Tickets Create Silos

How to Unlock True Interdisciplinary Collaboration

KLAUS BREYER vel .io
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https://www.assemblymag.com/articles/91581-the-moving-assembly-line-turns-100
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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”)




Coders Had a Vision
Vianifesto for Agile Software Development

We are uncovering better ways of developing
software by doing it and helping others do it.
Through this work we have come to value:

Individuals and interactions|over processes and tools
Workjng software over comprghensive documentation
Customer collaboration ovpr contract negotiation
Responding to change oyer following a plan

That is, while there is value in the items on
the right, we value the items on the left more.
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End Up With Waterfallg

Business Pressure

BT D o
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Different Dev &
Product Orgs



https://www.amazingcto.com/why-we-always-endup-with-waterfall-even-scrum/
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https://www.reddit.com/r/FigmaDesign/comments/16hh6k4/is_it_just_me/#lightbox

Yeah, If You Could Fill Out a Jira Ticket
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https://amzn.to/3EPfow7
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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 Objectives: Force Ranked

Proof Customer Trust

Monetization Proof Impact




Slicing Problems: Precise Context & Outcome Framing

Current Context:

-
A’ - =7 (oot Desired Outcome:



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

Problem: Manual license checks creating risk and extra effort.

Strategic Context

> What belongs here?

e Customer Pressure: has stated they need a solution. If not addressed, they may need to
adopt a secondary system, introducing the risk of new or specific = customers will be moved
to that system.

 USP Misalignment: Our product is positioned as an automated compliance solution, but the
current handling of TNMMMMAM» that
« Compliance Risks: Desired Outcomes

is overdue, creating > What belongs here?

1. Automated Workflows — The system should ensure that manual control drivers are revalidated
within the control interval, with an automated process to support compliance.

2. Reduced Customer Dependence on External Tracking — Customers should no longer need to
track manual control checks outside our system.




Slicing Problems: Appetite as a Strategic Allocation

Appetite

Fixed Time
Variable Scope

https://basecam| p.com/sha; peup/1.2-cha pter-03


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

Slicing Problems: Appetite as a Strategic Allocation

Appetite Estimates

Fixed Time Fixed Scope
Variable Scope Variable Time

https://basecam| p.com/sha; peup/1.2-cha pter-03


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

Variable Scope Guarantees Quality!

Scope

Cost Time



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

Slicing Solutions: Collaborating on Decisions

Raw

Strategic

Centralized ?‘

Aligned

A A
|
|
|

Trade-offs all the time!



Start at a Blank Slate & collaborate on a Problem
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What do we want to do
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Slicing Solutions: Always Ready to Cut!

Scope 6

-—> Solved Scope &4

Scope 5 » Scope 7



Filter for

digital and
manual B d
drivers on FU a ge
on
Control
interval on Sidebar
Driver form
s
—= Foto-Control
checkbox on org
setting
Scheduler Trigger FSK . . , Photo rollout/ m‘;‘y‘z’"’:fgﬂs rejection
+ automated specific email for +buttonin Foto uploader i
» reasons in
triggers thantisal ditvass manual E-Mail b et deay on driver time ;
+Reminders line driver
Expir "
i Driver Profile and Org & vepatiment listechecker timeline
state Bulk trigger settings for

- (o)

manual instructions
(special template}
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Slicing Delivery: End to End!

— FRONT END
NOTHING WORKS
BACK. END

— FRONT END
NOTHING WORKS
BACK. END

FRONT END
BACK. END

SomeTHing woreks/

om|

- Implement by structure, not by person!







potential cut-off point = = = = = =

Recreate
Foto
Control in
MC

Improving
copy on
driver profile
(timeline)

Legend:

Unknowns

Todo

Paused

Done,
tested.

