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Agenda*

00:00)–)00:30) IntroducDon,*Background*and*Examples*
00:30)–)00:40) Form*into*Groups*
00:40)–)01:15) Exercise*1*
01:15)–)01:30) Break*
01:30)–)02:00) Exercise*2*
02:00)–)02:20) Group*PresentaDons*
02:20)–)02:30) Wrap?up*and*Lessons*Learned*
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Presenters*
Nick*Rozanski*
•  Head)of)Enterprise)Architecture)at)ICBC)Standard,)London)

•  30)years)in)IT,)been)working)as)an)architect)for)about)15)years)

•  CoTauthor)with)Eoin)of)“SoVware)Systems)Architecture”)

•  Weaned)on)waterfall)development)methodologies,)but)now)being)faced)with)more)and)more)
agile)and)itera[ve)development)projects)

Chris*Cooper?Bland*
•  Looks)aVer)the)Architecture)discipline)at)Endava))

•  Works)for)clients)on)enterprise)and)solu[on)architecture)assignments,)primarily)in)the)
financial)services)sector)

•  Has)worked)throughout)the)product)lifeTcycle)from)systems)programmer,)through)analysis)
and)design)to)project)management)

•  Technical)interests)include:)architecture)best)prac[ce)and)how)this)can)be)shared)across)the)
industry,)and)how)enterprise)architecture)can)be)useful)for)developers)!

Eoin*Woods*
•  CTO)at)Endava)

•  LongT[me)interests)in)soVware)architecture)and)design)

•  Developed)soVware)using)product)development,)waterfall,)itera[ve)and)agile)
approaches)

•  S[ll)searching)for)the)last)responsible)moment!!
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Last*Responsible*Moment*

•  In)a)2000)paper)for)the)Lean%Construc-on%Ins-tute,)Glenn)Ballard)and)Todd)
Zabelle)introduced)the)concept)of)last*responsible*moment)as)a)founda[onal)
principle)of)lean)project)management)and)set)based)design)

•  They)define)it)as:)

the*point*in*Dme*at*which*there*is*no*longer*sufficient*lead*Dme*to*realize*
[an]*alternaDve*[design]*

•  Lean)prac[[oners)Mary)and)Tom)Poppendieck)define)it)as:)

the*moment*at*which*failing*to*make*a*decision*eliminates*an*important*
alternaDve*

•  In)other)words,)once)you)have)passed)the)last)responsible)
moment)to)make)a)decision,)you)can't)turn)back)

•  On)the)other)hand,)before)you)get)there,)you)can)s[ll)change)
your)mind)if)you)discover)there)is)actually)a)becer)way)
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Irreversibility*of*Decisions*

•  Mar[n)Fowler)also)considers)this)idea)in)his)(somewhat)tongueTinTcheek))IEEE)
ar[cle)from)2003,)"Who)Needs)an)Architect?”)

•  He)makes)the)point)that)that)irreversibility*of*decisions*is)one)of)the)prime)
drivers)of)system)complexity)

•  Some)design)decisions)clearly)can)be)deferred,)such)as)those)which)affect)your)
system's)lookTandTfeel)

•  Others)have)to)be)made)early)on)–)for)example,)your)choice)of)
implementa[on)stack)

•  However)the)majority)of)design)decisions)fall)somewhere)
between)Must*Decide*Up*Front)and)Can*Leave*Till*Quite*Late)
(we)call)this)range)the)Deferral*Scale))
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W andering down our corridor a while
ago, I saw my colleague Dave Rice
in a particularly grumpy mood. My
brief question caused a violent
statement, “We shouldn’t interview
anyone who has ‘architect’ on his

resume.” At first blush, this was an odd turn of

phrase, because we usually introduce Dave as
one of our leading architects.

