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ABSTRACT

Engineers and managers of software projects have the daunting task of successfully delivering
the right product at the right time for the right price. The path to achieving these lofty goals is
commonly not a straightforward endeavor. Due to the dynamic nature of software
development, varying organizational circumstances, and situational idiosyncrasies of each
project this can be a very difficult and sensitive process. Ideally, software development
methodologies bring order to the chaos of software development. An ill-fitting development
strategy, however, can create unnecessary friction and further complicate the prospect of a
successful product delivery. Researchers and private organizations alike spend substantial
resources to understand the strengths and weaknesses of commonly used development
practices — the validation of which is highly problematic due to conflicting variables. This
research ventures to bring clarity to the question: “Which development methodology is right for
a particular situation?” Treating the software development project life-cycle as a socio-technical
system, it can be decomposed to the most fundamental elements. Using these elements as the
architectural building blocks of a project, Agile, Waterfall, Set-Based, and Spiral are each
compared at the molecular level. This thesis evaluates these comparisons and how subsequent

research applies to today’s software projects.

Thesis Supervisor: Bryan R Moser
Academic Director and Senior Lecturer, System Design & Management Program



This page is intentionally left blank



Acknowledgements

My time at MIT has been special for me and my family. It's pushed each of us beyond our own
perceived limits in every sense of the word. With four children, this has been a family affair for
my wife and I from day one. The thesis process has been a culmination of our MIT experience.
Researching and writing the thesis has contained many of the university’s hallmarks: high
expectations, intense pressure, and late nights. But more importantly: questions, curiosity, and
discovery. Many contributed to making this a reality for me. I'm grateful for a chance to

recognize them.

First, my classmates who encouraged me to think beyond SDM: Adrien Moreau, José Garza,
Ben Linville-Engler, Justin Burke, and Tim Chiang. Travis Rapp, for the discussions on Set-
Based design. Paula Ingabire, who understands the difficulties of writing a thesis at a distance
while working full-time and inspired me to keep writing. Max Reele, for the early morning
debate sessions, steady encouragement, and thoughtful insight. I'd like to thank Professor
Warren Seering for his interest and willingness to share his knowledge. The SDM staff who
work tirelessly to support their students and have made this experience so special: Joan Rubin,
Bill Foley, Amanda Rosas, Naomi Gutierrez, Jon Pratt, and so many others. To my parents,
Richard and Sharon West, and my wife’s parents, Steve and Dona Reeder, who in so many ways

have made this journey possible.

I'd like to thank Professor Bryan Moser for his genuine concern for me and his passion for
research. His counsel and direction have been invaluable to me and have made not only this
thesis successful, but also my entire MIT experience. To my four wonderful children: CJ, Soren,
Jane, and Nellie. Who have come to think of thesis as a naughty word and who never cease to
provide ample distractions. And to my wife, Sadie. She has sacrificed everything to allow me to
take this journey. She has struggled alongside me from the beginning to the very end. In regard
to this thesis, she prioritized employing her superhuman editing skills for my benefit. I love you

and am so grateful to be in the trenches of life with you.



This page is intentionally left blank



Table of Contents

1. Introduction.............. Neeseesaereerasintesaasnasntenssssnsbtesaseastetarasnarenesasersesaneantane Rt eaen 15
1.1. Motivation 15
1.2. Purpose 17
1.3. Problem Statement 17
1.4. Hypothesis 18
2. Literature ReVIEW ....ioiiiiiniiiniiicnicniniiiene st seseesssestssessssses 20
2.1. Evaluating Development Methodologies 20
2.2. Comparisons of Development Methodologies 22
3. Current Methods......iiiiiniciincteee s 29
3.1. Software Development Methodologies 29
3.2. Waterfall 29
3.3. Agile 32
3.4. Spiral 34
3.5. Set-Based 35
3.6. Project Fit 38
4. Research Approach................ cerneenennaens et b e b s a s b e s asbae e 39
4.1. Understanding Project Purpose 39
4.2. Building the Model 40
5. Project Architecture.......viiiiiinicncciiiiciicctcieecnececetnnesses e estecaessene 43
5.1. Project Decomposition: Two-Down-One-Up 43
5.2. Product Decomposition 44
5.3. Process Decomposition 57



5.4. Organization Decomposition 57

5.5. Architectural Decisions 57
5.6. Describing Canonical Methods using Architectural Decisions 62
6. Project Ilities......... veereereeneeerenebeaaes Ceerheeree st b b e b b e s s e b b s bbb sas b et 69
6.1. Software Product Ilities 69
6.2. Software Project Ilities 71
7. Tradespaces ....ueeeeveccrenecisineissininiisncsnseseenees veeresieseeateb s saeeaaeas e 74
7.1. Mapping Architectural Decisions to Ilities 74
7.2. Tradespace Comparisons: Risk and Customer Satisfaction 72
7.3. Tradespace Comparisons: Feasibility vs Progress Trackability 78
7.4. Tradespace Comparisons: Responsiveness to Change and Scalability 74
8. Project Situation..............c.cu...... cerneneenenanas certereesaeetebesesneaesaassnsassnebans 81
8.1. Project Inputs 81
8.2. Project Fit to Canonical Architecture: Project A 83
8.3. Project Fit to Canonical Architecture: Project B 86
8.4. Project Fit to Canonical Architecture: Project C 89
9. CONCIUSION ...ttt esse s s esses s ss e s e s e s s n e 92
9.1. Learnings 92
9.2. Shortcomings of the Model 94
9.3. Future Work 93
10. Refrences .....uuiiieinirieinirtiininiiiincsiscse st ssssseesssssssesssessssssssssens R



Appendix A: Justifications for Architectural Decision to Ility Scores ....101

Appendix B: Python Scripts for Tradespace Generation ..........cccceeeueueen. 110



