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Perceptions
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

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

PowerPoint
Architecture

Enterprise Service Bus

Single Sign-On

Corporate Data Model

Buzzword Bingo

AaaS ... architecture as a service

Software development is not a

relay sport
Software
Architecture
Document

Developer Developer Developer Developer Developer

G
ap

Architect

Sits in an ivory tower

Focusses on the
low level detail

Shared vision of

TL; DR
Software
Architecture
Document

Architects?
We don't need no 

stinkin’ architects!



Developer Developer Developer Developer Developer

Small teams of generalising specialists,

everybody does everything

With agile, there is often a 

perception that you must 

have self-organising teams

#fail

“let’s get an architect in for the 

first few weeks”
(they are too expensive and they don’t code)

“we don’t need an architect,

we have smart developers”
(we only hire the best)

“you must 
follow what our 

central 
architecture 

team 
dictates”

(the ones in the ivory tower)

“Architects are business technology strategists.”

Buzzword bullsh*t

“Microsoft SharePoint has a solid ROI and TCO.”

“What’s the value proposition of MongoDB?
Show me your business case.”

True or not, this stuff doesn’t 

make much sense to your 

typical software developer
#IJustWriteSoftware

What is software 
architecture?

What is architecture?

Infrastructure
Services

Foundations

Requirements

As a noun...

Structure
The definition of 

something in terms of 
its components and 

interactions

As a verb...

Vision
The process of architecting, 

making design decisions, 
providing guidance, etc

Types of architecture
Application
Business
Data
Enterprise
Hardware
Information
Infrastructure
Network
Platform

Performance
Security
Software
Solution
System
Technical
Technology
Web
...

There ar
e lots!



Application architecture

Infrastructure
Services

Foundations

Features

The building blocks are
software ... programming 

languages, libraries, 
frameworks, code, etc

Described in terms of 
classes, components, modules, 

functions,  interactions, 
patterns, etc

A software application

System architecture

Infrastructure
Services

Foundations

Features and Services

The building blocks are
software and hardware ... 
technologies, libraries, 

frameworks, infrastructure, 
servers, etc

Described in terms of
components, services, 
subsystems, systems,  
interactions, integration, 

interoperability, patterns, etc

A software system

Enterprise architecture

Infrastructure
Services

Foundations

Business Services

The building blocks are
people, process and technology

Described in terms of
business processes, 

organisational structures, 
integration, consistency, 
efficiency, patterns, etc

An organisation

Curriculum Vitae / Resume

Enterprise Architect
A Big Company (2006-date)

I have been responsibl
e for the design 

and implementation of an ente
rprise 

customer solution. I drew some UML 

diagrams and I wrote some Java code.

I would like a job writing more code 

please. :-)

Err, no; you’re a 

software architect 

who just happens

to work in a

large organisation

Enterprise Architecture
Structure and strategy across people, process and technology

System Architecture
High-level structure of a software system (software

and infrastructure components/services)

Application 
Architecture

The internal structure of an 
application (classes, 

components, design patterns)Software 
architecture{ /// <summary>

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

    public SomeWizard()
    {
    }

    ...

}

Grady Booch

What is design?

As a noun, design is the named structure or
behaviour of a system whose presence resolves

... a force on that system.

A design thus represents one point 
in a potential decision space.



Grady Booch

What is design?

All architecture is design,
but not all design is 

architecture.

Grady Booch

What is design?

Architecture represents the 

significant decisions,
where significance is measured

by cost of change.

Can you
 refact

or

it in an
 aftern

oon?

Architecture is the deliberate
and considered resolution of

significant
problems

Is software architecture

important?

Why? Benefits? Applicable to all software projects?

Chaos!
Does the team understand what they are building and how they are building it? Does the team understand what they are building and how they are building it?

Chaos!
No defined structure, 

inconsistent approaches,
big ball of mud,

spaghetti code, ...

STOP
Slow, insecure, unstable, unmaintainable, 

hard to deploy, hard to change, 
over time, over budget, ...



Software architecture introduces 

structure and vision
into a software system, leading to 

consistency and clarity

The role of a 
software architect

How you would organise a

software team comprising of 8-10 people?

