Improving Life in smaller,

heterogeneous projects

Lshift @ Oliver Wyman
Via James Ubther



About Me

o Phd it CS from University of Svdv\@.v

o Software engineer with ~25 experience

o Worked in education & research (USYD), See‘:‘uriﬁj
(F-Secure), Mobile (Nokia), and consulting (Mobile
Innovation, LShift/Oliver Wyman)

o Chemul on bwikter

3 h&%Fes://wwwqtmwequﬂam/ in/ jamesuther/



What do I talke Devix to mean?
What'’s ‘small and heterogeneous’ mean?
Where have I F‘LCM’@.d up these tdeas?

So, how does one ‘lmgrov& life i smaller,
heterogeneous projects’?



“Minimising the distance between a good idea
and Producﬁwm"

~Adrian Trenamain



Yes, buk,
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Questions to asi:
ij would an engineer want to work on this Projea&?
Why would she do good work on it? (7 qood)
Why can't she work better? (? better)
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Sermu,sl.v«

There are better or worse tools, certainly,

And. architecture can offect deployment
speed and so oM.

Bub at its core, the experience a d.@.vai.opar
has s a human one,



small and hetero qeneou s?
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O WOoTre,
Its more fun doing Lots



Imaqge taken from ‘The Architecture of Glenn Murcutt’ and ‘Thinking Drawing /
Working Drawing’ Pubi.isked b3 TOTO, Japan, 200%, Photos : Anthony Browell
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Imaqe talken from ‘The Architecture of Glenn Murcult’ and ‘Thinking Drawing /
Working Drawing’ published by TOTO, Japan, 200%, Photos : Anthony Browell
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Consulting, A client wants X domne.
Everything is negotiated with a client.
The client is often nobt technical.

The client is often nervous,

There is usually a back story (legacy)

Projects END.



e Diagrafs

Twitter

https: //www.slidesharemet/adriancockeroft/qoto-berlin






More or less thrived for 1% years
Buillk RabbitMQ
And some other s%wfﬂf ﬂfc;a-r <clients>

Engineers sometines leave for a
startup, but often come back



o Orqganize the worlds information
and make it universally accessible
and useful

o to give people the power to build
c:ommumi%j and bring the world
closer together

o AFF‘L@. designs {s%wf“f]



LShift origin story

Founded to employ khowh good enhgineers,
“What does khe company you would \}om loole Lilkke?”

(circa 2000)



WHY ARE YoU INTERESTELY” THIE COMPANY PaYS
N WORKING AT THIS CURRENLY N EXCHAN
COMPANY N FOR THE PERFORMAN
PARTICULAR? OF SERVI\CES.

WEE ps://www‘smbauto-mit:s.f:om/ 7id=3454



Learn/do new things = consulking

No bmfj prajea& managers = do that vuursetf



This new agile thingy  aka common sense
Empowered Engineers  Hierarchy considered harmful
Malkee tech decisions No CTO (&urrehﬁv)

And mosk eroje&& ones Su[ﬂporﬁv\Q programme mqrs






This is our foundation of
“b@.vetoper »xper&emc:e

ﬁavaiopers emtpow@.\"@.ci to do Eheir
Jobs well, and qget better



We also have a jukebox
And a kitten video feed
And a coffee machine
And free fruit while ik Lasts
And are ﬂfri;@.v\c&bj
But these are not the point

(ves, we're alwavs Mriv\fg)
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Give the client what they need (value)
While being engaged with the worlk

Aind a&%ivei.v improving skeills

In no particular order, because they
each suppor% the obhers



Client Value (useful)

g Improvivxg



A4NS theer dT’ Lven

services organis aklon
do these Eh g s¢




CLi

It really arises from good engaged engineers
And from a few other things I'llL mention here

Ruk H\ev are intermingled



Choose 30 Wy F.?T‘Qj

or ak least your akbibude ko Ehem.

There must be room for a good developer experience
somewhere

-» deliver value, while being enqgaged, while learning,.

Even if voufre not as enthused as the entrepreneur/partner,
what can you learn/contribute /do better?



Malee Lk ar c‘i “an

Look for new things to try even in old domains

-» Explorakion: Whak you learmned 3es&erdav LS
praba Ly obsolete.

-> Deliberate Practice, Growth Mindset: qet
better by doing hard things.



It is clear that skilled individuals can sometimes
experience highly enjoyable states (Yflow"[...]) during
their perﬂformav\teq These states are, however,
incompatible with deliberate practice, in which
individuals engage in a (Evaatij Ptamv\ed) Eraining
activity aimed ot reaching a level just bevomd the
currently atkainable level of Per{ormamae bv engaging
i full concentration, analysis after feedback, and
repetitions with refinement.

- Alnders Ericssoin 2007



In a growth mindset, people believe that their
nmost basic abilities can be developed through
dedication and hard work—brains and talenkt
are just the starting point. This view creates a
love of learning and a resilience that is
essential for great accomplishment

- Carol Dwecle



o Talee re&raspea&vm seri;oustvﬂ Amo&vs@. and E;mprove
o Use that new tool everyone is talking about
o Use that language you've been learning on the side

o Could this prajec% use that ffav\@v algorithm/data structure
vou've been Llooking at?

o You know AWS koo well. Use another cloud.

o Resolve to blog about something you've learned






o Respownsible for e
delivering value to | /
the customer

o Owis the techinical |
direction/ dei.i;verj V..

" Developer(s)

judwdoPAdq uonn|og

o First among equals
A team?