List of Figures

Figure 2.1: A Basis for Analyzing Software Methodologies - Reproduced from Davis, 1988 [5] .............. 22
Figure 2.2: A Basis for Comparing Software Methodologies - Reproduced from Davis, 1988 [5] ............. 23
Figure 2.3: Comparison of Waterfall, Incremental, Spiral - Reproduced from Sorensen, 1995 [6]............. 24
Figure 2.4: Evaluation of KAs based on SWEBOK for Spiral - Reproduced from Simdo, 2011 [8]........... 26
Figure 2.5: Comparison of Software Development Methodologies - Reproduced from Shaydulin, 2017
[IO] ot 27
Figure 3.1: Waterfall Workfloto EXECULION ........c.ccocucuiuioiniiieiiiiiiiciccicicecsi et s 30
Figure 3.2: Waterfall Concept of Operations - Reproduced from Royce, 1970 [7]......cccovvvvvirvivnnncnnenn. 31
Figure 3.3: Agile WOTKflow EXECULION .......c.ovviieiiieiieiteecctie et e 33
Figure 3.4: Spiral Methodology - Reproduced from Boehtn, 1988 [14] ........cccccovvvirvvevvnvviiiiniccranne 34
Figure 3.5: Single Design Approach vs Multiple Design Approach - Adaptations made for this thesis,
original published in Scaled Agile Framework, 2018 [17] ......cccoevvevevirimreirieieiceieieieciceie i 36
Figure 3.6: Set-Based Design Principles - Reproduced from Sobek, 1999 [15] ......ccovevreuiiniiiccnecriinnn. 37
Figure 4.1: Functional Decomposition 0f PTOJECE.............cccucucuriiimmiiiiicicicieicciniccceccieaesc e 39
Figure 4.1: ReSEATCH FIOTW ......c.oououiiiiiiiiciiiiieiccctcece sttt e 41
Figure 5.1: Software Project Decomposition (Level 1) ..........coueiviiviiuiviveiciiiininiiiiiiniiiinieeiecssensioee e 44
Figure 5.2: Software Product Decomposition (LeVel 2) ...........cccccveuvveceiiiiiiiiiinieisicisiseieienciceee e 44
Figure 5.3: Software Project DeCOMPOSIHION .........coooviviiirinieiiiiriniciiitiisie st 48
Figure 5.4: Iron Triangle - Triple CONSYAINE ........ccovviviimiciiiiiiiiiiiti it 52
Figure 5.5: Software Process Decomposition (LeVel 2) ...........ccooveveieeeieuereenieieieieinieciecreveseeesenne 54
Figure 5.6: Software Organization Decomposition (Level 2)...........couvvuevevinviviinivicinieiecneiiiensiereenenes 54
Figure 5.7: Architectural DECISIONS ............coueuereeioiiiiiiiiiieiiicisieci ettt 56
Figure 5.8: Architectural Decision Relationships ...........ccceevviiioiiiiiiiieieieieeeieceeeeieces e 58
Figure 7.1: Mapping of Architectural Decisions to Life-Cycle Properties............ccccovvvvurerecncninencerenennns 74
Figure 7.2: Ease of Customer Collaboration and Ability to Identify Project Risk...........cccccoeveveervvernene. 75
Figure 7.3: Ability to Meet Deadlines and Ability to Track Scope Progress.........cccovueevvvvveieeinnncnvenenn. 79
Figure 7.4: Responsiveness to Change and Scope Scalability Tradespace............cccc.ccoouvvniiiniiiiinnccinninn, 81
Figure 8.1: Project A Inputs over Ility TradeSPaces .........c...c.oovvoueweuveioiiieiiiiiiiciiiecceeete e 85

10



Figure 8.2: Project B Inputs over Ility Tradespaces
Figure 8.3: Project C Inputs over Ility Tradespaces

11



List of Tables

Table 5.1: Sorted Architectural Decisions by Nodal Degree.................coccoovvvciiiiciiiiiciecieecciccc 59
Table 5.2: Condensed Morphological Matrix of Architectural DeciSions............c.oceeeeveeenenvieievccneccenns 63
Table 5.3: Morphological Matrix Highlighting an Agile-like Architecture ...............cccoovvciciccinuruincnns 65
Table 5.4: Morphological Matrix Highlighting a Waterfall-like Architecture ............ccoccceveevvrvvunerenene 66
Table 5.5: Morphological Matrix Highlighting a Spiral ArchiteCture ............cccoccoeciiiiriccciiniicniccn 67
Table 5.6: Morphological Matrix Highlighting a Set-Based Architecture ..............cccoeuceecenreeeniuicenncucnnne 67
Table 7.1: Optimal Architectures for Stakeholder Collaboration and Ability to Manage Risk .................. 77

Table 7.2: Architectural Combination to Optimize Stakeholder Collaboration and Ability to Manage Risk

......................................................................................................................................................... 78
Table 7.3: Architectural Combinations to Optimize Stakeholder Collaboration and Ability to Manage
RISK ot s 78
Table 7.4: Definitive Decisions to Optimize Ability to Meet Deadlines and Ability to Track Scope
PTOQYOSS ..ot se s 79
Table 7.5: Combinations of Decisions for Optimizing Ability to Meet Deadlines and Track Scope
PrOGTESS ..ttt ettt ettt st e 80
Table 8.1: Sample Project INPULES ..........cccucucuiuiiiiiicicicieeeeee ettt 82
Table 8.2: Project A: Architectural Decisions Made Based on Project INPUES ..........c.ccoevvmeucvnircnicrcannenn. 84
Table 8.3: Project B: Architectural Decisions Made Based on Project INPuts............ccccccevveuveniccunnennnne. 87
Table 8.4: Project C: Architectural Decisions Made Based on Project INPUES .......ccoovevevrueiereecrrrecerrercaennn, 89

