Applying Wardley Maps ...

... 1o YOUR domain!
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Value Chain

What is YOUR domain?
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My domain: Software Architecture

Nathan Lee

If the whiteboard isn't pretty much illegible, you're
doing software architecture wrong.

» WebStore
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In my domain...

.. which capabilities are of strategic importance?

e ... what are the characteristics of evolution?
e ... what forces drive evolution?
e ... what types of capabilities are relevant?

e ... what patterns do apply?



In my domain ...

e ... which capabilities are of strategic importance?



your domain!
Focus on the "Wy OF PURPOSE”  NOT? FIND FOCvs!

MOoRrAL IMPERATIVE WMHAT IS 6N sCcOPE, WHAT

Purpose

 Don't get bogged down in the complexity of
your domain.

User (Anchors)

« Start with a schema that helps to identify

Users and needs in your context.

WHO ARE THE UserS
WITHIN SCOPE?

"’Rnow Yove Users” WMHAT ARE THEIR NEEDS?



Purpose Scope

User (Possible Anchors) Needs




Purpose Scope
WIE PRODUCE HIGH QUALITY SOFTWARE IN: ovT:
PRODUCTS BY PROVIDING TVUST ENOVGH DeveLoPMENT MARKETING
ARCHITECTURE TO GET THE JOB DONE OPERATIONS CUSTOMER CARE
W TIME! ALways! PROTECT MNGMT SALES

User Needs

>

DeveLoPeEr

FUNCTIONING
WorksPacCE

QUALITY
CULTURE




Start small

Anchor

. Need
e Start with a and only
* You can always to the map on.
* Do so, if the map to be only.
2
e Collect =
2
o
>

e Keep in mind:
There is no such thing as a
° too much time on trying to

create on



Dev-Team

Modifiability Time behaviour

... simplifies further mapping \

Visibility
[
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Evolution Iﬁ

Emerging Good Best



In my domain...

... What are the characteristics of evolution?



Evolution & Movement

Uncharted Domain
Chaotic

Uncertain
Unpredictable
Changing
Different

Exciting

Future Worth
Unusual

Rare

Poorly Understood
Experimentation
Differential

Competitive Advantage

Industrialised Domain
Ordered
Known
Measured
Stable
Standard
Obvious
Future
Low Margin
Essential
Ubiquitous
Defined
Volume Operations
Operational Efficiency

Cost of Doing Business

Evolution



What is the state of evolution for this?

Uncharted Domain
Chaotic

Uncertain
Unpredictable
Changing
Different

Exciting

Future Worth
Unusual

Rare

Poorly Understood
Experimentation
Differential

Competitive Advantage

B

Architectural
component

Industrialised Domain

Ordered

Known

Measured

Stable

Standard

Obvious

Low Margin
Essential
Ubiquitous

Defined

Volume Operations
Operational Efficiency

Cost of Doing Business

Evolution



the of the components
of your domain

Knowledge of technologies used
Our understanding of code

Stability

:—,,/,’:— Maturity of technologies used
. Available Resources T
Collect, map, brainstorm, ... them!
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Characterize evolution!

 Characteristics change as capabilities
evolve

* Find for the

Evolution

Experimental Usable Efficient Sustainable
Planning



A map of a systems architectural building blocks

A Uncharted Domain

Visibility

Maintenance-Team

lack of knowledge of
modern technologies

Contract
Handling

Contract-System
Adapter

Al-Advisor
Message Broker

Authorization

Sustainable Planning

Experimental Usable Evolution Efficient

Industrialised Domain



In my domain...

e ... what forces drive evolution?



“Everything evolves through supply

and demand competition”

- Simon Wardley



Advice:

De-Accelerators

Accelerators
e What enables or hinders movement?



What forces affect evolution?

Industrialised Domain

A Uncharted Domain

Visibility

+ Competition
Platform O-

Commodity

Genesis Custom Evolution Product



What forces affect evolution?
Industrialised Domain

A Uncharted Domain

Software Aging

Architectural &5——1 & El

component

Past success with legacy
infrastructure

Visibility

+ Competition

Platform

>

Sustainable Planning

Experimental Usable Evolution Efficient



In my domain...

e ... what types of capabilities are relevant?



Map your understanding!

° : Yourself | Team | ...
° : Relevance for you /| Team | ...
° : Degree of your understanding

Visibility

e Choose appropriate names for the
(e.g. Practice)

° : What can be done to improve

your understanding : 5
Evolution —:_>

Novel Emerging Good Best



How well is our understanding of the building blocks of a system?

