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Patrick Kua
~20 years experience

Agile Software Development
Organisational Change
Systems Thinking

Technical Leadership

#Architect #Developer #Coach #lLeader #CTO
#lLife-long learner #Author #Speaker
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Building
volutionary
Architectures

SUPPORT CONSTANT CHANGE

Ta||<ing with The Re’rrospec’rive

Tech Leads Handbook

From Novices to Practitioners A guiole for ogi|e teams

Patrick Kua Patrick Kua

Foreword l:)y Jim Webber

Foreword b\/ Diana Larsen

thekua.io/evolarch thekua.io/twtl thekua.io/retrobook

#Architect #Developer #Coach #lLeader #CTO
#lLife-long learner #Author #Speaker
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http://thekua.io/twtl
http://thekua.io/retrobook
http://thekua.io/evolarch

Course: Tech Lead Skills for
Developers

http://patkua.com/ticourse
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Level "' A curated newsletter for
leaders in tech

U p \‘ http://levelup.patkua.com
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WHAT DOES IT MEAN?
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Customer Sees the Solved the
Impact outcome puzzle
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TRAPS

W W

- Too far from the customer
8 - "Feature factory” (what not why)
Customer - Too solution focused
Impact

1%
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TRAPS
@ﬁﬂ - Too many handoffs

- Slow feedback loops

Sees the - Multiple projects

outcome 0,
7%
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TRAPS

- Just delivering to plans

- Lack of celebration/feedback Solved the
puzzle

1%
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PRINCIPLE

Cultivate impact oy
reducing feedback
loops
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IMPACT
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WHAT DOES IT MEAN?
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TRAPS

- "Mandatory” frameworks

- Involved late in the process

Solution - Qutput pre-determined
Choice
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TRAPS

qc’@@p - Single way of working
GQ|’ jQp - Prescriptive processes
Howto - Optimising for an
Work individual
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TRAPS

- Heavyweight rules \

- Too much freedom :if l \%

- Autonomy vs Alignment Degrees of
- Unclear decision making process Freedom
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PRINCIPLE

Cultivate choice by
making the right thing
easy
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Automate the
hasics




THE TwWeLVE FACTORS

I. Codebase

One codebase tracked in revision control, many deploys

I1. Dependencies

Explicitly declare and isolate dependencies

I11. Config

Store config in the environment

IV. Backing services
Treat backing services as attached resources

V. Build, release, run
Strictly separate build and run stages

VI. Processes
Execute the app as one or more stateless processes

VIL Port binding

Export services via port binding

VIIIL. Concurrency
Scale out via the process model

IX. Disposability

Maximize robustness with fast startup and graceful shutdown

X. Dev/prod parity

Keep development, staging, and production as similar as possible

XI. Logs

Treat logs as event streams

XII. Admin processes

Run admin/management tasks as one-off processes
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THE TwWELVE FACTORS

I. Codebase




I. Codebase

Define decision

making boundaries
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WHAT DOES IT MEAN?

B

Personal Steps to Good Work
Growth Mission Environment

T
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TRAPS

EE - No growth opportunities

- Repetitive work

Personal - Lack of feedback/support

Growth - Fear of failure
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TRAPS

A

A - Unclear priorities
- Mission-task gap

Steps to - Intransparent
Mission information
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TRAPS
- That won't work here g(?@

- "Ask for permission” atttiude o

- Lack of feedback Good Work
Environment
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PRINCIPLE

Cultivate Improvement by
making small changes
easier

ul ‘
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Take Action from
Retrospectives
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3 STEP RECIPE

1. Gather input
2. Publish your “tech culture”

3. Prioritise key improvement areas

4. Decide on actions (and do them!)
O. Repeat
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3 SIMPLE QUESTIONS

1. How many hand-offs do you have between
Software Engineers and customers?

2. Are Software Engineers involved in
HOW they solve a business problem?

3. What opportunities do Software
Engineers have to grow?

@patkua



1. How many hand-offs 2. Are Software
do you have between
Software Engineers

Engineers involved in
HOW they solve a
busmess problem?
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- Software Engineers have

IMPROVEMENT to grow?
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Questions?

Secrets of a Strong
Engineering Culture
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