The reason for his title schizo-
phrenia is the fact that, even by our
industry’s standards, “architect”
and “architecture” are terribly
overloaded words. For many, the
term “software architect” fits per-
fectly with the smug controlling im-
age at the end of Matrix Reloaded.
Yet even in firms that have the
greatest contempt for that image,
there’s a vital role for the technical

leadership that an architect such as Dave plays.
What is architecture?When I was fretting over the title for Pat-

terns of Enterprise Application Architecture

(Addison-Wesley, 2002), everyone who re-

viewed it agreed that “architecture” belonged

in the title. Yet we all felt uncomfortable defin-

ing the word. Because it was my book, I felt

compelled to take a stab at defining it.
My first move was to avoid fuzziness by

just letting my cynicism hang right out. In a

sense, I define architecture as a word we use

when we want to talk about design but want

to puff it up to make it sound important. (Yes,

you can imagine a similar phenomenon for ar-

chitect.) However, as so often occurs, inside

the blighted cynicism is a pinch of truth. Un-

derstanding came to me after reading a posting

from Ralph Johnson on the Extreme Program-

ming mailing list. It’s so good I’ll quote it all. 

A previous posting said
The RUP, working off the IEEE definition, defines

architecture as “the highest level concept of a sys-

tem in its environment. The architecture of a soft-

ware system (at a given point in time) is its orga-

nization or structure of significant components

interacting through interfaces, those components

being composed of successively smaller compo-

nents and interfaces.”
Johnson responded:

I was a reviewer on the IEEE standard that used

that, and I argued uselessly that this was clearly

a completely bogus definition. There is no high-

est level concept of a system. Customers have a

different concept than developers. Customers do

not care at all about the structure of significant

components. So, perhaps an architecture is the

highest level concept that developers have of a

system in its environment. Let’s forget the devel-

opers who just understand their little piece. Ar-

chitecture is the highest level concept of the ex-

pert developers. What makes a component

significant? It is significant because the expert

developers say so.
So, a better definition would be “In most successful

software projects, the expert developers working

on that project have a shared understanding of the

design
Who Needs an Architect?

Martin Fowler

E d i t o r :  M a r t i n  F o w l e r  ■ T h o u g h t Wo r k s  ■ f o w l e r @ a c m . o r g
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Decisions,*Benefits*and*Risks*

•  provides)clarity)of)direc[on)to)technology)
teams)

•  provides)clarity)of)direc[on)to)planning,)
budge[ng)and)staffing)func[ons)

•  mi[gates)long)lead)[mes)for)technology)
purchases)

•  mi[gates)dependencies)with)other)projects)and)
programmes)

•  may)be)necessary)to)meet)organisa[onal)or)
‘poli[cal’)needs,)budget)cycles)etc.)
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•  leads)to)becerTinformed)decision)making)as)
more)is)known)about)the)nature)of)the)system)

•  provides)opportuni[es)to)inves[gate)and)prove)
new)or)unfamiliar)technologies)before)
commipng)to)them)

•  may)avoid)expensive)misTpurchases)(wrong)
technology,)incorrectly)sized)etc))

•  you)may)have)to)make)an)expensive)change)of)
direc[on)later)

•  you)may)miss)the)opportunity)to)take)
advantage)of)useful)technologies)which)only)
become)obvious)as)the)architecture)and)design)
crystallises)

•  uncertainty)of)direc[on)increases)the)overall)
chance)of)project)failure)

•  deferral)features)may)make)the)system)more)
complex)and)unstable)

•  deferral)features)may)make)the)system)less)
performant)and)scalable)

•  the)[me)and)effort)required)to)build)these)
features)may)not)return)sufficient)benefit)

•  late)decisions)may)be)due)to)indecisiveness)
rather)than)a)deliberate)strategy)

DEFERRAL!SCALE!DECIDE%UP%FRONT% LEAVE%TILL%LATE%
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When*Decisions*Go*Bad…*
•  Decisions)which)are)made)too)early)or)too)late)

can)have)a)disastrous)impact)on)a)project)

Decisions*Made*Too*Late*

•  The)Great)Fire)of)London)(1666))
•  London)was)rebuilt)with)major)fire)safety)improvements)

Decisions*Made*Too*Early*
•  The)NATS)Air)Traffic)control)system)(1995))

•  System)went)live)7)years)late)and)hugely)over)budget)

Late*Scope*Changes*
•  The)Swedish)warship)Vasa)(1628))
•  A)new)deck)was)added)aVer)the)hull)had)been)built)and)
the)ship)sank)on)her)maiden)voyage)

Project*Misconceived*

•  The)NHS)Na[onal)Programme)for)IT)(2010))

•  Hugely)ambi[ous)but)eventually)cancelled)

Big*Ball*of*Mud*

•  Our)an[Tpacern)for)today…)


