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Full transition to 
Smarthphones

Past success 
breeds inertia

Inertia can kill an organisation

Success of old
cell phones

Competitors’ actions will 
change the game

Increasing 
importance of 
software
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Competitors’ Actions and Inertia to Change



  

Constant flow of changes
in uncertain environments

Continuous adaption

demands
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Constant Flow of Changes  Continuous Adaption→ Continuous Adaption



  

Business-Strategy Software-Design/
-Architecture

Team-Organization

w/ Wardley Mapping w/ Domain-Driven Design w/ Team Topologies
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3 Perspectives to Build Adaptive Systems
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3 Perspectives to Build Adaptive Systems



  

Purpose

Landscape

Climate

Doctrine

Leadership

The Strategy Cycle

“The strategy cycle is a representation
of change and how we need to react to it.”

Simon Wardley
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Business Strategy w/ Wardley Mapping



  

Purpose

Landscape

Climate

Doctrine

Leadership Our Why
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the Why 
of the  

business

Why 
should the 
customer 

choose us?

“We sell
shirts” - 
The Shirt
Company

vs.
“Our shirts

define
fashion” - 
The Shirt
Company

The Strategy Cycle of Wardley Mapping



  

Purpose

Landscape

Climate

Doctrine

Leadership Our Why

A map of the 
competitive
environment 
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Wardley Map

The Strategy Cycle of Wardley Mapping



  

Landscape

Who are the users?
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Wardley Map – The Value Chain 



  

Landscape

Who are the users?

What are the user needs?
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Landscape

Who are the users?
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What are the user needs?

Po
sit

io
n

What are the components to fulfill 
the user needs incl. dependencies?
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Wardley Map – The Value Chain 



  

Va
lu

e 
Ch

ain
In

vis
ib

le
Vi

sib
le

Evolution

Components along
evolution axes

Genesis Custom-Built Product (+rental) Commodity (+utility)

Po
sit
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n

Movement

Landscape
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Wardley Map – The Evolution Stages 
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Build & Publish Communicate Signup/Signin

Speaker

Submit 
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ScheduleSession CfP Submission w/ Speakers

Identify 
users

Defining 
a user 
journey

Identify 
user 
needs

1

2

Users can be
customers,

shareholders,
staff, business
partners, etc.

Wardley Map – Example 
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ScheduleSession CfP Submission w/ Speakers

Compute 
Platform

VM

Message 
Broker

Search 
Engine

Data Storage

Conference 
Event Planner

Identify 
users

Identify 
components

fulfilling
user needs

Defining 
a user 
journey

Identify 
user 
needs

Determine 
dependencies 
and position of 

the components 
in the 

value chain

You can stop
when you have
analyzed all the 
components that

you directly
control

1

2

3

4

3

Components at
the top are more

visible to the 
user than the

components at
the bottom

Users can be
customers,

shareholders,
staff, business
partners, etc.

Wardley Map – Example 
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Genesis Custom-Built Product (+rental) Commodity (+utility)
Evolution

Evaluate Manage 

Organizer

Build & Publish Communicate Signup/Signin

Speaker

Submit 
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ScheduleSession CfP Submission w/ Speakers

Compute 
Platform

VM

Message 
Broker

Search Engine

Data Storage

Conference 
Event Planner

Determine 
stage of 

evolution for 
every

component

5

Asking Questions, like

How well-
understood is

the 
component?

How well-
defined is

the 
component?

Is the 
component

available as a
product or 

utility service?

Is the 
component
rather new?

How wide-
spread is the 
component?

Are all 
competitors 

using this
component?