Disable the

update old
photo-

control in

legacy MC

Badge
in
Sidebar

Settings for
manual
instructions

Foto-
Control
enablement

Control
Interval on
Driver
Form

Scheduler
to deal
with
manual

Trigger FSK
for manual
drivers

Filter wihin
Fahrerubersicit



Slicing Work
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Alighing Teams



Empowered Product Teams

Inspired (Marty Cagan. 2018)

cross-functional

developers

Product
Feature Teams
Teams
Delivery Teams
output outcome



https://amzn.to/49v6FZV

Product Teams: Everything They Need

Product Manager (Not a PO!!) PO Is a Role in Scrum,

, , o , Not a Job Description!
Responsible for customer value + business viability risk

Designer
Responsible for usability risk + Experience

Insourced Engineers
Responsible for feasibility risk + Delivery

Inspired (Marty Cagan. 2018)


https://amzn.to/49v6FZV

Opportunity Regs

DeSign “

Selection Planning Wateerall
Opportunity Regs / “Agile” with
Selection Planning Design P Tt Release Run release silo
Opportunity Regs “Agile” able
Selection Planning = ) ' Rl Rut to release
Opportunity Design as
Selection Test Release} Run teanll member
Opportunit DevOps
Spglectiony Test Release } ’ Run design/dev collab,
Opportunity Regs \E : ; )\
SRleenon Planning ’ Design Build Test Release Run Feature Factory
Opportunity Regs ] ; } Product Team
S ' Plantin Design Build Test Release Run wl “mini CEQ”
Opportgnlty ReQ§ Design Build Test Release Run J\ Product Team
Selection Planning

Team Boundary

> ¢

Cross-functional collaboration
Start | Work | Finish together

Internal handoff

External handoff

@johncutlefish

Please contact me before re-use


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

Objectives \

Discovery (Problems + Solutions)

NN N

Delivery



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

Brooks's Law: Communication Scales Exponentially
O Q )
Q @)

Q @)

@ O
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3 PEOPLE 7 PEOPLE 11 PEOPLE
3 lines 21 lines 55 lines



Optimize for Small Teams in Long Cycles

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

Senior-Product
Senior-Engineer
Senior-Designer

2W

e
e

Trade-offs all the time!



Separate Enablement From Strategic Allocation

De-Risking

(7 Happy WIP Limits everywhere! (&



Startups: Small Teams in Long Cycles

lf.,



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

Emancipating People



Don't empower, emancipate!

YOU'RE



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

Commitments Come From the Team, Not the Manager

~4 B
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https://claushoefele.com/

Try: De-Risk Changes & Experiment

Shape Up

Scrum



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

Celebrate Tensions & Being Corrected!
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https://www.cbr.com/batman-slap-robin-meme-panel-origin/

Try: Identify & Enforce Memes!
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Optimize for Decision Making.

Limit People Involved.





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

EOF



Stream Aligned Teams

W

4 fundamental topologies

Team
Topologies

Stream-aligned team
Enabling team
Complicated Subsystem team

Platform team



https://teamtopologies.com/key-concepts

Stream Aligned Teams

3 core interaction modes

Fl fch oo s
e

Collaboration

b - -

X-as-a-Service

Team
rl' Topologies



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”



https://amzn.to/49v6FZV

Slicing Problems: Context & Outcome

Framing Shaping

* What problem are we trying * What technical and design
to solve? options do we have?
* What slice of the problem are * What decisions need to be
we addressing now? made before we can start the
iect?
* What will change when we’re ‘ project:
done and how will we know? * What are all the moving parts
/' we need to consider?
Narrowed-down Multiple
problem paths

https://www.feltpresence.com/framina/


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

Outcome > Output

Improving a feature

Getting more people to use it (increase % adoption).

Getting people to use it more (increase frequency).

New feature/product to support a new workflow (increase customers)

o

-~ w N



The Al UX Gap
WHO ARE WE?

WHAT DO WE DO?

wn-2ad3ad819afb

CHATBOTS!!

Sorry, | don't understand what you are trying to say.

Sorry, | don't understand what you are trying to say.


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




&

.
Reae ¥

-

0 U001 Y \\t 4
e

L,00100G10

J . ?-'/./‘.‘Q. ,

L—

o3
e o

- ;
-

& h
- ‘

i

4

°



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

Enablement by oncall rotation

Product
Dev
Design

Shaping

Dev
Design



30-40 Figma screens are a sign for silos






Join Discovery Conversations

"



Tensions are a good thing!

NATIONAL
GEOGRAPHIC

ROCK TUMBLEB
— L EARNING GUIDE

{

%\
Rl T \2\

Dm‘agww\c

GEMSTONES!

