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This is a presentation

of two halves...



Perceptions



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



“ ”
Architects are

business 
technology 
strategists

#BuzzwordBullsh*t



“ ”
Microsoft SharePoint has a

solid ROI & TCO

#BuzzwordBullsh*t



“ ”
What’s the

value proposition
of MongoDB?

Show me your

business case
#BuzzwordBullsh*t



#BuzzwordBullsh*t

True or not, this stuff doesn’t 

make much sense to your 

typical software developer It also pushes people
away from learning about

the discipline :-(



Agile



We aspire to be agile
and self-organising

And that’s cool, but aren’t you 

forgetting something?



Agile

Emergent 
design

Retrospectives

Moving fast, 
embracing 

change

Automated 
acceptance 

testing

Continuous 
delivery

Self-organising 
team

Test-driven 
development

Lean

Kanban

Technical guidance

Non-functional 
requirements

Vision

Structure

Performance

Scalability

Availability

Security

Technical quality



Agile  _ _ _ _ _ _ _ _ _ _ _ _ _ _ _ _

I don’t position most of

my content as agile, but...



What is an

agile
software
architect?



I’m an agile
software
architect!

Evolutionary Architecture
and Emergent Design

YAGNI
Defer until the

last responsible 
moment

Refactoring Spikes, stripes and tracers

System Metaphor



Is this agile architecture?

Sticky notes!



Agile (e.g. Scrum)

Skills

Business Modelling

Requirements

Analysis & Design

Implementation

Test

Deployment

Configuration Management

Project Management

Environment

Sprint 1 Sprint 2 Sprint 3



Evolutionary 
architecture

Foolishly hoping for the best?



Is there a conflict between
agile and architecture?



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



The conflict relates to the desired

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

Understanding e
verything up 

front, defining
 a blueprint 

for the team to “follow”vs



Responding
to change

over

following a plan

This doesn’t mean
“don’t do any planning”!

Manifesto for Agile Software Development, 2001



 The UML phase



Modern software development teams 

often seem afraid of doing 

analysis



What’s the context
of your current

software project?

1. Who are the key users/roles/personas?
2. What are the key system dependencies?

3. What are the key constraints you’re working within?



Big
design up front

No



Agile software team

We don’t need
software architecture;

we do TDD



TDD is about code

Software architecture is 
about the “big picture”



Last 
responsible 

moment
Most people know roughly

what they’re building

so just make some decisions!



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



Architects?
We don't need no 

stinkin’ architects!

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



Flat, self-organising
teams are great but...

...they don’t always work



Why are you

bashing agile?

I’m not ... I’m bashing 

teams that don’t think :-)



Retrospective



Let’s

invent
something shiny and new...

re



Have we forgotten
more than we’ve learnt?



UML





Class

Responsibilities Collaborators

Class

Responsibilities Collaborators

Class-Responsibility-Collaboration

Class

Responsibil
ities Collaborato

rs



Boundaries, controllers 
and entities



Component-based development

Component A

Component B

Component C

High cohesion, low coupling

design by contract,

Liskov substitution principle



Pattern-Oriented
Software Architecture



Rational Unified Process (RUP)

TransitionConstructionElaborationSkills

Business Modelling

Requirements

Analysis & Design

Implementation

Test

Deployment

Configuration Management

Project Management

Environment

Inception



Be pragmatic
with this stuff

(if you know it exists, of course)



Who is teaching
the classics of  the

pre-agile era?
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So you think
you're an architect?



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

(in fact, you’re barely a

“software architect” either)



AaaS ... architecture as a service

Software development is not a

relay sport
Software
Architecture
Document



Successful software delivery

is not an 

“implementation 
detail”!



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; ...



Author  or architect?



So you think
I’m an architect?



Manager

Why do you want

to code on this project?



Project Manager

I’d like you to come up with a 
technology independent 

architecture and
some rough timescales



Would you hire a

software architect
that wouldn’t code?



Software architecture is a

post-technical
career

“In ThoughtWorks, one of the 

most poignant insults one can 

throw at you is “so-and-so

has gone post-technical”.”



Our tech lead and mentor
has been “promoted” ...

help!

The “corporate
career ladder”

Te
ch

ni
ca

l
Non-technical

(or “post-technical”!)



“Software Architect”

is not an

organisational rank
It’s a role that you

evolve into



Coding

“Architecture”

Time





Do you know what you’re 

building?



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



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, ...



Shared mental model of

TL; DR
Software

Architecture
Document



Shared mental model of

WTF?!



WCF Communications (SOAP, REST, TCP, MQ)

Service Proxy Service Proxy Service ProxyService Proxy

Presentation Layer
(Service A Pages)

Presentation Layer
(Service B Pages)

Presentation Layer
(Service C Pages)

Service A Service B Service C

3rd Party Interface

Services Implementation

Service Proxy

Presentation Layer (Master Pages)

Services Implementation Services 
Implementation

Services 
Implementation

Services 
Implementation

Presentation 
Layer

Transport

WCF Service

Contracts Contracts

Service A
Services

Service B
Services

Service 
Interface

Business 
Layer

Contracts

Service C
Services

Data Contracts Data Contracts Data Interface

Service A
Data Layer

Data 
Layer

Service C
Data Layer Data Layer

More Common ServicesCommon Services

Contracts Contracts

Data Contracts Data Contracts

Services ServicesServices

Data 
Layer

Data 
Layer

Data 
Layer

Services ServicesServices

Data 
Layer

Data 
Layer

Data 
Layer

3rd Party Interface3rd Party Interface3rd Party 
Interface

Common

Foundation

Data 
Layer

Data 
Contract

Data 
Contract

Authentication

Data Management

Logging

EmailCRM WorkflowData Access

















We can visualise our process...

...but not our 
software!



Coffee break challenge

Can your team draw
one or more diagrams to 

visualise your current 
software project?



Software 
architecture

in the

21st century



Every software 
development team 

needs a
master builder

1 or many



What’s important?

Understanding the 
significant elements and 
how they fit together

Significant decisions Low-level details

Class and sequence 

diagrams covering every
user story

Defining the length of
all database columns

Understanding how
security will work



Does your software project have tricky

non-functional requirements
or environmental constraints?



Base your architecture on 
requirements, travel light 

and prove your architecture 
with concrete experiments.

Base your architecture on 
requirements, travel light 

and prove your architecture 
with concrete experiments.

Base your architecture on 
requirements, travel light 

and prove your architecture 
with concrete experiments.

Scott Ambler
http://www.agilemodeling.com/essays/agileArchitecture.htm



You need to

identify and mitigate 

your highest priority 

risks
Things that will cause 

your project to fail

or you to be fired!
Your software projects
do have risks, yes? :-)
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Risk-storming

A collaborative and visual technique for identifying risk



Moving fast requires

good 
communication



Software System
Containers

Components
Classes

Agree on a simple abstraction that the 
whole team can use to communicate



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

    public SomeWizard()
    {
    }

    ...

}

21st century software architecture

“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



Is a collaborative and lightweight
approach to software architecture

the missing piece
of the jigsaw?



youDo whatever works for
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