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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 fur 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 erklare 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.
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CONWAY'S LAW




CONWAY'S LAW

Wer kennt das Conway's Law?

A)
B)
C)
D)

Ich konnte es einem 5Jahrigen erklaren #eli5
Nutzte die Idee schon in Vergangenheit
Gehort

Nie gehort

6 (13%)
5 (11%)
30 (65%)
5 (11%)

>



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



CONWAYS LAW

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

Wikipedia
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Siloed functional teams... ... lead to silod application architectures.
Because Conway's Law

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



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

B

Cross-functional teams... ... organised around capabilities
Because Conway's Law

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



https://martinfowler.com/articles/microservices.html
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D efl n I n g te G m S — https://www. .innog.com/de/staff/eberhard-wolff/

Conclusion

Eberhard Wol... ' A YIS

Defining the architecture

Establishing communication =

Supporting architecture

Training + consulting =

Fine-grained architecture



https://www.innoq.com/de/staff/eberhard-wolff/
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WHAT 15 ARCHITECTURE]

Was ist Architektur?

A) Ich konnte es einem 5Jahrigen erklaren #eli5
B) Bilder an der Wand (Boxen und Pfeile)

C) Hmmm... Schwierig

D) Das was uns der Architekt sagt was wir tun sollen.

E) Keine Ahnung

17 (37%)
10 (22%)
16 (35%)
3 (7%)
0 (0%)









Dropbox 2012

Example #1: High-level architecture

early 2012

~100 employees
(7 backend)
>50M users

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



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

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



https://github.com/corona-warn-app/cwa-documentation/blob/master/solution_architecture.md
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Figure PT: proximity tracing process.
Scalability

For each user who reports a positive diagnosis, the backend needs to store a 32-byte seed
and a 2-byte day counter for the duration of the contagious window. Storage cost at the
backend is therefore not a problem. Throughout the day, smartphones download the

® To facilitate this check, the smartphone temporarily stores a more precise receive timestamp of
all the beacons it received after the last download from the server. Once all downloads from the
server have been processed, the phone coarsens this timestamp for all past observations.

17

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

SINGLE PROCESS MONOLITH

Monolith

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



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

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



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

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



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

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

;

High cost of
change

Larger-scoped
deployments

More to go
wrong

Release
co-ordination


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

DISTRIBUTED MONOLITH

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



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

WHAT 15 ARCHITECTURE]
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WHAT 15 ARCHITECTURE]

“Decisions that have a bigger impact.”

Peter Gfader



WHY ARCHITECTURE?

With architecture we attempt

to minimize the cumulative costs of a
system over 1its lifetime

while ensuring the correctness of
behavior at runtime

via Uwe Friedrichsen



WAt 15 GOOD Arcurmeciure?

“Good architecture attracts people”



WAt 15 GOOD Arcurmeciure?

“Good architecture enables fast high
quality feedback?”

Continuous Delivery



) 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
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Component or Layer Teams Face Additional Complexities

Team 1

Team 2

Product Stakeholder Customer
Owner

(\O Scrum.org/PSM V7.0 ©1993 - 2019 Scrum.org All Rights Reserved
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More info here: Trustin 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! ¥

Wieviele Teams arbeiten in deiner Organisation?

A) 1 D 3 (7%)
B) 2 0 (0%)
C) 3-6 e 11 (24%)
D) 7-15 - 8 (17%)

)

E) >16 24 (52%
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WHAT KIND OF TEAM SETUP DO YOU HAVE!

Teams arbeiten an 1 Produkt?

A) Ja, wir haben nur 1 Produkt. [ | 4 (9%)
B) Ja, wir haben mehrere Produkte. 13 (30%)
C) Nein, es gibt Teams die "ownen" 1 System/Komponente =1 5 (11%)
D) Nein, wir arbeiten in Layers 0 (0%)

E) Nein, es gibt Teams die arbeiten parallel an mehrere Produkt 22 (50%)






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.voutube.com/watch?v=xdak981 v3g



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

WHAT A TEAM DO

A
RISK OF
UNDONE WORK PRCDICTABIIJTY‘




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
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activities performed by each team

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


https://less.works/less/adoption/feature-team-adoption_map
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WOULD REQUIRE INVOLVEMENT IN
STANDARDIZATION OFTELECOM NETWORK
s
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https://less.works/less/adoption/feature-team-adoption_map

HOW DOES WORK COME
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A. Bowd NMe expcly Tws,
7. BULD soNeTHING THaT Does (X

3. BuLD Soe*WTUING THAT
LET'S cusdNeRs Do ij

L' -“Léf's fiquite °QT oW To SoL V¢ [‘7]
Solve THIS cusToneR eKoBLek
Mfeole cismMeR_exPeriedce

S.
" e s
7ok secnent [22
’ :’ OP+ nte THIS MeTRIC
Y-
9

CEnERATE TS BUSINEsSS puTcome
Gesefare Loné TR ourcohe

n. mea»/éf’»'ﬂ:f;«*g“@oﬂs

éased on an idea from John Cutler




WORK BREAKDOWN VS SLICING r

Wer bricht Features runter?