12



List of Abbreviations

K ettt en et Extreme Programming
RAD (o Rapid Application Development
FDD ottt Feature Driven Development
TDD s Test Driven Development
SWEBOK ... Software Engineering Body of Knowledge
KA et Knowledge Attributes (from SWEBOK)
SBCE ...t Set-Based Concurrent Engineering
DOD o Department of Defense

13



This page is intentionally left blank

14



1. Introduction

1.1. Motivation

I started out my career as a software engineer and technical co-founder of the software
company, Meosphere. For 18 months, our small team of three to six engineers had only one
product under management. Our user experience designer was the same person as our interface
designer, and the president of the company sat two desks away from him. Our entire team
occupied a few cubicles in the small co-working business complex where we rented our space.
With such a small team and, relatively speaking, simple product, process was not a major
concern. There weren’t enough moving parts for us to benefit from a communication strategy,
risk mitigation plans, or intricate review processes. Everything happening in the company was
known by one or two key individuals. The simplicity of our situation allowed us to predict the

impact of the decisions we made.

Three years later and in my second company, Lightning Kite, 25 engineers worked across five
teams and 15-20 projects at varying stages in their life-cycle. We were building software systems
for companies like Intel, Merck, the US Department of Health, and Blizzard. As opposed to my
experience at Meosphere, where two or three engineers could understand all facets of the
system in its entirety, we now needed processes in place in order to keep the dynamic projects

from spinning out of control.

It was in these circumstances that we made the move from a waterfall software development
strategy to a version of Agile called Scrum. I noticed good things resulting from the move. I felt
the teams were more responsive to change, for example. However, there were also a number of
areas where I thought we had regressed. But, I was never sure. I had no way to quantify the
impact of the processes we used. Were we actually more productive, more efficient and

ultimately more effective under Agile than Waterfall? I just didn’t know.

I've since worked and interacted with teams and organizations of varying size and discussed

my frustrations with other engineers, managers, and software business owners. These
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discussions have convinced me that others share my concerns. As organizations and systems
grow in size and number of components, they grow in complexity. An increase in complexity
has direct impact on promises, delivery schedules and eventual market success of a product [1].
But with the right software management strategy, many of the negative effects of complexity
can be mitigated. Alternatively, the application of ill-fitting strategies adds unnecessary friction

for developing software and can lead to delayed, over-budget, and irrelevant products.

Professor Olivier de Weck, speaking at MIT in 2016, argued that as the complexity of a system
increases, the time the project takes to complete and the error rates experienced also increase.
This is due to the fact that the effort to complete a project grows at a super-linear rate compared

to the increase in complexity of the project [1].

Managing projects at higher scale (i.e. higher complexity) presents larger risks to organizations,
including missing target deadlines and overrun budgets. This drives us to find ways to develop
methodologies for approaching projects that help manage increases in complexity and improve

consistent delivery of value.

Since the early 2000’s, development communities have been making a big shift and giving up
methodologies such as Waterfall in favor of more agile and lean approaches. The result is much
greater flexibility for software teams. However, as with most, if not all, software decisions, there
are tradeoffs. In exchange for better adaptability to changing requirements or fuzzy direction,
teams may be giving up accountability and vision. Is this tradeoff worth it? Is it successful at
reducing project complexity? In some cases the answer is yes. However, in most cases the

answer is a nuanced, we think so, or an even more genuine, we really don’t know.

All these questions bring me to the motivation for this thesis, which is to help the companies

building software products understand the impact of the methodologies they select.
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1.2. Purpose

My purpose in this research was twofold: first, to identify which methodologies, or combination
of methodologies, are the best fit for certain software project circumstances and their situational
characteristics; and second, to identify emerging methodologies that are not now widely

known.

While projects may be similar to one another in purpose or design, each one is unique in certain
details. Considering these idiosyncrasies is crucial in the process of matching a design
methodology to the project’s structure and purpose, and even the setting of the project. Project
variables may include strength of leadership, capabilities of the team, personnel turnover,
changing project requirements, etc. Even from project to project within the same organization,
the same team could obtain different outputs. The interactions between input and output
variables are many and varied, and can be difficult to measure. Thus, it is very difficult for
companies, managers, and engineers to say, “We've improved because we moved to X

framework or methodology.”

Notwithstanding those challenges, I set a course to provide evidence to those claims that a
given approach will be more successful in a given application, so that a project manager may
say with confidence, “We performed better [or worse] using Y methodology, and I can see that

here.”

For my second purpose, I was interested in conducting more detailed research on various
methodologies. Perhaps there is an answer to the question: “Which methodology is best for this
project?” Very likely, however, the answer could lie somewhere in between the canonical
methodologies accepted today. Must the answer really be Agile or Waterfall or Scrum or Kanban
or Spiral? Through my research, I would like to look at combinations of architectural decisions

that make sound sense for teams to use — given their impact on project ilities.

1.3. Problem Statement
I've used the following problem statements as guides for developing the research. These hinge

on the two components of the purpose of my research.
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To understand how different project management methodologies impact execution of

software projects

By comparing combinations of architectural decisions based on canonical methodologies

Using | a model to map outcomes across tradespaces of project ilities

To discover new methodologies that have not yet been recorded

By comparing combinations of architectural decisions outside of the canonical methods

Using | a model to map outcomes across tradespaces of project ilities

1.4. Hypothesis

I believe that quite often project managers and organizational leaders don’t know if what
they’re doing is effective or not. There has been a substantial migration from Waterfall to Agile,
which may be driven more by buzz in the industry rather than better project performance. By
using an architectural decomposition, I hypothesized that project dynamics could be explained

more completely and that methodologies could be more effectively matched and evaluated.

As I conducted this research, I expected to see some of the methodologies align with the traits
they’re known for (i.e. Agile for adaptability, Waterfall for looking ahead), but I also expected
there to be some surprises. I expected to identify cases where people in the industry accepted a
methodology for its specific benefits, but when the model simulations were completed, the

results would indicate otherwise.

