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The 15 Seconds Version

• Projects and teams differ, so one methodology 
won’t fit all of them — Alistair Cockburn 

• We are solving the wrong problem

http://alistair.cockburn.us/Just-in-time+methodology+construction/v/slim

http://alistair.cockburn.us/Just-in-time+methodology+construction/v/slim


The Two Minute Version

• There will never be an universal methodology fitting all 
projects 

• Haphazard mix and match of practices is not a solution 

• Using patterns and pattern languages to describe and 
connect practices can help in  

• Finding what works and what doesn’t in a given context 

• Creating an appropriate methodology for each project



Agile Is Boring

• This talk is not about becoming “more Agile” 

• It is about  

• Being more effective 

• Being more efficient 

• Having fun



“None of the ideas presented here 
are new; they are just forgotten from 
time to time.” 
!

Alan J. Perlis, 1966 Turing Award Lecture.

http://amturing.acm.org/award_winners/perlis_0132439.cfm



http://c2.com/ppr/episodes.html 
Also in: “Pattern Languages of Program Design 2”

http://c2.com/ppr/episodes.html


http://www.methodologypatterns.org/wiki/index.php/Main_Page

http://www.methodologypatterns.org/wiki/index.php/Main_Page


http://mefis.panrepa.org/CITSA2004PresentationA.pdf

http://mefis.panrepa.org/CITSA2004PresentationA.pdf


http://alistair.cockburn.us/Just-in-time+methodology+construction/v/slim







The Problems



The mainstream debate focus is 
around finding “The Methodology”



The Never-ending Software Methodology 
Debate

1. Start: Waterfall is the mainstream methodology 

2. The mainstream methodology shows some limitations 

3. Somebody proposes a new, or lesser-known, or almost forgotten 
methodology and shows how it addresses the limitations at step 
2 (and how it’s better than Waterfall, of course) 

4. After a long argument, heavily based on personal opinions, and 
often light on facts, the methodology at step 3 becomes the 
mainstream one 

5. Go to step 2
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Procedure: Procedure.DC [Step n]

P1: Plan:

1. Specify the delivery of the step in detail. See Figure 10.8 in Section
10.9 for a template.

2. Agree the plan with the relevant, affected stakeholders (For exam-
ple, management and customers). The list of topics to consider
includes: changes to working practices, training, installing, regres-
sion testing, field trials, hand-over and criteria for success: all
system-wide considerations.

P2: Do:

Deliver the step. Install it with real stakeholders, so they get some
of the planned measurable benefits.

P3: Study:

1. Determine the results of delivering the step. Obtain any relevant
measurements: test, measure and sample, to establish the new
performance levels and the new operational cost levels. Compare
results to the short-term and long-term targets.

2. Analyze the data and produce a feedback report for management.

For example, use an Impact Estimation table as a tool to do this study
task.

P4: Act:

1. Decide if this step succeeded, must be redone in whole or part, or
totally rejected.

2. Take any required minor corrective actions (for example, bug-
fixing) to ‘stabilize’ the system.

Act

Plan

Do

Study

Analyze the
Feedback Results

from the Evo
Step & the Current

Environment

Decide ‘What’
to do next

Plan the Evo Step

Perform the Evo 
Step

Simplified Evo Process: Implement Evo Steps

Figure 10.3
A simplified Evo process: implementing Evo steps.
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Kanban

SO WHAT ARE SCRUM AND KANBAN ANYWAY? | 5 

 

• Measure the lead time (average time to complete one item, 
sometimes called “cycle time”), optimize the process to make 
lead time as small and predictable as possible. 

 

We collect useful Kanban links at: http://www.crisp.se/kanban 

I SYSTE M 

I ANALYSIS 

PROGRAM DESIGN 

I c o o , . o  

TESTING 

I OPERATIONS 

Figure 2. Implementation steps to develop a large computer program for delivery to a customer. 

I believe in this concept, but the implementation described above is risky and invites failure. The 
problem is illustrated in Figure 4. The testing phase which occurs at the end of the development cycle is the 
first event for which timing, storage, input /output  transfers, etc., are experienced as distinguished from 
analyzed. These phenomena are not precisely analyzable. They are not the solutions to the standard partial 
differential equations of mathematical physics for instance. Yet if these phenomena fail to satisfy the various 
external constraints, then invariably a major redesign is required. A simple octal patch or redo of some isolated 
code wil l  not f ix  these kinds of diff iculties. The required design changes are l ikely to be so disruptive that the 
software requirements upon which the design is based and which provides the rationale for everything are 
violated. Either the requirements must be modif ied, or a substantial change in the design is required. In effect 
the development process has returned to the origin and one can expect up to a lO0-percent overrun in schedule 
and/or costs. 