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



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

Objectives are outcomes!
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BFat marker sketches as inclusive methodology




Identify, prioritize & enforce scopes

Unsolved Solved

-
-

\J

Unsolved



To-Do Groups

For 13 year,

€« c

105+ To-dos » Morgen (Jul 17 - Aug 31)

Morgan (Jul 17 - Aug 31) ) o
¥ Toam 05 8 uby 2017

Prisart chack  questions = Hey! Aesding List

Retactor Tra oot ctegraton
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Thea shouid be pretty easy. hopehly’ The ides o to advertise our new bu model plans

S0 you're on the tree or
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https://basecamp.com/shapeup/1 hapter-06

What we're trying to do is creste simple groups of to-dos within a single list. So we're
hacking it. We're either creating * ficial Divide .

or di

g a batch of
to-dos with a label like “QA" or our old standby, the trusty - which is code for “maybe”

This means now you could make a list for a specific scope that had a section for design.

specific to-dos. and QA-specific to-dos.

groups first class citizens without adding noticeable complexity to the purity of today's

to-do lists. We're pleased with where we landed, and we'd like to put it forward as a big
batch project this cycle

Here's how it works:

First, to-dos without groups will look identical to today's to-dos. We won't add any
additional Ul around them, no new buttons, etc

A buaes it reem

s the same - 185 K8 - Yiew hullaize - Downiond

But, if you add a group (or groups), it look like this.

/tﬁf Nane
= [yt

/o€

Groufs

A list it

 phus two Groues of 1o-dos - 730 KB - View vl aide - Downioad

With (el 189 K3 - Yigw §

ufaze Downiced

A group is defined by a divider. You can name 3 divider anything you want. it can't be
checked of, it's not a to-do itself. Any to-dos you put below the divider become part of
that group. And critically, groups always go below any ungrouped (loose) to-dos. This

simplifies a bunch of behaviors, and prevents loose to-dos from being lost between
groups. If it's loose, it's at the top.

You can create a divider in two ways.

e
o

Sull-size - Dow

1. Chck the hamburger menu next to the list title, You'll get a menu. One of the items

will be “Create a group” (or add a drvider, exact language TBD). It'll then add a blank
divider at the end of the loose to-dos, and scrol

right to that point 50 you can name
2

2. You can multi-select (shift key) multiple loose to-dos, and instantly create a group

from those to-dos. If you do this, an unnamed divider will be created, and the to-dos
will be placed under that divider.

Key to this concept is that we'll add *Add a to-do” buttons to the bottom of each
(and the loose to-dos at the top). So once a divider exists, you can add to-dos d
that section. if we didn't do this, and we only had one add to-do button at the tc
bottom. you'd have to sdd and then move into place. That's & hassle. It's much b
add it place when we have places 1o add.

Completed to-dos will still be grouped into a single collection at the bottom of ¢

list. f they were part of a group when you checked them off, we'll prepend the g
name before the to-do like so.

‘/WOM‘W
/%"‘H 2

2 QA

/O~ A

L/‘/‘M/W

s Oownlond
Groups will also have their own permas. 5o you can click the title of 8 group/div

you'll see & new page with just the to-dos in that group.

Lis Name
=z — QA

i



Let the whole team align on their priorities

1 week 2weeks 3weeks 4weeks 5weeks 6 weeks

Appetite >
A :
LeSiED Problem
S System X
Initative
Tracking
A Initative
B Problem Player 1
Y
@ rlayer2
Tech
o Debt Player 3
Initative ‘
Player 4
Player 5
. @ Play
Impact Player 6

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


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

Stop Running in Circles and
Ship Work that Matters

by Ryan Singer

ttttt ://basecamp.com/shapeup



https://basecamp.com/shapeup

Fixed Time,
Variable Scope.

Shape Up In
a Nutshell.




Organize by structure, not by person.

Start at the Epicenter

Only real work
uncovers real needs.

(o)



Pursuing constant de-risking




Framing



Framing: Context & Outcome



Shaping






Playing Field

Frame Paths Parts

Context Outcome A / >

Fit 8
A B C
Requirement 1..
Requirement 2.. [

"Find the best path that fits the frame and won't blow up in delivery."



Spiking






Packaging
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Packaging: Like Prompt Design!{&§J
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“draw me a painting of mc escher, grey, where a male person stand 1in
% front of a conference crowd - with geometric architecture structures”

N



Building



Autonomous
Teams!

Thinking is
like REM Sleep.




