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How many times have significant
decisions happened exactly like you
expected?
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Eé%tig;g;(ieng “... That’s a lot of decisions, all piled up,
i one on top of the other, each an ossified
‘ record of the power structures and

feedback loops (or lack of them) that got

it there.”
Andrew Harmel-Law

Facilitating Software Architecture
Andrew Harmel-Law
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Example Scenarios
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Growth Into new
territories via .1.,7(’ =
acquisitions that need =, % s
to be integrated by <a
very near date>




ALL MODERN DIGITAL
INFRASTRUCTURE

N

r m

)

Al T

A PROTECT SOME
RANDOM PERSON

IN NEBRASKA HAS
BEEN THANKLESSLY

MAINTAINING
SINCE 2003

T

https://xkcd.c

om/2347/

Replacement of a
business critical

third party
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Build fast (and when you break
things you are on-call) [oh BTW
your performance review depends
on this]
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Anatomy of a Decision
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“Ingredients” of a decision

System'’s
capabilities Can block
The and a decision
problem constraints
Can make
Context Competing a decision
problems Can
Validates Change the convince
the roadmap others
problem is
Options solved
Can
implement
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T Can ask
People’s Collect i;thl(:::::t
availability feedback P
and
capabilities
Decision Option Decision Decision Decision
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Required Making Taking Sharing Implemented
\ / Andrea Magnorsky

Deciding www.roundcrisis.com



Knowing
something

Decision
Required

System'’s
capabilities

Decision
Implemented

The and Can b.k?ck
roblem constraints a decision
P Can
implement Can make
Context decision a decision
: . Can
ompeting Change the convince
prOblemS Validates roadmap others
it's solved
Collabor Can ask
ation others to
People’s Collect implement
availability feedback
and
capabilities
Option Decision Decision
> . > . — . —>
Making Taking Sharing
Deciding

Andrea Magnorsky
www.roundcrisis.com



Knowledge

Andrea Magnorsky
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Power-With

“Power might be defined as
8, simply the ability to make
vary Parker Foliett© t1NES happen, to be a causal

Dynamic Administration: The
(1868 1933) Collected Papers of Mary

agent, to Iinitiate change.”

Andrea Magnorsky
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Power-0Over

“Power Is the ability to make others
do as you would have them do.”

Andrea Magnorsky
Source: https://plato.stanford.edu/entries/feminist-power/ www.roundcrisis.com



Sources

THE DAWN OF
EVERYTHING

SCIENCE

A NEW HISTORY OF

HUMANITY

DAVID GRAEBER §

DAVID WENGROW Charisma in Everyday Life:

Conceptualization and
Validation of the General
Charisma Inventory

The Dawn of Everything
D. Graeber and D. Wengrow

Access to
Knowledge

Andrea Magnorsky
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Laws Of Power

0 R r
Pecagogy elated read

Pedagogy of the
*. Oppressed
Paulo Freire

Source: How to understand power - Eirc Liu

Power begets

more power
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Knowledge
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DIKW Pyramid

Application of Knowledge over time @

Wisdom
Knowledge Information with experience
Information Data with Context
Facts
Data

Andrea Magnorsky
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Wisdom

LLLLLLLL

“Our ability to discover true

Essential Nonlinear Skills a nd Practices
for Software Professionals

leverage points in the systems we
Learn[i)agniy;ﬂtgg;j:;nkmg in hab|t and pUSh them in d
valuable direction.”

Diana Montalion

Andrea Magnorsky
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“Knowledge workers are workers

whose main Is knowledge.

These are workers whose job Is to
‘think for a living””

. . Andrea Magnorsky
Source: Thinking For A Living: How to Get Better Performance and Results From Knowledge Workers. . .
Davenport, Thomas H. (2005). www.roundcrisis.com




...each pile represents a person’s knowledge Andrea Magnorsky

www.roundcrisis.com

and the lines represent sharing



“Knowledge transfer among
employees is thought to be a crucial
determinant of an organisation’s
capacity to utilise new knowledge
and innovate.”

Andrea Magnorsky

Liao et al., 2007 www.roundcrisis.com



Thus, again,
the program text and its documentation
has proved insufficient as a carrier of
some of the most important design ideas.

The conclusion seems inescapable that
at least with certain kinds of large pro-
grams, the continued adaptation, modifi-
cation, and correction of errors in them, is
essentially dependent on a certain kind of
knowledge possessed by a group of pro-
grammers who are closely and continu-
ously connected with them.

Programming as Theory Building(1985) -  andrea magnorsiy
www.roundcrisis.com
Peter Naur






What now?

D
Understanding generates options
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Decision
Clarity and Transparency

Decision process Architecture
review & update Decision Records
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Decision review

Audience: Technical leadership (CTO, CPO, tech leads, HoOE)

Questions

Think about the last month and how decisions were made
e Which roles can currently make which decisions? 5min on thelr own
e how have we made decisions over the last month? 5 min on thelr own

e 4Ls(Learned, Lacked, Loath, Love) Retro about the last month of
decisions.