Wardley Map – Example 



  
Source: https://blog.gardeviance.org/2016/04/whats-in-wardley-map-and-need-for-cheat.html

Cheat Sheet of Evolution Characteristics Genesis
Custom-

Built
Product
+ rental

Commodity
+ utility

Landscape



  

Purpose

Landscape

Climate

Doctrine

Leadership Our Why

A map of the 
competitive
environment 

External forces 
impacting
the landscape 
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The Strategy Cycle of Wardley Mapping
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Genesis Custom-Built Product (+rental) Commodity (+utility)
Evolution

Everything evolves

Past Current Future

Supply CompetitionDemand Competition

Movement

@suksr

Climate

The Climatic Patterns (extract)
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Genesis Custom-Built Product (+rental) Commodity (+utility)
Evolution

Past Current Future

Characteristics changeUncharted

Undefined market
Uncertain

Unpredictable
Rare

Poorly understood
Chaotic

Forming market
Learning on use

Increasing understanding
Slowly increasing 

consumption
Rapid increases in learning

Domain of experts

Growing market
Learning on operation
Increasing education
Rapidly increasing 

consumption
Rapid increase in use

Increasing expectation of use

Mature market
Known / accepted

Stable
Widespread and stabilising

Commonly understood
Ordered

Industrialised

Movement

@suksr

Climate

The Climatic Patterns (extract)
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Genesis Custom-Built Product (+rental) Commodity (+utility)
Evolution

Efficiency enables innovation

Uncharted Industrialised

Climate

@suksr

The Climatic Patterns (extract)
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The Climatic Patterns (extract)
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The Climatic Patterns (extract)
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The Climatic Patterns (extract)



  

Climate

Competitors actions will 
change the game

Increasing 
importance of 
software

@suksr

The Climatic Patterns (extract)
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Genesis Custom-Built Product (+rental) Commodity (+utility)
Evolution

Success breeds inertia

Past Current

Inertia can kill an organisation

Climate
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The Climatic Patterns (extract)



  

Climate

“Understanding 
climatic patterns

is important when
anticipating 

change.”
- Simon Wardley

Climatic patterns
give you an idea
what can change

and where to
invest
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Genesis Custom-Built Product (+rental) Commodity (+utility)
Evolution

Evaluate Manage 

Organizer

Build & Publish Communicate Signup/Signin

Speaker

Submit 
ScheduleSession CfP Submission w/ Speakers

Compute 
Platform

VM

Message 
Broker

Search Engine

Data Storage

Conference 
Event Planner

Cloud-hosted Services

Serverless

Attendee

Rate 
Session

Points of potential
change / 

where to invest?

+ Inertia

+ Efficiency

+ Efficiency

+ Inertia

+ Worth

Understanding Climatic Patterns



  

Purpose

Landscape

Climate

Doctrine

Leadership Our Why

A map of the 
competitive
environment 

External forces 
impacting
the landscape 

Universal  principles 
applicable regardless
of landscape

@suksr

The Strategy Cycle of Wardley Mapping
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Doctrine

Know your users 

Doctrinal Principles (extract)
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Doctrine

Focus on user needs 

Doctrinal Principles (extract)
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Doctrine

Know the details 

Doctrinal Principles (extract)
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Doctrine

Challenge 
assumptions

Doctrinal Principles (extract)
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Doctrine

Challenge 
assumptions

Use a common 
language

Doctrinal Principles (extract)
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Doctrine

Use appropriate methods

Build in-house Agile 

Doctrinal Principles (extract)
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Doctrine

Use appropriate methods

Build in-house
Use/buy off-the-shelf product Lean 

Agile 

Doctrinal Principles (extract)
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Doctrine

Use appropriate methods

Build in-house 
Use/buy off-the-shelf product 

Outsource to utility suppliers 

Lean 
Agile 

Six Sigma 

Doctrinal Principles (extract)
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Doctrine

Think small (as in contracts)

Build in-house  

Use/buy off-the-shelf product

Outsource to utility suppliers  

Doctrinal Principles (extract)
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Genesis Custom-Built Product (+rental) Commodity (+utility)
Evolution @suksr

Doctrine

Think small (as in teams)

Team  1

Team  2

Team  3

Team  4

Build in-house  

Use/buy off-the-shelf product

Outsource to utility suppliers  

Doctrinal Principles (extract)
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Genesis Custom-Built Product (+rental) Commodity (+utility)
Evolution @suksr

Doctrine

Think aptitude and attitude

Team  1

Team  2

Team  3

Team  4

Pioneers

Build in-house  

Use/buy off-the-shelf product

Outsource to utility suppliers  

Exploring,
experimenting 

Doctrinal Principles (extract)
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Doctrine

