin.com/pulse/product-discovery-vs-deliveryvs-design-jeff-humble

https://www.linkedin.com/pulse/product-discovery-vs-deliveryvs-design-jeff-humble
https://www.linkedin.com/pulse/product-discovery-vs-deliveryvs-design-jeff-humble


When to use Shape Up?

Shape Up is for Features.

Reactive work needs separate, dedicated capacity.

Not for cross-party integrations with dependencies



Why use Shape Up?

To Scale: Run multiple parallel product teams.

When slowing down: Get focused and back to shipping fast.



Possible Experiments

https://basecamp.com/shapeup/4.2-appendix-03

One six-week experiment

Start with cycles

Start with shaping



How to build in small autonomous teams?

How to shape (derisk) collaboratively?

How to frame problems hypotheses?

How to involve the client? 



Starting Points



Shape Up is born remote.

Balancing synchronous and asynchronous work.



Building

6w

Shaping

2w

Di
sc
ov
er

y 
 

Fr
am

in
g

2h

Agency Model: Bring the Customer Along!

weekly sparrings & ressource transparence“concept” workCall

https://www.v01.io/posts/2023-shape-up-for-agencies/

https://www.v01.io/posts/2023-shape-up-for-agencies/


Scrum Bashing



Martin Fowler

https://twitter.com/berndschiffer/status/478793485642776576



Allen Holub

https://twitter.com/allenholub/status/1514806761873575936



My Offer



Inspire

Facilitate

Organizational transformation

My offer for product orgs and agencies

CultivateEducate

Tooling



https://www.youtube.com/watch?v=rXmga-D0xDM

2012-2018

https://www.youtube.com/watch?v=rXmga-D0xDM


Good people attract more good 
people. 

The recipe: Engaging challenges with a dash of 
repetition.



Champion journeymanship

Balance fresh talent with experienced hands 
during each cycle.



Start gradually

Start with a one time experiment.
Start with shaping.
Start with cycles.



Strategy: Positioning



Position, Position, Position!

https://m.signalvnoise.com/position-position-position/

https://m.signalvnoise.com/position-position-position/


Position, Position, Position!

https://m.signalvnoise.com/position-position-position/

https://m.signalvnoise.com/position-position-position/


Position, Position, Position!

https://m.signalvnoise.com/position-position-position/

https://m.signalvnoise.com/position-position-position/


Strategic Intent



vision 
mission

strategic 
intent

values
quarterly 
objective

general concrete

Strategic Intent

I want to change the world!

Leadership! 
Innovation! 
Teamwork!

To get everyone in the 
UK online by the end of 
2012.

Increase profits 
5% over last 
years results!

inspirational

bland



Strategic Intent

Stop wordsmithing and start deciding.

Ask: Will we know when we are done?

Narratable: From the new intern to the investor.

Work in Progress: Today is only version 1!



The End!



The Diamond of Participation

https://www.pogatschnigg.com/diamant-modell-partizipative-entscheidungsfindung/

Facilitator's Guide to Participatory Decision-Making

https://www.pogatschnigg.com/diamant-modell-partizipative-entscheidungsfindung/
https://amzn.to/4hWFAnz


Spikes: Seek & share insights!

Don't ask yes/no 
questions. 

Prototype to Learn

Challenge assumptions with data!



RFC for Collaboration

https://blog.pragmaticengineer.com/project-management-at-big-tech/

https://blog.pragmaticengineer.com/project-management-at-big-tech/


About me



CTO Digital Agency
buddybrand GmbH



CPO & CTO Influencer Marketplace
BuzzBird GmbH

https://www.buzzbird.de/insights/

https://www.buzzbird.de/insights/


Built IIot Business Unit (Interim)
Voith GmbH & Co. KGaA



Leading Product & Tech (Interim)
edding AG 



Teams: Insourced Engineering

https://www.linkedin.com/posts/matthias-mayrock-5533bb4a_in-team-topologies-m
atthew-skelton-and-manuel-activity-7250029894154276864-dbfX?

Agency

https://www.linkedin.com/posts/matthias-mayrock-5533bb4a_in-team-topologies-matthew-skelton-and-manuel-activity-7250029894154276864-dbfX
https://www.linkedin.com/posts/matthias-mayrock-5533bb4a_in-team-topologies-matthew-skelton-and-manuel-activity-7250029894154276864-dbfX


Scaling Orgs



“[only] what gets 
measured, gets 

managed.”