Always compare to baseline

PER FormANICE

DEVELOPMENT TmME

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

BASELINE
(wHAT CuSTOmERS
ALREADY HAVE )



Tooling



ﬂJil’GAlign Home Strategy Portfolio Solution Program Team Product Custom Rooms Starred Items @ @ Q ¢ 0 . 6 a

{} Program Room Fror Mobile i} View Configuration 44 Key Metrics ~ ~ Run a Meeting ~ Close Planning Interval

yram View

out what the work is.

H . - G12: DB c...
Time Left Objectives Accepted Sprints View Program Board g-’
\ \ ) Q-b Mirrored ...
14 days 27% | 280/367 )
Sprint 23 Sprint 24 Sprint 25 Sprint 26 a" D G12: Hadoo...
55 out of 60 stories accepted 67 out of 83 storles accepted 70 out of 72 stories accepted 50 out of 54 stories accepted 8¢
) S & x E»n V2.1 SAT - ...
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Features 56%
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[5) Stories 76%
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1D Title Feature Progress  Points MMF Status Owner
View report [+~ Objectives:
> 5426 Implement Live Call Monitoring 12 No R i

G13 Family Feature for... In

©

veam progress Points Count > 43 G12 : Team innovation for AC5 12 No READCTO 87AKS @
Increase user retentio... In Progress

BE Cowboys 78.1% > 4209 Chatbot JSON integrations 1 No :’-"”-""L” @
U Washington 90.2% > 3422 ] Intelligence Assisted Chatbot 24 No :p-m-’ukm ,a Grow iOS Daily Active ... In Progress

E Baltimore 86% » asae G612 : AP2 machines stabilization L ¥es e e
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g Houst 629 b4 4207 G12: Automation 1 No ACLERIEO e
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. Increase user retentio... In
> 5387 B G12: esrsfor ACS 24 No ACCEPTED e
& Tiger 88.8%


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

Always cut scope - with appetite in mind!

Backiog ' 10

TeamA 9

fix of progress bar filling vs finished
swipe (100% filling should show
when swipe is finished) - process
indicator comes to early

@ e

Never transmit + interactive help at
the same time.

@ rero

remove message after 10% progress
instead 20% (see how it feels)

message "hold device in hand" is not
removed and stays even after picking
device up. change message from
blue tore

remove flat_finger

© cregor

Design 3

design playground

In progress | 1

New Texts (from Miro)
© Greeor

Done ' 5

successful screen

Dont show red boxes on success
screen

Screen Protector Message comes to
early and too often (when it once.
was triggered, it comes every time
you put the finger up / down) > 22
Secs.

successful screen

Discuss "Permanent verified"
Variants

CutScope 4

Lifting the drivers license, the red
pattern comes back but the iniial
message not.

Rework the slow internet Icon

Doublecheck: Internet Warning
Trigger - and how we want to display
it

progress bar gets stuck




Implementation



Oceanliner Model (Synchronized Cycles)




Speedboat Model (Asynchronous Cycles)

Shaping




The Deliberate “mm
The Quarter-Match “n
Collective Shaping “H
Lt “n
The Comprehensive “““
The Dynamic n




Builders as a “temporary squad”




Bigger Picture



Investing in Product (Teams): Scale with Proof

PROBLEM-
SOLUTION FIT

PROBLEM FIT

GROWTH »

TIME

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

BUSINESS
MODEL FIT

FOUNDER START

PRODUCT-
MARKET FIT

\

UP FIT


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

Pursue constant de-risking

Y Y Y

Problem Discovery Solution Discovery Delivery
product + research product + tech + design product + tech + design



Reasoning



Real feedback from a real team

ui feedback did not
disturb, but felt
helpful.

feeling of
being closer
to each other
(XD -DEV) b

UX, Ul, Dey, PO all
working
simultaneously on
one topic, being on
the same page and
in the right mindset

Awesome team!
The teamwork
feeling is back!

Everybody
contributing to find
the best solution -

not only UX




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

Discovery Delivery

Problem Discovery Solution Discovery Design & Development



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

One six-week experiment
Start with cycles

Start with shaping

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




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 waork,



Agency Model: Bring the Customer Along!

2w
Shaping
Call “concept” work weekly sparrings & ressource transparence

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



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

Scrum Bashing



Martin Fowler

Shitty Agile For Enterprises -- @martinfowler
what SAFe stands for

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




Allen Holub

Was asked what | don’t like about Scrum. Not much,
really. Just:

- Backlogs

« Sprints

« Daily Scrums

« Sprint Reviews

« POs

« SMs

« Commitments

« Accountabilities

- Standardization on an inflexible framework
 Certs

Just little stuff like that. The rest is okay.

