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Team topologies
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1  T H E O R Y  &  S C H A E F F L E R  S P E C I F I C S

Stream-aligned team

Aligns with a business domain 
segment to deliver specific value 
through a continuous flow of work

Complicated subsystem team

Handles complex technical 
components requiring advanced 
expertise and specialized 
calculations.

Enabling team

Supports stream-aligned teams by 
overcoming obstacles and 
identifying missing capabilities

Platform team

Provides internal services to 
accelerate and support delivery by 
stream-aligned teams.



Team topologies
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1  T H E O R Y  &  S C H A E F F L E R  S P E C I F I C S

Flow of change

Facilitating

X-as-a-service
Collaboration

Teams unite temporarily to explore 
and innovate new technologies, 
practices, or APIs

One team offers, while another 
utilizes, services designed to be 
seamlessly integrated and 
consumed.

A team provides guidance and mentorship to support the 
development and success of another team.



What is a guild?
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1  T H E O R Y  &  S C H A E F F L E R  S P E C I F I C S
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1  T H E O R Y  &  S C H A E F F L E R  S P E C I F I C S

Chapter

(Architecture)

Chapter

(Engineering)

Chapter

(Data)

Squad
(Product A)

Squad
(Product B)

Squad
(Product C)

Squad
(Product 

D)
Guild Guilds

Purpose
Foster organizational initiatives like respect & 

inclusion and internal process innovation.

Structure
Flexible formation, operating across Chapters 

and Squads.

Participation
Open to interested individuals, allowing 

multiple memberships.

Integration
Maintain smooth work delivery within Squads 

and guilds



Adoption for Guilds - Embracing collaboration and innovation through specialized guild

Data Architecture & Engineering 
Guild

Software Engineering & Architecture 
Guild
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1  T H E O R Y  &  S C H A E F F L E R  S P E C I F I C S

• Implement DRY principles and minimum team 

standards.

• Harmonize tools and technologies.

• Establish test strategies and default 

infrastructures.

• Develop best practices and standards.

• Encourage knowledge sharing and latest tech 

sync.

• Promote collaboration & governance of data

• Deliver high-quality data science products 

swiftly.

• Standardize processes/tools across project 

lifecycle.

• Engage with Schaeffler’s DS & AI community

AI Guild



Adoption for Guilds - Embracing collaboration and innovation through specialized guild

Data Architecture & Engineering 
Guild

AI Guild Software Engineering & Architecture 
Guild
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1  T H E O R Y  &  S C H A E F F L E R  S P E C I F I C S

• Implement DRY principles and minimum team 

standards

• Harmonize tools and technologies

• Establish test strategies and default 

infrastructures

• Develop best practices and standards

• Encourage knowledge sharing and latest tech 

sync

• Promote collaboration & governance of data

• Deliver high-quality data science products 

swiftly

• Standardize processes/tools across project 

lifecycle

• Engage with Schaeffler’s DS & AI community



Way of working
1  T H E O R Y  &  S C H A E F F L E R  S P E C I F I C S

Time Methodology

ToolingDemands

1 Regular Meetings

Every two weeks

1 1/2 Hours

Alternating meeting times

2 Time Invest

2 Hours per week (in average)

GitHub board for status tracking

(Cross-Guild) collaboration

4 Tooling

Best practices

New tools

(Coding) agents

3 New Demands

Research

Extension

New Products
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Evolution of the Architecture Guild
2  B E S T  P R A C T I C E S

2021/22
• Tech radar

• Product reviews

2023
• Tech radar

• Product reviews

• Documentation 
structure

2024
• Tech radar

• Product reviews

• Documentation 
structure

• InnerSource

2025
• Tech radar

• Product reviews

• Documentation 
structure

• InnerSource

• Global expansion & 
merger integration

Major take away per year

(Sticky patterns)
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Tech Radar
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2  B E S T  P R A C T I C E S



Annual Product Review Process - From Assessment to Action
2  B E S T  P R A C T I C E S

Annual 
review cycle

Template-based assessment

Security

Architecture & tech stack

Best practices

Testing setup

Kubernetes specifics

Aggregation & analysis

All findings are aggregated and 
analyzed

Results are compared across 
products

Annual kickoff

Product selection

Responsible Solution Architect 
presents

1-2 neutral Solution Architects 
perform the review

Feedback to product teams

Feedback to product teams

Remediation planning

Why it matters

• Early risk identification

• Greater transparency

• Consistent standards

• Improved security

• Informed decision-
making



Inner Source – Reusable Hello-World Templates
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2  B E S T  P R A C T I C E S

Why it matters
Consistent project setup

Faster project start

Shared best practices

Simpler CI/CD alignment

Easier updates and migrations

Best practices

Angular Hello-World template

Best practices

Spring Boot Hello-World template
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We hit the Iceberg
3  A I  I M P A C T

https://x.com/LuizaJarovsky/status/1854154206761898272/photo/1 | https://preview.redd.it/makenomistakes-v0-m5jvlov9lmif1.jpeg?auto=webp&s=f209369bda656bb4e760bc6922795aeef9856dc9 | https://www.codeant.ai/blogs/best-
ai-code-review-tools | https://www.linkedin.com/pulse/bridging-genai-divide-cybersecurity-leaders-guide-ai-kayne-mcgladrey-eplwc

Governance

Cost

(Human) review 
workload

(Coding)  
Agent
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Transparency
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Looking ahead: three priorities

Build once. Reuse across teams.

• Avoid solving the same problem multiple times

• Promote reusable patterns and shared 
components

• Reduce duplication and inconsistency

Solution harmonization

Make decisions visible and reusables

• Capture key architecture decisions transparently

• Improve consistency across teams

• Raise implementation quality through shared 
understanding

Architecture transparency

Standardize globally, adapt locally where needed

• Balance global standards with regional constraints

• Enable collaboration across time zones and teams

• Allow justified local exceptions for legal or market 
needs

Global scale, local fit

4  O U T L O O K
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Quick Tip – Change background image

Move the Black Overlay aside to 
access the image. If it's locked and 
you can't move it, right-click and 
select "Unlock."

While selected, go to the ‘Picture 
Format’ tab. Under the first section, 
use the drop-down arrow and 
select the last option, ‘Insert from 
Clipboard’.

Select desired layout/element. One quick way is to simply copy the 
image1. Use Ctrl+C to copy the 
image you'd like to use.

Select image you would like to 
replace.2

Delete tip once done.

Background images, like this example, are always 
placed under a Black shape set with a 40% opacity. 
Don’t change that.

When selecting your own image, opt for subtle 
images with large elements rather than busy ones 
with lots of different elements. Ensure they 
complement your text instead of overpowering it. 
Sometimes, zooming in to show just a fragment 
works well.

1

1 If it has been used in a PPT before, you 
should reset it, so you don’t carry over old 
settings in your new frame. 

2 If the image is too colourful, adjust the 
saturation under the same tab with ‘Color’.

3 Quick Tip – Avoid distorted images
Delete the reference image you 
used and ensure your new image 
isn’t distorted.3

Once you are satisfied with the 
result, realign the Black overlay to 
its original position. It's best to use 
the layout alignment tool to avoid 
any glitches.

To change the background image, follow these simple steps:

2 3 4

5 6 7
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