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Disclaimer

The views and opinions expressed in this talk are
mine and do not necessarily reflect the official policy
or position of any organization | might reference.
My opinions are my own! Any examples or numbers
discussed are used as examples only and do not
necessarily represent real scenarios.

| am a critically-thinking human being, my views are
always subject to change, revision, and rethinking at
anytime. Do not hold me to them in perpetuity.
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Agile/Lean Processes

Concept to Cash

dea to market
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MYTHBUSTERS!

www.agilemyths.com
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Values Drive Practices

Agile/Lean Design Values

i Core values:

. Design Simplicity

. Quick Feedback

. Communication

. Continuous Improvement

. Teamwork/Trust

. Satisfying stakeholder needs
Building Quality Software

it Keep Learning
it Lots of Tiesting!!!
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Ptterns!

What is a Pattern?
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Proven Solutiongo Repeating Problems
Proven Practiceto Repeating Situations
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Captures or Describes Knowledge of Experts
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Solutions to specific Designs
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Have a sustainable architecture
Start the projectast, being agile

to start the
architecture

Climbing on the
Shoulders of Giantd
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Climbingon theShoulders of Giants
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Build on a Reference Architecture

loT Reference Architecture

[Azure I0T]
Things Insights Actions
Ul & _ R User
1 Stream Reporting Managemen
loT EdgE processing Tools Visualize data and learning
. and rules f <
1 Devices Cloud evaluation I
) over data Stream _
Device Gateway > P X | Business
managemern (10T Hub) rocessing '| Integration
-~
oT Data
Devi Transfor b/
evices mation Machine
Learning

Store data

Integrate with
business process

Microsoft, Azure 10T Reference Architecture, https://aka.ms/iotrefarchitecture

2018
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to start the
architecture

Find Wherg
/\ / it Hurts
to focus on
Climbing on the relevent issues
Shoulders of Giantd

Find Where It Hurts
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to start the to be prepared for
architecture handling the most

Find Wherdg
to focus on Plan for Responsibl
Climbing on the releventissues Moments
Shoulders of Giantg

Plan for Responsible Moments

~ - - ”
“wdeptndent
adenticafion

Peplication
Ar(.‘\}.‘ea:\“'e
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Some decisions and actions are too important
to leave until The Last Responsible Moment

Choose the Most
Responsible Moment

Qualify the Roadmap with
Architecture Decisions
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Low HIGH

TBD RISK o RISK o NORMAL

_Quality the Roadme*

Aug Sep Oct Nov Dec Jan Feb Mar

RICH MOBILE WEB APPS

MOBILE WEB vl o MOBILE WEB v2 o
PC PLATFORM v1 c PC PLATFORM v2 ONGOING RELEASES
MOBILE RESEARCH ANDROID v1 c 10S v1

=
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RESPONSIVE DESIGN

w
% PERSISTENCE FRAMEWORK MOBILE GENERIC SERVICES SYBASE TO ORACLE MIGRATION,
5 —O O
w
=
I
¥ LOAD BALANCING MOBILE SECURITY PLATFORM STABILITY
@
< O O
%2}
E CLOUD RESEARCH. MICROSERVICES NO SQL / BIG DATA v1, NO SQL/ BIG DATA v2
w
DELIVERY BUDGET RESOURCE ARCHITECTURE DEPENDENCIES RISKS ISSUES ON RADAR
[a) Delays Budget will All resources Persistence Partnerships
T expected to need on track. Framework and services COMPETITOR DELIVERY AUG 2017
o Version 1 bolstering in Load- all in place E Corp 7 new Tech issues New mobile
a Q22017 Balancing. and on track. product, opportuni
2 Cloud ARCHITECTURE | ARCHITECTURE OCT 2017 ’
o Performance Migration Re-evaluate
Platform stability Security NO SQL strategy
to start the ] to be prepared for
architecture Find Wherg handling the most
it Hurts critical issues
to focus on Plan for Responsibl
Climbing on the releventissues can guide Moments
Shoulders of Giantd the choice
to define
low level acer Bullet
architecture
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Tracer Bullets
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to start the
architecture