Think aptitude and attitude

Team  1

Team  2

Team  3

Team  4

Pioneers

Settlers

Build in-house  

Use/buy off-the-shelf product

Outsource to utility suppliers  

Exploring,
experimenting 

Constant 
improvement

Doctrinal Principles (extract)
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Doctrine

Think aptitude and attitude

Team  1

Team  2

Team  3

Team  4

Pioneers

Settlers

Town Planners

Build in-house  

Use/buy off-the-shelf product

Outsource to utility suppliers  

Exploring,
experimenting 

Constant 
improvement

Operational
efficiency

Doctrinal Principles (extract)
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Genesis Custom-Built Product (+rental) Commodity (+utility)
Evolution

Evaluate Manage 

Organizer

Build & Publish Communicate Signup/Signin

Speaker

Submit 
ScheduleSession CfP Submission w/ Speakers

Compute 
Platform

VM

Message 
Broker

Search Engine

Data Storage

Conference 
Event Planner

Cloud-hosted Services

Serverless

Attendee

Rate 
Session

+ Inertia

+ Efficiency

+ Efficiency

+ Worth

Build in-house / Agile 

Use/buy off-the-shelf product / Lean

Outsource to utility suppliers / Six Sigma
Rating

1

Pioneers 
Settlers 
Town-Planners 

2

3

4

5

6

Use a 
common
language

Focus on 
user needs

Know your 
users

Challenge
assumptions

Use 
appropriate

methods

Think 
aptitude

and
attitude

Think small.
Break landscape

into smaller 
components/

contracts 

Use 
small 
teams 

Design for
constant
evolution

Applying Doctrinal Principles



  

Design for
constant
evolution

Doctrine

Applying Doctrinal Principles



  

Purpose

Landscape

Climate

Doctrine

Leadership Our Why

A map of the 
competitive
environment 

External forces 
impacting
the landscape 

Universal applicable 
principles regardless
of landscape

Context dependent
strategic decisions 
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The Strategy Cycle of Wardley Mapping



  

Leadership

Gameplay: 
Scenario plans
how to attack

a space

Source: https://medium.com/wardleymaps/the-play-and-a-decision-to-act-8eb796b1dff1

The evolution of a 
component can be
accelerated by an 

open approach

Open approach
reduces barriers

to adoption, 
encourages 

collaboration and 
accelerates the
evolution of a
component

The evolution of
a component can
be slowed down, 
e.g. with the use
of patents, IPR,

etc.

The evolution of a 
component can be

affected by 
constraints in
underlying 

components

Gameplay



  

Purpose

Landscape

Climate

Doctrine

Leadership Our Why

A map of the 
competitive
environment 

Universal applicable 
principles regardless
of landscape

External forces 
impacting
the landscape 

Context dependent
strategic decisions 

Understanding
the Why of

our business

1

Understanding
the landscape

we are operating
in visualized by
a Wardley Map

2

Being able to 
anticipate some 
forms of change
due to climatic

patterns

3

Understanding
basic universal

doctrine that helps
to structure an 
organization for 
adapting flow of

change

4

Learning context
specific forms of 

gameplay which are
the heart of 

strategy

5

Then we will be 
ready to act

...

6
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Evaluate Manage 

Organizer

Build & Publish Communicate Signup/Signin

Speaker

Submit 
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ScheduleSession CfP Submission w/ Speakers

Compute 
Platform

VM

Message 
Broker

Search Engine

Data Storage

Conference 
Event Planner

Design for
constant
evolution

Doctrine



  

Business-Strategy Software-Design/
-Architecture

Team-Organization

w/ Wardley Maps w/ Domain-Driven Design w/ Team Topologies

@suksr

3 Perspectives to Build Adaptive Systems



  

Business Domain Needs Strategy

Software Design

@suksr

Domain-Driven Design (DDD)



  

Business Domain Needs Strategy

Software Design

@suksr

Doctrine

Domain-Driven Design (DDD)



  

Strategic Design
Tactical Design

Bounded Context
Ubiquitous Language

Core Subdomain
Supporting Subdomain
Generic Subdomain

Problem Space
Solution Space

Context Maps
Anti-Corruption Layer
Shared Kernel
Open Host Service
Separate Ways
Partnership
Customer-Supplier
Conformist