What do they all do?

There is no right answer ... it 

depends whether you are a 

consulting company, build software 

in-house, sell produ
cts, etc

This could reflect your current or ideal world!

Architect as team leader

Project 
Manager

Software 
Architect

DeveloperDeveloper Developer

Software arc
hitectu

re, 

design,
 coding

 and te
sting

Team leading
?

Developer Developer Developer

Architect and manager as peers

Project 
Manager

Developer

DeveloperDeveloper

Software 
Architect

Software arc
hitectu

re, 

design,
 coding

 and te
sting

Developer

Developer Developer

Flat, self-organising structure

Developer Developer Developer DeveloperDeveloper

Software arc
hitectu

re, 

design,
 coding

 and te
sting

Software arc
hitectu

re, 

design,
 coding

 and te
sting

Software arc
hitectu

re, 

design,
 coding

 and te
sting

Software arc
hitectu

re, 

design,
 coding

 and te
sting

Software arc
hitectu

re, 

design,
 coding

 and te
sting



The software architect role is

different
to that of a lead developer

What inf
ormation d

oes th
e 

archite
ct need

 to del
iver 

the rig
ht sol

ution?
Wide angle

 (contex
t)

It’s about the

big picture

System A
A bespoke system

Architect 1 Architect 2 Architect 3

System B
A commercial, off-the-shelf 

product

Let’s make this the 
master system...

No, let’s make this the 
master system...

But how do we join data?

I’m sure they support a 
web services interface.

Why don’t we just 
sync the databases every 

so often?

Surely this is a messaging 
solution?

It’s just never going to 
work that way!

How about them both 
being the master?

We can’t do that, we 
have a network policy 

preventing it.

Let’s make this the 
master system...

No, the vendor won’t do 
that.

Doesn’t matter, my idea 
is better.

Surely we must be able 
to simplify this!?!

OMG ... why is this so 
hard!?!

That’s ****, we’re doing 
it this way.

Stop! Macro (classes)

Abstract Specific

As developers, the code is 
usually our main focus

Telephoto (components)
Standard (containers)

Wide angle
 (contex

t)

Abstract Specific

Sometimes you need to

step back from your IDE

Macro (classes)Telephoto (components)
Standard (containers)

Wide angle
 (contex

t)

Fu
nc

tio
na

l &
 n

on
-

fu
nc

tio
na

l r
eq

ui
re

m
en

ts

Pr
in

ci
pl

es

Co
ns

tr
ai

nt
s

1. Current Situation

We have an existing Internet Banking offering that allows customers to securely view 

information about their bank accounts held with us via the web. Although we were one of the 

first to market with such a product, the system itself is a number of years old now and a series 

of problems has been identified during a consulting exercise that we recently initiated. In 

summary:

• The system only provides customers with read-only access to information about their 

bank accounts. This includes account balances, recent transactions and recent 

statements.

• The information presented to customers is slightly out-of-date, because information from 

the core banking system is exported to the website on a nightly basis.

• Transactional requests are not possible through the site, with customers instead sending 

a secure message to the call centre with their request instead. This process is open to 

abuse and fraud.

• The number of features supported by the offering is limited.

• The technology is no longer seen as “leading edge”, is hard to enhance and costly to 

maintain. In addition, the technology has reached “end of life” and is no longer 

proactively supported by the vendor.

• The system doesn’t meet current website accessibility standards.

In a recent survey, our Internet Banking system was perceived as poor in terms of the user 

experience and the level of information available through the website. With our competitors 

now offering fully transactional systems, there is a risk that we will lose business.

2. Vision

The board have given us the go-ahead to initiate a project to replace the current Internet 

Banking system, which will need to coincide with the corporate rebranding that will be taking 

place in 12 weeks. The replacement system should:

• Provide customers with real-time access to information about their bank accounts.

• Provide customers with the ability to perform common transactions through the website. 

This includes making payments, setting up standing orders, transferring money and so on.

• Provide customers with a rich user experience.

• Meet current website accessibility standards.

• Be developed using the new corporate website design guidelines.

