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Abstract
Jeder kennt wahrscheinlich Conway’s Law und schlaue Software- und Organisatons-Architekten 
nutzen es zu ihrem Vorteil.

Es gibt jedoch einen 3. Baustein, der in Conway’s Law nicht vorkommt, den ich aber als sehr 
relevant sehe für Software Teams. Ich habe diesen 3. Baustein in verschiedensten 
Kundenbegegnungen mit skalierten Teams verwendet und jetzt in ein Modell gegossen: "Conway's 
Law Extended".

Es gibt Wechselwirkungen zwischen diesen 3 Elementen im "Conway’s Law Extended", das wirkt 
un-intuitiv und macht es spannend!

Ich erkläre das Modell, die herrschenden Effekte, was man tun kann, um einen positiven Effekt in 
Zusammenarbeit zu erzeugen, und was das mit Entscheidungen macht.

Ich freue mich auf einen Erfahrungsaustausch zum Modell am Event.





Software Crafters Meetup

https://www.meetup.com/Software-Craftsmanship-Zurich/

https://www.meetup.com/Software-Craftsmanship-Zurich/


https://beyond-agility.com/books

📚 Reading? → https://beyond-agility.com/blog 
🎞 Watching? → https://beyond-agility.com/videos 



Conway’s Law



Conway‘s Law

🙋



Conway‘s Law
Any organization that designs a system (defined 
broadly) will produce a design whose structure is a 
copy of the organization's communication structure.

-- Melvyn Conway, 1967



Conway‘s Law
Organizations which design systems ... are 
constrained to produce designs which are copies of 
the communication structures of these organizations.

Wikipedia



From https://martinfowler.com/articles/microservices.html

https://martinfowler.com/articles/microservices.html


From https://martinfowler.com/articles/microservices.html

https://martinfowler.com/articles/microservices.html


via Eberhard Wolff 
https://www.innoq.com/de/staff/eberhard-wolff/

INVERSE 

Conway’s Law

https://www.innoq.com/de/staff/eberhard-wolff/


Architecture



What is Architecture?







Dropbox 2012

How We've Scaled Dropbox
https://www.youtube.com/watch?v=PE4gwstWhmc

https://www.youtube.com/watch?v=PE4gwstWhmc




Corona Warn App (Germany) 
https://github.com/corona-warn-app/cwa-documentation/blob/master/solution_architecture.md

https://github.com/corona-warn-app/cwa-documentation/blob/master/solution_architecture.md


Decentralized Privacy-Preserving Proximity Tracing  Switzerland (DP3T)
https://github.com/DP-3T/documents/blob/master/DP3T%20White%20Paper.pdf

https://github.com/DP-3T/documents/blob/master/DP3T%20White%20Paper.pdf


Monolith Decomposition Patterns - Sam Newman
https://www.youtube.com/watch?v=64w1zbpHGTg

https://www.youtube.com/watch?v=64w1zbpHGTg&feature=youtu.be


Monolith Decomposition Patterns - Sam Newman
https://www.youtube.com/watch?v=64w1zbpHGTg

https://www.youtube.com/watch?v=64w1zbpHGTg&feature=youtu.be


Monolith Decomposition Patterns - Sam Newman
https://www.youtube.com/watch?v=64w1zbpHGTg

https://www.youtube.com/watch?v=64w1zbpHGTg&feature=youtu.be


Monolith Decomposition Patterns - Sam Newman
https://www.youtube.com/watch?v=64w1zbpHGTg

https://www.youtube.com/watch?v=64w1zbpHGTg&feature=youtu.be


Monolith Decomposition Patterns - Sam Newman
https://www.youtube.com/watch?v=64w1zbpHGTg

https://www.youtube.com/watch?v=64w1zbpHGTg&feature=youtu.be


What is Architecture?



What is Architecture?

“Decisions that have a bigger impact.”

Peter Gfader



Why Architecture?
With architecture we attempt
  to minimize the cumulative costs of a 
system over its lifetime
  while ensuring the correctness of 
behavior at runtime

via Uwe Friedrichsen



What is GOOD Architecture?

“Good architecture attracts people”



What is GOOD Architecture?

“Good architecture enables fast high 
quality feedback”

Continuous Delivery 



2 Laws Of Architecture (via Neal Ford)
  1. Everything is a Tradeoff

corolal: you havent identified the 

tradeoff yet.