One might note that there has been a skipping-over of the analysis and code phases. One cannot, of 
course, produce software wi thout  these steps, but generally these phases are managed wi th relative ease and 
have l i tt le impact on requirements, design, and testing. In my experience there are whole departments 
consumed with the analysis of orbi t  mechanics, spacecraft att i tude determination, mathematical opt imizat ion 
of payload activity and so forth, but when these departments have completed their di f f icul t  and complex work, 
the resultant program steps involvea few lines of serial arithmetic code. If in the execution of their d i f f icul t  
and complex work the analysts have made a mistake, the correction is invariably implemented by a minor 
change in the code with no disruptive feedback into the other development bases. 

However, I believe the illustrated approach to be fundamental ly sound. The remainder of this 
discussion presents five addit ional features that must be added to this basic approach to eliminate most of the 
development risks. 
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The focus is too much on the methods 
and not enough on the products and 
the contexts



Comparing the effectiveness of 
two off-the-shelf methodologies 
in a given context is impractical



Implementation details matter  

a lot



A software development methodology or system 
development methodology in software engineering 
is a framework that is used to structure, plan, and 
control the process of developing an information 
system.

Methodology

http://en.wikipedia.org/wiki/Software_development_methodology

http://en.wikipedia.org/wiki/Software_development_methodology


“Your ”methodology“ is everything you regularly do to 
get your software out. It includes who you hire, what you 
hire them for, how they work together, what they 
produce, and how they share. It is the combined job 
descriptions, procedures, and conventions of everyone 
on your team. It is the product of your particular 
ecosystem and is therefore a unique construction of your 
organization.” 
!

Alistair Cockburn

Methodology (Another Definition)



What Is A Methodology For?

• Introducing new people to the process 

• Substituting people 

• Delineating responsibilities 

• Impressing the sponsors 

• Demonstrating visible progress 

• Curriculum for education
From: “Agile Software Development”, Alistair Cockburn
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Procedure: Procedure.DC [Step n]

P1: Plan:

1. Specify the delivery of the step in detail. See Figure 10.8 in Section
10.9 for a template.

2. Agree the plan with the relevant, affected stakeholders (For exam-
ple, management and customers). The list of topics to consider
includes: changes to working practices, training, installing, regres-
sion testing, field trials, hand-over and criteria for success: all
system-wide considerations.

P2: Do:

Deliver the step. Install it with real stakeholders, so they get some
of the planned measurable benefits.

P3: Study:

1. Determine the results of delivering the step. Obtain any relevant
measurements: test, measure and sample, to establish the new
performance levels and the new operational cost levels. Compare
results to the short-term and long-term targets.

2. Analyze the data and produce a feedback report for management.

For example, use an Impact Estimation table as a tool to do this study
task.

P4: Act:

1. Decide if this step succeeded, must be redone in whole or part, or
totally rejected.

2. Take any required minor corrective actions (for example, bug-
fixing) to ‘stabilize’ the system.
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Figure 2. Implementation steps to develop a large computer program for delivery to a customer. 

I believe in this concept, but the implementation described above is risky and invites failure. The 
problem is illustrated in Figure 4. The testing phase which occurs at the end of the development cycle is the 
first event for which timing, storage, input /output  transfers, etc., are experienced as distinguished from 
analyzed. These phenomena are not precisely analyzable. They are not the solutions to the standard partial 
differential equations of mathematical physics for instance. Yet if these phenomena fail to satisfy the various 
external constraints, then invariably a major redesign is required. A simple octal patch or redo of some isolated 
code wil l  not f ix  these kinds of diff iculties. The required design changes are l ikely to be so disruptive that the 
software requirements upon which the design is based and which provides the rationale for everything are 
violated. Either the requirements must be modif ied, or a substantial change in the design is required. In effect 
the development process has returned to the origin and one can expect up to a lO0-percent overrun in schedule 
and/or costs. 

One might note that there has been a skipping-over of the analysis and code phases. One cannot, of 
course, produce software wi thout  these steps, but generally these phases are managed wi th relative ease and 
have l i tt le impact on requirements, design, and testing. In my experience there are whole departments 
consumed with the analysis of orbi t  mechanics, spacecraft att i tude determination, mathematical opt imizat ion 
of payload activity and so forth, but when these departments have completed their di f f icul t  and complex work, 
the resultant program steps involvea few lines of serial arithmetic code. If in the execution of their d i f f icul t  
and complex work the analysts have made a mistake, the correction is invariably implemented by a minor 
change in the code with no disruptive feedback into the other development bases. 

