
The            Model
for Versatile Organization Design

Jurgen Appelo

@jurgenappelo

https://unfix.work 



Photo by WeiyeTanon Unsplash

Our community is 
in a bit of a mess

https://unsplash.com/@superbfnds?utm_source=unsplash&utm_medium=referral&utm_content=creditCopyText
https://unsplash.com/?utm_source=unsplash&utm_medium=referral&utm_content=creditCopyText


Research by Stefan Wolpers on Age of Product

Not so 
good!

https://age-of-product.com/safe-nps-score-56-scaling-framework/
https://age-of-product.com/safe-nps-score-56-scaling-framework/
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https://techbeacon.com/app-dev-testing/agile-manifesto-dead
https://medium.com/agileinsider/agile-is-dead-mckinsey-just-killed-it-547df8c6c9df
https://developmentcorporate.com/2021/08/13/agile-is-dead-so-is-cobol-xp-rad-uml-safe-etc/
https://www.forbes.com/sites/forbestechcouncil/2019/07/16/agile-might-be-dead-but-agility-isnt/?sh=1f4490a01245
https://www.oreilly.com/radar/the-death-of-agile/
https://siliconangle.com/2020/02/03/agile-software-development-dead-deal/
https://www.infoq.com/articles/death-agile-beyond/
https://www.quora.com/Is-Agile-dead


Photo by Martijn Baudoinon Unsplash

No framework covers Portfolios, 
Finance, Marketing, HRƘ

https://unsplash.com/@martijnbaudoin?utm_source=unsplash&utm_medium=referral&utm_content=creditCopyText
https://unsplash.com/s/photos/mess?utm_source=unsplash&utm_medium=referral&utm_content=creditCopyText


Photo by Wonderlaneon Unsplash

Fortunately, there are people 
showing us the way

https://unsplash.com/@wonderlane?utm_source=unsplash&utm_medium=referral&utm_content=creditCopyText
https://unsplash.com/s/photos/light?utm_source=unsplash&utm_medium=referral&utm_content=creditCopyText




Image by Joost Minnaar

Haier is an 
ecosystem 

of 4,000 
autonomous 

units.

ṪThe most valuable IoT ecosystem brand in the world ṫ

ṪþȖǳ ʧɊɰȴǬṭɸ ȴǈɰȎǳɸʆ ȖɊȽǳ ǈɭɭȴȜǈȿǥǳ ǤɰǈȿǬṫ

ṪþȖǳ ʧɊɰȴǬṭɸ ȽɊɸʆ ǥɰǳǈʆȜʦǳȴʭ ȽǈȿǈȎǳǬ ǥɊȽɭǈȿʭṫ

https://corporate-rebels.com/next-influential-management-model-of-the-world/


Photo by Universal Eye on Unsplash

Every business is different

https://unsplash.com/@universaleye?utm_source=unsplash&utm_medium=referral&utm_content=creditCopyText
https://unsplash.com/s/photos/balls?utm_source=unsplash&utm_medium=referral&utm_content=creditCopyText


Photo by Omar Lopez on Unsplash

The Base is the group where 
people feel safe and at home.

Also called a tribe, clan, or business unit

https://unsplash.com/@omarlopez1?utm_source=unsplash&utm_medium=referral&utm_content=creditCopyText
https://unsplash.com/s/photos/community?utm_source=unsplash&utm_medium=referral&utm_content=creditCopyText


ϻδ

ξ δ

σ

M

I A

D

9

5

Governance
Crew

Partnership
Crew

Experience
Crew

Facilitation
Crew

Capability Crew

Platform
Crew

Value Stream
Crew

Forum

Base

Turf

ι Ϯ

Chiefs

Captain Captain

Captain Captain

Captain

Chair Chair

Captain

Captain

The Base is the 
home that fuels 
all recognition 
and belonging.



Photo by Richard Gatley on Unsplash

The Crew is a small team on a 
mission with a defined goal.