A) Ein externes Gremium (PMO, Portfolio Manager, Designer, UX, B 2 (5%)
o)

B) Product Owners / Product Managers 14 (35%)
C) Das Team das die Features umsetzt [ 24 (60%)



HOW DOES WORK COME TO TEAMS! r

Wie kommt Arbeit zu Teams? Wird beschrieben durch:

A) Baut uns genau das (laut Spezifikation) [ 6 (15%)
B) Baut etwas das X macht. 18 (45%)
C) Lasstuns zusammen an 'Y arbeiten. [ 6 (15%)
D) Verbessert die Experience von [Kundensegment]. [ 4 (10%)
E) Lost das Kundenproblem. 6 (15%)

F) Erzeugt ein Business Impakt. 0 (0%)
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Decision on these 3 topics -> in same room
Have Architecture Teams for some time.. and then go back
into previous setup

Architecture <-> Team Communication
o Self Org Teams « Is that even possible?
o 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

“10S Devs don’t want to do something else”
Microservices

How we work? Pairing, Mob Programming?



Conway's Lw EXTENDED
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Conway's Lw 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

@ e

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

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




WAS HALTST DU VON DER THESE: TEAMS DIE NICHT MITEINANDER KOMMUNIZIEREN BAUEN LOSE
GEKOPPELTE SYSTEME. DAHER SOLLTEN WIR DIE KOMMUNIKATION ZWISCHEN DEN TEAMS
REDUZIEREN ODER GLEI(H VERBIETEN ;)

Tont nach einem spannenden Experiment :)

Empfehlung:

e Reflektion im Team(s)-> “Self Designing Team Workshop”



MEINE ERFARRUNG MIT QFF-SHORE TEAMS IST, DASS DIE EXZELLENZ DER TEAMS
NICHT SO GUT IST, WIE VON DIR BEHAUPTET. WIE SOLLTE MAN HIER DIE ARBEIT
[U DEN TEAMS BRINGEN!

Challenge Kommunikation

Meine Erfahrung mit Off-Shore TeamsiSt, dass die Exzellenz der Teams nicht so gut ist, wie
von Dir behauptet. Wi ier die Arbeit zu den Teams bringen?
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WAS WENN DER LILA PFETL TN DIE ANDERE RICHTUNG GEHT? ALSO WENN EIN ARCHITEKTURGREMIUM
"MEHR POWER" HAT UND DRUCK AUSUBT, SELTENER ZU RELEASEN, ANSTATT UMGEKEHRT? GIBT'S DA TIPPS]

“Tf its hard to it more often”

Counter intuitive

ceomLokEs
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MUSS MAN DIE TEAMS AUSBILDEN BZGL. ARCHITEKTUR?

Architektur als Skill Fertigkeit > JA

Wie?
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WIE STEHST DU EINE AUFGABENAUFTEILUNG IM KONTEXT
VON EINEM PRODUKT (VALUE STREAM) ABER MIT
SKALLERTEN SCRUM - TEAMS |

Strive for Autonomy e
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KURZERE IYKLEN -) WENIGER FEATURES IMPLEMENTIERT
WELL DEPLOYMENT-  ARBELT NICHT REDUZIERT ABER
VERVIELFACHT WIRD, ODER!

If its hard, do it more often > counter intuitive (weil wir
in einem komplexen Umgebung sind? Problem haben?)

e




WAS HALTST DU VON BUSINESS CAPABILITY CENTRIC TEAMS?

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

Ohne Details zu kennen > Tont gut

Was haltst du von Business Capability Centric Teams?

4


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

WHAT WILL YOU DO DIFFEREN]
TOMORROW! "



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

Connect with me

W https://twitter.com/peitor

m https://www.linkedin.com/in/petergfader/

7 peter@beyond-agility.com

q Google Group

é) https://beyond-agility.com
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Peter Gfader