(Peter Drucker)



Try: Scope Progress With Hillcharts

https://basecamp.com/features/hill-charts 

Progress is more like a hill than a straight line

https://basecamp.com/features/hill-charts


Try: Moving the Needle

https://3.basecamp-help.com/article/711-move-the-needle

Progress vs. fixed timebox (appetite!)

https://3.basecamp-help.com/article/711-move-the-needle


Implement Reporting That Enforces Habits

Team Team Team Team

Director Director



Try: Roll-Up Dashboards for Progress

https://3.basecamp-help.com/article/711-move-the-needle

https://3.basecamp-help.com/article/711-move-the-needle


Trifectas All the Way Up

Engineeri
ng Product Design Engineeri

ng
Engineeri

ng Design

Engineeri
ng Product Design

Team Team

Engineeri
ng Product Design

Engineeri
ng Product Design Engineeri

ng Product Design

Team Team

Engineeri
ng Product Design

Senior
Leadership
trifecta

Middle management
trifectas

Become a Great Engineering Leader, James Stanier, 2024

https://amzn.to/4giOZEg


Try: Hire & Foster Interdisciplinary Leaders

Engineeri
ng Product Design Engineeri

ng
Engineeri

ng Design

Engineeri
ng Product Design

Team Team

Engineeri
ng Product Design

Engineeri
ng Product Design Engineeri

ng Product Design

Team Team

Engineeri
ng Product Design



Bringing It Together: Small Teams = Trifectas

Engineeri
ng Product Design Engineeri

ng
Engineeri

ng Design

Engineeri
ng Product Design

Team Team

Engineeri
ng Product Design

Engineeri
ng Product Design Engineeri

ng Product Design

Team Team

Engineeri
ng Product Design



Scrum(fall): Small Cycles, Large Team

UI

UX

Dev Dev Dev

Bugs

Requests Trade-offs 
at the End!

Dev



Try: Round Robin to Activate Everybody

https://en.wikipedia.org/wiki/Round-robin_scheduling

https://en.wikipedia.org/wiki/Round-robin_scheduling


Optimize Teams for Value Streams - End to End

Team Topologies, Matthew Skelton, 2019

https://teamtopologies.com/key-concepts-content/team-interaction-modeling-with-team-topologies 

Team A Team B Team C Team D

Capability A Capability B Capability C Capability D

Flow of Change

��

�� ��

��

https://amzn.to/4hz2RLE
https://teamtopologies.com/key-concepts-content/team-interaction-modeling-with-team-topologies


Teams: Capabilities, Not Specialties

https://www.linkedin.com/posts/matthias-mayrock-5533bb4a_in-team-topologies-matthew-skelton-and-manuel-activity-7250029894154276864-dbfX?

https://www.linkedin.com/posts/matthias-mayrock-5533bb4a_in-team-topologies-matthew-skelton-and-manuel-activity-7250029894154276864-dbfX


Try: Hire & Foster Interdisciplinary Roles

https://posthog.com/blog/what-is-a-product-engineer

✅ Customer obsession

✅ Analysts of usage data and 

the competitive landscape

✅ Always prototyping and 

experimenting

https://posthog.com/blog/what-is-a-product-engineer


Don’t Brief, Coach!

Advice Trap: Be Humble, Stay Curious & Change the Way You Lead Forever

https://amzn.to/412jRmC


But Business Took Over

https://www.youtube.com/watch?v=kxk3Kg7LofY&t=65s

Acceptance Tests Planning 
Game

Small Releases

Whole Team

Continuous 
Integration

Collective 
Ownership

Metaphor Sustainable Pace
Simple Design

RefactoringPairing

Test Driven 
Development

https://www.youtube.com/watch?v=kxk3Kg7LofY&t=65s


Agile Became a Micromanagement Tool

https://medium.com/engineering-manager-hub/engineering-org-structures-the-qrf-team-model-7b92031db33c

Request

Request

Urgent Request

Urgent Request

Urgent Request

Request

Urgent Request

Urgent Request

Planned Work

Planned Work

Planned Work

Planned Work

Planned Urgent

Planned Urgent

Planned Work

Planned Work

Planned Work

Planned Work

Input Backlog Execution



“Organizations [that 
design systems] 

produce designs that 
mirror their 

communication 
structures”

(Melvin Conway, 1967)



“So much complexity in 
software comes from 

trying to make one thing 
do two things.”

(Ryan Singer, Shape Up)

https://www.feltpresence.com

https://www.feltpresence.com/


Slicing Solutions: 
Scope by Scope

Shippable in Isolation!



Try: Build Initiatives Without a Backlog

��



Try: Backlogs Only for Reactive Work

Todo Work in Progress Done



https://thesharpgentleman.com/gentlemen-beg-for-forgiveness-or-ask-for-permission/

“It's easier to ask 
forgiveness than it is to 

get permission.”

(Admiral Grace Hopper)

https://thesharpgentleman.com/gentlemen-beg-for-forgiveness-or-ask-for-permission/


Bringing It Together: Map the Work to the Org

Slice Objectives

Slice Problems

Slice Solutions

Slice Delivery

Engineeri
ng Product Design Engineeri

ng
Engineeri

ng Design

Engineeri
ng Product Design

Team Team

Engineeri
ng Product Design

Engineeri
ng Product Design Engineeri

ng Product Design

Team Team

Engineeri
ng Product Design

2-Way Exchange!
(Not Top Down)



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


https://www.youtube.com/watch?v=Nl7aCUsWykg&t=132s

https://www.youtube.com/watch?v=Nl7aCUsWykg&t=132s


Facing Reality ✅

Slicing Work

Aligning Teams

Emancipating People

Framework for Decision Making



Spikes