Climbing on the
Shoulders of Giantd

to define
how tests
should

be created

Test Architecture

to be prepared for
handling the most

relevent issues can guide

Find Wherg
/ it Hurts w
to focus on Plan for Responsibl¢
Moments
the choice

low I_evel Tracer Bullet:
architecture

can validate
each other
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Test Architecture
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to start the to be prepared for
architecture handling the most

Find Wherg
to focus on Plan for Responsibl¢
Climbing on the relevent issues can guide Moments
Shoulders of Giant \ W

to define

low I_evel Tracer Bullet:
architecture

to define
how tests
should

be created

Alidate
Test Architecture each other

Note these can be done
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ouring the Project
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to start the
architecture

Find Wherdg
/_\ / it Hurts
to focus on Plan for Responsibl
Climbing on the releventissues can guide Moments
Shoulders of Giantg W

to be prepared for
handling the most
critical issues

hto define low level Tracer Bullet tasks related
ow tests architecture to the

should architecture
be created

) Alidate Architecture in
Test Architecture each other the Backlog
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Architecture in the Backlog
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to start the to be prepared for
architecture handling the most

Find Wherg
to focus on Plan for Responsibl¢
Climbing on the relevent issues can guide Moments
Shoulders of Giants \ W

to plan

) to define
to define low level Tracer Bullet tasks related
how tests architecture to the
should architecture
be created o

) Aﬁdare Architecture in
Test Architecture each other the Backlog

Architectural
Trigger

Copyright2021Joseph Yoder & The Refactory, Inc.
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‘Architectural
| Trigger

AConditions that
cause architecture
investigation/ tasks

AQuiality target
no longer met
ACode quality
metrics violations

AX

AHave broad
system impact

to start the to be prepared for
architecture handling the most

Find Wherg
/\ / it Hurts w
to focus on Plan for Responsibl
Climbing on the releventissues can guide Moments
Shoulders of Giantd the choice
to defi to define
h 0 de "t]e low level Tracer Bullet:
ow tests architecture

to plan
tasks related
to the

should architecture
be created
) can validate ; Architecture in
Test Architecture each other the Backlog

%,

T, Architectural J
o Trigger
G,
Architectural Wy
o fas-
Spike £
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Architectural < ~ e

@)

AAnswer deep questions /
offers potential
architecture solutions

ANot as tactical as
an XP Design Spike

Avisible and bounded y

ACan be a Sprint!!!

Copyright2021Joseph Yoder & The Refactory, Inc.
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to start the
architecture

TN

Climbing on the
Shoulders of Glant

to define
how tests
should

be created

Test Archltecture

to be aware of problems
in the architecture

TN

to be prepared for
handling the most

Find Wherdg
to focus on Plan for Responsiblg
Moments

relevent issues can guide

the choice
to deflne to plan
low level Tracer Bullet: tasks related
archnecture to the

architecture
Architecture in
the Backlog
Architectural J
Trigger

can vahdate
each other

Technical Debt
Management

Some dirt becomes
very hard to clean
If you do not clean

it right away!

Architecture Debt,
QualityDebt , Test

-Technlcal Debt?

Debt

Copyright2021Joseph Yoder & The Refactory, Inc.
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BIG Clasy
1.000.000,00

CENTRAWVZE D
CTRY CTURE
»00.000,00

Technical Debt Management

DuPLicmio,\/
300‘000} 8o

Graziela Simone Tonin
Alfredo Goldman
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Performance
Security
Scalability
Avalilahility
Reliability
Maintainability |
Evolvabilty
Testability
Deployability

X

[8&a0SY avdz

¢KS . dzaAySaa

W{Q /| dzNI

Practices need to evolve as you
transition to different parts of
the curve. Also architecture,
testing, and documentatio
gArAft S@2f @S /X

more docs, QA,

Little or no docs,
Testing, QA
eXplore

Ferment

eXtract

Maturity

requires formal docs, QA,
clean architecture, good testing

3X
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HOW CAN WE IMPROVE
WHAT WE CANNOT SEE?