Business Solution
Analyst(s) -~ Tester(s)
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No Silver Bullet
—Essence and Accident in Software Engineering

Frederick P. Brooks, Jr.
University of North Carolina at Chapel Hill

There is no single development, in either technology or management
technique, which by itself promises even one order-of-magnitude
improvement within a decade in productivity, in reliability, in simplicity.

http: //worrydream.com/refs/Brooks-NoSilverBullet.pdf



Therefore 1t appears that the time has come to address the essential parts of the
software task, those concerned with fashioning abstract conceptual structures of great
complexity. I suggest:

o Exploiting the mass market to avoid constructing what can be bought.

o Using rapid prototyping as part of a planned iteration 1n establishing software
requirements.

o Growing software organically, addmg more and more function to systems as they are
run, used, and tested. —

o Identifying and developin the great conceptual demgnes of the rising generation.




A little retrospection shows that although many fine, useful software systems have
been designed by committees and built by multipart projects, those software systems that
have excited passionate fans are those that are the products of one or a few designing
minds, great designers. Consider Unix, APL, Pascal, Modula, the Smalltalk interface,
even Fortran; and contrast with Cobol, PL/I, Algol, MVS/370, and MS-DOS (fig. 1)

Yes No

Unix Cobol
APL PL/1
Pascal Algol
Modula MVS/370
Smalltalk MS-DOS
Fortran

Fig. 1 Exciting products
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Sy FL e / Obvious

Knowh khowins
There are rules (or best practice)
The relationship between cause and effect is clear

' “sense-categorise-respond”



Com F:'L Lcabked

2 Knowih unlkinowins

o The relationship between cause and effect
requires amatvsi;s or exper&se

@ “semsewamatvsewresPomd"



d

d

D
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Com Fvl X

Unldnowin unkinowins
Cause and effect can only be deduced in retrospect
There are no right answers,.

“Prabewsemsewms[pamc&"



Chaotic

27?7 WTF?

Action—any action—is the first and only way to
respond appropriately

Ack cie«r;’:iswetv to wove ko the Cc:-mpi.ex Adomaiin

‘ “acbsemse-—«resgomd”



Disorder

o situations where there is no clarity about which of the
other domains apply

o break dowi the situation inkto constituent Fm*%s and assign
each to one of the other four realms



o Projects usuai.i.v tc:-mpi.ex«

o Lead developer responsible for
takeing compi.ex&v and Paa%&g&%g Lk
unko meretj &ompuc:a&ed spr&m&s«

a And escaping chaos



Build tnecremental Lv ;
from firm foundations



from firm foundations

In cynefin terms, a project start might be chaos.
Create something ko move it to c:omptex&v.



Build tnecremental Lj ,
from firm foundakions

- ‘Walking skeleton’

Start with de-risking and proving
the architeckure and cl.e.ii;verv Po&k

Local dev experience through to
Produ&&m«




Esktablish conkrol



Establish control

Aqgile doesnt quarantee this!
Pick a qoverhnance structure,
Stick to it

Demonstrate Control (Principle %)



A uimanaged. Pro\j@.&
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An agile project
(with sprints’)
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3 Acepk&u&: having no head or one
that is reduced and indistincet, as
cerbainn tnsect Larvae.

3 Atepkaiit Agile



Level

Agile Governance Framework  Loversignt .

Product
Company Development
Roadmap Steering

e rﬁﬁﬁ)ﬁ)

Pnoritization

Intiative to Epic
Elaboration »

X e = e

. Su(
A e |
- ' \ =

r]j Cﬂ o T _ a5
v Story / Mind Maps noRAR ggf:;j

Agile Teams

Story Planning &, prmry ok
, g L 2 @ AN
N\ -« 1

. .,( )
(-1 'fﬁ. !
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htbps: //www.agilebusiness.org/what-is-dsdm



Governance is your force field



Foundakions

Agree where you are going and how to get there:

S

d

d

Groverhance

Roles

Reporting - visibility. Over communicate!
Commercial - breakpoints, deliverables, expectations.

Buq kracking, CI (tech)



Polikics

The activities associated with the
governance of a [project], especially
the debate between parties having
power.



We have a few people who are good at this sort of thing.
We've learned to:

o Talke khe business conkext seriously

o Identify who will be in o meeting, and find out/qguess
their motivations and needs

@ Caucus - have a Prewme@.m«g to discuss what we want ko
do i the meeting



Integrated SCM & Project Management

no-silver-bullek:
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Wall off legac
via proxy and
creake an




Qu&i.&v! ‘

Yes, btesks (table stakes)

but also Technical Debt

Clean as you go - it's part of development
1f you dont, you will suffer

This is EvaorEaM&!



Velocity

This is a reasonable metric to wakch. Keep
trying to speed up (all else being equal)

To do this, you will have to build a qood
o{evetoper experience



Have you cownside



Q This repository Pull requests Issues Mark

kelseyhightower / kubernetes-the-hard-way

<> Code Issues 12 Pull requests 9 Projects 0 Wik

Bootstrap Kubernetes the hard way on Google Cloud Platform. No scripts.




O This repository Pull requests Issues Marketplace E

kelseyhightower / nocode ow

<> Code Issues 1,644 Pull requests 271 Projects 0 Wiki

The best way to write secure and reliable applications. Write nothing; deploy nowhere.
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So i conclusion

Small can be more fun

DevEx is about wore thawn the tools,
its about our experience at work,

There is no silver bullek

Lead bulleks include:



So i conclusion

Choose your Prajea&s, or how you envision them
Make them hard - Exploration and Deliberate Practice
Single Lead resyamsibiﬁ. for delivering

Build Incrementally from firm foundations



So i conclusion

Eskablish and Demownstrabte Conbkrol - Grovernance
Build your hew experience behind a proxy wall
Maintain Quality, consider your velocity

Do you reau;v need thak ski‘mv thing?
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