Big Bank plc
Internet Banking System

Macro (classes)

Telephoto (components)

Standard (containers)

Wide angle
 (contex

t)

Options



Learn about and understand 

the big picture The low-level detail
is equally important

Don’t code 100% of

the time though!

Would you hire a

software architect
that wouldn’t code?

Should a software architect

code?

Would you code
it that way?

Will it work?

Top 10 traits of a

rockstar 
software 
engineer

1. Loves to code

2. Gets things done

3. Continuously refactors code

4. Uses design patterns

5. Writes unit tests

6. Leverages existing code

7. Focuses on usability

8. Writes maintainable code

9. Can code in any language

10. Knows basic computer science

11. Understands why

http://www.readwriteweb.com/archives/top_10_software_engineer_traits.php



Depth
Deep hands-on technology

skills and knowledge

Breadth
Broad knowledge of
patterns, designs,

approaches, technologies,
non-functional requirements

...

Awareness of options
and trade-offs

Good software architects 

are master-builders

Generalising

Sp
ec

ia
lis

t
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ec
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t

Generalising

Generalising
Specialist

Sp
ec

ia
lis

t

Generalising

Generalising Specialist

+ Specialist(s)

Generalising

Sp
ec

ia
lis

t
Generalist +
Specialist

Beware of
ivory towers!

Generalising

Sp
ec

ia
lis

t

Generalist +
Specialists

Software Architect

How can I possibly be
hands-on when I have

seven teams 
to look after?!

You can’t ... but why 

are you looking after 

seven teams?



Enterprise Architecture Group

Every software 
development team 

needs a
master builder

1 or many

Software architecture is about

technical
and

soft skills

What sort of soft skills
does a software architect need?

Software Architect

Leadership

Communication

Influencing

Negotiation

Collaboration

Coaching and Mentoring

Motivation

Facilitation

Political

The software architecture role

Architectural
Drivers

Understanding requirements 
and constraints

Architecture
Evolution

Ownership of the architecture 
throughout the delivery

Coaching and

Mentoring
Guidance and assistance

Quality 
Assurance

Introduction and adherence
to standards and principles

Coding
Involvement in the hands-on 

elements of software delivery

Technology
Selection

Choosing and evaluating 
technology

Architecting
Designing software

Architecture
Evaluation

Understanding that the 
architecture works



“Software Architect”

is not an

organisational rank
It’s a role that you

evolve into

Experience is a good gauge,
but you need to look deeper

Software Developer Software Architect

Are you a software architect?

The irresponsible architect

Cross-site scripting attacks 
possible; weak passwords 
allowed; HTTP sessions 

didn’t timeout; ...

Basic functionality errors; 
little or no quality 

assurance; rework required 
late in the project because 

of assumptions; ...

Oh, did I mention this was 

supposed to be a 

“strategic platform”?

No non-functional testing 
(e.g. penetration testing or 

load testing); ...

No documentation; ...

Software architecture introduces

control?

Chaos!
Does the team understand what they are building and how they are building it?

No defined structure, 
inconsistent approaches,

big ball of mud,
spaghetti code, ...

STOP
Slow, insecure, unstable, unmaintainable, 

hard to deploy, hard to change, 
over time, over budget, ...

Let’s agree
on some things Let’s make the implicit, 

explicit

Put some boundaries
and guidelines in place

Software Architect

Software Team

Control
Guidelines, consistency, ...

Feedback
“I don’t understand why...”

“How should we...”
“I don’t like the way that...”



Developer Developer Developer Developer Developer

G
ap

Architect

Sits in an ivory tower

Focusses on the
low level detail

Collaborating and 
sharing

Architecturally 
aware

Software Architect

Software Developer

Reduced gap

Avoid ivo
ry tow

ers by 

collabo
rating a

nd

being e
ngaged

 Most importantly,

rockstar engineers believe in 

simplicity and 

common sense

The software architecture role is different to
that of a lead developer; requiring a

breadth and depth of technical skills

along with good soft skills

What pitfalls
should new software architects

watch out for?

How would you

define
the software

architecture role
in your team?

The role
Responsibility 1

Responsibility 2

Responsibility 3

...
Task 1
Task 2
Task 3
...



In summary

When should a software architect 
be involved in a software project

and what should they do?

