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Key Questionsy

What is the role of architecture in an agile project?What is the role of architecture in an agile project?

How do you keep architecture engaged early and How do you keep architecture engaged early and 
throughout in a fastthroughout in a fast‐‐paced development effort?paced development effort?throughout in a fastthroughout in a fast paced development effort?paced development effort?

How do you make agile architecture work in a larger How do you make agile architecture work in a larger 
ti ?ti ?corporation?corporation?
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Agile Architectureg

““A complex system that works is invariably found to have A complex system that works is invariably found to have 
evolved from a simpler system that worked. A complex evolved from a simpler system that worked. A complex 
system designed from scratch never works and cannot be system designed from scratch never works and cannot be 

t h d t k it k d Y h t t tt h d t k it k d Y h t t tpatched up to make it worked. You have to start over, patched up to make it worked. You have to start over, 
beginning with a working system.”beginning with a working system.”
John GallJohn Gall
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Agile Architectureg

The fact is The fact is Big Design Up Front Big Design Up Front 
(BDUF) (BDUF) rarely works for creating a rarely works for creating a 
new complex systemnew complex system

Agile makes it possible to create a Agile makes it possible to create a 
new complex system quickly by new complex system quickly by p y q y yp y q y y
making sure that making sure that each iteration each iteration 
produces a working systemproduces a working system that that 

BDUF on large projects typically 
produces designs that have 

satisfies requirementssatisfies requirements
–– Implies acceptance of inevitable Implies acceptance of inevitable 

large gaps that will only be 
discovered during or at the end 

of the project.

instability in the architectureinstability in the architecture

–– Potential for rework is offset by rapid Potential for rework is offset by rapid 

08030708030744Confidential and proprietary information of Ingram Micro Inc. Confidential and proprietary information of Ingram Micro Inc. —— Do not distribute or duplicate without Ingram Micro's express wrDo not distribute or duplicate without Ingram Micro's express written permission.itten permission.
®®

implementationimplementation



APLN Orange County—February 4, 2009

Agile Architectureg

Agile architecture means that appropriate software Agile architecture means that appropriate software 
architecture is architecture is engineeredengineered in right from the start and in right from the start and 
throughoutthroughout
–– Rigorously eliminate fragile architectural practicesRigorously eliminate fragile architectural practices

–– Establish a set of patterns that work for your team and apply Establish a set of patterns that work for your team and apply 
them them consistentlyconsistently

–– Include operations considerations (metrics, diagnostics, …)Include operations considerations (metrics, diagnostics, …)

This This raises raises the barthe bar on the development on the development teamteam
–– Not all [lead] developers are engineersNot all [lead] developers are engineersNot all [lead] developers are engineersNot all [lead] developers are engineers
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Agile Architectureg

Multiple architecture teams exist in most larger Multiple architecture teams exist in most larger 
organizationsorganizations
–– Governance and compliance understanding paramountGovernance and compliance understanding paramount
–– Stage/Gate not always Agile friendlyStage/Gate not always Agile friendly
–– Architecture likely to change after initial approvals are Architecture likely to change after initial approvals are 

b i d hi d b hib i d hi d b hiobtained: this creates a guaranteed gap between architecture obtained: this creates a guaranteed gap between architecture 
and developmentand development Executive Steering CommitteeExecutive Steering Committee

-- Provides strategy and planning inputProvides strategy and planning input
-- Approves common requirements visionApproves common requirements vision
-- Validates and supports results of architecture Validates and supports results of architecture 

/ t t/ t t

Chief ArchitectChief Architect

Architecture Architecture Extended TeamExtended Team
-- Creates Creates domain architecturesdomain architectures
-- Contributes to architecture Contributes to architecture 
development processdevelopment process

process/outputsprocess/outputs

-- Facilitates processFacilitates process
Architecture Review BoardArchitecture Review Board
-- Creates common requirements visionCreates common requirements vision
-- Approves conceptual architectureApproves conceptual architecture
-- Validates and supports results of Validates and supports results of 

architecture process/outputsarchitecture process/outputs

Architecture Core TeamArchitecture Core Team
A i tA i t hi f hit t ihi f hit t i

PMOPMO
Note:Note: Link to ProjectLink to Project
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EA Modeling TeamsEA Modeling Teams
-- Led by domain Led by domain expertsexperts
-- 33--4 group members4 group members

-- Assists Assists chief architect in chief architect in 
facilitation of domain facilitation of domain 
developmentdevelopment

-- Leads Architecture Leads Architecture 
development processdevelopment process

Note: Note: Link to Project Link to Project 
Proposal Workflow, Proposal Workflow, 

DecisionDecision--Making Process Making Process 
and Allocationand Allocation
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Architecture Engagementg g

