Move Fast and Break Silos

Interdisciplinary Teams That Work

KLAUS BREYER vel .o



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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Even Small Téms Al‘qy\s. End Up With
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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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Trade-0ffs Because Timls Running Out

|
|
| ~u '
-.L\ﬁ‘ :
HO“\K £ Shitic
<l N9 OF '

"“ﬁ’t /d:':!_“'


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

Building Software Is a Design
Process,

Not an Assembly Line!



Eguddybrund GmbH





https://www.buzzbird.de/insights/
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Building Software =
Optimization(Decision Making,
Evolving Systems)



Building Software =
Slicing Work &
Aligning Teams



Slicing Work



Slicing Work

Slicing Objectives
Slicing Problems
Slicing Solutions

Slicing Delivery



Slicing Objectives: Force Ranked

Monetization




Slicing Objectives: Force Ranked

Proof Customer Trust

Proof Impact




Slicing Problems: Before Thinking About a Solution!

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 i tragdictc thot
« 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 Solutions: Start at a Blank Slate & Collaborate




What do we want to do

Migrate
Customers
to Neutral

State

Think of
neutral in
scheduler

carychecks
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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”
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De-Risking: Th
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“draw me a painting of mc escher, grey, where a male person stand in front of a conference crowd -
with geometric architecture structures”



Slicing Solutions: De-Risking

__ Always reduce uncertainty

Uncertainty

up front!

Time


https://amzn.to/4giOZEg

Slicing Solutions: Implement by structure, not by person!

Scope 6

-—> Solved Scope &4

Scope 5 » Scope 7

Always Ready to Cut!



A Scope Is Shippablein
Isolation.

Done means deployed!



Variable Scope Guarantees Quality!

Scope

Cost Time



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

Smallest Unit of Planning for Outcomes

Objectives \

Discovery (Problems + Solutions)

NN N

Delivery



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

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 Pesign 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 : ; )\
Seleenon 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

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

Brooks's Law: Communication Scales Exponentially
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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
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Trade-offs all the time!



Trifectas All the Way Up

Senior
Engrl]r;eerl Product Design LQUderShlp

trifecta

Middle management

trifectas ] i . .

Engineert | proguct Design Engineert | - proguct 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

Bringing It Together: Trifectas = Small Teams!

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




Bringing It Together: Map the Work to the Org

Slice Objectives
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Slice Prablems
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Slice Solutions
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Slice Delivery

2-Way Exchange!
(Not Top Down)
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People..



Engineers: Don't Be This Guy!

L ; v
AN
Yeah, If You Could Fill Out a Jira Ticket

P That Would Be Great

/ \ ‘ %¥ ?‘1 \




Hl
| 1]

Leuders Don’t Brlng Answers Fuulltute Shared Leurnlng
’ __SIMPLICITY

Wh®+ keE,OC we '(‘]0«.1 S’/IHP!&%:KI
gqsme(_vmg @0u?

vy ; — ' ]

Whiteboard

Wka‘f 7

Wo ? Whet £
74 }mwuy; Gl o

| |
Peblich Guilels / ’”WM [ Fuiclag %ob ©

12 Toum o oo e ! &
Meige pase Hawmes@ Clows, fidog Feb 23
Co(rlc, Chat Uukt ﬁ‘y":ﬁ frb 21



https://claushoefele.com/

Commitments Come From the Team, Not the Manager

~4 B



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/

Speak Up, 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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Understand What is Possible

M LESSONS F
RYAN SINGER

MARTY CAGAN

Silicon Valley Product Group

Shape Up

Stop Running in Circles and
Ship Work that Matters

HOW TO
CREATE
TEEH
PRODUCTS
CUSTOMERS
LOVE

MATTHEW SKELTON
) Basecamp and MANUEL PAIS

WILEY




Optimize for local Decision
Making.

Limit People Involved.



EOF





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