Domain Model
Entity 
Value Object
Aggregate
Repository
Factory
Application Service
Domain Service
Domain Event

@suksr

Domain-Driven Design (DDD) - Terminology



  

Ubiquitous Language

Domain Knowledge

Understanding the problem domain first
before solving it

Problem Domain

Domain 
Experts

Development 
Teams

Collaboration

@suksr

Domain-Driven Design (DDD)
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Genesis Custom-Built Product (+rental) Commodity (+utility)
Evolution

Problem Domain

Strategic Design

DDD Patterns & 
Practices

Tactical Design
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Genesis Custom-Built Product (+rental) Commodity (+utility)
Evolution

Problem Domain

Strategic Design

DDD Patterns & 
Practices

Tactical Design

Analysing the 
business 
domain

Discovering 
Subdomains

Problem Space
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Genesis Custom-Built Product (+rental) Commodity (+utility)
Evolution

Problem Domain

Strategic Design

DDD Patterns & 
Practices

Tactical Design

Analysing the 
business 
domain

Discovering 
Subdomains

Problem Space

Decomposing 
into modular 
components 
(Bounded 
Contexts (BC))

Mapping 
interaction 
patterns 
between BC 
(Context Maps) 

Solution Space
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Genesis Custom-Built Product (+rental) Commodity (+utility)
Evolution

Problem Domain

Strategic Design

DDD Patterns & 
Practices

Tactical Design

Architecting a solution  
fitting the problem 
domain as closely as 
possible 

Provides 
building blocks 
to implement 
domain model

Analysing the 
business 
domain

Discovering 
Subdomains

Problem Space

Decomposing 
into modular 
components 
(Bounded 
Contexts (BC)

Mapping 
interaction 
patterns 
between BC 
(Context Maps) 

Solution Space
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Solution Space
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Design Decisions
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DDD & Wardley Map
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Evolution

Distilling the problem
domain & discovering the 

core subdomainCore 
Domain

Problem Domain
Strategic Design (Problem Space) 

Supporting 
Subdomain

Generic 
Subdomain
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Genesis Custom-Built Product (+rental) Commodity (+utility)
Evolution

Distilling the problem
domain & discovering the 

core subdomain

Problem Domain

Competitive advantage 
Complex
Changes often
Build in-house
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Build in-house
Use/buy off-the-shelf product

Outsource to utility suppliers

Core 
Domain

Problem DomainSupporting 
Subdomain

Generic 
Subdomain

Strategic Design (Problem Space) 

DDD & Wardley Map
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Genesis Custom-Built Product (+rental) Commodity (+utility)
Evolution

Distilling the problem
domain & discovering the 

core subdomain

Competitive advantage 
Complex
Changes often
Build in-house

No competitive advantage 
Quite simple
Does not change often
Prefer to buy/use off-the-shelf
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Core 
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Supporting 
Subdomain

Generic 
Subdomain

Problem Domain
Strategic Design (Problem Space) 

DDD & Wardley Map
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Genesis Custom-Built Product (+rental) Commodity (+utility)
Evolution

Distilling the problem
domain & discovering the 

core subdomain

Problem Domain

Competitive advantage 
Complex
Changes often
Build in-house

No competitive advantage 
Quite simple
Does not change often
Prefer to buy/use off-the-shelf

No competitive advantage 
Generally complex
Does not change often
Buy/use off-the-shelf / outsource
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Build in-house
Use/buy off-the-shelf product

Outsource to utility suppliers

Core 
Domain

Supporting 
Subdomain

Generic 
Subdomain

Strategic Design (Problem Space) 

DDD & Wardley Map
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Evolution

Evaluate Manage 

Organizer

Build & Publish Communicate Signup/Signin

Speaker

Submit 
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ScheduleSession CfP Submission w/ Speakers

Compute 
Platform

VM

Message 
Broker

Search Engine

Data Storage

Conference 
Event Planner
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Build in-house
Use/buy off-the-shelf product
Outsource to utility suppliers

Core Domain  
Supporting Subdomain  

Generic Subdomain  

Is this
subdomain 
providing

competitive 
advantage?