However, I believe the illustrated approach to be fundamental ly sound. The remainder of this 
discussion presents five addit ional features that must be added to this basic approach to eliminate most of the 
development risks. 
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Context

Budget

Skills
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Time

Company culture

Team culture

Product
Customer culture



Methodology and 
context are strongly 
connected 



The Problems Revisited

• The mainstream debate focus is around finding “The 
Methodology” 

• The focus is too much on the methods and not 
enough on the products and the contexts 

• Measuring the effectiveness of an off-the-shelf 
methodology in a given context is impractical 

• The implementation details matter a lot



A Revolutionary Idea



One methodology per project



…Not Really Revolutionary…
The idea [of one methodology per project] has been re-derived a number of times. 
Capers Jones in his “Benchmarking” book made a nice argument for needing 65,000 
methodologies (back then, even). When I was doing my Dr. thesis, I found I couldn’t 
use the methodology-per-project as a new result, since there was ample previous 
research concluding the same 
… 
Working out that different projects need different processes/ methodologies is the 
easy part. Recognizing that EVERY project needs a different methodology is a 
hard pill to swallow, but a number of people have seen fit to swallow it. Those are 
not yet the hard or even critical parts… 
The ultimate question is, What To Do About It? HOW does one create a new 
methodology on every project without hosing the project budget? 
The thing the doctoral defense committee found most novel unusual surprising 
about my thesis was the idea of tailoring and tuning a methodology in stages /
during/ a project via the reflection workshops.

http://alistair.cockburn.us/Just-in-time+methodology+construction/v/slim



Like All Frameworks…

Methodology frameworks are customizable up 
to a point, e.g., the Scrum Guide says:

“Scrum’s roles, artifacts, events, and 
rules are immutable and although 
implementing only parts of Scrum is 
possible, the result is not Scrum. 
Scrum exists only in its entirety and 
functions well as a container for other 
techniques, methodologies, and 
practices.”  



Different methodologies mostly 
mix and match the same tools 
and practices differently

Methodologies Can Share Something



And many teams do that haphazardly



Measuring the effectiveness of 
a practice in a given context is 
doable



Some Studies

• “A Comparison of Pair Programming to Inspections for Software 
Defect Reduction” - http://cs.adelaide.edu.au/users/ljiang/
research/ResearchInComputerScienceEducation/7276046.pdf  

• Test-Driven Development as a Defect-Reduction Practice - 
http://collaboration.csc.ncsu.edu/laurie/Papers/
williamsltestDrivenDevelopment.pdf 

• A study to investigate the impact of requirements instability on 
software defects - http://dl.acm.org/citation.cfm?id=986727 

• Etc.

http://cs.adelaide.edu.au/users/ljiang/research/ResearchInComputerScienceEducation/7276046.pdf
http://collaboration.csc.ncsu.edu/laurie/Papers/williamsltestDrivenDevelopment.pdf
http://dl.acm.org/citation.cfm?id=986727


Which Practices?

• Practices can be 

• Technical 

• Management 

• Leadership 

• …And any other relevant classification 

• Some practices belong to several categories



Patterns and pattern 
languages provide 
guidance



Pattern Name and Classification: A descriptive and unique name that helps in 
identifying and referring to the pattern. 
Intent: A description of the goal behind the pattern and the reason for using it. 
Also Known As: Other names for the pattern. 
Motivation (Forces): A scenario consisting of a problem and a context in which this 
pattern can be used. 
Applicability: Situations in which this pattern is usable; the context for the pattern. 
Consequences: A description of the results, side effects, and trade offs caused by 
using the pattern. 
Known Uses: Examples of real usages of the pattern. 
Related Patterns: Other patterns that have some relationship with the pattern; 
discussion of the differences between the pattern and similar patterns.

Parts Of A Pattern

Adapted from: http://en.wikipedia.org/wiki/Software_design_pattern

http://en.wikipedia.org/wiki/Software_design_pattern


Example: Information Radiator

http://localhost:8080/AgileAdoptionPatterns.pdf#page=196


Before You Ask…

• Patterns are not best practices 

• In fact, there are no best practices 

• Only useful or useless ones. Depending on the 
context



Pattern Languages

From: http://scrum.jeffsutherland.com/2008/02/scrum-and-organizational-patterns.html

http://scrum.jeffsutherland.com/2008/02/scrum-and-organizational-patterns.html


Pair Programming

Moderate Bus Factor

Collective Code 
Ownership

Colocated Team



Patterns Are Useful Because…

• Describe not only the positive effects, but also the contexts 
in which are known to work best, and the consequences of 
using them 

• The contexts and the consequences are particularly 
important 

• They determine the chances of success or failure of a 
practice in a particular project 

• Are very rarely discussed by the proponents of a particular 
methodology framework



Pattern Languages Are Useful Because…

• Give an indication of which patterns work well or not so 
well with each other 

• Knowing that a particular pattern belongs to several 
pattern languages (e.g., technical and managerial) helps 
in understanding better all the implications of using it 

• Pre-packaged methodology frameworks tend to 
present practices as belonging to only one category 

• Leading people to ignore several other implications



Some Important Consequences

• Free the mind from thinking in terms of Scrum, 
Kanban, Waterfall, etc. 