 

 

  2. Why is more important 

than the How

architecture diagrams 

ADR are more important

why you choose something... tradeoffs.

decisions always in a context



Communitaion
Team Setup





More info here:  Trust in Product Teams
https://www.digicomp.ch/blog/2019/06/24/wieso-das-management-development-teams-nicht-vertraut

https://www.digicomp.ch/blog/2019/06/24/wieso-das-management-development-teams-nicht-vertraut


How many Teams?



What kind of Team Setup do you have?



Work



Work
What a Team does? (and owns)

What a Team works on?

How work comes to the team?



How Testing is Different in an Agile Project?

https://www.youtube.com/watch?v=xdak981_v3g 

https://www.youtube.com/watch?v=xdak981_v3g


What a Team Does 



Deployed VS Released

Can You Distinguish between Deployment and Release?

3 minute video 

https://www.youtube.com/watch?v=RBQz9QhFfdc

https://www.youtube.com/watch?v=RBQz9QhFfdc


https://less.works/less/adoption/feature-team-adoption_map

https://less.works/less/adoption/feature-team-adoption_map


https://less.works/less/adoption/feature-team-adoption_map

https://less.works/less/adoption/feature-team-adoption_map


How does work come 
to Teams?

Based on an idea from John Cutler



Work breakdown VS Slicing



How does work come to Teams?



Conway’s Law
Extended 



Conway‘s Law Extended



● Decision on these 3 topics -> in same room
Have Architecture Teams for some time… and then go back 
into previous setup

● Architecture <-> Team Communication
○ Self Org Teams ← Is that even possible?
○ Scale up.. Multiple teams 

● Who changes & decides team setup? Slicing of work?
● Who decides the work for teams? What size?
● Who decides the architecture?
● Project VS Maintenance
● Component VS Layer VS Feature Teams
● “iOS Devs don’t want to do something else”
● Microservices
● How we work?  Pairing, Mob Programming?



Conway‘s Law Extended



Conway‘s Law Extended
Organizations which design systems ... are 
constrained to produce designs,
which are copies of the communication structures of 
these organizations and the work.

Not on Wikipedia yet :) 



What Now??



The Nature Of The Problem

Outcomes

PlansActions

Source: "The Art of Action" by Stephen Bungay



From “The Art of Action” 
- Stephen Bungay

3 minute video
https://youtu.be/FVEWdatM8Uk?t=1075 

via Jez Humble and Dave Farley

Min 17:58 until 21:00

https://youtu.be/FVEWdatM8Uk?t=1075


Feature Team 
Adoption Map

https://less.works/less/adoption/feature-team-adoption_map

https://less.works/less/adoption/feature-team-adoption_map


Q&A



Was hältst du von der These: Teams die nicht miteinander kommunizieren bauen lose 
gekoppelte Systeme. Daher sollten wir die Kommunikation zwischen den Teams 
reduzieren oder gleich verbieten ;)

Tönt nach einem spannenden Experiment :)

Empfehlung: 

● Reflektion im Team(s)→ “Self Designing Team Workshop”



Meine Erfahrung mit Off-Shore Teams ist, dass die Exzellenz der Teams 
nicht so gut ist, wie von Dir behauptet. Wie sollte man hier die Arbeit 
zu den Teams bringen?
Challenge Kommunikation



Was wenn der lila Pfeil in die andere Richtung geht? Also wenn ein Architekturgremium 
"mehr Power" hat und Druck ausübt, seltener zu releasen, anstatt umgekehrt? Gibt's da Tipps?
“If its hard to it more often”

Counter intuitive



Muss man die Teams ausbilden bzgl. Architektur?
Architektur als Skill Fertigkeit → JA

Wie?



Wie siehst DU eine Aufgabenaufteilung im Kontext 
von einem Produkt (VALUE STREAM) aber mit 
skalierten Scrum-Teams ?
Strive for Autonomy

Mastery + Purpose



Kürzere Zyklen -> Weniger Features implementiert
weil Deployment-.Arbeit nicht reduziert aber 
vervielfacht wird, oder?
If its hard, do it more often → counter intuitive (weil wir 
in einem komplexen Umgebung sind? Problem haben?)



Was hältst du von Business Capability Centric Teams?
https://www.martinfowler.com/bliki/BusinessCapabilityCentric.html

Ohne Details zu kennen → Tönt gut

https://www.martinfowler.com/bliki/BusinessCapabilityCentric.html


What will you do different 
tomorrow?

Continue
 the 

convers
ation

@peitor

https://twitter.com/peitor
https://twitter.com/peitor