Would buying/using
off-the-shelf 
products or 

outsource to utility
suppliers jeopardize

the business
success?

Do many 
business

systems need
this

subdomain?

Is this subdomain 
worth custom-

building to be able
to deliver a

specialized solution
creating competive

difference?

Do their business
logic go beyond
simple CRUD
solutions and
simple input
validation?

How well does this 
subdomain support
our purpose? Are

customers selecting
us because of this

subdomain?

How evolved (wide-
spread, well-defined,
well-understood) is 

this subdomain?
=> Using Evolution 

cheat sheet

Genesis  
Custom-Built  
Product (+rental)  

Commodity (+utility)  

Discovering Subdomains
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Genesis Custom-Built Product (+rental) Commodity (+utility)
Evolution

Development 
Teams

Domain 
Experts

Ubiquitous 
Language
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Linguistic consistency 
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Physical boundary

Different architectural 
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Generic 
Subdomain

Core 
Domain

A model 
cannot exist
without a 
boundary

A bounded 
context defines
where a single
domain model
can be applied

A bounded 
context forms 

a unit of 
mastery, 
purpose,
autonomy

Bounded Contexts
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What is the 
main outcome
when having 
fulfilled the 
user need?

How do the 
models 
relate to 

each other?

Are the meaning
of the models 
consistent and 
clear or do we

encounter
ambiguity?

The same term
can have 
different

meanings, e.g.
”session”Ambiguity

Available Techniques:
- EventStorming
- Domain Storytelling
- Example Mapping
- Userstory Mapping
- etc.

Core Domain  
Supporting Subdomain  

Generic Subdomain  

Domain Models & Bounded Contexts
OrganizerSpeaker
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Adjusting
Ubiquitous
Language

Core Domain  
Supporting Subdomain  

Generic Subdomain  

Evaluated
Session

Scheduled
Session

Recipient

Session
Handling

Session
Evaluation

Schedule
Mngmnt.

Messaging

Identity & 
Access

CfP
Mngmnt.

Strong 
indicator for

bounded
contexts

Available Techniques:
- EventStorming
- Domain Storytelling
- Example Mapping
- Userstory Mapping
- etc.

Domain Models & Bounded Contexts
OrganizerSpeaker
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Core Domain  
Supporting Subdomain  

Generic Subdomain  

Submission
Handling

CfP
Mngmnt.

Session
Eval.

Schedule
Mngmnt.

Messaging Identity &
Access

Build in-house
Use/buy off-the-shelf product
Outsource to utility suppliers

VM

Bounded Contexts & Evolution Stages
OrganizerSpeaker



  

Doctrine

Challenge assumptions

Know the details

Use a common language

Ubiquitous Language

Domain Knowledge

Domain 
Experts

Development 
Teams

Collaboration

Gaining domain knowledge

@suksr

Strategic DDD & Doctrine



  

Doctrine

Challenge assumptions

Know the details

Use a common language

Ubiquitous Language

Domain Knowledge

Domain 
Experts

Development 
Teams

Collaboration

Gaining domain knowledge

Focus on high situational 
awareness

Core 
Subdomain

Discovering  the 
core subdomain
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Strategic DDD & Doctrine



  

Doctrine

Challenge assumptions

Know the details

Use a common language

Think small (as in contracts)Ubiquitous Language

Domain Knowledge

Domain 
Experts

Development 
Teams

Collaboration

Gaining domain knowledge

Focus on high situational 
awareness

Core 
Domain

Discovering  the 
core domain

Decomposing into modular 
components (Bounded Contexts)
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Provide purpose, mastery, 
and autonomy

Strategic DDD & Doctrine



  

Doctrine

Challenge assumptions

Know the details

Use a common language

Think small (as in contracts)Ubiquitous Language

Domain Knowledge

Domain 
Experts

Development 
Teams

Collaboration

Gaining domain knowledge

Focus on high situational 
awareness

Core 
Domain

Discovering  the 
core domain

Decomposing into modular 
components (Bounded Contexts)
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Provide purpose, mastery, 
and autonomy

