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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! 🌈



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.
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