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The Paradox of Legacy Systems
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How to Handle Legacy Systems?

Big-bang replacement is

not just expensive.
It's risky!

—

Incremental
evolution

instead
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Evolving a Legacy System w/ Architecture for Flow

Adaptive, socio-technical
systems optimized for a
fast flow of value &
feedback
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Architecture for Flow Canvas
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Current Teams & Dependencies
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Current Teams & Dependencies

Implement

business
logic

—

Expose APIs
to frontend
teams

Implement
cross-cutting
capabilities

_—

Manage

persistence &
data access

()
2

Backend-Team

Frontend-Team

2

Implement Handle user Handlq‘g
Ul experience rZSPQHSZe
components (UX) BSIg'n &
accessibility

Provision
infrastructure

Monitor
uptime, logs,
alerts

Infrastructure/Ops-

Deployments
of new
releases

Security

Backups,
scaling,
incident
response

updates

Team
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Assessing Current Flow of Change

.



http://susannekaiser.net

Assessing Current Flow of Change
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Flow of Change

Customers

What blocks
the current
flow?

What
should be

minimized?

e —

What works
well in the
flow?

What
should be
kept?
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What is Preventing FlIow? (Examples)

Team Dependencies Team Ownership

A4

Flow of Change

Software Architecture & Quality /i\ / ii

Work Management\
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What is Preventing FlIow? (Examples)

Team Dependencies Team Ownership

]

Teams don’t
fully own
entire
end-to-end
flow

A4

Flow of Change

Software Architecture & Quality /i\ / ii

Work Management\
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What is Preventing FlIow? (Examples)

Team Dependencies

Teams depend
on other
teams’
activities &
tasks

Software Architecture & Quality

Team Ownership

Teams don't r
fully own
entire
end-to-end
flow

A4

Flow of Change

° o

Work Management\
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What is Preventing FlIow? (Examples)

Team Dependencies

Teams depend Teams depend
on other on other
teams’ people’s
activities & specific
tasks expertise

7

A4

Flow of Change

Software Architecture & Quality /i\ / ii

Team Ownership

Teams don’t r
fully own
entire
end-to-end
flow

Work Management\
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What is Preventing FlIow? (Examples)

Team Dependencies

Software Architecture & Quality /i\ / ii

Fl';ms depend Teams depend
on other on other
teams’ people’s
activities & specific
tasks expertise
—
Every blocking
dependency
introduces
coordination efforts
& possibility
of delays

A4

Flow of Change

Team Ownership

Teams don't f
fully own
entire
end-to-end
flow

Work Management\
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What is Preventing FlIow? (Examples)

Team Dependencies

Team Ownership

A4

Flow of Change

Software Architecture & Quality /i\ / ii

Work Management\
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Work Management\
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What is Preventing FlIow? (Examples)

Team Dependencies Team Ownership

Flow of Change

Software Architecture & Quality /] i\ / ‘ I Work Management\
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What is Preventing FlIow? (Examples)

Team Dependencies Team Ownership

Flow of Change

Software Architecture & Quality /] i\ / ‘ I Work Management\
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What is Preventing FlIow? (Examples)

Team Dependencies Team Ownership

Flow of Change

Software Architecture & Quality /] i\ / ‘ I Work Management\

susannekaiser.net


http://susannekaiser.net

What is Preventing FlIow? (examples)

Team Dependencies

A4

Flow of Change

Software Architecture & Quality /] i\ / ‘ I Work Management\
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Mapping the Current Business Landscape
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Mapping the Current Business Landscape

l_Problem Space_|

Facilitate
remote learning

Teachers

Know your
users and their
jobs to get
done

Prepare Assess student Track FaC|I|1a1e Ensure
learning understanding ~ progress communi- secure
material cation access

“People buy products and

services to get a job done."
Clayton Christensen

%\ .