Subdomain categories can be 
mapped to evolution stages

Use appropriate methods

Strategic DDD & Doctrine



  

Va
lu

e 
Ch

ain
In

vis
ib

le
Vi

sib
le

Genesis Custom-Built Product (+rental) Commodity (+utility)
Evolution

Evaluate 
Submissions

Manage 
CfP

Build & Publish
Schedule

Communicate 
w/ Speakers

Signup/SigninSubmit 
Session

@suksr

De
co

m
po

se
 &

 M
ap

An
aly

se
 &

 D
isc

ov
er

Pr
ob

le
m

 S
pa

ce
St

ra
te

gi
c D

es
ig

n
So

lu
tio

n 
Sp

ac
e

Core Domain  
Supporting Subdomain  

Generic Subdomain  

Submission
Handling

CfP
Mngmnt.

Session
Eval.

Schedule
Mngmnt.

Messaging Identity &
Access

Build in-house
Use/buy off-the-shelf product
Outsource to utility suppliers

Compute 
Platform

Message 
Broker

Search Engine

Data Storage

VM

ID Provider

Putting it together ...
OrganizerSpeaker



  

"Any organization that designs a 
system […] will produce a design whose 
structure is a copy of the organization's 

communication structure.”

Conway’s Law

Melvin Conway



  

UI Team

Backend Team

DB Admin Team

Presentation

Business Logic

Data Storage

Implementing
change across tiers

Handover

Handover

Handover
requires 

communication
and coordination
efforts between

teams

Team can have 
different pace of

work to
implement/ 

deliver
change

Bottlenecks 
impede
delivery

performance

Challenges w/ Functional Silo Teams



  

Development Testing Production

Dev team QA team Ops team

Handover Handover

@suksr

Delivering 
change across

stages in a 
linear sequence

Challenges w/ Functional Silo Teams



  

restricting communication 
between teams

no handover between teams
cross-functional, 
autonomous teams

small, long-lived teams

minimizing cognitive load team ownership

@suksr

To optimize for flow of change requires …



  

Business-Strategy Software-Design/
-Architecture

Team-Organization

w/ Wardley Maps w/ Domain-Driven Design w/ Team Topologies

@suksr

3 Perspectives to Build Adaptive Systems



  

“Overall, the Team Topologies approach
advocates for organization design that
optimizes for flow of change and feedback
from running systems.”

@suksr

Team Topologies



  

Stream-aligned
team

@suksr

Four Team Types



  

Stream-aligned
team

Platform
team
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Four Team Types



  

Stream-aligned
team

Platform
team

Enabling
team

@suksr

Four Team Types



  

Stream-aligned
team

Platform
team

Enabling
team

Complicated 
subsystem team

@suksr

Four Team Types



  

Stream-aligned
team

Platform
team

Enabling
team

Complicated 
subsystem team

Increasing autonomy

Reducing cognitive load

Fast flow 
of change

@suksr

Four Team Types



  

Collaboration

Rapid discovery

@suksr

Three Interaction Modes



  

Collaboration X-as-a-Service

  API

Rapid discovery Predictable
delivery

@suksr

Three Interaction Modes



  

Collaboration X-as-a-Service Facilitating

  API

Rapid discovery Predictable
delivery

Active help

@suksr

Three Interaction Modes



  

Collaboration X-as-a-Service Facilitating

 API

Platform-as-a-Service

Component-as-a-Service

@suksr

Intermittent Interactions between Team Types



  

Va
lu

e 
Ch

ain
In

vis
ib

le
Vi

sib
le

Genesis Custom-Built Product (+rental) Commodity (+utility)
Evolution

Evaluate 
Submissions

Manage 
CfP

Build & Publish
Schedule

Communicate 
w/ Speakers

Signup/SigninSubmit 
Session

@suksr

De
co

m
po

se
 &

 M
ap

An
aly

se
 &

 D
isc

ov
er

Pr
ob

le
m

 S
pa

ce
St

ra
te

gi
c D

es
ig

n
So

lu
tio

n 
Sp

ac
e

OrganizerSpeaker

Core Domain  
Supporting Subdomain  

Generic Subdomain  

Submission
Handling

CfP
Mngmnt.