I expected to see Agile as particularly effective in projects with lower complexities, whereas
Waterfall would be more effective in projects of greater size. In addition to Agile and Waterfall, I
included Set-Based design and Spiral methodologies for comparison. I chose Spiral because it
seems to be more rigid than Agile and more iterative than Waterfall, which makes it similar to
two of the most popular methodologies but different enough to be worth considering. A set-
based design, however, is like neither, but has qualities that make it interesting, such as
developing multiple designs in parallel in order to arrive at an optimal solution. I was curious

to see how it would compare to the others in practice.
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And finally, I expected to see at least one new methodology emerge that could to be worth

investigating further.

In this thesis, I first discuss the ways other researchers have ventured to evaluate software
development methodologies and how effective they’ve been. I'll also look at mechanisms used
to compare development strategies, followed by a brief overview of the main four
methodologies considered in this thesis: Agile, Waterfall, Spiral, and Set-Based. I then discuss
my research strategy of unpacking the architecture of software projects and use this to build a
model to describe, categorize, and evaluate each methodology. I'll conclude by sharing the

insights and learnings I've found through the research.
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2. Literature Review

2.1. Evaluating Development Methodologies
Many approaches have been taken to evaluate the quality and effectiveness of software
development methodologies. Some of these look at the software product output; some look at

the byproducts of software development, such as lines of code or pull requests.

In [2], Barbara Kitchenham et al. cleverly stated in their review of software engineering methods
and tools:
Software engineers split into two rather separate communities: those that build and maintain
software systems and those who devise methods and tools that they would like the former group to
use to build their software systems. To the disappointment of the tool and method developers,
adoption of new methods and tool by builders of software is slow. To the disappointment of the
builders, new methods and tools continue to proliferate without supporting evidence as to their

benefits over existing approaches.

New tools and methodologies seem to pop up each day. Wikipedia lists over 50 different
methodologies, paradigms, processes and strategies [28]. Options include: Lean methodology,
Kanban, Domain-driven design, Behavior-driven development, Rapid application development,
and Test-driven development, to name only a few. With so many options to choose from, an
evaluation strategy is an important way to determine if a certain methodology is right for a
situation. In their paper on evaluating methodologies and proposing the DESMET method of
evaluation, the authors of [2] suggest a list of nine possible approaches for evaluating software

development strategies:

1) Quantitative experiment
2) Quantitative case study
3) Quantitative survey

4) Qualitative screening

5) Qualitative experiment

20



6) Qualitative case study

7) Qualitative survey

8) Hybrid method 1: Qualitative effects analysis
9) Hybrid method 2: Benchmarking

In addition to these methods, [2] also provides the conditions that favor each evaluation
approach. For the purposes of the research for this thesis, the approach that most fit the
conditions available is the Qualitative case study, or qualitative feature analysis. While the
DESMET method no longer appears to be in use, the classifications the researchers created for
evaluating methodologies proved useful for this research as they described the conditions
required for each evaluation approach. This simplified the selection process of which approach

to use for conducting this research.

When evaluating a methodology, it's very important to also consider the situational inputs
where the project could be used. For example, the research by Inada in 2010 [3] describes the
unique characteristics of software engineers and types of software built by Japanese software
companies. The engineers found in this region are both educationally and culturally
accustomed to following rules or working under strict discipline. When contrasting this set of
situational inputs from that of a San Francisco-based mobile app company, it’s clear there must
not be a one-size-fits-all way to evaluate development methodologies. Or, if there is, it must be
flexible enough to account for changing project inputs. At the conclusion of the research in [2],
the most significant realization was that, “there was no one method of evaluation that was

always best.”

An alternative model for evaluating methodologies is demonstrated by Mitsuyuki, 2017 [4].
They opted to refine the scope of their evaluation to look only at a hybrid between Waterfall and
Agile. In doing so, they were able to remove a number of variables, allowing a more focused
evaluation of the methodologies. As such, the approaches taken appropriately fall into the
categories of Quantitative experiment as well as Quantitative case study— given the focus on hard
metrics such as undetected errors, requirement changes, and number of bugs occurred. They

also chose to fix their project inputs to allow for a more controlled experiments and simulations.
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Another body of research looked at the project again from a Quantitative case study, or even
possibly an experiment. In Figure 2.1, a strategy for understanding the strength of a development
methodology is described by Davis, 1988 [5]. The diagram shows user needs as growing linearly
and continuously in order to simplify the model. While this is certainly not the case in reality,
visualizing the growth of user needs as a constant helps to better understand the other concepts
dependent on that curve. This method introduces a concept of life-cycle properties for a project,
such as lateness, shortfall, and longevity. Lateness, as described by the model, is the measure of
time between when a user need has arisen and when the software product is able to satisfy that
need. Shortfall is the difference in functionality between what is delivered and what is required
to meet user needs. The amount of time a system remains a viable option for satisfying user
needs is the longevity. This approach also introduces two dependent properties, adaptability and
inappropriateness. Based on this strategy, the adaptability of a methodology is really how effective,

or ineffective, it is at reducing lateness and minimizing shortfall.

THE ACTUAL SYSTEM
CAPABILITIES

SHORTFALL ﬁ SHADED AREA
SHOWS

INAPPROPRIATENESS

USEA NEEDS
FUNCTIONALITY

ADAPTABILITY IS
SLOPE OF LINE

p&—— LONGEVITY —o-{ o

TIME

Figure 2.1: A Basis for Analyzing Software Methodologies - Reproduced from Davis, 1988 [5]

This could be a useful exercise in understanding how different methodologies stack up against
each other. For example, Figure 2.2 shows a comparison of an Incremental Development Approach

vs a Conventional Approach. Conventional, in this situation, is referring to a waterfall approach.
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By lining the methodologies side-by-side in this way, a comparison can be made as to how they
perform based on each of the project life-cycle properties defined by the model. One could
assume, based on this chart, that an Incremental Development Approach is better at addressing
user needs than a waterfall approach, because it reduces the level of inappropriateness of the

system.

