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Connect with me!



We challenge convention, partnering with visionary leaders who 
have the conviction to build high-performing organizations.

The conventional way to build 
products is broken.



What’s one word that pops into your head 
when you think of a “re-org”?



Designed too far from the reality of work

Leaders often lack the day-to-
day, ground-level understanding 
of how teams actually work.



Done to people, not with people

People don’t just “resist change” 
for the sake of it, they resist 
when they don’t understand the 
purpose, when the change feels 
arbitrary, or when they have no 
agency in shaping it.





Treated as a big upfront plan, not an 
iterative discovery process
Conventional org design 
assumes you can plan the 
“perfect” structure up front, 
much like old-school waterfall 
project management



Unintended Consequences: The Reorg Death 
Spiral
Poorly planned reorgs often cause 
more problems than they solve, 
leading to… more reorgs!



Why do smart leaders keep designing 
organizations top-down?
§ Leadership owns strategy
§ Someone has to make the decision
§ Sometimes layoffs or budgets aren’t

collaborative
§ It feels faster
§ It’s what we’ve all experienced ourselves

The problem isn’t that leaders make decisions.
The problem is that they rarely have all the 
information needed to design great teams.



What if the people closest to the work 
helped design the organization?

What would need to be true for that to work?



Context

https://betterproductwork.com/blog/the-4c-model-of-empowered-product-work



Performance & Growth Zone

How do you safely Empower people?
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David Marquet
Turn the Ship Around



A scale-up that had outgrown its 
organization



Change how change happens

A small Change Team drove the process.
The whole organisation shaped the outcome.
§ Diverse set of people

§ Engineering managers
§ Developers
§ Testers
§ People & Culture
§ Sales

§ Model à Partner à Coach
§ Transparent and iterative



Give people a destination

§ Introducing Product Operating Model, “what 
great could look like”

§ Establishing what Empowered Product 
Teams are and how they differ from Feature 
Factory and Delivery teams



Co-create what “great” looks like



Teach people how to design organizations



Agree what you’re optimizing for



Explore alternatives



Business Mission / Objectives
Product Vision & Principles

Team Topology
Product Strategy
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The company’s purpose and goals

The critical problems to solve NOW to move toward 
that vision. This is the heart of the framework.

How we organize teams to best enable them to fulfill 
the vision

The future you are trying to create for your customers

Communicates those problems to teams

Helps us discover a solution
Builds that solution to bring it to market

Strategic Context Determines Team Topology



Make teams explicit

§ Start with first draft mission
§ Apply team types from 

team topologies
§ Focus on competence 

needed to fulfil mission, not 
individuals

§ Update template as you 
see fit

https://miro.com/miroverse/team-api/



Evolve the design, iterating together



Expand the “design team”

§ Involving all of development
§ Teams creating their own suggestions

§ Incorporate suggestions and iterate on the design
§ Resulted in a co-created model for now and future



Let people Self-Select

Sandy Mamoli and David Mole, 
Creating Great Teams: How Self-

Selection Lets People Excel



Usually, people are hesitant and 
resist this kind of change but this 
time, they really welcomed and 

embraced it.

This was the most uneventful re-
org I’ve ever seen. I’ve never 
experienced a re-org go this 

smoothly.

Will it work?



It’s not the org chart

It’s the conditions around it.

We didn’t simply redesign the 
organization.

We deliberately built the 
conditions that allowed the 
organization to redesign itself.



Context: Changing the environment of the re-org

Initially
§ Traditional feature-factory 

mindset
§ Managers assigned work and 

designed teams
§ Re-orgs happened to people
§ Limited workshop and 

collaboration culture
§ Low psychological safety to 

challenge ideas
§ Org design seen as a 

management activity

Later
§ Transparent change process
§ Cross-functional Change 

Team
§ Frequent collaborative 

workshops
§ Leadership actively listening 

and adapting
§ Shared ownership of both 

process and outcome
§ Org design became 

something we did together



Clarity: Making the problem understandable

Initially
§ Why are we changing?
§ What are we optimizing 

for?
§ What does “good” look 

like?
§ Which decisions are 

already made?
§ Which decisions are open?

Later
§ Product vision and strategic 

direction
§ Product Operating Model
§ Design goals and heuristics
§ Team Topologies as a 

shared language
§ Explicit constraints and 

decision boundaries



Competence: Teaching people how to design orgs

Initially
§ Very little experience with 

org design
§ No common language
§ Discussions based on 

opinions
§ Teams looked mostly the 

way they’d always looked

Later
§ Team Topologies
§ Fracture planes
§ Team APIs
§ Iterative design workshops
§ Comparing trade-offs 

instead of defending 
opinions



Control: gradually increasing participation

Initially
Leadership decided:
§ Team structure
§ Team boundaries
§ Responsibilities
§ Staffing

Teams mainly reacted

Later
Leadership still owned:
§ Strategy, Vision, Constraints, 

Final decisions

Teams shaped:
§ Missions, Team boundaries, 

Interfaces, Alternative 
topologies

§ Their own team through 
self-selection



Principles that made it work

§ Change the environment before changing 
the organization.

§ Make the problem understandable before 
asking people to solve it.

§ Teach people how to design organizations.
§ Expand participation gradually.
§ Treat organization design as a continuous 

capability, not a one-off project.

Great organization design is the result of 
designing the conditions in which people 
can design great organizations.



Our Articles on Collaborative org design

https://www.betterproductwork.com/






