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Agile and architecture 
(finally friends after 15 years)





I help software teams understand 

software architecture, 

technical leadership and 

the balance with agility



Visualise, document and explore 
your software architecture 

(use promotional code “ASAS 2016” before 30th Sept to get 3 months of the Standard Plan for free)



Structured
Programming

(Software Craftsmanship v1.0)



“Waterfall”



“ ”
time spent early in the 

software production 
cycle can reduce costs 

at later stages 
Wikipedia



A “structured approach” 
with an emphasis on 

comprehensive 
documentation



SSADM 
(Structured Systems Analysis 

and Design Method)



“ ”
a systems approach to 
the analysis and design 
of information systems 

Wikipedia



Long feedback loops 
often resulted in the wrong 

thing being delivered



Iterative and 
incremental 
development



RUP 
(Rational Unified Process) 



Roles and 
artifacts



Rapid Application 
Development 

(“prototype-driven design”)



Agile





The conflict between 
agile and architecture



Dedicated 
software architect 

Single point of responsibility for 
the technical aspects of the 

software project

Everybody is a 
software architect 

Joint responsibility for the 
technical aspects of the 

software project

1. A conflict in team structure

vs



I’m a 

software 
architect

Big up front design 
and analysis paralysis UML

Waterfall

Ivory Tower
Architecture AstronautPowerPoint Architect



AaaS ... architecture as a service

Software development is not a 

relay sport
Software 

Architecture 
Document



I’m an agile 
architect!

Evolutionary Architecture 
and Emergent Design

YAGNI
Defer until the 

last responsible 
moment

Refactoring Spikes, stripes and tracers

System Metaphor



“ ”
The best architectures, 

requirements, and 
designs emerge from 

self-organizing teams. 
Principle 11 of the Manifesto for Agile Software Development



“ ”
Architects? 

We don't need no 
stinkin’ architects!

http://www.infoq.com/presentations/We-Dont-Need-No-Stinkin-Architects


Developer Developer Developer Developer Developer

Small, self-organising teams 

of generalising specialists, 

often where everybody is 
jointly responsible



2. A conflict in process

Software 
Architecture 

Document

Big up front design 

Requirements capture, analysis 
and design complete before 

coding starts

Evolutionary 
architecture 

The architecture evolves 
secondary to the value created 

by early regular releases of 
working software

/// <summary> 
/// Represents the behaviour behind the ... 
/// </summary> 
public class SomeWizard : AbstractWizard 
{ 
    private DomainObject _object; 
    private WizardPage _page; 
    private WizardController _controller; 

    public SomeWizard() 
    { 
    } 

    ... 

}

vs



Historically there’s been 
a tendency towards 

big design 
up front



The conflict relates to the desired 

approach

vs

Moving fast, embracing 
change, delivering value 
early, getting feedback

Understanding everything up 
front, defining a blueprint for 

the team to “follow”



“ ”
Responding 
to change 

over 

following a plan



Big 
design up front

No



Evolutionary 
architecture



Agile software team

We don’t need 
software architecture; 

we do TDD



Last 
responsible 

moment



“ ”
Are we allowed to 
do up front design 

if we’re agile?



“Big design up front 
is dumb. 

Doing no design up front 
is even dumber.” 

(YOW! Dave Thomas)



What is 
“agile”?



Moving fast, embracing 
change, releasing often, 
getting feedback, etc?



Lightweight?



A mindset/culture of 
continuous improvement?



http://alistair.cockburn.us/How+I+saved+Agile+and+the+rest+of+the+world



http://www.leadingagile.com/2016/09/reclaiming-agile/



“ ”
We do Scrum 

as described 
in the book.



“ ”
x over y





“ ”
Continuous attention to 

technical excellence  
and good design 
enhances agility. 

Principle 9 of the Manifesto for Agile Software Development



A good 
architecture 

enables 
agility



Agility 
is a 

quality attribute



A design 
revival?



Beyond 
Scrum 

DSDM Atern 
Disciplined Agile Delivery (DAD) 
Scaled Agile Framework (SAFe)



“The Atern lifecycle process” 
(https://www.dsdm.org/content/lifecycle)



“ ”
The Foundations phase 
is aimed at establishing 

firm and enduring 
foundations 

for the project.



It’s not about creating a 

perfect end-state or 
complete architecture



You need a 
starting 
point



Detailed 
blueprints

vs 

setting a 
direction



Continuous 
technical
leadership



Add value, 
eliminate waste



Risks 

Identify and mitigate 
the highest priority 

risks. 