INCREMENTAL
DEVELOPMENT
APPROACH

CONVENTIONAL
APPROACH

USER NEEDS
FUNCTIONALITY

TIME
Figure 2.2: A Basis for Comparing Software Methodologies - Reproduced from Davis, 1988 [5]

In this approach, both methodologies appear to have almost identical adaptability values since
the slope of the time versus functionality curve is the same. So, in that regard these two
methodologies would be equivalent. The difference between these is that the Incremental
Development Approach delivers on user needs earlier than the conventional approach. Does this
imply that in order for the conventional approach to be as effective at solving user needs, the
initial delivery needs to be adjusted? What else sets these two methodologies apart? What other

factors should be considered when comparing development methodologies?
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Waterfall Incremental Bo.ehm
Spiral

STRENGTHS
Allows for work force specialization X X X
Orderliness appeals to management X X X
Can be reported about X X X
Facilitates allocation of resources X X X
Early functionality X X
Does not require a complete set of requirements
at the onset X* X
Resources can be held constant X
Control costs and risk through prototyping X
WEAKNESSES
Requires a complete set of requirements at the
onset X
Enforcement of non-implementation attitude
hampers analyst/designer communications X
Beginning with less defined general objectives
may be uncomfortable for management X X
Requires clean interfaces between modules
Incompatibility with a formal review and audit
procedure X X
Tendency for difficult problems to be pushed to
the future so that the initial promise of the first
increment is not met by subsequent products X X
* The incremental model may be used with a complete set of requirements or with less
defined general objectives.

Figure 2.3: Comparison of Waterfall, Incremental, Spiral - Reproduced from Sorensen, 1995 [6]

As an evaluation method, this strategy leaves many questions unanswered. The justification for
why a certain methodology is plotted with a specific curve is unclear. What happens if a
particular project has different inputs than another? Does an Incremental Development Approach
perform as effectively when deployed to a team of 100 engineers as it does to a team of 10? How
about when the project requirements are well defined but continually changing? This strategy

serves as a nice analogy for development teams seeking to select the right development
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methodology. It's unclear whether a team is better using methodology A versus methodology B
because the impact of many different variables is unclear. Until the various underlying variables

are better understood, this approach may not be effective at answering those questions.

In a qualitative experiment, Simao (2011) [8] uses research, documentation, and experts to score
Waterfall, Spiral, RAD, Scrum, and XP on Knowledge Areas (KA) within the Software
Engineering Body of Knowledge (SWEBOK). The third version of SWEBOK defines 15 KAs [9]
(those in bold are KAs included in the study discussed in [8]):

* Software requirements

* Software design

* Software construction

* Software testing

* Software maintenance

* Software configuration management

* Software engineering management

* Software engineering process

* Software engineering models and methods
* Software quality

* Software engineering professional practice
* Software engineering economics

e Computing foundations

* Mathematical foundations

* Engineering foundations

Within each Knowledge Area, the researchers score the methodologies on a series of sub-
categories. The resulting output for Spiral is shown in Figure 2.4. Similar charts were generated
for the other methodologies evaluated:

This approach has a logical decomposition using SWEBOK. An interesting next step would be
to take the methodologies and look at them side-by-side. This would be useful for managers to

understand which methodology could be most appropriate for their particular situation. This
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approach gives good insight into how teams might perform under these methodologies.
However, in seeking to understand what makes a methodology better for managing software
requirements, for example, this approach does not expose that information as readily.
Furthermore, this approach also does not easily give insight into how a methodology might be

improved (e.g. adjusted to better allow for management of software requirements).

100.00%

90.00%
80.00%
70,00%
60.00%
50.00%
40.00%
30.00%
20,00%
10.00%

0.00% <

1 m Software Requirements 100,00% 2 m Software Design 100.00%

3 m Software Construction 50,00% 4 m Software Testing 100.00%

s> @ Software Maintenance 25,00% & @ Software Configuration Management 83,33%
7 ® Software Engineening Management 66,67% 8 - Software Engineering Process 83,33%

s # Software Quality 75.00%

Figure 2.4: Evaluation of KAs based on SWEBOK for Spiral - Reproduced from Simao, 2011 [8]

2.2. Comparisons of Development Methodologies
Many bodies of research have been created covering the comparisons of different software
development methodologies. Frequently, Waterfall and Agile are two candidates in the race.

From that perspective, this thesis is no different. Waterfall and Agile are too important to

exclude.
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A very common approach to comparing methodologies, is a breakdown of attributes, such as

with positives and negatives then population of a matrix as shown in Figures 2.2 and 2.5.
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C; Validation
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- Prioritizes added value
& Allows partial requirements |
‘_*:j Focuses on small teams
. Develops minimal viable architecture |
= Produces minimal documentation
;&1?:3 Relies heavily on customer feedback

Susceptible to unforeseen risks

Figure 2.5: Comparison of Software Development Methodologies - Reproduced from Shaydulin, 2017 [10]

This approach can be a helpful way to organize observed characteristics of individual software
methodologies and see them at a glance [6], [10], [11]. There are three primary ways where this

type of comparison fails to deliver adequate evaluation of side-by-side comparisons.

First, in each of the matrix comparisons observed, only binary values were used to determine
whether or not a given methodology exhibits a certain desired, or undesired, characteristic. It's
much more likely that each of the methodologies exhibit characteristics on some continuous
scale. Can one really claim that a waterfall methodology has no focus on customer while every
agile-like methodology automatically does? Likely, the authors of this research considered this
shortcoming. However, to say whether Scrum or Feature Driven Development enables more
effective abilities to focus on customers would require a deeper understanding of the driving

elements that enable this ability. Without that fundamental perspective, this claim cannot be

made.