Session
Eval.

Schedule
Mngmnt.

Messaging Identity &
Access

Build in-house
Use/buy off-the-shelf product
Outsource to utility suppliers

Compute 
Platform

Message 
Broker

Search Engine

Data Storage

VM

ID Provider

Find 
suitable 
streams

Putting it together ...



  

Va
lu

e 
Ch

ain
In

vis
ib

le
Vi

sib
le

Genesis Custom-Built Product (+rental) Commodity (+utility)
Evolution

Evaluate 
Submissions

Manage 
CfP

Build & Publish
Schedule

Communicate 
w/ Speakers

Signup/SigninSubmit 
Session

@suksr

De
co

m
po

se
 &

 M
ap

An
aly

se
 &

 D
isc

ov
er

Pr
ob

le
m

 S
pa

ce
St

ra
te

gi
c D

es
ig

n
So

lu
tio

n 
Sp

ac
e

OrganizerSpeaker

Core Domain  
Supporting Subdomain  

Generic Subdomain  

Submission
Handling

CfP
Mngmnt.

Session
Eval.

Schedule
Mngmnt.

Messaging Identity &
Access

Build in-house
Use/buy off-the-shelf product
Outsource to utility suppliers

Compute 
Platform

Message 
Broker

Search Engine

Data Storage

VM

ID Provider

Find 
suitable 
streams

Find 
suitable 

team
boundaries

Bounded
Contexts as 

team 
boundaries for 

stream-
aligned teams 

Providing
purpose, 
mastery,

autonomy

Putting it together ...
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Compute 
Platform

Message 
Broker
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Data Storage

VM

ID Provider

Find 
suitable 
streams

Find 
suitable 

team
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Bounded
Contexts as 
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boundaries for 

stream-
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Providing
purpose, 
mastery,

autonomy

Optimize 
for team 
cognitive

load

Assign each
domain to a 
single team

(do not share
domains 

among teams)

Limit the
number and

type of 
domains per 

team

Match 
software 

boundary size
to team

cognitive load

Putting it together ...
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Build in-house
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Compute 
Platform
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Data Storage
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ID Provider

Find 
suitable 
streams

Find 
suitable 

team
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Bounded
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stream-
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Providing
purpose, 
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autonomy

Optimize 
for team 
cognitive

load

Assign each
domain to a 
single team

(do not share
domains 

among teams)

Limit the
number and

type of 
domains per 

team

Match 
software 

boundary size
to team

cognitive load

Start with 
Thinnest
Viable

Platform 
(TVP)

Identify 
services 
needed to

support reliable
flow of change

Services form 
platform-as-

a-service
for stream-

aligned teams

Digital platform
with self-

service APIs, 
tools, services,

knowledge, 
support
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Core Domain  
Supporting Subdomain  

Generic Subdomain  

Submission
Handling

CfP
Mngmnt.

Session
Eval.

Schedule
Mngmnt.

Messaging Identity &
Access

Build in-house
Use/buy off-the-shelf product
Outsource to utility suppliers

Compute 
Platform

Message 
Broker

Search Engine

Data Storage

VM

ID Provider

Find 
suitable 
streams

Find 
suitable 

team
boundaries

Bounded
Contexts as 

team 
boundaries for 

stream-
aligned teams 

Providing
purpose, 
mastery,

autonomy

Optimize 
for team 
cognitive

load

Assign each
domain to a 
single team

(do not share
domains 

among teams)

Limit the
number and

type of 
domains per 

team

Match 
software 

boundary size
to team

cognitive load

Start with 
Thinnest
Viable

Platform 
(TVP)

Identify 
services 
needed to

support reliable
flow of change

Services form 
platform-as-

a-service
for stream-

aligned teams

Digital platform
with self-

service APIs, 
tools, services,

knowledge, 
support

Mind 
Conway’s

Law

Mind 
dependencies & 
communication

bandwidth
between
teams

Use small
teams of

5-9 people

Identify
Capability

Gaps

Putting it together ...
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Possible Team Constellations

Core Domain  
Supporting Subdomain  

Generic Subdomain  

Submission
Handling

CfP
Mngmnt.