Industrialised Domain

A\ Uncharted Domain Dev-Team

Web Ul

‘=‘I<'

Contracting Module ’

Visibility

Al-Advisor
(experimental)

Messaging-System
Adapter

Authorization E Message Broker
(COTS, Standards)

Best

Novel Emerging Evolution Good



for
of

capabilities

* For example:
. : What we
. : What we

. : What we

2
E
2
>

 Name the stages of evolution to
capability types
Evolution =——-

° P rov I d e a V I s u a I I e g e n d Products: @ Genesis Custom Product Commodity

Understanding: A Novel Emerging Good

Efficient Sustainable
Planning

Best

Artifacts: 3l Experimental Usable




Map: Intended strategy to improve our knowledge

A Uncharted Domain Dev-Team Industrialised Domain

+ Cross-Functional Team

Process

Know-How Expert knowledge on processes

not yet established

Missing knowledge of
contracting platform

Contracting

Understanding of Ae=Z _ _ _________ Module. _ _ __ ___

Contract Platform + Training, Onboarding
+ Workshop with Platform Provider

Visibility

-
-
-
-
-

-
-
-

-
-

Contracting-

-
-
-

Plattorm | __--7""" Platform
Documentation (Commercial
i . . product) . .
2] Experimental Usable Efficient Sustainable Planning >
A Novel Emerging Evolution Good Best

@) Genesis Custom Product Commodity



Considerations
In my domain...

e ... what patterns do apply?



category Climatic Pattern (Rules of the game. Patterns that are applied across contexts regardless of user choice)
- category| Wardley’s ( 11y useful that a user can apply)
Chazac et oS jchanusias No choice over evolution ow yo e se a ema echa o o 9 ationa 2 IRy G

Rates of evolution can vary by
osysti components evolve H (Red) green

Everything evolves through supply and
demand competition ScosySten
(e.g. consumer vs industrial) (Salaman & Storey)
Components < :
Evolution consists of Phase I a enge a o e & Re e
No single method fits all Components can co-evolve multiple waves of Commoditisation <> p and questio SHi © R a ow the deta
(e.g. in development or purchasing) (e.g. practice with activity) diffusion with many Centralisation _ -
chasms. n appropris ods

Higher order systems create new sources Efficiency does not mean a capital flows to new areas Creative Destruction o . Sy
o: reduced spend (Jevon’s Paradox) of value (Joseph Schumpeter) ‘Be transparent m‘&mm”?

(afbERE oz e godey, 12 (FIRE, formerly FIST)

f value
e =

Focus on the outcome not a

Evolution to higher order systems

Financial

Future value is inversely proportional ; :
: ; results in increasing local order
to the certainty we have over it. A
and energy consumption
G Phase II
Evclut_lon of comun1cat10n Increased stability of . .
mechanisms can increase the 2eds Change is not always linear
. ) ) ] lower order systems ; ;
Efficiency enables innovation speed of evolution overall and | ! (discontinuous & nace .
] ; increases agility & speed | __ : i ‘Manage failure
the diffusion of a single Pl exponential change exists) g
of re-combination
example of change
Shifts from product to utility tend to -
demonstrate a punctuated equilibrium i irecti
L e . Set exceptional standards CommItitolhaldiraokionios A bias towards the new
Provide purpose, mastery & e e adaptive along the path i,
her el ncraraesl tholnoeel autonomy enough) (crossing the river by feeling S
Success breeds inertia Inertia can kill an organisation : successful the past model the stones)
is 5 Phase III 1 umb
ase Do better with less Optimise flow o, SR LG . . < B
Most competitors have poor 7 (continual improvement) (remove bottlenecks) (in=pireothars, provide (PR 2 LEELLTy B
Competitors | Competitors actions will change the game A direction) fortitude)
situational awareness
Be the owner Strategy is complex
Two different forms of Aliary b (point or (take responsibility) (there will be uncertainty) EERA D LR
Not everything is random Economy has cycles disruption neEtieT e st Tony Sauses = y
(p[what] vs p[when]) (peace, war and wonder) (predictable vs non- S ) BT A 1 G Liten o vour ecosveis There is no one culture
ictabl i organisations to evolve Exploit the landscape ek e - e : ; (e.g. pioneers, settlers
e o predictable) (everything is transient) (acts as future sensing engines) P
You cannot measure evolution over time The less evolved something is Phase IV
or adoption, you need to embrace then the more uncertain it il Eox nonsiane evolyrien
uncertainty. becomes
category Gameplay (context specific patterns that user can apply)
Education Bundling Creating artificial needs Confusion of choice
User Perception
Brand and marketing Fear, uncertainty and doubt Artificial competition Lobbying / counterplay
Open approaches Exploiting network effects Co-operation

Market enablement

Accelerators
Industrial policy

Creating constraints

De-accelerators Exploiting constraint PR
Dealing with toxicity Pig in a poke Disposal of liability sweat and dump Refactoring
Differentiation Pricing policy Buyer / supplier power Harvesting
Market
Standards game Last man standing signal distortion Trading
Procrastination Defensive regulation

I atte I n S 0 I YO UR Threat acquisition Raising barriers to entry
Dpefensive
Limitation of competition Managing inertia
Undermining barriers to entry

Centre of gravity

Directed investment Experimentation

Playing both sides

-
’ Attacking
I Fool's mate Press release process
Alliances Co-creation Sensing Engines (ILC) Tower and moat
Channel conflicts &
disintermediation

