e ALING AUMANS WITH THE SEIESS

“Your system 1Is perfectly designed to deliver the outcomes you are getting

—W. Edwards Deming
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've held roles ranging from Sof
of Engineering

Currently a Principal Engineer at Westpac NZ

ware engimeer [
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've been building software systems for ~20 years

've worked for | | companies across 5 countries
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1 e PARAIDC IS

Most of us aim to perform well at work

Pride in our work motivates us @o
VWe appreciate praise, promotions, pay rises w .and yet

A things often don't go as
planned
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AIRBUS A3380

Assembled from parts manufactured in four countries
Large sections of the aircraft arrived in Toulouse In France

Engineers spent weeks threading bundles of wires through the airframe
only to find they weren't long enough
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AIRBUS A380

Q A y-_
100k wires and 40k € (A= S
connectors affected Iwo year delay

Wiring design had to €5.5 billion inftial loss
restart from scratch A >
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vy CAN THIS RnAPFE TS

“A bad system will beat a good person every time”
—W. Edwards Deming

Deming popularised the 1dea of viewing organisations as systems that
people work within

He espoused correcting the system rather than the people In it
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FIUIAN SYS TETS

[t 1s entirely possible to model the worktlows,
communication lines, constraints, etc that make
Up an organisation

Microsoft already has tools for this although
they've stopped short of releasing a product (yet)

Gaming has been modelling human interactions
for decades
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S IPEEX SYO TR

Bad

Ugly Game Over

Software in general 1s  Distributed software Systems the likes of

complex and difficult ~ systems ada Netflix are so

to reason about In concurrency, eventual ~ complex they are

the running state consistency, iterally impossible to
numerous points of reason about at any
fallure depth
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CUNVWATS LAY

“Organisations which design systems are constrained to produce designs
which are copies of the communication structures of these organisations.”

—Melvin Conway

Conway's law tells us that human systems and software systems are
intrinsically linked

Glven that software systems are complex then 1t follows the human
systems that builds them must be equally complex
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EERRENDOUSLY COMPLEX SYS

Human systems mimic distributed systems making them extremely
difficult to debug and reason about.

Lol
Humans are non-deterministic.

They have feelings
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It has been said something as small as the flutter of
a butterfly's wing can ultimately cause a typhoon
halfway around the world”
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OO DRARES L

“When a measure becomes a target, it ceases to be a good measure”

—Charles Goodhart

Cobra Effect - In India, a bounty for dead
cobras Initially reduced the cobra population,

but then people started breeding cobras to

collect the bounty.
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STiE HAVY | HORNE EFFEEEE

Lighting experiments in an electric components
factory in the mid 1920s

Changes In light levels resulted in elevated
productivity in both control and experiment rooms

Concluded that productivity increased because the

workers knew they were being observec
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R LING VI R SUCH COMPLEA TS

In software we manage complexity all the time

The SDLC gives us a process framework for implementing
change In a complex environment

Modern methodologies like aglle and devops add rapid rteration,
quick feedback loops and continuous monitoring
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AL 50O VWORKS FOR HARD VIS

't wouldn't be the first time SDLC concepts have been used outside of
software

SPACEX dysgn
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VY NOT WE | VWARES

Can scale from a single team to a whole organisation
Continuous Iteration over the system people work within
~ocus on the removal of toll and blockers

cnsure your people are enabled to do the thing you hired them to do
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G EVWiIC - LA

Where are we now In relation to
where we need to be!

VWhat Is our hypothesis on what

needs to change!?

CLOUD #cloudnativeANZ

MMMMMM



e VDL C - IMPLEMERES

Prepare - design processes, acquire equipment, nire

Roll out - apply the new processes, deploy the

new hardware, etc

lest - make sure 1t lands the way you think it

should. No point buying new equipment If people

el make Lise ol it
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e VWDILC - MOINT TS

VWhat tells us It our system Is healthy?

What were the effects of our last change!?

MMMMMM

#cloudnativeANZ



i WDILCO - [ ERTE

Are we making progress towards the
outcome!

Are we stuck?

VWhat should we do next!
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REAL VWORLD EXAMITEE

Company experiencing rapid growth
Insufficient local talent pool
L ook further afield for talent and hire remote staft

Current processes tallored to onsite staff
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REAL VWORLD EXAMITTS

Create a hybrid working environment

Hypothesis
Change

Monitoring

Unintended

'terate
&

CLOUDNATIVE
SUMMIT

Desktop machines hinder interaction between onsite and oftfsite staff

Replace desktop machines with laptops for a small cohort

+ Improved experience for remote meetings
- hybrid meetings had low engagement from remote participants

Making progress: yes;

+ Increase In productivity due to having everything on one machine
- staff are connecting work machines to public wifi

Done: no: Stuck: no: What next ...
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REAL VWORLD EXAMITTS

Create a hybrid working environment

Hypothesis  Onsite staff at an advantage over remote staft during calls

Change All staff use remote tools If remote attendees

Monitoring  + improved engagement of remote staff

Unintended - increased noise Iin the office as more people on calls at their desks

terate Making progress: yes; Done: no; Stuck: no; What next ...
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SUMITIA

Take small iterative steps and remember the buttertly effect
Stay focused on the long term outcomes

Avold management by numbers
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O IMPSE INTO THE FUTURSES

ts quite likely we'll be leading
mixed teams of humans and
agents In the not too distant

future
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PIAGINETIC UNE

@ Task Report final answer or

Research project courtesy of S oesta

@ Task Complete!l

( v
M . ﬂ Task Ledger Progress Ledger
| C rO S O Create or update ledger Update progress ledger
+ Given or verified facts « Task complete?
= Facts to look up — = * Unproductive loops?
* Facts to derive « Is progress being
(computation or logic) made? - N
» Educated guesses + What is the next !
' : *laskiplan ﬁ%‘i?grgaker instruction :
cat :
Generalist Multi-Agent system :

I

capable of open ended problem
solving | J
\
Agets TETE=EEEET
Observe and act based on Orchestrator instruction
[ </> Coder [ & ComputerTerminal [ @ WebSurfer [ [® FileSurfer
Write code and reason Execute code written by the Browse the internet (navigate  Navigate files (e.g.,
to solve tasks coder agent pages, fill forms, etc) PDFs, pptx, WAV, etc)
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RET IAKEAVVAT

W Edwards Deming embraced the concept of systems thinking and
applied 1t to organisations back in the 50s

T you are familiar with the agile and/or devops SDLC you are already
familiar with systems thinking in a very narrow context

Application of the SDLC to human systems eventually just leads you

back to Deming's work
&
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DR VWV EDVWARDS DEMITSS

Google him or ask chat-gippity to

tell you about his work

You could even go full old school
and read one of his books!
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THANK O

https://jasonvella.com https://www.linkedin.com/in/jvella/ https://deming.org/
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