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“We did that

change. It was easy

and went exactly as
planned.”

No One. Ever.
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what
happened?



Software Delivery is an Adaptive Sociotechnical System
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the system pokes back
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About Systems...

A system is a set of interrelated parts that does something. It has these

properties:
the whole is parts are systems are
indivisible interdependent fractal
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Signals & Levers

Signals are observable Levers are choices or decisions
characteristics or attributes of you can make to cause a shiftin

the system that tell you the system.
something about the Way the
system works. -~
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Feedback is
iInformation
you get by
observing a

response to an
action

See

What
Happens
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Closed Loop Control Systems

Declare
Intention

Observe
Reality

Toward
Intention
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Open Loop

Your software delivery system is
probably running open loop,
and you don’t know it. You Declare
THINK there's a feedback loop in Intention
place. But it's only closed loop
if the feedback steers the
system.

Observe
CENY

Intention
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Software deliveq is

changing rapidly

Small changes can
lead to better
outcomes



understand
your context
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A

competitor
rankings
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Understand Context in Concrete Terms

org

risk:
low folerance|
h'\gh control

Dimensions of context:

. Capacity team

. Risk / s | | e
« Execution fragile code gﬂ:;;\ger
. Adaptability piager |\ pust g adapabdiny
. Trust . process

« Economics

trust:
high blame
political
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investment in relentless fast Team
automation  prioritization feedback autonomy
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Think of your context like a board game...

..past choices determine current options.
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Your Problems Are Not Unique, Your Context Is

Variations on the Mythical Man Month curve depending on context:

well-factored code unparallelizable work fragile legacy code
highly parallelizeable work
low coordination cost
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see influences

find levers



feature
cyc\e Time

Seeing Systemic Influences with Causal Models
technical

qual'\mﬂve
aftribute
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possible decision
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tech debt

+

incident
count &
duration
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Lever 1: Identity Where You Have a Choice...

/
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... 'hen Make Different Choices

feature
cyc\e Time

technical
debt

N
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Lever 2: Add a Counterbalancing Influence

feature
cyc\e Time

Tech Debt Pa\/down

technical (‘Operation Snowball?

debt

N
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Dependencies False Code

Positives \'_—rag\\ﬁ_\/

?

Automation Cycle Time

Review
Queues

\m‘errupﬂons
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What Happens When You Ship Faster Than You Learn?

Pressure Custofmer

Risk of
Latent Bugs

\mpac’r'\ng Bugs

Reliance on

Generative Al Tirme To

Understand /
Vet Code
Amount of Al Speed of Feature
Generated Delivery
Code
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decide for

yourself



Overreacting

© 2026 Joel Tosi & Elisabeth Hendrickson



© 2026 Joel Tosi & Elisabeth Hendrickson



land the

plane



your context 1S

constantly changing

Right + ["_'é‘g = Wrong
Wrong + 'fé'g = Right
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your challenge



Thank you!
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