—

Starting from
the user
perspective

—

Identify desired
outcomes as
user needs

WARDLEY MAPS

TOPOGRAPHICAL
INTELLIGENCE IN
BUSINESS

SIMON WARDLEY
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Mapping the Current Business Landscape

Facilitate
remo’re learning

Value Chain

Problem Space_l

|_So|ution Space

Teacher

—

Understanding
the
value chain

/
TEEEE

Prepare Assess student Track Facilitate Ensure
learning understanding progress communi- secure
material cation access

Online School

Search

Engine B
Identify
components
Message fulfilling
Broker user needs

Compute

VM

WARDLEY MAPS

TOPOGRAPHICAL
INTELLIGENCE IN
BUSINESS

SIMON WARDLEY
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Mapping the Current Business Landscape

WARDLEY MAPS
TOPOGRAPHICAL

Teacher Facilitate INTELLIGENCE IN
remo’re learning BUSINESS
A Mapping
—|— components
o - to evolution
3 stages
o
[%2]
=
o
ki . . . . . SIMON WARDLEY
e Prepare Assess student Track Facilitate Ensure
learning understanding progress communi- secure
A material access
C e k\ ______________________
£
-
O
s
= Online School
>
[
O
@©
o
w
S SMTP
2 Server
)
[72]
J Broker Compute
Genesis Custom-Built Product (+rental) Commodity (+utility) Evolution
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Mapping the Current Business Landscape

WARDLEY MAPS
TOPOGRAPHICAL

Teacher Facilitate INTELLIGENCE IN
remo’re learning BUSINESS
A Common
—|— understanding
= of business
o
0 / landscape
©
o
(D -
=
o
S SIMON WARDLEY
e Prepare Assess student Track Facilitate Ensure
learning understanding progress communi- secure
A material access
o ﬁ\ _________________
m —
5 Where
3 = Onling School o
= nline Schoo i
> Are we invest?
5] custom-building
3 components that
w
are not core fo earch
6 our business Raine Data SMTP
—3 - Can we utilize orage Server
X further
evolved 2ssage
components?  |roker Compute
VM
Genesis Custom-Built Product (+rental) Commodity (+utility) Evolution
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Categorizing the Problem Space
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Categorizing the Problem Space

Problem Space_l

|_So|ution Space

e

Prepare
learning
material

ke

Teachers

THOEY

Assess student Track Facilitate
understanding progress communi-
cation
= =
Wiese What to
prlorm;e build, buy, or
strategic 5
investments? s
R R

Ensure
secure
access

N ENTEN

Tackling Complexity in the Heart of thware

Foreword by Martin Fowler

ﬁ Core Domain
=) Supporting Subdomain

UDU Generic Subdomain
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Modularizing the Solution Space
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Modularizing the Solution Space

Teachers
! -|_ %
@
|
g X X =/ = ol
£
o
iG]
<
e Prepare Assess student Track Facilitate Ensure
learning understanding progress communi- secure
A material ati access
e e e e~ e e S —— - - — _
‘©
-
O
(]
=]
<

|_So|ution Space

Genesis Custom-Built Product (+rental) Commodity (+utility) Evolution
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Modularizing the Solution Space

“Architect for change
- leverage the power

Teachers

N ENTEN

|780|ution Space

coupled big ball

of mud w/ messy

models & fuzzy
boundaries

encapsulated,
loosely coupled
system

Enforcing

Grouping
related
business
behaviour
together

high
cohesion &
modularity

4 | of small”
§ / ()  Continuous Architecture in Practice
5 = G Il
A ul
£
Q@
o
e . Foreword by Martin Fowler
e Prepare Assess student Track Facilitate Ensure .
. . . Modularizing
learning understanding progress communi- secure X
. . the solution
material cation access space with
C ﬁ\ _________________________________________________ p
T — bounded
-
O contexts
3 , a
G [
> Monolithic, tightly el vl

Serve as
well-defined
ownership
boundaries

Genesis

Custom-Built

Product (+rental)

Commodity (+utility)

Evolution
susannekaiser. net
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Modularizing the Solution Space

Identifying

Close

Collaboration Bounded
5 Contexts w/ | mwoked on | “pgoreGAfE”
\ EventStorming
Domain Developmenf
Expen‘s Teams
/ ExreuaL
\ : ~ | sxeEn
- invaked o

Bounded
Context
Candidates |
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into

generafec [7]] .
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Envisioning the Future Landscape
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Envisioning the Future Landscape

Teachers
d IQI|)
‘. ‘. ul
Prepare Assess student Track Facilitate Ensure
learning understanding progress communi- secure
access

Value Chain

Problem Space_|

|780|ution Space

ﬁ Core Domain
=) Supporting Subdomain

UUU Generic Subdomain

( O" Bounded Context

material } / cation
\ \ \

Content |Assess. Progress Messag- Identity &
Creation | ment Tracking  ing Access