© 2020 Joseph Yoder & The Refactory

Visibility is Key

- Performance Indicators
WHITE YELLOW - B e
Inspection Findings | aan p
@EEE v vevow [EESED | -
W»J‘,ff.‘mw.t: :
£ =S -

(
e —

M; m_‘&_“ SR

awl R)\I u2NI1

Copyright2021Joseph Yoder & The Refactory, Inc.

23



156 Information Radiator

Therefore:

information visible to all stakeholders.

2 e

developers

X X

stakeholders

Copyright 2020 Joseph Yoder & The Refactory

Without valuable and timely information, the organization dies.

Collaboratively maintain physical artifacts that keep

https://pragprog.com/book/jcscrum/a-scrum-boo
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Make things
visible!
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Know your audience!

Define Metrics that add Value for
the Team, Project and Business
- 0

N

Achometro

Make Visible
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AGILE DEVELOPMENT

Transparency

Quality " ==

ITERATION

Agile Lean Core values:
Learning
Visibility/ Sharing
Quick Feedback
Communication %

< ’/gzﬁ'..::;;z
Teamwork Trust W

A
: s ACCELERATE DELIVERY
Continuous Improvement < \

Satisfying stakeholder needs

Tech Backlog ties into business val
Gt F NI 2F (GKS

Saa . poptedlckke

Technology Transparency Business
- ]

to start the to be prepared for
architecture handling the most

Find Wherdg
to focus on Plan for Responsiblg

Climbing on the releventissues can guide Moments
Shoulders of Glant the choice
to deflne to plan
hto deflrt1e low level Tracer Bullet tasks related
oW tests archltecture to the
should architecture
be created
)
can valldate %, Architecture in
Test Arch|tecture each other the Backlog

OG,

J

/)O
Architectural
Trigger

©
0 b ¢ bl Architectural
0 be aware of problems 1
in the architecture Soike
Technical Deht = to detect problems
Continuous in the code and
Management can use Inspection —Nthe architecture

Q
(%07 fa\%—
N

can be part of
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Continous Inspection

“’“‘\'“0) ‘\/ others

Sottware, ana\y e

T
AThe first® rule

<

[ A8 /
automation applled ;Q‘m‘efflment “ ,QI &g |
a pto afi
i o et /o) /vv"lﬁlBlleratgﬁl Y

r v

Things to Scri.Pl: or Autonakte

Repetitive Tasks
bPuilds, tntegrakion, tests, ...)

Involves Waiking 7 D-‘ﬁ\\%t\ Notes/checkElis fj

Error Prone and/or Tedious

Setup of Environmenks ...

Quality Metrics A etk
performance, reliability, se(.url.hj S

Code Smell Detection

Architecture Confornonce

Thirngs that take a Lok of kime
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to start the ] to be prepared for
architecture Find Wherg handling the most
critical issues

/\ / it Hurts
to focus on Plan for Responsibl
Climbing on the releventissues can guide Moments
Shoulders of Giantg the choice
def to define
to define Tracer Bullet

to plan
low level tasks related
how tests architecture to the

architecture

%, Architecture in
6% the Backlog

Architectural ‘/”
Trigger

S’o/o,

each other

tob ¢ bl Architectural
0 be aware of problems :
in the architecture Sniko
. : to detect problems
Technical Debt Continuous in the code and
Management can Uee Inspection Nme architecture

should
be created
can validate
Test Architecture

1) St

can be part of

Start the project fast

Copyright2021Joseph Yoder & The Refactory, Inc.
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Periodically Ré&valuate
Architecture Risks

Delivery and Iteration
Plannin
Feedback g

Continuous Improvement

Architecture Quality

Implementation

Incrementally Test Key
Component so

| static Content Layer

f or

A Identify key pathways | jmewe
and critical component: |/
A Test components as \
. i Static
they arrive to access | e
performance ml—‘. Service Logic
A Use mocks, stubs, and | eresam. | = 5
Layer (/RS | X
auto-responders to B B e i oo ]
simulate missing (S 1) el
COmponentS . [ Bos | ‘ BO.S-‘ [
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Test Infrastructure To ,Iﬂ"‘
Verify Architecture Assumptionis