Embrace and extend

Two factor markets Co-opting and intercession
. Reinforcing competitor
Ambush Fragmentation pla ! 5 appin:
) gmentaf play Seoitin Sapping
Ccompetitor
Misdirection Restriction of movement Talent raid
Positional Land grab First mover Fast follower Weak signal / horizon
Insertion Designed to fail

Licensing play

Poison




Category Climatic Pattern (Rules of the game. Patterns that are applied across contexts regardless of user choice)

category, Wardley’s ( 11y useful that a user can apply)
N O il Gy o Ratesiofievolutionicar varyihy racteristics change as |y, cpojce over evolution Frculvoliguzers = — Fons 5 ez loninly % iona e
emind comparitie ecosystem components evolve (hod phser) o e ot S 3 z
(e.g. consumer vs industrial) i@gqp (Salaman & Storey) (e.g. customers, shareholders, g awa d and o
regulators, staff) a bias towards data being considered 0 atio
Components . 0
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: (e.g. agile vs lean vs six sigma)
'gnex order systems create new sources Efficiency does not mean a Capital flows to new areas Creative Destruction
. of value reduced spend (Jevon’s Paradox) of value (Joseph Schumpeter) E t pa; m“u“ nﬂ'mﬂt
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Financial ¢ (® ben) (FIRE, formerly FIST)
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Evolution of communication o jdevalopnent) ‘models) SEEREEEnC
; : Increased stability of U "
mechanisms can increase the sec Change is not always linear e =
L ) ) . lower order systems
Efficiency enables innovation speed of evolution overall and e (discontinuous & Think aptituda and attituda [ianege fatlire
* the diffusion of a single di i EY b e exponential change exists) 2
risliterenne of re-combination £
TATRLSL O SATAE. Strategy is iterative
Shifts from product to utility tend to (fast reactive. '”"9'”
demonstrate a punctuated equilibrium . commit to the direction, be  bias towards the new
Provide purpose, mastery & e ES e adaptive along the path e e
N oY e autonomy enough) (crossing the river by feeling Shea B
Inertia Success breeds inertia Inertia can kill an organisation : successful the past model the stones)
is Phase IIT Think big humble
Host competitors have poor i ) e Ty (et i, .
Competitors | Competitors actions will change the gamg S = direction) fortitude)
situational awareness
Be the owner Strategy is complex
Two different forms of P e (i o (take responsibility) (there will be uncertainty) R i s
Not everything is random Economy has cycles disruption neEtieT e st Tony Sauses h 7
what] vs p[when eace, war and wonder, redictable vs non- i Tlieza.is ne <o i Zhere 48 no ot culfure
(BIwhat]ave niwhen]) (P ) (P . organisations to evolve Exploit the landscape e i fistenfrolyour (ctosyakens (e.g. pioneers, settlers
et predictable) (evervthiuy is cicm<ient) (acts as future sensing engines) L e ey
You cannot measure evolution over time The less evolved something is Phase IV ;
or adoption, you need to embrace then the more uncertain it Deatgn! for] constantlevolurion
L uncertainty. becomes
Category Gameplay (context specific patterns that user can apply)

Education

Bundling Creating artificial needs Confusion of choice

User Perception

Brand and marketing Fear, uncertainty and doubt Artificial competition Lobbying / counterplay

Market enablement Open approaches Exploiting network effects Co-operation

Accelerators
Industrial policy

Patterns of YOUR

domain!

De-accelerators

Exploiting constraint

IPR

Creating constraints

Dealing with toxicity Pig in a poke Disposal of liability Sweat and dump Refactoring
Differentiation Pricing policy Buyer / supplier power Harvesting
Market
Standards game Last man standing Signal distortion Trading

Threat acquisition Raising barriers to entry Procrastination Defensive regulation

Defensive
Limitation of competition Managing inertia

Directed investment Experimentation Centre of gravity Undermining barriers to entry

Attacking
Fool's mate Press release process Playing both sides
Alliances Co-creation Sensing Engines (ILC) Tower and moat
Two factor markets Co-opting and intercession Embrace and extend Channe’, .conflicts &
disintermediation
: Reinforcing competitor
Ambush . tat. 1. : s
) us ragmentation play in9, oo sapping
Competitor
Misdirection Restriction of movement Talent raid
Positional Land grab First mover Fast follower Weak signal / horizon
Poison Licensing play Insertion Designed to fail




Create a library of patterns
for your domain!

* Find the patterns that can be of value in your domain
 Enhance them with existing domain knowledge.
 Define new patterns specific to your domain

 Don't be afraid to leave out things that don't apply to

your domain.

» Ditch what is not of use but challenge your assumptions!



In my domain...

.. which capabilities are of strategic importance?

e ... what are the characteristics of evolution?
e ... what forces drive evolution?
e ... what types of capabilities are relevant?

e ... what patterns do apply?



Just use it.

“Nobody cares about your

precious framework”

- Ben Mosior

Let the other person decide if

they want to dive deeper.
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