Also called a team, squad, pod, or cell

https://unsplash.com/@uncle_rickie?utm_source=unsplash&utm_medium=referral&utm_content=creditCopyText
https://unsplash.com/s/photos/pilot-stewardess?utm_source=unsplash&utm_medium=referral&utm_content=creditCopyText
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Value Stream Crews have 
end-to-end responsibility 

for a value stream.
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A Facilitation 
Crew enables 
other Crews to 
get their work 

done.
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The goal of a 
Capability 
Crew is to 

offer unique 
expertise.
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The Platform 
Crew offers 

shared services 
to the other 

Crews in a Base.



Different words, 
same concepts



Photo by Ryan Franco on Unsplash

I donƐt care about your product.
I care about my experience.

https://unsplash.com/@ryanmfranco?utm_source=unsplash&utm_medium=referral&utm_content=creditCopyText
https://unsplash.com/s/photos/disappointment?utm_source=unsplash&utm_medium=referral&utm_content=creditCopyText


ƒNew products 
succeed not because 
of the features and 
functionality they 
offer but because of 
the experiences they 
enable.Ɠ
- Clayton Christensen,
innovation expert



ƒThe secret to building 
great products is not 
creating awesome 
features; it's creating 
awesome users.Ɠ
- Kathy Sierra, game designer



ƒ Examples abound of the crippling effects 
of ƒagile business unitsƓ that cannot work 
together to deliver a complete customer 
experience at the enterprise level. Ɠ
Amy Kates, Greg Kesler, Michele DiMartino, and Julie Sweet
Networked, Scaled, and Agile: A Design Strategy for Complex Organizations
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The Experience Crew ensures that the 
customer's experience is great.



No purple crocodiles!



Photo by Fred Zelders CC BY 2.0

Treat your partners with respect.

https://en.wikipedia.org/wiki/Purple_crocodile#/media/File:Paarse_krokodil.jpg


Photo by Fred Zelders CC BY 2.0

Independent Contractor Agreement
ICA Statement of Work

Code of Conduct
MNDA

Security Awareness Guidelines
W-9 Form

*sigh* Seriously?

Treat your partners with respect.

https://en.wikipedia.org/wiki/Purple_crocodile#/media/File:Paarse_krokodil.jpg


Photo by Fred Zelders CC BY 2.0

Independent Contractor Agreement
ICA Statement of Work

Code of Conduct
MNDA

Security Awareness Guidelines
W-9 Form

Chamber of Commerce registration
VAT registration

Social Insurance registration
Certificate of good conduct

Copy of last Tax Return
Any Business or Trade Licence
Proof of business insurances
Copy of passport or ID Card

Supplier Contact Sheet
PRO Affidavit

Direct Deposit form
Client NDA and Laptop policy

BVA form

Hell, NO!

Treat your partners with respect.

https://en.wikipedia.org/wiki/Purple_crocodile#/media/File:Paarse_krokodil.jpg


Photo by Kai Pilger on Unsplash

The experience economy 
coincides with the gig economy.

https://unsplash.com/@kaip?utm_source=unsplash&utm_medium=referral&utm_content=creditCopyText
https://unsplash.com/collections/8471263/gig-worker-and-self-employed?utm_source=unsplash&utm_medium=referral&utm_content=creditCopyText
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The Partnership Crew cares about vendors, 
freelancers, and gig workers.



Photo by Aditya Joshi on Unsplash

The Forum is a place to talk and 
make important decisions.

Also called a chapter, guild, council, or CoP

https://unsplash.com/@adijoshi11?utm_source=unsplash&utm_medium=referral&utm_content=creditCopyText
https://unsplash.com/s/photos/parliament?utm_source=unsplash&utm_medium=referral&utm_content=creditCopyText
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A Forum is a 
place to 
talk and 
decide.
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The Governance Crew is 
the management team.



