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Overview

 We are driven...
Driver-driven development models
Perspective-driven frameworks

e ...but we may be driving in circles

- On the bright side, we’re working
hard at it

- Still, our success rate is only about
35% (Chaos Report)

It seems we’re consistently failing to
consistently deliver

- Are we succeeding in spite of our
processes?

Overview
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What Are We Trying to Do?

« Approaches are tending to polarize

- Streamlined simplicity
What Are We Trying to Do? e Scrum, XP, other agile approaches

- Conceptual sophistication
e IBM RUP, Zachman Framework, TOGAF

Simplicity
Sophistication

e This implies mutual exclusion - do
simplicity and sophistication go

together?
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What Are We Trying to Do?

What Are We Trying to Do?
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« We want the power of simple
sophistication; we appear to
believe we can’t have it

« This artificial dichotomy causes
additional problems

- Agile practitioners may suffer from a
principles and practices famine

- Practitioners of traditional
approaches can become process
automatons



What Are We Trying to Do?

What Are We Trying to Do?
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e Yale CS professor David Gelernter
highlighted this problem a decade
ago:”

Elegance = simplicity + power

e The vast majority of processes

today focus on either simplicity or
power, but rarely both

« Along the arc of the pendulum,
there must be an approach that
combines the two

* Machine Beauty: Elegance and the Heart of Technology. New York:
Basic Books. 1998.




Practice Makes Perfect!

 |var Jacobson and colleagues have
recently suggested redefinition of
process as “a collection of

practices”

practice: a proven way of approaching or
addressing a problem. It is something that has
been done before, can be successfully
communicated to others, and can be applied
repeatedly to produce consistent results

e Sounds like Design Patterns!

design pattern: a formal description of a general
solution to a a recurring design problem.

o Let’s call them practice patterns

Practice Makes Perfect!
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Practice Makes Perfect!

e SO what?

- Established methodologies tend to be
quite static

» Modifications are considered risky
» Evolution is slow and very controlled

- Suddenly processes / methodologies
can be seen as dynamic
» Collections of practice patterns are assembled
Adoption is incremental
Flexibility and customizability are inherent
Innovation is encouraged

Most important: Combination of simplicity and
sophistication is enabled

Practice Makes Perfect!
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Focus On Goals

e Problem: assembling a collection
of practice patterns from scratch
can lead to a loss of focus

Focus On Goals e Solution: Practices must be
assembled on a foundation that is
goal-focused

- Goals answer the why questions

- Goals provide boundaries that help
maintain focus

- Goals provide traceability back to a
context that matters to a business
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The Action Cycle

e Donald Norman’s Action Cycle:

“a continual feedback loop in which the results of one
activity are used to direct further ones, in which goals lead
to subgoals, intentions lead to subintentions.”

Focus On Goals

eInterpret the State of the World

«Perceive the State of the World
«Evaluate the Outcome of the action

«Form the Intention
«Specify an Action
«Execute the action Goal-Setting

«Form the Goal
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The Action Cycle

e In the 1990’s, thought leaders
applied Norman’s ideas to software
development

Focus On Goals - Alan Cooper’s Goal-Directed Design
- Deborah Kurata’s GUIDS process

o Still often omitted from
consideration

- Often, business goals don’t exist or
are poorly defined

- Those that exist may not be
actionable
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Actionable Goals

nWe wi | | become a | e
t he mar kets we choo

« What constitutes a leader?
Focus On Goals « What are the markets?
 What does “serve” mean in this context?
 What are the business benefits of becoming a leader?
« By what means will this leadership be achieved?

e Lack of specificity means
- Effective traceability is difficult
- Success becomes “hit or miss”
- Any action can be rationalized as valid
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Actionable Goals

Focus On Goals
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advantage of new delivery channels,
and increasing operational efficiency
In existing delivery channels.o

e An actionable goal explains itself

« This level of specificity is critical
to assembly of effective practice

patterns into a useful and powerful
process




Actionable Goals

 So what do we do if what we need
just isn’t there?

« We must close the gap

Focus On Goals “What would demonstrate that this
goal has been met?”

- “Can we measure that in some way?”

- “What is the impact of this goal on
the business?”

- “What kinds of things do you see the
business doing to meet this goal?”
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Focus On Activities

e Problem: Most approaches focus
on structure and output

« Many approaches focus on
- What to produce
- Who is producing it
« Solution: Focus on activities

« What activities are effective in
getting us from an understanding
of the business problems being
defined to the definition of a
solution?

Focus On Activities
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Focus On Activities

e We must raise the bar above
simple definition of required
output and its context within a
framework

« We must move toward definition
of best practice activities that
enable us to effectively build
shared context and create the best
possible architectures

Focus On Activities
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Focus On Activities

« This activity focus gets us into the
right frame of mind to
- Create practice patterns
- Assemble them into processes
customized to specific environments
e The solution proposed here is the
equivalent of a design pattern
meta-model, but for processes

Focus On Activities
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Focus On Practice Patterns

» High-level processes consist of
practice containers assembled into
simple workflows

e Each container lists the practices
Focus On Practice Patterns LAt enable the container’s goal

« Simple processes, sophisticated
practices

- The processes themselves are kept
very simple and broadly applicable

- The sophistication is in the practices

- The combination yields a great deal
of power
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Focus On Practice Patterns

e Processes become dynamic
templates within which practices
are assembled based on

Organizational characteristics

Focus On Practice Patterns Problem domain characteristics

Team dynamics

Other relevant factors

e Practice patterns will be shared
within a pattern community, just
as design patterns are shared
today
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Getting to Architecture
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Getting to Architecture

Getting to Architecture
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* Personas were first developed by Cooper Design as part
of their Goal-Directed Design process



What’s the Big Deal?

Getting to Architecture
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e Both comprehensiveness and level
of sophistication can be altered
without change to the simplicity of
the processes themselves

e Examples:

- A backoffice system requires
scenarios, but (perhaps) not creation
of personas

- Agile approaches will populate the
“Develop Scenarios” and “Develop
Use Cases” containers with very
different practice patterns




What’s the Big Deal?

» Best practice activities are
decoupled from processes and
externalized to the community for
reuse

e There is no process lock-in;
cetling fo Architecture organizations build processes
incrementally in response to
context-specific factors

e Processes evolve and adapt
alongside organizations (or even by
project)

@Cogentes




Conclusion

e Summary:

- Current architecture / development
processes are polarized along a
simplicity - sophistication continuum
- The real power of process is in the
combination of simplicity and
Conclusion sophistication

- We can achieve that power by
« Building a foundation on business strategy

e Focusing on activities, not structures or
deliverables

» Viewing processes as simple, dynamic
collections of sophisticated practice patterns

» Customizing those patterns to fit the context
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Conclusion

o Next Steps

- Formalize a practice patterns
template for pattern definition

- Develop a practice patterns
community

- Create a foundation set of practice
Conclusion container processes for various IT

knowledge domains
Architecture

Development

Testing / QA

Project Management

Team Dynamics
Configuration Management
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