Macro (classes)

Abstract Specific

As developers, the code is 
usually our main focus

Telephoto (components)
Standard (containers)

Wide angle
 (contex

t)

Abstract Specific

Sometimes you need to

step back from your IDE

Macro (classes)Telephoto (components)
Standard (containers)
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 (contex
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1. Current Situation

We have an existing Internet Banking offering that allows customers to securely view 

information about their bank accounts held with us via the web. Although we were one of the 

first to market with such a product, the system itself is a number of years old now and a series 

of problems has been identified during a consulting exercise that we recently initiated. In 

summary:

• The system only provides customers with read-only access to information about their 

bank accounts. This includes account balances, recent transactions and recent 

statements.

• The information presented to customers is slightly out-of-date, because information from 

the core banking system is exported to the website on a nightly basis.

• Transactional requests are not possible through the site, with customers instead sending 

a secure message to the call centre with their request instead. This process is open to 

abuse and fraud.

• The number of features supported by the offering is limited.

• The technology is no longer seen as “leading edge”, is hard to enhance and costly to 

maintain. In addition, the technology has reached “end of life” and is no longer 

proactively supported by the vendor.

• The system doesn’t meet current website accessibility standards.

In a recent survey, our Internet Banking system was perceived as poor in terms of the user 

experience and the level of information available through the website. With our competitors 

now offering fully transactional systems, there is a risk that we will lose business.

2. Vision

The board have given us the go-ahead to initiate a project to replace the current Internet 

Banking system, which will need to coincide with the corporate rebranding that will be taking 

place in 12 weeks. The replacement system should:

• Provide customers with real-time access to information about their bank accounts.

• Provide customers with the ability to perform common transactions through the website. 

This includes making payments, setting up standing orders, transferring money and so on.

• Provide customers with a rich user experience.

• Meet current website accessibility standards.

• Be developed using the new corporate website design guidelines.

Big Bank plc
Internet Banking System

Macro (classes)

Telephoto (components)

Standard (containers)

Wide angle
 (contex

t)

Options

The software architecture role and

the process of software architecting are

different



From chaos to self-organising

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

The software architecture role

Elastic Leadership (Roy Osherove)

Chaos (command and control),

learning (coaching),

self-organising (facilitat
ion)

Software
Architecture

Document
From big design up front to evolutionary

The process of software architecting

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()
    {
    }

    ...

}

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

    public SomeWizard()
    {
    }

    ...

}

“Just enough”

The role

The process

Understand how the 
significant elements

fit together
Identify and mitigate

the key risks

Provide firm foundations and a visionto move forward

Software
Architecture

Document

Define
the software architecture role and 

collaborate

Talk about architecture 

(the role and the process)

in your retrospectives

Be pragmatic
rather than dogmatic

Do you want to write

code
as a software architect? 



Apply craftsmanship
to

software architecture

Software systems

that actually work

Effective yet lightweight 
sketches and documentation

Drawing diagrams
doesn’t make you a 
software architect!

Would you

code
it that way?

This is why

software archite
cts

must be able 
to code!

Be proactive
and take the lead

Take ownership and

lead by example

We need to grow the

software architects
of tomorrow

Becoming a Technical Leader
An organic problem-solving approach

Gerald M. Weinberg

Some excellent advice on 
leading teams without 

being a dictator
(i.e. ivory tower architect!)



A software
architecture
manifesto :-)

1. Some up-front architecture over doing the whole 

lot or none at all

2. Designing for non-functional requirements over 

trying to tack them on at the end of the project

3. Evaluating technology over just choosing it 

because it looks good on your CV/resume

4. Experimentation over hoping your design will work

5. Code over endless discussions, meetings and 

diagrams
6. Collaboration over ivory tower dictation

7. Involvement over running away and letting the team 

deal with the "implementation" problems

8. Coaching team members over stroking your own 

ego
9. Pragmatism over perfection

10. Real problems over intellectual (self) stimulation

11. Simplicity and common sense over complex and 

convoluted ideas

12. Short and useful architecture documentation 

that reflects reality over encyclopaed
ias that 

nobody reads, understands or cares about
simon.brown@codingthearchitecture.com

@simonbrown on Twitter