And then
e What do you need from a technical decision
e What do others (not your role) need from a technical decision

Andrea Magnorsky
www . roundcrisis.com
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LargerGroups
or
Organisations

Personal
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Architecture Advice

Process

OREILLY

Facilitating
Software
Architecture

Empowering Teams
to Make Architectural
Decisions

Andrew Harmel-Law

Facilitating Software Architecture
Andrew Harmel-Law

Larger Groups

Team Topologies

<

(/.
L ORGANIZING

V TECHNOLOGY

TEAMS FOR FAST
\\ FLOW

il

MATTHEW SKELTON
and MANUEL PAIS

f ( BUSINESS AND

Team Topologies
Matthew Skelton and Manuel Pais
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|TEAM—~©

TOPOLOGI}ES

1

| e}

MATTHEW SKELTON
and MANUEL PAIS

Team Topologies
Matthew Skelton and Manuel Pais

Team Topologies

A model for describing the
organisation of teams.
e Four forms of teams
e Three modes of team
interactions

Healthy 1nteractions that provide

a steady flow of valuable
software.

https://teamtopologies.com/

Andrea Magnorsky
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Facilitating
Soft\{vare
Architecture

Facilitating Software Architecture
Andrew Harmel-Law

Architecture Advice Process

A% S
Vp X2 y:' %
N R
2 W/, X

F ,‘;3%5’ 5 U )‘f“ *, \
& e T\

Anyone can make a decision but

before they do so they must:
e Seek advice from all
affected parties and
e from people with expertise
on the matter

Andrea Magnorsky
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Yoy )

Architecture Decision Records

g@mmg Record significant
ortware . . . .
el e architectural decisions 1n a

format that 1s concise and
based on an standardised
e o o gy e template.

Andrea Magnorsky
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ADROOX [Problem this addressed - solved

Date: e.g., Dec 22, 2025

Status: One of [DRAFT] / [PROPOSED] /
[ACCEPTED] / [ADOPTED] / [SUPERSEDED] /
[EXPIRED]

Author: [Author name]
Decision[A summary, a few lines.]
Context

[The context of your decision - the
surrounding environment 1n which 1t was
taken (including any constraints), the
relevant steps which took you to this
point, and the forces which made 1t
necessary. ]

ADR Template

Options Considered

Option 1 : [Option one liner]
[brief summary]

Consequences

Adopted because: [A benefit ]
Adopted despite: [A drawback ]

Option 2(SELECTED): [Selected option]

same format as Option 1
Option N: [OPTION]

same format as Option 1
Advice

[Advice offered] - [Name, Role, Date]

Supporting Material
[Description] [LINK]

Andrea Magnorsky
www.roundcrisis.com



Small Groups

Session

7 e
Prep esl’ze
CD‘ . y

1.Session Goal

2.Alone Together Architecture
After a week | s s S e S S 1 O n S

A https://bytesizearchitecturesessions.com/

Collaborative Software Desing Andrea Magnorsky

E. Kelle, G. Verschatse and K. Baas- www.roundcrisis.com
Schwegler



Personal tools

hand column Decision KP Map

AY

I Has Accepted / valid

information or knowledge
-~

Danna P - Engineer

* | Bo L Principal Eng
Keiki J - Intern J > | Miles P Principal Eng

Engineer

Geordi Z
' Engi. Manager
1ds it hard / Can mak
. Note: Added
a Wa S ipossible darcwsto]——» Change
make change see the deltas happen
ppen in positioning

Thoughts and said and

feelings happened TEeTTE)

v
Doesn't have accepted knowledge
or shares incorrect information
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Left-hand Column

A
I
What was
Thoughts and said and
feelings happened

https://psdchallenge.psd.gov.sg/ideas/work-better/communicate-
better-with-the-left-hand-column-technique

Andrea Magnorsky
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Decision KP Map

Has Accepted / valid

information or knowledge
-

Danna P «~ Engineer

Bo L Principal Eng

Keiko J » Intern Miles P Principal Eng
Engineer

( -
| Geordi Z
| Eng. Manager

’ Can make

| Ro H - Engineering Manager l

- change
happen

https://www.roundcrisis.com/2026/02/04/making-of-a-decision-5/

Key People
Knowledge and Power

Within the context
of a specific
decision

Andrea Magnorsky
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Decision KP Map

el Accepted / Valaid

A
Danna P « Engineer

e Knowledge (or not)

Engineer

Keiko J = Intern ] Miles P Principal Eng l

Can make change
e | ——" ha ppen ( or not )

happen

l Ro H - Engineering Manager J
Andrea Magnorsky
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Example: Production deployment
strategy decision

Has Accepted / valid Has Accepted / valid

mtormatl(‘)‘n or knowledge information or knowledge

Danna P « Engineer A

Danna P - Engineer

Bo L Principal Eng o~
( ** | Bo Principal Eng
Keiko J = Intern Miles P Principal Eng
Engineer ’ ' —
Keiki J - Intern ( """" > iles P Principal Eng
Engineer \ o
w Geordi Z
Geordi Z ‘
Eng. Manager _ J Can make Engi. Manager
b - change LJ - )
happen { : \ an make
PP Note: Added : h
red arrows to —w change
see the deltas = happen
in positioning

[Ro H - Engineering Manager ]

[Ro H - Engineering Manager

Day 1 Day 3 Day N

https://www.roundcrisis.com/2026/02/04/making-of-a-decision-5/ Andrea Magnorsky
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Makin

OREILLY

Learning
Systems Thinking

Essential Nonlinear Skills and Practices
for Software Professionals

Diana Montalion

Thinking in Systems

Donella H. Meadows

OREILLY

Facilitating
Software
Architecture

Empowering Teams
to Make Architectural
Decisions

Andrew Harmel-Law

T R

of the

O'REILLY
Communication
Patterns

A Guide for Developers .

and Architects

Jacqui Read

THE DAWN OF
EVERYTHING

A NEW HISTORY OF

HUMANITY

DAVID GRAEBER ¢
DAVID WENGROW
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Knowledge

Implemented

Deciding

ﬁ Andrea Magnorsky
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The of a Decision
Andrea Magnorsky

Thank You!
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