Second, looking at the comparisons of the methodologies in this way gives a snapshot view of
what the teams may or may not be able to do well working under a given methodology. But this

visualization does little to communicate, or help to understand, what makes a methodology
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enable or disable a certain characteristic. This mode of thinking also hinders the ability to see
how the methodology might be adjusted to be improved in a certain area. In [6], it is shown that
the Boehm’s Spiral methodology has the ability to control cost and risk through prototyping,
while agile and waterfall methodologies do not have this capability. Is there some fundamental
reason why Agile and Waterfall are incapable of employing strategies similar to the Spiral
method? This way of viewing does not allow a next step thought process. As such, evaluators of
methodologies, in this situation, are left to choose between the evaluated methodologies and
there is no invitation to adapt and modify to fit the needs of their own project and

organizational situations.

Third, the high-level criteria selected for the matrices are complex. There are situational,
organizational, product, and other drivers that impact and, in a sense, muddy the waters for
making any kind of evaluation of the methodology. Characteristics like Orderliness appeals to
management or Technical debt control are as much characteristics of the teams, managers,
customers, and the products themselves. It seems a more accurate assessment would treat the
methodologies as a coefficient for each of the reviewed characteristics. But they don't
automatically imbue projects with magical properties. A project does not automatically become
a technical-debt superpower by adopting a Test Driven Development methodology. What are
the fundamental and architectural attributes of a the methodologies that drive the coefficients of

success or failure?

These are the questions this comparison strategy raises. How well or how poorly do the
underlying properties of a methodology enable or restrict the behaviors that drive effective
project execution? Why do the properties enable or restrict the behaviors that drive effective
project execution? And what are the distilled properties that drive effective project execution?

These are the persisting questions after a review of the existing literature on this subject.
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3. Current Methods

3.1. Software Development Methodologies

There are many software development methodologies and strategies which can be categorized
in myriad different ways: ideologies, strategies, philosophies, processes, development life-
cycles, frameworks, and the list goes on. They are simply referred to in this text primarily as
methodologies. Reviewing and evaluating each and every methodology is outside the scope of
this research. The specific focus has been limited to reviewing four families of methods: Agile,
Waterfall, Spiral, and Set-Based. Agile and Waterfall are commonly considered foundational
strategies in software engineering. Spiral exhibits some of the structure of Waterfall but on a
more compact scale while also sharing some of the iterative qualities of Agile. Set-Based is new
to the software paradigm but is characterized by maintaining and pursuing a set of designs in

order to eventually down-select to the ideal choice.

3.2, Waterfall
Dr. Winston Royce first introduced Waterfall in a paper published in the early 1970’s [7]. In his
paper, Dr. Royce states, “The first rule of managing software development is ruthless
enforcement of documentation requirements.” This statement sums up the strictness and
rigidity of the waterfall method surprisingly well. It is highly dependent on thorough
documentation and following a plan. This rigidity is, perhaps, one of the reasons it is still used
today in many larger organizations. That same rigidity is also what encourages others to keep
their distance-especially those in dynamic and changing environments. Dr. Royce further adds
in his paper: |
At this point it is appropriate to raise the issue of — “how much documentation?” My own view
is “quite a lot;” certainly more than most programmers, analysts, or program designers are

willing to do if left to their own devices.
Figure 3.1 shows an adaptation of the waterfall methodology to the development of a mobile

application. Each box represents one of the phases of development of the system. The arrows

between the phases represent feedback loops that occur at the handoff points from one phase to
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the next. Within the waterfall workflow, these feedback loops are the primary point where
changes are made. Once the handoff takes place and the project moves along to the next phase,
modifications to the work done during prior phases becomes much more costly, in both time
and budget. As projects move further along toward completion, the risk of change may be
reduced due to fewer unknowns. However, the project becomes can still be somewhat exposed
because the risks that remain can have great impact on project objectives if they aren’t

appropriately mitigated.

Requirements and

Concept of
Operations
\ Architecture §

Design

Cliet

v
7

Development i | §‘

Testing

\ Deployment and

Maintenance

Figure 3.1: Waterfall Workflow Execution

Dr Royce showed foresight when he identified the inherent risks with the sequential nature of

the waterfall model [7]:
The testing phase which occurs at the end of the development cycle is the first event for which
timing, storage, inputfoutput 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 will not fix these kinds of difficulties. The required design
changes are likely 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 modified, 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 100-percent overrun in schedule andfor

costs.

[...]
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Hotwever, 1 believe the illustrated approach to be fundamentally sound.

In his paper, Dr Royce proposes five additional features that could be added to the basic flow
previously mentioned to protect against the need for substantial redesign and rework, shown in

Figure 3.2.
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Figure 3.2: Waterfall Concept of Operations - Reproduced from Royce, 1970 [7]

The complex network of processes depicted in Figure 3.2 could be enough to scare just about
anyone away from deploying Waterfall in their project. In many ways, it was frustration with
Waterfall’s rigidity and complexity that was the catalyst for the creation of other methods, such
as Agile. Or rather, the complexity of developing software is not adequately addressed in all

situations by deploying the waterfall methodology.

Further clarifications followed on Royce’s work over the years. Organizations such as the US
Department of Defense created their own Waterfall standards that have been adopted or

adapted by software organizations all over the world [12].

Waterfall, in some form or another, is still commonly used today, principally in large

engineering organizations. Waterfall is categorized by its sequential order for executing work, a
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top-down management style and way of assigning work, and reliance on documentation for

maintaining accountability and managing the software development processes.