• Start to think of what is really important for the 
project without fear of doing something bad because 
we are not following the methodology by the book 

• There is no sacred book anymore 

• No need to be ashamed anymore for doing Scrum 
but not quite



It has to change along with the 
surrounding context

A Methodology Is A Living Thing



Patterns and pattern 
languages change 
over time



Finding the Patterns



Key to the success of any performance 
improvement initiative is understanding what to 
improve and why; yet it's both astonishing and 
disappointing how many improvement initiatives 
are launched without anyone asking and 
answering these two most primal questions 
!

From “Return On Process”, Michael West

Using The Patterns



Using The Patterns

• Set the main goals 

• Understand the context 

• Choose the patterns that best match goals and 
context 

• Inspect and adapt



Keep In Mind

• The real context may be different from what you see 

• Defined vs Performed process 

• The methodology has to work for the people using 
it



Don’t Over-constrain The System

• Choose only the practices that match your main 
goals 

• Leave secondary things alone 

• Let people have some initiative 

• You cannot predict everything



Work-to-rule is an industrial action in which 
employees do no more than the minimum required 
by the rules of their contract, and follow safety or 
other regulations precisely in order to cause a 
slowdown, rather than to serve their purposes.

Work To Rule

http://en.wikipedia.org/wiki/Work-to-rule

http://en.wikipedia.org/wiki/Industrial_action
http://en.wikipedia.org/wiki/Employee
http://en.wikipedia.org/wiki/Work-to-rule


What About These?
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Procedure: Procedure.DC [Step n]

P1: Plan:

1. Specify the delivery of the step in detail. See Figure 10.8 in Section
10.9 for a template.

2. Agree the plan with the relevant, affected stakeholders (For exam-
ple, management and customers). The list of topics to consider
includes: changes to working practices, training, installing, regres-
sion testing, field trials, hand-over and criteria for success: all
system-wide considerations.

P2: Do:

Deliver the step. Install it with real stakeholders, so they get some
of the planned measurable benefits.

P3: Study:

1. Determine the results of delivering the step. Obtain any relevant
measurements: test, measure and sample, to establish the new
performance levels and the new operational cost levels. Compare
results to the short-term and long-term targets.

2. Analyze the data and produce a feedback report for management.

For example, use an Impact Estimation table as a tool to do this study
task.

P4: Act:

1. Decide if this step succeeded, must be redone in whole or part, or
totally rejected.

2. Take any required minor corrective actions (for example, bug-
fixing) to ‘stabilize’ the system.
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A simplified Evo process: implementing Evo steps.
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• Measure the lead time (average time to complete one item, 
sometimes called “cycle time”), optimize the process to make 
lead time as small and predictable as possible. 

 

We collect useful Kanban links at: http://www.crisp.se/kanban 
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Figure 2. Implementation steps to develop a large computer program for delivery to a customer. 

I believe in this concept, but the implementation described above is risky and invites failure. The 
problem is illustrated in Figure 4. The testing phase which occurs at the end of the development cycle is the 
first event for which timing, storage, input /output  transfers, etc., are experienced as distinguished from 
analyzed. These phenomena are not precisely analyzable. They are not the solutions to the standard partial 
differential equations of mathematical physics for instance. Yet if these phenomena fail to satisfy the various 
external constraints, then invariably a major redesign is required. A simple octal patch or redo of some isolated 
code wil l  not f ix  these kinds of diff iculties. The required design changes are l ikely to be so disruptive that the 
software requirements upon which the design is based and which provides the rationale for everything are 
violated. Either the requirements must be modif ied, or a substantial change in the design is required. In effect 
the development process has returned to the origin and one can expect up to a lO0-percent overrun in schedule 
and/or costs. 

One might note that there has been a skipping-over of the analysis and code phases. One cannot, of 
course, produce software wi thout  these steps, but generally these phases are managed wi th relative ease and 
have l i tt le impact on requirements, design, and testing. In my experience there are whole departments 
consumed with the analysis of orbi t  mechanics, spacecraft att i tude determination, mathematical opt imizat ion 
of payload activity and so forth, but when these departments have completed their di f f icul t  and complex work, 
the resultant program steps involvea few lines of serial arithmetic code. If in the execution of their d i f f icul t  
and complex work the analysts have made a mistake, the correction is invariably implemented by a minor 
change in the code with no disruptive feedback into the other development bases. 