Risk-storming 
and concrete 
experiments.

Vision 

Create and 
communicate a 

vision for the team 
to work with. 

Context, container 
and component 

diagrams.

Structure 

Understand the 
significant structural 
elements and how 
they fit together, 
based upon the 

architectural drivers. 

Design and 
decomposition down 

to containers and 
components.

Just enough up front design 

to create firm foundations 

for the software product and its delivery



/// <summary> 
/// Represents the behaviour behind the ... 
/// </summary> 
public class SomeWizard : AbstractWizard 
{ 
    private DomainObject _object; 
    private WizardPage _page; 
    private WizardController _controller; 

    public SomeWizard() 
    { 
    } 

    ... 

}

Just enough 
up front design 
to create firm 
foundations 

for the 
software product 
and its delivery 

(structure, vision, risks)

The role

The process
Software 

Architecture 
Document



“ ”
we used to do stuff like 
this, it worked but we 
stopped doing it when 

we became agile



“ ”
We all came away impressed 

with the practical, agile 
approach to software 

architecture. I’m going to 
push that we adopt most of 

these practices as a baseline…



Is agile and software 
craftsmanship 

enough?



“ ”
Software craftsmanship is 
an approach to software 

development that 
emphasizes the coding 
skills of the software 

developers themselves. 
Wikipedia



Clean 
code



Are we optimising 
the wrong thing?



Agility needs a starting point, yet many 
software teams don’t seem to have 

a sufficient 
toolbox of 
practices



How do you 

design 
software?



“ ”
we use a 

whiteboard



“ ”
we draw boxes 
that represent 

components



“ ”
we use our 
experience







Class

Responsibilities Collaborators

Class

Responsibilities
Collaborators

Class-Responsibility-Collaboration

Class

Responsibi
lities

Collaborato
rs



Classes, 
Responsibilities, 
Collaborations

Components



During my workshops, often groups draw a visual 
representation of the requirements and say, 

“we’re done, 
we’re agile” 



“the solution is simple and can be 
built with any technology” 

“we don't want to force 
a solution on developers” 

"it's an implementation detail” 

“we follow the ‘last responsible 
moment’ principle” 

“software architecture should be 
technology independent”

1. Context

A global investment bank based in London, New York and Singapore trades (buys and sells) 

financial products with other banks (counterparties). When share prices on the stock markets 

move up or down, the bank either makes money or loses it. At the end of the working day, the 

bank needs to gain a view of how much risk they are exposed to (e.g. of losing money) by 

running some calculations on the data held about their trades. The bank has an existing Trade 

Data System (TDS) and Reference Data System (RDS) but need a new Risk System.

Trade Data
System

Reference Data
System

Risk System

1.1. Trade Data System
The Trade Data System maintains a store of all trades made by the bank. It is already configured 

to generate a file-based XML export of trade data at the close of business (5pm) in New York. 

The export includes the following information for every trade made by the bank:

• Trade ID

• Date

• Current trade value in US dollars

• Counterparty ID

1.2. Reference Data System
The Reference Data System maintains all of the reference data needed by the bank. This 

includes information about counterparties; each of which represents an individual, a bank, etc. 

A file-based XML export is also available and includes basic information about each counterparty.

Risk System



Decoupling 
technology choices 
is not the same as 

deferring them



Technology is 

not 

an “implementation detail”































The diagram 
isn’t self-evident, 
but we’ll explain it



Team 1

Team 1

Team 2

Team 2





What’s been 
challenging about 

the exercise?



Moving fast in the 
same direction 

requires good 
communication



As an industry, we lack a 
common vocabulary 

with which to think about, describe 
and communicate software architecture





Floor 
plans



Circuit 
diagrams 
(pictorial or schematic)



http://agilemodeling.com/artifacts/componentDiagram.htm



Component?

Relational 
Database

Web Application

LoggingComponent



Ubiquitous 
language



Software development 
is like 

${metaphor}





https://twitter.com/dominikfoldi/status/731919147613949952



Who is teaching 

the classics of  the 
pre-agile era?

UML
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Ensure you understand 

the value of 

the techniques you use



youDo whatever works for



Let’s learn from 

past experience 
rather than ignoring it

simon.brown@codingthearchitecture.com 

@simonbrown on Twitter


