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The last agile transformation.





The Agile Industrial Complex



“Agile Industrial Complex” refers to the commercialization 
and institutionalization of Agile methodologies, where the 
focus shifts from Agile’s core principles to a more process-
driven, profit-oriented approach. 

This phenomenon involves the proliferation of proprietary 
frameworks, certifications, and consulting services that 
may prioritize revenue over genuine Agile practices.

martinfowler.com/articles/agile-aus-2018.html 

https://martinfowler.com/articles/agile-aus-2018.html


How big are we talking?..



In 2022, this market was valued at 
approximately $27 billion 

with projections indicating growth to around 
$142 billion by 2032, reflecting a compound 
annual growth rate of 18%.



The Enterprise Agile Transformation Services Market 
is expected to reach USD 31 billion in 2024 and is 
projected to grow at a CAGR of 17%.

https://www.giiresearch.com/ 

In short, that places Agile transformation 
on par with established, globally recognized 
industries.

It is comparable to the 2023 GDPs of countries like 
Iceland and Malta.

https://www.giiresearch.com/


Imagine companies spending 
that money on actually 
improving their products!



Gene Gendel



Hopefully, once transformed, 
the orgs will finally be agile, 

right?



It depends …



www.docker.com/blog/building-stronger-happier-engineering-teams-with-team-topologies/ 

”Scaling by Splitting Stream-Aligned 
Teams and Forming Platform Teams”

https://www.docker.com/blog/building-stronger-happier-engineering-teams-with-team-topologies/


www.docker.com/blog/building-stronger-happier-engineering-teams-with-team-topologies/ 

”Scaling by Splitting Stream-Aligned 
Teams and Forming Platform Teams”

Our new Stream-Aligned Teams branched mainly from preexisting 
teams.

For example, we split the Accounts & Growth Team into Accounts, 
Business, Billing, and Customer Enablement Teams.

https://www.docker.com/blog/building-stronger-happier-engineering-teams-with-team-topologies/


www.docker.com/blog/building-stronger-happier-engineering-teams-with-team-topologies/ 

”Scaling by Splitting Stream-Aligned 
Teams and Forming Platform Teams”

Our new Stream-Aligned Teams branched mainly from preexisting 
teams.

For example, we split the Accounts & Growth Team into Accounts, 
Business, Billing, and Customer Enablement Teams.

Scaling introduces complexity and challenges that make team 
interactions and needs unpredictable.

https://www.docker.com/blog/building-stronger-happier-engineering-teams-with-team-topologies/


”Fighting the Conway’s Law”.



“Conway’s Law”

Organizations which design systems (in the broad 
sense used here) are constrained to produce 
designs which are copies of the communication 
structures of these organizations.



Conway’s Conclusions

Because the design which occurs first is almost never 
the best possible, the prevailing system concept may 
need to change. 

Therefore, flexibility of organization is important to 
effective design.

(Watch Craig’s keynote at LeSS Madrid 2024, once it is live)

https://www.melconway.com/Home/Committees_Paper.html 

https://www.melconway.com/Home/Committees_Paper.html


https://medium.com/@alanhaarhoff/case-study-efficient-software-delivery-with-team-topologies-bfa9995c5d91 

“Case Study: Efficient Software Delivery 
with Team Topologies”

https://medium.com/@alanhaarhoff/case-study-efficient-software-delivery-with-team-topologies-bfa9995c5d91


https://medium.com/@alanhaarhoff/case-study-efficient-software-delivery-with-team-topologies-bfa9995c5d91 

“Case Study: Efficient Software Delivery 
with Team Topologies”

In fact, by fixing teams to 
components and “value streams” 

such OD reinforces 
the Conway’s Law.

https://medium.com/@alanhaarhoff/case-study-efficient-software-delivery-with-team-topologies-bfa9995c5d91




That seems like a rather inner-
focused view of the 

transformation.



OD is baked into Current Architecture



Can this by any chance 
be the last transformation?



OK, maybe the techies didn’t get it? 

Let’s talk to the product people!



”Optimizing teams: A dual perspective on Team Topologies”

https://www.mindtheproduct.com/optimizing-teams-a-dual-perspective-on-team-topologies/ 

1. Well-defined scope
2. Disambiguate cross-team boundaries
3. Distinct value contribution
4. Strong product leadership
5. Clear user focus
6. End-to-end responsibility
7. Minimize dependencies
8. Effective goal setting and alignment
9. …

https://www.mindtheproduct.com/optimizing-teams-a-dual-perspective-on-team-topologies/


https://www.youtube.com/watch?v=ujPL7j02yVY 

https://www.youtube.com/watch?v=ujPL7j02yVY


So, once all the teams have a well-defined 
scope and know their boundaries with end-to-

end responsibilities on clear user focus ...

Once everything is a product …

… then, perhaps it is the last one?  



… then, perhaps it is the last one?  