Session
Eval.

Schedule
Mngmnt.

Messaging Identity &
Access

Build in-house
Use/buy off-the-shelf product
Outsource to utility suppliers

Compute 
Platform

Message 
Broker

Search Engine

Data Storage

VM

ID Provider

Stream-aligned
team 1

Stream-aligned
team 2

Stream-aligned
team 3

Platform team 1

Platform team 2

Possible Team Constellations
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Core Domain  
Supporting Subdomain  

Generic Subdomain  

Submission
Handling

CfP
Mngmnt.

Session
Eval.

Schedule
Mngmnt.

Messaging Identity &
Access

Build in-house
Use/buy off-the-shelf product
Outsource to utility suppliers

Compute 
Platform

Message 
Broker

Search Engine

Data Storage

VM

ID Provider

Stream-aligned
team 1

Stream-aligned
team 2

Stream-aligned
team 3

Platform team 1

Platform team 2

Move to
Cloud /

Serverless

Infrastructure Change



  

Platform
Team  1

Platform
Team  2

Platform
Team  
Cloud
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Possible Evolution of Team Topologies



  

Platform
Team  1

Platform
Team  2

Platform
Team  
Cloud Stream-aligned

Team  3

Close 
Collaboration

Discover
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Possible Evolution of Team Topologies



  

Platform
Team  1

Platform
Team  2

Platform
Team  
Cloud Stream-aligned

Team  3

Platform
Team  
Cloud Stream-aligned

Team  3

Close 
Collaboration

Limited 
Collaboration

Discover Establish
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Possible Evolution of Team Topologies



  

Platform
Team  1

Platform
Team  2

Platform
Team  
Cloud Stream-aligned

Team  3

Platform
Team  
Cloud Stream-aligned

Team  3

Platform
Team  
Cloud Stream-aligned

Team  3

 API

Close 
Collaboration

Limited 
Collaboration

X-as-a-Service
EstablishDiscover Use
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Possible Evolution of Team Topologies
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Platform
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 API

Close 
Collaboration

Limited 
Collaboration

X-as-a-Service
EstablishDiscover Use

Facilitating

Stream-aligned
Team  1

Platform
Team  
Cloud

Stream-aligned
Team  2
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Possible Evolution of Team Topologies



  

Platform
Team  1

Platform
Team  2

Platform
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Cloud Stream-aligned
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Cloud Stream-aligned
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Platform
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Cloud Stream-aligned

Team  3

 API

Close 
Collaboration

Limited 
Collaboration

X-as-a-Service
EstablishDiscover Use

Facilitating
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Team  1

Platform
Team  
Cloud

Stream-aligned
Team  2

Facilitating

Stream-aligned
Team  1

Stream-aligned
Team  2

Stream-aligned
Team  3
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Possible Evolution of Team Topologies
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Core Domain  
Supporting Subdomain  

Generic Subdomain  

Submission
Handling

CfP
Mngmnt.

Session
Eval.

Schedule
Mngmnt.

Messaging Identity &
Access

Build in-house
Use/buy off-the-shelf product
Outsource to utility suppliers

Stream-aligned
team 1

Stream-aligned
team 2

Stream-aligned
team 3

Platform team 
CloudAPI Gateway

Lambda DynamoDB SNS

SE aaS

S3

Cognito

Infrastructure Change



  

Collaboration X-as-a-Service

Facilitating

Stream-aligned team Platform team

Enabling team Complicated subsystem team

 API

Doctrine

Think small teams

Optimize flow

Provide purpose, 
mastery & autonomy

Design for constant evolution

@suksr

Team Topologies & Doctrine



  

Business-Strategy Software-Design/
-Architecture

Team-Organization

w/ Wardley Maps w/ Domain-Driven Design w/ Team Topologies

@suksr

Building Adaptive Systems for a Fast Flow of Change



  

https://medium.com/wardleymaps
https://learnwardleymapping.com/
https://github.com/wardley-maps-community/awesome-
wardley-maps
https://githup.com/ddd-crew
https://www.dddheuristics.com
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