\ \I,'\' - \/ i Are we [
(@)

custom-building
components

. Notification H. that are not
Tl /| core fo our
------------------ . business?
-T—'ﬁ
Genesis Custom-Built Product (+rental) Commodity (+utility) Evolution

susannekaiser.net


http://susannekaiser.net

Envisioning the Future Landscape Q) uidin-house

O Use/buy off-the-shelf
Teachers O Outsource to utility suppliers

ﬁ Core Domain

/ W d Supporting Subdomain
* d |'| Uﬂ[ﬁ) Generic Subdomain
'\' @‘. Bounded Context

>
Problem Space_|

Prepare Assess student Track Facilitate Ensure

learning understanding progress communi- secure

material cation access
e B N ---------------- Z[ --------------------------
2 - T A A L
U \\ \\ \\
o [ | 1 [ 1
_: \ /I N /I \\ /I
s Nt Nt — ST

ontent Assess. Progress Messaging

Focus major Creation ment Tracking

development
investments on

differentiators

Notification H.

Evaluate existing
solutions for
un-specialized
non-differentiators

Can specialized
non-differentiators
be productized?

|780|ution Space

>

Genesis Custom-Built Product (+rental) Commodity (+utility) Evolution
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Envisioning the Future Landscape Q) uidin-house

O Use/buy off-the-shelf

Teachers O Outsource to utility suppliers

A —|— ﬁ Core Domain

9] @7 Supporting Subdomain

: 0 =~ 0

& " Uﬂ[ﬁ) Generic Subdomain

6
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e Prepare Assess student Track Facilitate Ensure

learning understanding progr uni- secure

A material cation access
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Envisioning the Future Landscape

() Build in-house
O Use/buy off-the-shelf

Teachers O Outsource to utility suppliers
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9] Supporting Subdomain
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Aligning Teams & Evolving Interactions
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ﬁ Core Domain

Aligning Teams & Evolving Interactions e o

Teachers Uﬂﬂﬁj Generic Subdomain

Identifying
) main streams of
! change starting
1

ol !
Prepare Facilitate ,’: Ensure | from customer i
. U . U . U 1
. learning  understanding’ |  progress /| communi- /! secure needs \
\_material »© v N ./ scation .~ '\ access ./ 4
— ~ ~ . ~ - ~ - S ‘
_____________ ===z __Ssa=zl L Sse-rl L Ysae= L Se el .

What will
drive value
and change?

Value Chain

|_So|ution Space
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Aligning Teams & Evolving Interactions

4 Teachers

TOPOLOGIES

ORGANIZING
BUSINESS AND
TECHNOLOGY
TEAMS FOR FAST

Find suitable team
boundaries
aligned to

customer-driven
streams of change
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Evolving Team Interactions

Flow of change 2
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Unlocking Blockers to Flow

Value Chain
Value Chain_

Infrastr /Ops E .....

|
[ ; S
| : ) I
1 | 3 e | s alfe) N,
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- ! | / \ > \ >
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Team | | ! .2, , :
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1 \ ! | 1
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Invisible

Invisible

> Evolution
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How to Transition?
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Incremental Evolution (example)
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Incremental Evolution (example)

/ Back-end team

N

Reteaming

Replatforming

~——-

K On-Premises Infrastructure

-~

Cloud-hosted Infrastructure/

Reteaming Replatforming

susannekaiser.net
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Incremental Evolution (example)

/ Back-end team

N

Reteaming

Big Ball of Mud (BBoM)

Reteaming Replatforming Refactoring
i Vol Vol
\\ ’/ \\ ’I \\

Refactorin
. Modular Bounded Contexts

/

Replatforming

~——-

K On-Premises Infrastructure

-~

Cloud-hosted Infrastructure/
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Incremental Evolution (example) IEE

Reteaming

Replatforming Refactoring RS

Interactions

Refactoring --

Big Ball of Mud (BBoM) Modular Bounded Contexts

Evolving
Team

Interactions

Infrastructure/ops team

Flow of change :' L Flow of change
i b rEnainng\ ....................
' team
Replatformin  Fagili
P 9 Stream-aligned team 1 4 f:tfr:l;; ,‘v Stream-aligned team 1 |
Collaboration ) ]
Stream-aligned team 2 /—$ Stream-aligned team 2
) Fagili- - . oo
Stream-aligned team 3 ! tating ! Stream-aligned team 3 | 1
Collaboration —_ 'Xaa$
________ Platform team Platform team
K On-Premises Infrastructure

