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Agile and architecture, 
finally friends



“          ”Big design up front is dumb. 
Doing no design up front 

is even dumber.
Dave Thomas



Simon Brown 
I'm an independent software development consultant specialising in software architecture, and the author 

of “Software Architecture for Developers”; a developer-friendly guide to software architecture, technical 
leadership and the balance with agility. I regularly speak at software development conferences, meetups 
and organisations around the world; delivering keynotes, presentations, training courses and workshops.





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



“          ”I believe in this concept, but the 
implementation described above 

is risky and invites failure.
Managing the development of large software systems 

Dr Winston W. Royce



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



“          ”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!



Small, self-organising teams 
of generalising specialists, 

often where everybody 
is jointly responsible



Historically there’s been 
a tendency towards 
big design up front



“          ”Responding to change 
over 

following a plan



vs
Software 

Architecture 
Document

Big design 
up front

No design 
up front



Evolutionary 
architecture



“          ”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.
Dave Thomas



Agility



Agile is about moving fast, 
embracing change, releasing often, 

getting feedback, …



Agile is about a mindset of 
continuous improvement





“          ”
My son, who is now in the workforce full-time as a software 
developer, asked me what “agile software development” is supposed 
to mean, in a nutshell. I said it meant taking a step, assessing the 
outcome, learning from that outcome, adjusting our practices, and 
then taking the next step. He thought that made sense. 

Another way to say it is that “agility” basically means an organization 
has fostered a culture of continual improvement. The alternative 
is an organization in which people simply learn a defined process 
and follow it by rote, over and over again. It makes no difference if 
their process has the word “agile” in its name.

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



A design revival?



Monolithic 
big ball of mud

Modular 
monolith

Microservices

Distributed 
big ball of mud

Number of deployment units

M
od

ul
ar

ity



Agility is a 
quality attribute



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



How much up front design 
should you do?

0% 100%



“          ”just enough



“          ”
Architecture represents the 

significant decisions, where significance 
is measured by cost of change.

Grady Booch



Curly braces on the same or next line 
Whitespace vs tabs

Programming language 
Monolith, microservices or hybrid approachArchitecture

Design

Implementation



1. Is that what we’re going to build?

2. Is it going to work?



Understand the structure 
and create a shared vision



Identify and mitigate 
your highest priority risks



“          ”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…



But…



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-Responsibility-Collaboration

Class

Responsibilities Collaborators

Class

Responsibilities
Collaborators

Class

Responsi
bilities

Collabo
rators



Design a software solution for 
the ”Financial Risk System”, and 
draw one or more architecture 

diagrams to describe your solution



Did you find this exercise challenging?



“          ”This doesn’t make sense, 
but we’ll explain it.



1 1 1 2 2 2



























Moving fast in the same direction 
as a team requires 

good communication



We lack a common vocabulary 
to describe software architecture











Software System

Web 
Application

Logging 
Component

Relational 
Database



Ubiquitous 
language



In summary…



Software development is like 
${...}







Who is teaching 
the classics of the 

pre-agile era?
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Ensure you understand 
the value of the 

techniques you use



Adopt an agile mindset 
Choose a starting point and continuously improve 

to discover what works for you



Let’s learn from past experience 
rather than ignoring it



Thank you! 
simon.brown@codingthearchitecture.com 

@simonbrown