However, I believe the illustrated approach to be fundamental ly sound. The remainder of this 
discussion presents five addit ional features that must be added to this basic approach to eliminate most of the 
development risks. 
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What About Scaling up?



Final Rant

I think we need to fundamentally change the 
conversation about methodologies--which, in 
my opinion is too focused in the unachievable 
goal of finding the one that will work for every 
context.



Links
• http://alistair.cockburn.us/Just-in-time+methodology+construction/v/slim 

• http://alistair.cockburn.us/Methodology+per+project/v/slim 

• http://www.agilemanifesto.org 

• http://www.agilealliance.org 

• http://www.dsdm.org 

• http://www.gilb.com/Project-Management 

• http://limitedwipsociety.ning.com 

• https://www.scrum.org/ScrumGuides.aspx 

• http://www.scrumalliance.org 

• http://asprotunity.com/papers.html

http://www.agilemanifesto.org
http://www.agilealliance.org
http://www.dsdm.org
http://www.gilb.com/Project-Management
http://limitedwipsociety.ning.com
https://www.scrum.org/ScrumGuides.aspx
http://www.scrumalliance.org
http://asprotunity.com/papers.html


Some Books
.$1%$1
Successful Evolutionary Change  
for Your Technology Business

'DYLG � - � �$QGHUVRQ
Foreword by Donald G. Reinertsen

ptg

From the Library of Giovanni Asproni

ENGINEERING/MANAGEMENT

Competitive Engineering is a revolutionary project
management method, proven by organizations worldwide
Competitive Engineering documents Tom Gilb’s unique, ground-breaking
approach to communicating management objectives and systems engineering
requirements, clearly and unambiguously.

Competitive Engineering is a revelation for anyone involved in management
and risk control. Already used by thousands of managers and systems
engineers around the world, this is a handbook for initiating, controlling and
delivering complex projects on time and within budget. Competitive
Engineering copes explicitly with the rapidly changing environment that is a
reality for most of us today.

Elegant, comprehensive and accessible, the Competitive Engineering
methodology provides a practical set of tools and techniques that enable
readers to effectively design, manage and deliver results in any complex
organization – in engineering, industry, systems engineering, software, IT, the
service sector and beyond. 

http://books.elsevier.com

Tom Gilb is an independent consultant
and author of numerous books, articles

and papers. He is recognised as one of the
leading ‘thinkers’ within the IT community

and has worked with managers and
engineers around the world in developing

and applying his renowned methods.

COMPETITIVE ENGINEERING ENCOMPASSES

•Requirements specification

•Design engineering (including design specification and evaluation)

•Evolutionary project management

•Project metrics

•Risk management

•Priority management

•Specification quality control

•Change control

BENEFITS OF COMPETITIVE ENGINEERING

• Used and proven by many organizations including HP, Intel, 
CitiGroup, IBM, Nokia and the US Department of Defense 

• Detailed, practical and innovative coverage of key subjects 
including requirements specification, design evaluation, specification
quality control and evolutionary project management

• A complete, proven and meaningful ‘end-to-end’ process for  
specifying, evaluating, managing and delivering high quality solutions

• Rich in detail and comprehensive in scope, with thought-
provoking ideas on every page

❛ This stuff works. Competitive
Engineering contains powerful

tools that are both practical and
simple – a rare combination.
Over the last decade, I have
applied Tom Gilb’s tools in a
variety of settings including

product development, service
delivery, manufacturing, site
construction, IT, eBusiness,

quality, marketing, and
management, on projects of
various sizes. Competitive
Engineering is based on

decades of practical experience,
feedback, and improvement,

and it shows. ❜
ERIK SIMMONS, 

INTEL CORPORATION, REQUIREMENTS

ENGINEERING PRACTICE LEAD, 
CORPORATE QUALITY NETWORK

❛Systems engineers should
find Competitive Engineering
widely useful, with or without

the additional framework
provided by Planguage. Even

without adopting Planguage as
a whole there are numerous

important principles and
techniques that can benefit any

system project. ❜
DR. MARK W. MAIER, DISTINGUISHED

ENGINEER AT THE AEROSPACE

CORPORATION AND CHAIR OF THE INCOSE

SYSTEMS ARCHITECTURE WORKING GROUP
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Visit http://books.elsevier.com/companions
to access the complete Planguage glossary
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