3.3. Agile

No review of the family of agile methodologies could be complete without a reference to the
Agile Manifesto. Created in 2001, the manifesto was a statement made by a small gathering of
software engineers frustrated with the state of development at the time [13]. The values
addressed in the manifesto are as follows:

[...] We have come to value:

Individuals and interactions over processes and tools
Working software over comprehensive documentation
Customer collaboration over contract negotiation

Responding to change over following a plan

In this document, the agile methodology includes other frameworks that are commonly, but not
always, considered part of Agile, such as Scrum and Kanban. Agile frameworks are intended to
embrace changing requirements, even late in development (first principle of the 12 agile
principles). In an agile system, team members and key stakeholders (customers) collaborate.
The measure for progress is how the system actually functions and there is less reliance on
percentage of completion or other similar heuristics. Individuals meet together at regular
intervals (often referred to as sprints) to review project progress, reprioritize objectives, and

plan for upcoming iterations.

Agile methodologies afford a large amount of flexibility to team members and expect team
members to be highly self-motivated and productive. Where Waterfall keeps team members in
check through processes, Agile expects team members to self manage. This can result in greater
fulfillment for members of a team. But it can also result in greater uncertainty for those
responsible for delivering on project goals and objectives. Team members granted authority to
make certain decisions they would not be allowed to make in other paradigms. There is also a

focus on simplicity and on avoiding unnecessary complexity. It is the art of maximizing the
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amount of work not done. And team members are given the ability to identify which elements

should be kept out of a system, based on the understanding of the first-hand wishes of a

customer.
System Verification
/ and Validation
Requirements and Integration, Testing,
Archilecture Verification
A
Concept of Deployment and
Operations v Maintenance
Desiain Service
Sig Development
\ Client /
Development

Figure 3.3: Agile Workflow Execution

The workflow of an actively executed agile project is visualized in Figure 3.3. The project
intervals are shown, where elements of work, such as design and development, are carried out
in a focused manner during each iteration of the loop. This focuses the team on what will be

completed in the near future.

According to the principles of agile software [13], teams are self-organizing and are commonly
cross-functional as well. For example, developers, designers, and test engineers could all
compose a single team. Among agile teams, members are more likely to volunteer or to be
assigned through discussion, rather than having assignments made by a manager.
Coordination, clarification, and issues are resolved via face-to-face communication rather than
with an appeal to volumes of documentation. Documentation is used when necessary, but is not
typically the primary method for maintaining order, communicating ideas, and holding team

members accountable for their work.



3.4. Spiral

The spiral development methodology incorporates many characteristics of both waterfall and
agile development methodologies. It takes an iterative approach to chipping away at large
problems, allowing teams to become increasingly invested as the project moves along. It also

has a continual focus on the project goals and technical risks.
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Figure 3.4: Spiral Methodology - Reproduced from Boehm, 1988 [14]

In theory, a project starts at the center of the spiral, where the roughest plans and concept of

operations are define and prepared. The tenets of the spiral methodology are centered around

W
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managing the risks of the project. At each iteration of the spiral, risks are identified, assessed
and mitigation plans defined for the duration of that loop of the spiral. The spiral continues

until they’re no longer needed.

A typical cycle of a spiral begins by identifying [14]:
* The goals of that segment of the project (functionality, interface design, performance, etc)
* The various options for accomplishing the goals (acquiring, reusing, design option A or B, etc)

* The constraints inherent to each of the options (cost, schedule, complexity, etc)

Each cycle in the spiral model ends with a review by the key stakeholders involved with the
development of the product. The scope of the review includes the previous cycle, plans for the
next cycle, and any required resources. The purpose is to ensure that all stakeholders are
equally committed to completing the next phase of the project [14]. This approach can allow
organizations to assume and manage risk in smaller, more digestible chunks. It also allows for

software teams to embrace change over time while maintaining a local rigidity within a cycle.

3.5. Set-Based Design

Set-Based Design comes primarily from the hardware design and manufacturing world,
particularly from the Naval Ship-Building industry. But it is also used by a number of
automotive companies, under a slightly different name, Set-Based Concurrent Engineering
(SBCE). Most notably, Toyota, has used this method of engineering quite heavily as reviewed by
Sobek, 1999 [15].

Commonly in engineering projects, there is a pressure placed on finding solutions quickly as
possible in order to reduce uncertainty. Teams then work on refining those solutions through the
duration of the project. Set-Based design works completely in reverse. Set-Based design
principles suggest that design decisions should be delayed as long as possible. Rather than
seeking to arrive at a solution, the focus is on identifying the weakest options and eliminating
them. This allows for concurrent sets of options to be explored asynchronously, since they are

independent of each other. This can be done at a micro and/or a macro level of a project.
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SBCD is built on three principle phases discussed by Ammar, 2017 [16]:

* Mapping the design space: Create initial requirements that are ranges representing sets of
possibilities, rather than single point values.

* Integrating by intersection: Look for intersections of feasible sets while imposing minimum
constraints.

* Establishing feasibility before commitment: Narrow sets gradually while increasing detail

(staying within sets once committed).
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—
Design Change
Based on
New Insight ® Unab.:_z traecel;lange
Design Change New Insight
Based on
New Insight
New Insight New Insight New Insight
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Multiple Designs

—_— e
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Selection Made

— - Designs Eliminated More Designs Based on

Based on Eliminated Based New Insight
— New Insight on New Insight
—_— -
—

Figure 3.5: Single Design Approach vs Multiple Design Approach - Adaptations made for this thesis, original
published in Scaled Agile Framework, 2018 [17]

In Figure 3.5 the concept of Set-Based design is illustrated by contrasting a Single Design
approach and from a set-based Multiple Design approach. The most commonly used approach in
software is the serial approach, where a single solution is used and revised as new information

is gained. However, as any software engineer or manager knows, inevitably some new

37



information becomes available too late in development to adjust the plan to take advantage of
it. A tradeoff has to be accepted. Either the current solution needs to be reworked to account for
new insight or teams must essentially ignore the new information, as the cost to make course
corrections at this point is too great. In some cases the latter is not an option and the project
must be reworked or abandoned. The multiple design approach shown in Figure 3.5 works to
remedy this concern. By maintaining a set of concurrent designs, each working under the same

specifications, a wider range of possibilities can be explored.