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




My Offer



My offer for product orgs and agencies

O ORingier VOITH &5 mstrsrex QOMlocall EELELTY)
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https://www.youtube.com/watch?v=rXmga-D0xDM

Good people attract more good
peaple.

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

Position, Position, Position!

Less about More about

Comment

Up to the minute On your own time

Millimeter planning

Creating the work Discussing the work
Source files Renderings
Embodying specific Easy to adopt
processes

Personal tasks Coordinated tasks

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

Nothing gets forgotten

Prefer async, bundled notifications, long form

“Not dropping” something is more important than
dependency management

Write that copy yourself and post for feedback, instead
of live collab with someone

In progress PSDs go elsewhere. Code goes in GitHub.
Share an intermediate piece for feedback, or upload
the final version for posterity.

You can make a better bug tracking process in Jira,
more precise creative direction with InVision etc, but
everybody will figure out Basecamp.

If other people don’t need to know about it, it doesn't
need to be in Basecamp


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

Strategic Intent



Strategic Intent

I want to change the world!

inspirational

bland

Leadership!
Innovation!
Teamwork!

vision strategicéi

mission -Lntent

values quarterly
objective -J

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

Increase profits
5% over last
years results!

|

general

concrete



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
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Eacilitator's Guide to Participatory Decision-Making

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


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

Spikes: Seek & share insights!

Don't ask yes/no
guestions.

Prototype to Learn

Challenge assumptions with data!




RFC for Collaboration

Company | Is There a “Central” What Project Management Who Typically Leads
Methodology? “Methodology” Is Typically* Used for Engineering Projects?
Engineering Projects?

Amazon No, teams can choose | Plan (6-pager)->Build (iterate)->Ship Tech lead

Apple No, teams can choose | Plan->Build (iterate)->Ship Tech lead

Datadog No, teams can choose | Plan (RFC)->Build (iterate)->Ship Tech lead or an engineer
Facebook | No, teams can choose | Plan->Build (iterate)->Ship Tech lead or an engineer
Google No, teams can choose | Plan (Design Doc)->Build (iterate)->Ship Tech lead or an engineer
Netflix No, teams can choose | Plan->Build (iterate)->Ship Tech lead or an engineer
Shopify No, teams can choose | GSD (Get Shit Done, 6-week cycles) Tech lead or an engineer
Spotify No, teams can choose | Plan->Build (iterate)->Ship Tech lead or an engineer
Uber No, teams can choose | Plan (ERD)->Build (iterate)->Ship Tech lead or an engineer

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

newsletter.pragmaticengineer.com



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

About me



Euddybrund GmbH





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

A
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Teams: Insourced Engineering
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s://www.linkedin.com/posts/matthias-mayrock-5533bb4a_in-teal
atthew-skelton-and-manuel-activity-7250029894154276864-dbfX?


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



“lonly] what gets
measured, gets
managed.”

(Peter Drucker)




Try: Scope Progress With Hillcharts

Last updated Tuesday at 12:42pm

Cloud File Types

Link generic cloud file

.—Select app from separate page .—Notifications on login from...

@ Vobile

FIGURING THINGS OUT MAKING IT HAPPEN

Progress is more like a hill than a straight line

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



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

Try: Moving the Needle

How far along are we?

g

How's the project going?
@ On track Some risk @ Concerned

Describe why you moved the needle:

B I S & & 1 » = o =i =

Gina's reviewed the three options and we're leaning strongly towards two of them. We'll iterate and go
through the next round of reviews!

Progress vs. fixed timebox (appetite!)

https://3.basecamp-help.com/article/7 11-move-the-needle



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

Implement Reporting That Enforces Habits

Director Director

N N

Team Team Team Team

N e T e =




Try: Roll-Up Dashboards for Progress

Choose areport v

Mission Control

See how the needle is moving on your projects

| / /\—' | w—f

Concerned On track On track
Updated 19 hours ago Updated on Dec 7, 2023 Updated on Dec 7, 2023
Nov 6 | Nov 27 Nov 13 I Dec 24
Annie's Corner Getting Started Honcho Design Newsroom

‘ No updates yet Concerned ‘ No updates yet

Updated 7 minutes ago
Nov 6 Nov 27
Nov 13 l Dec 3

Honcho Recruiting and Hiring The Leto Laptop The Leto Locator

https://3.basecamp-help.com/article/7 11-move-the-needle


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

Trifectas All the Way Up

Senior
Engrl]r;eerl Product Design LQUderShlp

trifecta

Middle management

trifectas ] i . .