A Benchmark early,
then track

Mesage Bus

A Example' Endpoints
i Push/pull E ] E ] E ]
response times

I Msgcreation rates \ 4 v v

with >1 publisher ~ [Seurce ] [Handier ] [ Terget |

I Consumption rates

i Effects of adding Application Context

msgdispatchers

Example: Message Bus Performance

Pause Points Help

An,
1y
‘ J‘J
- Continuous
%\ Improvement

© 2020 Joseph Yoder & The Refactory
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Slack Time

Need Slack time to improve . o m T
and to ensure quality —

2 é&a Gz 3Sd afg Al UA
Monitor and Make Visible | |
Reduce Waste (Muda) | &

Inject time into process
ONBUOUNRAaAS>X RIFIAf& Of SI ydz

¢CNE fAGGHES SELJSNJ\YS:V

© 2020 Joseph Yoder & The Refactory

Spotify: Innovation

3 T Product e sl o
‘ Product ’ definition Prototype AT

= B
L idea N—ML /r—/ / '*wk‘ @ ... \
\J j—/‘ﬂ@ : &'&?", |

V> 1Thinkit —> 2.Build It

Minimum Viable Product |
(Fulfills the narrative & Continuously tweak,

w
4. Tweak It 3. Ship It \ /

Great product
flocal maximum)

Proven & rolled out to ot
100% of users | / @ \\ ) /z:;*
@/ ‘ \ﬂ V.
e

© 2020 Joseph Yoder & The Refactory

/e ; ) is ready for real users) ) i A/B test, E | /7
Continuous | m ﬁ’ measure ’ '
| improvements - | Totally awesome product]
\ . Vi (Wobalmaxinum?) 5 fpririce

Copyright2021Joseph Yoder & The Refactory, Inc.
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Slack Time

THAINKING,
FZ\ S T\mx S L() \\F

B
DANIEL
KAHNEMAN

© 2020 Joseph Yoder & The Refactory
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Agile Values Can Drive
Architectural Practices

Dosomet hi ng. Dondét debate or
discuss architecture too long

Do something that buys
you information DO

Prove your architecture ideas |
Reduce risks Someth”']g!
Make it testable

Prototype realistic scenarios Prove &
that answer specific questions

Incrementally refine Reﬂ ne.

your architecture

Defer architectural decisions thatd o n 0 t
need to be immediately made

Patterns for Evolving
Agile Architecture

with the architecture = = i
/\ Find Where it Hurts {x'v

i
Asian PLoP 2015

to start working

Climbing on the
Shoulders of Giants

to prepare to
handle the most
critical issues
can guide the
choice of ..

Plan for Responsihle
to know how Tracer Bullets Moments
tests should
be created 2

validate
each other

Test Architecture Selzc allest set of architectura _ n for how and
and /| : chnica

chnical

Define the test approach for e
kind of componen
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Patterns for Evolving
Agile Architecture

can include

Plan for Responsible
Moments

ments and
sppropriste sddr
challenges

to plan tasks
related to the
architecture

trigger the sddition of one or mare:
architectural tasks o the badklog

to be aware
of problems
in the

architecture

can be included

as part of the__.

How can the t2am aveid an
uncontrolled growth of technical debt”

Identify and mansge the technical debt
present in the project alon. the

respective effort to fix and the interest
that acorues ifthe debt & not paid off.

CODE SMELL DETECTION

METRICS (TEST COVERAGE,
CYCLOMATIC COMPLEXITY,

TECHNICAL DEBT, SIZES, €)

APPLICATION SECURITY CHECKS
ARCHITECTURAL CONFORMANCE

AUTOMATE WHERE YOU CAN!!!

can use...

