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❖ Locality and simplicity

❖ Focus, flow, and joy

❖ Improvement of daily work

❖ Psychological safety

❖ Customer focus

Five ideals from the “Unicorn Project”



Locality and Simplicity
(Architecture)



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.



Conway’s law & 
“Inverse Conway Maneuver”

Any organization that designs a system 
(defined broadly) will produce a design whose 
structure is a copy of the organization's 
communication structure.

The best way to improve the quality and 
efficiency of your organization's software is to 
focus on team design

More details in the book “Team Topologies”



Strategic design from 
Domain Driven Design

Generic

Business 
differentiation

Core

Business logic 
complexity

Supporting
Generic or 
Supporting
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High
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Low

More details in the book “Learning DDD”



Design decision 
tree
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What is microservice?

❖ Simpler to understand the function
❖ Limit reasons to change
❖ More autonomous for dev, management, scale
❖ Simpler to integrate with other components
❖ Not exposing whole database, because public 

database makes interface huge



Relationship between complexity and 
granularity of services



Deep and shallow microservice

More details in the book “A philosophy of software design”
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Domain driven design and boundaries

❖ Bounded context is the boundary of a model
❖ Subdomains bounds a business capability
❖ Aggregates and value objects are transactional 

boundaries



Bounded contexts and microservices
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Event-Driven Architecture

Event-driven architecture (EDA) is a software 
architecture paradigm promoting the production, 
detection, consumption of, and reaction to events.

❖ Components publish events to notify other system 
elements

❖ Components can subscribe to events raised in the 
system



Event-Driven Design Heuristics



Data models and their properties



DWH and Data Mesh



Focus, Flow, and Joy
(Processes)

To Do DoneDoing
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The Five Thieves of Time

❖ Too Much Work-in-Progress (WIP)
❖ Unknown Dependencies
❖ Unplanned Work
❖ Conflicting Priorities
❖ Neglected Work

More details in the book “Making Work Visible”



Metrics for operation review

❖ Throughput

More details in the book “Making Work Visible”



Metrics for operation review

❖ Throughput
❖ Flow time
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Metrics for operation review

❖ Throughput
❖ Flow time
❖ Issues and blocked work items
❖ The Time Thief O’Gram

More details in the book “Making Work Visible”
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Dashboard example



Improvement of Daily Work
(Engineering practices)

More details in the book “Accelerate”









Idea Requirements

Development

Architecture

Deploy

Quality assuranceInfosec

Operations

Data 
Scientist

Data 
Engineer

Data 
Analyst

Dev … Sec … Data … WTF … Ops



Idea Requirements

DevelopmentDeploy

Quality assuranceInfosec

Operations

Data 
Scientist

Data 
Engineer

Data 
Analyst

Pipeline driven organization

Architecture



The first step towards becoming a good software 
designer is to realize that working code isn’t enough. It’s 
not acceptable to introduce unnecessary complexities in 
order to finish your current task faster…

Your primary goal must be to produce a great design, 
which also happens to work. This is strategic 
programming. 

John Ousterhout, Raft's co-inventor

Strategic programming

More details in the book “A philosophy of software design”
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❖ VCS
❖ XaaS

❖ Managed Kubernetes
❖ DBaaS (Postgres)
❖ Kafka as a Service
❖ Cassandra as a Service
❖ S3
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Spirit – our internal 
developer platform

❖ VCS
❖ XaaS
❖ Pipelines

❖ Build infrastructure
❖ Image registry
❖ Test management system (Allure) + Quality gate
❖ Performance testing (Cosmos)
❖ Fitness functions (Danger)
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Spirit – our internal 
developer platform

❖ VCS
❖ XaaS
❖ Pipelines
❖ Operation

❖ Observability platform (Sage) and traces
❖ SLAser (SLAs for all system)
❖ OMG (for incidents)



Psychological Safety
(Organizational culture)
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What makes a team effective at Google?

❖ Psychological safety
o Team members feel safe to take risks and be vulnerable in 

front of each other
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Project Aristotle by Google

What makes a team effective at Google?

❖ Psychological safety
❖ Dependability
❖ Structure and clarity
❖ Meaning
❖ Impact

o Team members think their work matters and creates change



Westrum organizational cultures



Responses to anomalous information



Postmortems

The primary goals of writing a postmortem are to ensure 
that the incident is documented, that all contributing 
root cause(s) are well understood, and, especially, that 
effective preventive actions are put in place to reduce the 
likelihood and/or impact of recurrence.

From Google SRE Book

https://sre.google/sre-book/postmortem-culture/
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Postmortems

The primary goals of writing a postmortem are to ensure 
that the incident is documented, that all contributing 
root cause(s) are well understood, and, especially, that 
effective preventive actions are put in place to reduce the 
likelihood and/or impact of recurrence.

From Google SRE Book

I have two public stories about postmortems
❖ Culture of postmortems or how we learn from our fuckups
❖ From monolith to microservices and back again at Fuckup Nights

https://sre.google/sre-book/postmortem-culture/
https://tellmeabout.tech/postmortems-or-how-we-learn-from-our-fuckups-b57836b35e61
https://tellmeabout.tech/postmortems-or-how-we-learn-from-our-fuckups-b57836b35e61
https://tellmeabout.tech/postmortems-or-how-we-learn-from-our-fuckups-b57836b35e61
https://tellmeabout.tech/postmortems-or-how-we-learn-from-our-fuckups-b57836b35e61
https://tellmeabout.tech/fuck-up-nights-from-monolith-to-microservices-and-back-again-4cbcbdcd70a6
https://tellmeabout.tech/fuck-up-nights-from-monolith-to-microservices-and-back-again-4cbcbdcd70a6
https://tellmeabout.tech/fuck-up-nights-from-monolith-to-microservices-and-back-again-4cbcbdcd70a6
https://tellmeabout.tech/fuck-up-nights-from-monolith-to-microservices-and-back-again-4cbcbdcd70a6


Customer Focus
(Outcome not output)
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Business outcomes

❖ Clear business metrics
❖ Clear customer metrics

❖ Performance of key customer flow
❖ Failed customer interactions
❖ Availability to business



The biggest cause of failure

The biggest cause of failure in software-intensive 
systems is not technical failure; it's building the wrong 
thing.

Mary Poppendieck, co-author 
"Lean Software Development”



t.me/book_cube/1440
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