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Delivering Software is both 

Complicated and COMPLEX



Very COMPLEX!



Essential 

COMPLEXITY



Accidental

COMPLEXITY



Mysteries 

and 

Puzzles



Expertise 

and

Experience
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Puzzle — Mystery
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CONTEXT



CODE

and

ORGANIZATIONS



The Same SYSTEM DESIGN

can result in

Different SYSTEMS



Different ORGANIZATIONS

will build  Different 

SYSTEMS







Good developers can make bad systems

Average developers can make good software



How the ORGANIZATION

writes software?



The Ecosystem of the Dev



Insanity:  

doing the same thing 

over and over and 

expecting different results"



Insanity:  

doing the same thing 

over and over and 

expecting different results"



Conway…



Read the Original!!

"How Committees Invent?"



What Conway Said?

”Many of these choices may be more than design decisions; 
they may also be personal decisions the designer makes 
about his own future."

"…the very act of organizing a design team means that 
certain design decisions have been already been made, 
explicitly or otherwise"

"Once scopes of activities are defined, a coordination 
problem is created."



What Conway Said?

"Consider the following 'proof'” … "roughly speaking, we 
have demonstrated that there is a very close relationship 
between the structure of a system and the structure of the 
organization which designed it."

"…given any system design, someone someday will find a 
better one to do the same job"



What Conway Said?

"Measurements of resources from conventional 
accounting" …"One fallacy behind this calculation is the 
property of linearity which says that two men working for a 
year or one hundred men working for a week are resources 
of equal value."

"Assumptions which are adequate for peeling potatoes and 
erecting brick walls fail for designing systems."

"Probably the greatest single common factor behind many 
poorly designed systems now in existence has been the 
availability of a design organization in need of work."



His Conclusions

"…organizations which design systems … are constrained to 
produce designs which are copies of the communication 
structures of these organizations"

"A criterion for the structuring of design organizations: a 
design effort should be organized according to the need for 
communication."



His Conclusions

"Because the design which occurs first is almost never the 
best, the prevailing system concept may need to change. 
Therefore, flexibility of organization is important to effective 
design"

"Ways must be found to reward design managers for 
keeping their organizations lean and flexible"

"There is a need for a philosophy of system design 
management which is not based on the assumption that 
adding manpower simply adds to productivity"



Is HR architecting your softwre?



Org Chart Debt



Frameworks and Platforms: The Canned Conway



Ants and Conway



Team Topologies

• Cognitive Load as a Design Constraint

• Focus on Flow, Not Structure

• Keep Teams Together



Team Topologies



Inverse Conway Maneuver



Clients are part of the system, 

especially for custom software



Airlines and Conway



Why is this relevant to you?
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Feedback Material

Luis Fernandez
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