Engineert | proguct Design Engineert | - product Design
ng ng
Engineeri Product Deslgn Engineeri | Engineeri Deslgn Engineeri Product Design Engineeri Product Design
ng ng ng ng ng
Team Team Team Team

Become a Great Enagineering Leader, James Stanier, 2024


https://amzn.to/4giOZEg

Try: Hire & Foster Interdisciplinary Leaders

Engineeri

Product ) Design
o

Engineeri Product Design Engineer Product Design
ng ng
Engineeri |5 o Design Engineeri | Engineeri Design Engineeri B et Design Enginee Product Design
ng ng ng ng ng
Team Team Team




Bringing It Together: Small Teams = Trifectas

Product

Design

Product

Englneerl

Product

Design

m PN

nglneerl

ng
7 Y

Product Design

Engineeri
ng

Engineeri

Design

Engineeri

Product

Design

Engineeri
ng

Product

Design

Team

Team

Team




Scrum(fall): Small Cycles, Large Team

ux

Bugs i

Requests Trade-offs
at the End!




Try: Round Robin to Activate Everybody

| Process (Arrival time, Burst time) I Time |

o|1]2|3|4]5|6|7|8|9| 10|11 12 13| 14] 15| 16| 17] 18] 19] 20| 21| 22| 23| 24] 25| 26| 27| 28] 29| 30| 31| 32| 33 34] 35] 36| 37| 38 39| 20| 41| 42

P1(0,1)
P2(0,2)
P3 (0, 4)
P4 (0, 6)
P5 (0, 8)
P6 (11, 8)
P7(11, 6)
P8 (11,4)
P9 (11, 2)
P10 (11,1)

Quantum=3
Wait time
Burst time

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



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

Optimize Teams for Value Streams - End to End

Team A Team B Team C Team D

Capability A Capability B Capability C Capability D

Flow of Change

Team Topologies. Matthew Skelton, 2019

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


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

Teams: Capabilities, Not Specialties

Cross -fonckional Teams

B Produst
Frovt-emd
Book-end

# ax

0 Dwlps

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

Try: Hire & Foster Interdisciplinary Roles

Customer obsession W a PostHog
Analysts of usage data and PrOd_UCt
for Engineers

the competitive landscape

Always prototyping and

experimenting



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

Don't Brief, Coach!

Bestselling author of

The Coaching Habit M iChae|
Bungay

The Stanier

AdviceTrap

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


https://amzn.to/412jRmC

But Business Took Over

Continuous//—\ Collective

Integration Test Driven Ownership
/Development\
Pairing Refactoring

\\Simple Design/

Sustainable Pace

Metuphor\_/

https://www.youtube.com/watch?v=kxk3Kq7LofY&t=65s


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

Agile Became a Micromanagement Tool

Input

- Backlog

Execution

Request

Urgent Request

Planned Urgent

Request

Urgent Request

Planned Urgent

Urgent Request

Planned Work

Planned Work

Urgent Request

Planned Work

Planned Work

Urgent Request

Planned Work

Planned Work

Request

Planned Work

Planned Work




“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/

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




“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/


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

Bringing It Together: Map the Work to the Org

Slice Objectives

A

1
1
1
1

\

Slice Prablems

!

v

Slice Solutions

V

Slice Delivery

2-Way Exchange!
(Not Top Down)

<’ Engineeri

Product

Design

—

ngineerl Product Design ) au
ng
Product Design > Engineert | Engineen Design Fnamneet | produc
ng ng ng ng
| ——
(Y
Team Team




Slicing Solutions: De-Risking

__ Always reduce uncertainty

Uncertainty

up front!

Time


https://amzn.to/4giOZEg



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

Framework for Decision Making

Facing Reality |

Slicing Work
Aligning Teams

Emancipating People



Spikes}

Strong
Evidence

High Risk
»

Low Risk

___Janger Zone
=" Indershaped)

No
Evidence

easycheck >»>
New Unkowns / Dangers / Assumpti(by =

Open Questions