(o) create and

modify code automated

code analysis

\ ~

~

feedback to B ¢
improve the code \\

~ report
generation

inspection
moment

{
|

PR,

1
Continuous
Inspection

Compile-time
Verification

>
—inspection
type

Sustaining Your Architecture
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Core Patterns
BreakingDown Barriers

Integrate Quality

Becoming Agile at Quality
Whole Team
Quality Focused Sprints

Product Quality Champion| | Quality Stories

Quality Workload

Pair with a
Quality Advocate

Recalibrate the
Landing Zone

Findingthe Qualities

Identifying Qualities
Agile Quality Scenarios

Measureable
System Qualities
Fold-out Qualities

AgileLandingZone

Making Qualities
Visible

System Quality
Dashboard

Agreeon Quality Targets

https://bit.ly/2sDX6FS

QA to AQ

Patterns about transtioning from
Quality Assurance to Agile Quality

Joseph W. Yoder *, Rebecca Wir fs-Brock?, Ademar Aguiar®
! The Refactory, Inc.,
“Wirfs-Brock Associates, Inc.

*FEUP

joe@refactory.com  , rebecca@wirfs - brock.com , ademar.aguiar@fe.up.pt

Abgtract. As organizations transtion from waterfall to agile processes, Quality
Assurance (QA) activities and roles need to evolve. Traditionaly, QA activities
hawe occurred late in the process, after the software is fully fundioning. As a
consequence, QA departments have been fiquality gatekeeperso rather than actively
engagel in the ongoing developrrent and delivery of quality software. Agile teams
incrementally ddiver working software. Incremental deivery provides an
oppottunity to engage in QA adtivities much earlier, ensuring that both
fundionality and important system qualities are addressed just in time, rather than
too late. Agile teams embrace a fiwhole teamo approach. Even thoughspecial skills
may be required to perform certain development and Quality Assurance tasks,
everyone on the team is focused on the ddivery of quality software. This pape
outlines 21 patternsfor trandtioning froma traditional QA practice to a more agile
process. Six of the patterns are conrpletely presented that focus on where quality is
addressed earlier in the process and QA plays a more integral role.

Catanarioc and Quihiart Noacrrintare

Xt! ¢¢9wb {

QA to AQ: Patterns about transitioning from Quality
Assurance to Agile Quality,

AsianPLoP 2014

QA to AQ Part Two: Shifting from Quality Assurance to
Agile Quality, PLoP 2014

QA to AQ Part Three: Shifting from Quality Assurance
G2 ' 3AES vdzZ fAGe a¢SENRAY3

! i K
SugarLoafPLoP 2014

526y

QA to AQ Part Four: Shifting from Quality Assurance to

FPAAES yvdzZh tAGE Gt NA2NRGAT AYy3I vdz £ A
tAaArof Séx t[ 2t HAmMp

vl G2 !'v tINI CA@SY _SAy3 !'3IAfS !
vdzl f AGe ! 6 NByS&daa FyR 9ELISNIAA&ASES

QA to AQ Part Six: Shifting from Quality Assurance t
P'3IAES vdzZ tAdGe a9yl o
appear at PLoP 2016

Continuous Inspection: A Pattern for Keeping your
Code Healthy and Aligned to the Architecture,
AsianPLoP 2014

Patterns for Initial Architecture Design on Agile Projects
AsianPLoP 2015

Patterns to Develop and Evolve Architecture in an Agile
Project, PLoP 2016

Chw ¢w! b{L

FROM TRADITIONAL TO AGILE QA
AND AGILE ARCHITECTUR k.

off our websites
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https://twitter.com/AntonyMarcano
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Agile/Lean

Measure
001 h:f'j-
012011000 - DALA
DO001110Me50x

120010670
Lﬂu?ﬂnnuﬂm‘:;..

Being Pragmatic

Rough
‘ Adaptive
L't s Plan (changing)
Upfront No Design
Planning Right Balance or Architecture
of Design
Lot of Design & Architecture Sometimes
& Architecture ; i
Being Agile called Agile
Traditional [ L
or Waterfall 1

No Planning

Bet weeneé
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In Memory to Mike Beedle

Architecture and Agility
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