GIVEN
the teams are fixed to own narrow product parts

WHEN
the product strategy changes

THEN 
… we need to re-adjust org design

DISCUSSION TIME – CONTINUE THIS SENTENCE:



GIVEN
the teams are fixed to own narrow product parts

WHEN
the product strategy changes

THEN 
we need to re-adjust the teams



The Agile Industrial Complex
…



www.esilva.net/tla_insights/architecture-topologies 

I’m sorry, this is not your last agile 
transformation

http://www.esilva.net/tla_insights/architecture-topologies


www.esilva.net/tla_insights/architecture-topologies 

I’m sorry, this is not your last agile 
transformation

And this is not the last time you’re being taxed!

http://www.esilva.net/tla_insights/architecture-topologies






https://findingourway.design/2024/10/08/49-unraveling-complexity-in-product-development-ft-john-cutler/ 

We’re going to see this pendulum swing 
because there’s so much hype around 
products right now … no, not everything is a 
product.

I’m kind of excited by the idea of these 30 to 50 
person pods, if that would happen, because I 
think that that maybe is the next level of doing 
this.

I mean, like with 50-people pods, you can do something 
pretty meaningful.

https://findingourway.design/2024/10/08/49-unraveling-complexity-in-product-development-ft-john-cutler/


What a fresh idea!



Here's what “pods” 
literally mean in English

Very fresh!



We need more fresh ideas!



Let me bring one tool to put 
everything in perspective
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ARCHETYPES OF
ORG TOPOLOGIES



MAPPING PODS
R&D

team of teams

individual teams



A TOOL TO MAP 
ANY ORG DESIGN

AND DIRECTION 
OF ORG CHANGE 



RESOURCE-CENTRIC
ORG TOPOLOGY

with people treated
as resources

“Doing” archetypes transformation



DELIVERY-CENTRIC
ORG TOPOLOGY

with cross-functional 
teams with fixed & 
narrow scope of work

FIXED

FIXED

transformation

“Delivering” archetypes



Suffering in product development

the last tr
ansform

ation



We need fresh ideas!



A fresh idea? Scrum!



https://hbr.org/1986/01/the-new-new-product-development-game 

https://hbr.org/1986/01/the-new-new-product-development-game


AGILE
ORG TOPOLOGY

with learning in teams
“Learning” archetypes

AGILE

transformationFIXED



LeSS Conf 2024, Singapore



LeSS Conf 2020, Amsterdam



AGILE
ORG TOPOLOGY

with learning in teams
“Learning” archetypes
with adaptive expertise

“Frozen” archetypes
with routine expertise
(will be automated by LLM)

AGILE

FIXED



From what you’ve heard today:

What do you want to try 
in your org to move right?

DISCUSSION TIME

AGILE



We need more ideas!



https://www.linkedin.com/posts/alistaircockburn_qa-hi-alistair-thanks-again-for-the-meetup-activity-7250484785851117569-h8Ha 

https://www.linkedin.com/posts/alistaircockburn_qa-hi-alistair-thanks-again-for-the-meetup-activity-7250484785851117569-h8Ha


• ”Agile" has to do with tracking rapidly changing 
requirements within a project

• ”Adaptive", to me, has to do with tracking cultural changes 
in the team/org over time, a slower process, once that 
involves changing the team's structure, norms, habits. 

The point Alistair was making (1) 



• Spotify is known for being agile: they put out lots of features 
rapidly in response to market shifts

• Spotify Model is changing the org structure constantly, 
experimenting and changing to suit the problems they 
encountered with growing # employees and customer base

• Not locking onto a single org model, but adapting the org to 
the times

The point Alistair was making (2) 



•Agile + Adaptive. I think you need both.

The point Alistair was making (3) 



AGILE

ADAPTIVE

DESIRED STATE
FOR PRODUCT DEV



https://www.youtube.com/watch?v=oFfVt3S51T4 

“We sort of doing it all in one… 

We’re developing the UX and the way 
you interact with the model…

At the same time, we’re working on 
making the model better: the promoter, 
training the model…

The same people are doing all that.”

https://www.youtube.com/watch?v=oFfVt3S51T4




https://x.com/karpathy/status/1827143768459637073

https://x.com/karpathy/status/1827143768459637073


• Chess.com is a for-profit company with over 700 employees, while 
lichess.org is free, built, maintained, and operated by a single 
developer. 

• The server written in Scala, hosting 50m games/day.

• Both sites chess.com and lichess.org are comparable in features 

youtube.com/watch?v=7VSVfQcaxFY 

Karel Smutný

https://www.youtube.com/watch?v=7VSVfQcaxFY




ADAPTIVE

AGILE

WHAT MAKES IT HARD 
TO CROSS THIS LINE?



What makes it hard go up?

1. “Conway’s Law”

2. Team’s Cognitive (Over)load



Team’s Cognitive (Over)Load



Solution?



Continuous Integration (CI) as a Practice

Just talk

Pairing / mobbing across the teams

Use modeling techniques 

Remind of big picture

Avoid Jira

Connect teams and customers directly

Teams learn customer language

Avoid separating discovery and delivery

“Take a bite"

Embed business analysis into the teams

Reduce team’s interruptions

Simplify, automate and standardize

Use AI

…

Solutions!



DISCUSSION TIME

From what you’ve heard today:

What do you want to try 
in your org to move up?

ADAPTIVE





The last agile transformation?



… may it be at least a lasting one!



Thank you!

2024, Alexey Krivitsky