Cloud-hosted Infrastructure/

susannekaiser.net


http://susannekaiser.net

Incremental Evolution (example) [N R

FE Team

Functional
silo teams

BE Team

Inf./Ops Team

—
@
[vg)
=]
<

On-premises

L On-Prem Inf. ] infrastructure

Flow
interrupted

by repeated
handover
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Incremental Evolution (example) oo e

0 ;
@ il @ .
Ll w % Forming
T w platform
team
- € Cloud Infra
S s Platform
i E Team _
P
m m \ §>/4,
£ £
3 3
i i
%) o /
o} 5
O g5 g 1)3 ==
£ = Kicking off
o B the
replatforming
BBom | . BBoM journey
On-Prem Inf.

Flow of change

FE Team BE Team Inf. Team FE Team BE Team

<

Bloud Infra Platform Team
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Incremental Evolution (example)

£ £ e € Forming
kS e/ ki B T stream-
Ll L w o u aligned
e - uw team
. Cloud Infra
= @ Platform g i
> o g I Stream-Aligned
= = Team g
= » i Team 1 (SAT 1)
m m m
= o = 725,
= = -5
@) @) o : Kicking off
- = he refactoring
journey
BBoM BBoM
On-Prem Inf. Cloud Infr
Flow of change Flow of change
FE Team BE Team Inf. Team FE Team BE Team FE Team BE Team
""""""""""""" Collaboration
Cloud Infra Platform Team SAT 1 for rapid

discovery of
cloud options
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Incremental Evolution (example)

Bulweajey
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Backend |
Team //"

Infra;t}?/Ops |

Value Chain
Value Chain_

Invisible

Invisible

Genesis Custom-
Built

> Evolution

Genesis Custom- Product Commodity
Built (+rental) (+utility)
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Ssummary

—

Generate
value
aligned to
user needs

Teams

No silver bullet: Adapt these principles to your specific context, culture and challenges

WARDLEY MAPS
TOPOGRAPHICAL
INTELLIGENCE IN

BUSINESS

=

Unlock
blockers
to flow

(DISANGAS

Tackling Complexty in the Heart of Software

ORGANIZING
BUSINESS AN

r——
Optimize
flow of
sustainable
value

Flow of Change

—

Enabling fast
and constant
feedback

Close
. otential
Architect for Focus major P
efficiency
change and development gaps
leverage investments on
modularity differentiators
P—_

Align teams
& evolve team
Interaction
to system
& strategy
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Evolve your Legacy

System with Gratitude
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Some Ressources

Architecture for Flow Canvas ARCHITECTURE
https://susannekaiser.net/architecture-for-flow-canvas/ ror FLOW

Book Site '\]J\[ IIVE \\:\?:\'\l;)\:\l}ilil
https://architectureforflow.com

Case Study
https://ninasiessegger.de/en/blog/re-teaming-for-faster-flow

| & OREILLY"
N WARDLEY MAPS TEAM Learnlng
DRISIRGAN “oeuoecs [ropoLogies|  Bomein-orien
Tackling Complexity in Ihe Heart ufSnftwam BUSINESS :

DYNAM

G
RETEAI\/IING

Aligning Software Architecture
and Business Strategy

ORGANIZING
BUSINESS AND
TECHNOLOGY

TEAMS FOR FAST
FLOW

- e
SIMON WARDLEY MATTHEW SKELTON it
Foreword by Martin Fowler and MANUEL PAIS

Foreword by Julie Lermon For

rewords by John Cutler &

https://medium.com/wardleymaps
https://learnwardleymapping.com/

https://qgithub.com/wardley-maps-community/awesome-wardley-maps
https://qithub.com/ddd-crew
https://www.dddheuristics.com

susannekaiser.net
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https://medium.com/wardleymaps
https://learnwardleymapping.com/
https://github.com/wardley-maps-community/awesome-wardley-maps
https://github.com/ddd-crew
https://www.dddheuristics.com
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Thank youl!

Susanne Kaiser

Independent Tech Consultant
Author of “Architecture for Flow”
https://susannekaiser.net
https://linked.in/suksr
https://architectureforflow.com

Link to

slide deck



https://susannekaiser.net
https://linked.in/suksr
https://architectureforflow.com