Agile development is Agile development is fastfast‐‐paced and demandingpaced and demanding
–– Architecture decisions are made frequently during the life cycle Architecture decisions are made frequently during the life cycle 
of a projectof a project

–– TestTest‐‐driven development (TDD) accelerates the ability to driven development (TDD) accelerates the ability to 
change as new requirements impact the existing architecturechange as new requirements impact the existing architecture

Just as with the Customer, the Just as with the Customer, the Architect must be fully Architect must be fully 
engagedengaged in order to make decisions quicklyin order to make decisions quickly
–– Normally architect is assigned but is not directing the teamNormally architect is assigned but is not directing the team

–– If the architect is not readily available the developers will tend If the architect is not readily available the developers will tend y py p
to make decisions themselvesto make decisions themselves
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Architecture Engagementg g

Agile development is Agile development is fastfast‐‐paced and demandingpaced and demanding
–– Architecture decisions are made frequently during the life cycle Architecture decisions are made frequently during the life cycle 
of a projectof a project

–– TestTest‐‐driven development (TDD) accelerates the ability to driven development (TDD) accelerates the ability to 
change as new requirements impact the existing architecturechange as new requirements impact the existing architecture

Just as with the Customer, the Just as with the Customer, the Architect must be fully Architect must be fully 
engagedengaged in order to make decisions quicklyin order to make decisions quickly
–– Normally architect is assigned but is not directing the teamNormally architect is assigned but is not directing the team

–– If the architect is not readily available the developers will tend If the architect is not readily available the developers will tend y py p
to make decisions themselvesto make decisions themselves
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Architecture Engagementg g

Recommendation: Recommendation: Make the Architect the Lead DeveloperMake the Architect the Lead Developer
BenefitsBenefits
–– Immediately and permanently resolves the mismatch between Immediately and permanently resolves the mismatch between 
Architecture and DevelopmentArchitecture and Development

–– The Architect typically has training and/or experience that The Architect typically has training and/or experience that 
id h d lid i i iid h d lid i i iguide the team toward solid engineering practiceguide the team toward solid engineering practice

–– Allows architect to retain/enhance key technical skillsAllows architect to retain/enhance key technical skills

Ch llCh llChallengesChallenges
–– Must overcome career and motivation obstacles to be truly Must overcome career and motivation obstacles to be truly 
successfulsuccessfulsuccessfulsuccessful

–– Must select an architect with engineering mindset and Must select an architect with engineering mindset and 
willingness to lead development team, againwillingness to lead development team, again
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Architecture Engagementg g

For larger engagementsFor larger engagements
–– Architect/Lead Developer to manage overall effortArchitect/Lead Developer to manage overall effort

–– Architect/Lead Developers for major componentsArchitect/Lead Developers for major componentsp j pp j p

–– Lead Developers for ancillary or lower risk componentsLead Developers for ancillary or lower risk components
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Corporate Agile Architecturep g

Larger organizations have typically retreated away from Larger organizations have typically retreated away from 
agile development processes due toagile development processes due to
–– Lack of documentationLack of documentation

–– Lack of requirements traceabilityLack of requirements traceability

–– Lack of formal architecture practicesLack of formal architecture practices

–– Perception that security compliance is greater in waterfall Perception that security compliance is greater in waterfall 
development effortsdevelopment efforts

Use “JustUse “Just‐‐inin‐‐Time Documentation”Time Documentation”
–– Obtain agreement from governing bodies onObtain agreement from governing bodies on minimalminimalObtain agreement from governing bodies on Obtain agreement from governing bodies on minimal minimal 
documentation documentation requiredrequired

–– Produce documentation as requirements are set, architecture Produce documentation as requirements are set, architecture 
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Conclusion

Architecture is an essential part of Architecture is an essential part of a rapidly evolving a rapidly evolving 
development projectdevelopment project

Make your architects your leadMake your architects your lead developers to eliminatedevelopers to eliminateMake your architects your lead Make your architects your lead developers to eliminate developers to eliminate 
gap between architecture and developmentgap between architecture and development

MM hit t ’ i tihit t ’ i ti llManage Manage architects’ aspirationsarchitects’ aspirations, ensure personal , ensure personal 
developmentdevelopment

Engage Engage external architecture groups external architecture groups early to eliminate early to eliminate 
obstaclesobstacles

Develop minimal documentation to augment agile process Develop minimal documentation to augment agile process 
as required to support enterprise requirementsas required to support enterprise requirements
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Contact Information

David BleekerDavid Bleeker

Cell: 714Cell: 714‐‐697697‐‐28062806

Email: Email: david.bleeker@ingrammicro.comdavid.bleeker@ingrammicro.com@ g@ g
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