The popular/infamous matrix structure : alignment in two 
(or more) dimensions with parallel management lines

Functional 
managers

Product 
managers

Regional 
managers

ϛ



êB|k yk· ps|is|q pª~{ ~ªq^|sº^®s~|« µs®r {^®ªs¶ 
structures is indeed that higher -level managers become 
overloaded because lower -level managers are unable 
to resolve conflicts and therefore refer conflicts to the 
executives. In other words, an unintended 
consequence of a matrix structure is actually to 
make the organization more centralized and to 
remove accountability from lower -level managers.ê

Nicolay Worren , Organization Design: Simplifying Complex Systems (2018)

https://www.goodreads.com/book/show/40964988-organization-design
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The unFIX model



Photo by Gordon Cowie on Unsplash

Sometimes, a team 
must be formed fast

https://unsplash.com/@gcowie?utm_source=unsplash&utm_medium=referral&utm_content=creditCopyText
https://unsplash.com/s/photos/news-crew?utm_source=unsplash&utm_medium=referral&utm_content=creditCopyText


Photo by Garreth Paul on Unsplash

ThereƐs not always time for forming, 
storming, norming, and performing

https://unsplash.com/@garrethpb?utm_source=unsplash&utm_medium=referral&utm_content=creditCopyText
https://unsplash.com/s/photos/fire-department?utm_source=unsplash&utm_medium=referral&utm_content=creditCopyText


The increased pace 
of change and 
having one crisis 
after the other 
requires an ability 
to form new teams 
more rapidly.

Photo by Issy Bailey on Unsplash

ðʆǈʆȜǥ ʆǳǈȽɸ ǈɰǳ ȿɊʆ ǈȎȜȴǳ Ǥǳǥǈʎɸǳḽ

https://unsplash.com/@bailey_i?utm_source=unsplash&utm_medium=referral&utm_content=creditCopyText
https://unsplash.com/s/photos/crisis?utm_source=unsplash&utm_medium=referral&utm_content=creditCopyText


Photo by Benigno Hoyuela on Unsplash

ðʆǈʆȜǥ ʆǳǈȽɸ ǈɰǳ ȿɊʆ ǈȎȜȴǳ Ǥǳǥǈʎɸǳḽ

A great employee 
experience (EX) 
includes personal 
development and 
career growth 
beyond just one 
team.

https://unsplash.com/@benignohoyuela?utm_source=unsplash&utm_medium=referral&utm_content=creditCopyText
https://unsplash.com/s/photos/joy?utm_source=unsplash&utm_medium=referral&utm_content=creditCopyText


By Webysther Nunes - Own work, CC BY-SA 4.0

ƒIf it hurts, do it more often.Ɠ

https://commons.wikimedia.org/w/index.php?curid=39594469


Photo by Randy Fath on Unsplash

The Turf is an area cultivated and 
protected by the same people.

Also called a domain, area, or territory

https://unsplash.com/@randyfath?utm_source=unsplash&utm_medium=referral&utm_content=creditCopyText
https://unsplash.com/s/photos/fence?utm_source=unsplash&utm_medium=referral&utm_content=creditCopyText


ϻδ

ξ δ

σ

M

I A

D

9

5

Governance
Crew

Partnership
Crew

Experience
Crew

Facilitation
Crew

Capability Crew

Platform
Crew

Value Stream
Crew

Forum

Base

Turf

ι Ϯ
The Turf is 

cultivated and 
protected.



SAFe / LeSSbusiness

Back-end Guild Front -end Guild

Management Team

Agile Team A

Agile Team B

Agile Team C

Service Team

Product 
Owners

Agile 
Coaches
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Microservices business

Management Team

Platform Team

Imports / Exports

Email Campaigns

Imports Team

Email Team

Exports Team

Supplier 
Experience 

Team

Customer 
Experience 

Team
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Outsourcing business

Management Team

Androi d development iOS development

Value Stream CrewValue Stream CrewProject Teams

Value Stream CrewValue Stream CrewProject Teams

Value Stream CrewValue Stream CrewProject Teams

Machine Learning 
Team

Project 
Management

Account 
Management
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Incubator business

Investment Team

Shared Services

B2B Forum B2C Forum

Value Stream CrewValue Stream CrewStartup
Teams

Value Stream CrewValue Stream CrewStartup
Teams

Customer 
Experience 

Team

Cyber Security 
Team

Data Mining 
Team
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Miro template


