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The Org that BAPO Built
Building teams and orgs that make 
building the rights thing easy
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We are uncovering better ways of developing
software by doing it and helping others do 

it.
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Xtreme 

Programming
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Why care?
Whether we’re aware of 
it, our environments 
shape our outcomes.
Therefore: we need to 
shape our 
environments.
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Nivia S. Henry 
Engineering Director, Spotify
Defiantly Sparkly | Cat Mom | 
@7grok’s Wife & Accomplice | 

Haitian  | Curious AF
She/They/Them
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Three key takeaways from our session:

1. Conway’s Law

2. BAPO

3. Domain Driven Design
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Source: Alibaba Medium Article

Conway’s Law
“Your output reflects 
your org.”

-me :-)

https://alibaba-cloud.medium.com/conways-law-a-theoretical-basis-for-the-microservice-architecture-c666f7fcc66a
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Source: ThoughtWorks

“Solving problems of 
the organization 
through system design.”

-The Internet



@lanooba

Let’s look at an Example*…

*Any resemblance to any streaming company is purely 
coincidental
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So, now what?!
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1. Start with the business
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● Who are our customers?

● Why do they come to us?

● How would you describe the products/services we provide?

● Who is involved in providing the above?

● At what stage are they in the product life-cycle?
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Business Agility 
Framework 

BCG matrix
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2. Design your architecture 



@lanooba

● What are your capabilities?

● Who creates and curates them?

● How do they interoperate?

● Who uses them?

● How would you categorize them?
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Source: ThoughtWorks
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PAUSE: Does your business and 
your architecture models clash or 
coordinate???
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3. Now design your Processes*

* This is your opportunity to practice all the good principles of agility end-to-end
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● What is your value stream?

● How does it compare to your architecture?

● What are the necessary interactions between different 

members of your value stream?

● WHat are the ways to reduce handoffs?

● What are ways of working that optimize continuous value 

delivery?

● How do you communicate and capture outcomes?
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4. Finally, co-create your 
organization
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Given the previous 
insights, what is the 
organization that 
best optimizes for the 
biz values and the 
culture you want to 
emerge?
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● Organization != Culture

● Organization is what’s on paper

● Organization contains implicit and explicit 

tradeoffs

● Culture is emergent and ephemeral

● Culture is out of your hands
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Three key takeaways from our session:

1. Conway’s Law

2. BAPO

3. Domain Driven Design
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“Don’t design system architectures to match org 
structure. 
Design architectures to match product strategy. 
Design ways of working and org structure to 
match system architectures and product 
strategies.” 

- Jason Yip @jchyip 
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Really Smart people talking about these things:

Ruth Malan @vizarch 
Rebecca Wirfs-Brock @rebeccawb

Jason Yip @jcyip
INdu AlagaRsamy @indu_alagarsamy

Zsofia Herendi @zherendi
Jade Bloom @cyetain

Diana Montalion @dianamontalion
Matt Barcome @mattbarcomb
Vladik Khononov @vladikK

Krisztina @yellowbrickc
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Thank you! 
Now, for some Q&A