Design Engineering Manufacturing Engineering

Set of Product Set of
“We've come up with several Design Manufacturable “Our manufacturing capabilities
designs thatwould meet our Possiblilities Product are best suited for designs with
functicna! requirements. They Designs these characteristics.”
lock roughly like this.”

"0K. We can handle any solution
in that set. This is enough
information to order tool stee!
and start process planning.”

“Great, We will work within these
timits and keep you posted on
developments.”

“\We've narrowed the possibilities
to this set and also fleshed out
some more of the detail.”

“Looks good. Your set is still with-
in our capabilities. We have some
minor design changes to request,

then we'll order castings.”

“This design looks good. Thanks
for including us early on. We'll
start fab’ing the tools and get into
pilot as soon as possible!”

“This is very close to our
final design. Please do your
final manutaclurability review.”

Figure 3.6: Set-Based Design Principles - Reproduced from Sobek, 1999 [15]

While well-tested and utilized in the automotive and naval ship-building industries, Set-Based
design has yet to be commonly used in the software industry. For reasons currently unknown. It
could be because software systems are easier to change than costly hardware systems and
therefore incurring the up-front costs of developing multiple solutions in parallel may be
impractical. Especially if a possible rework of a single solution could achieve the desired result.
Another possible reason could simply be that no clearly defined frameworks exist. Many
companies are more focused on building out software systems and are not interested in testing
and developing radical and emerging software development methodologies. Regardless of why
Set-Based design has yet to see its day for software development methodologies, it represents a

distinctly unique alternative architecture to many of the canonical methods currently in

38



practice. Furthermore, the evaluation of it in comparison to the currently used methods could

shed valuable insight into the strengths and weaknesses of all.

3.6 Project Fit

Comparing methodologies is often difficult due to the differences in scope and project
objectives. Some methodologies are more prescriptive than others. Other times the methodology
may be more applicable at a zoomed-in micro level while others make sense at a zoomed-out,
more macro level. In certain cases, the intent of the methodology may be to serve different
purposes. As such, identifying how they apply to projects can be problematic. It's no wonder
that companies, managers, and engineers have a difficult time identifying which methodology
fits their project best. To remedy this, it's important to reduce the methodologies down to their

most basic and fundamental building blocks and identify how they match up with projects.
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4. Research Approach

4.1. Understanding Project Purpose
Seeking to understand the purpose of a project and how its stakeholders derive value helps to
understand the importance of the various aspects of the project. Figure 4.1 shows the primary

function of a software project, which is to meet a stakeholder need through delivery of a

==

System Boundary |

Tasks/Stories

<
Team Members

Figure 4.1: Functional Decomposition of Project
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functioning software product. This is illustrated through a progression of processes executed by
team members. This is intended to show the low level actions that work in concert to execute a
project. This exercise clarifies the functions and processes at each stage. Beyond this primary
delivery of value described in Figure 5.1, a number of other supporting sub-processes must be
executed. These may include, but are not limited to:

e Identifying and mitigating risks

e Identifying and fixing anomalies in code

* Managing changes

* Managing costs

* Managing schedule

¢ Testing deliverables

* Sourcing 3rd party software modules

* Sourcing 3rd party services

* Securing application code

¢ Tuning application performance

This list is not exhaustive, but it helps to better understand what the primary and secondary
functions of a software project are and how these functions are translated into value. With this
understanding, it is much easier to identify the impact of various project elements. To
understand the impact of the deployment of a specific development strategy, it is important to
consider not only the primary path for delivery value, but each of the most important sub-
processes as well. Another exercise also decouples the value as it’s given to a stakeholder from

the currently understood mechanisms of the day for delivering that value.

4.2. Building the Model

In order to arrive at a project architecture model that can be used to understand the best fit for a
given project’s situation, each of the possible architectural decisions must first be identified.
These architectural decisions are design decisions of the project with substantial impact on the
look of the project. They have a tendency to lock-in other decisions and have particular ripple-
down impact on the direction of the project design [18]. These architectural decisions are then

mapped to a series of Life-Cycle properties, commonly referred to as Ilities [19]. To achieve the
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mapping, the results of these combinations are plotted onto a trade space where a Pareto

Frontier can be identified. Figure 4.1 gives a representation of the flow of this process.

Architectural
Decisions

Project
Architecture
Model

Project
Architecture
Fit

Figure 4.1: Research Flow

With a project architecture model, situational inputs can then be gathered from a potential
project. These situational inputs are the properties of the project. For the purposes of this
research, a series of toy projects are used. These toy projects show a range of possible projects,
with the purpose of covering a wide range of inputs to tease out the strengths and weaknesses
of each of the methodologies. If the model is effective, different project architectures should
highlight positive and negative fit combinations of situational project inputs across the various

life-cycle properties. For example, it could be expected that a relatively small project with a

42



limited number of variables but a high degree of uncertainty might perform better against an

agile-like project architecture than it would against a waterfall-like architecture when mapped

against the ability to adapt to a changing requirements life-cycle property. If this is indeed the

case, this could indicate a several things:

1. That the claims that agile-like project architectures perform better in small projects with high
uncertainty than waterfall-like project architectures

2. That the project architecture model, at least in this instance, did achieve what was expected
and provided an accurate classification of the project architecture against the life-cycle

properties and project inputs

Inversely, if this is not found to be the case, it could indicate another set of things:
1. That the claims regarding agile-like project architectures could be incorrect
2. That the project architecture model, in this instance, did not achieve what was expected and

there may be a crucial flaw in the approach taken

Additional tests will then be performed with other combinations of architectural decisions, life-

cycle properties, and situational inputs.
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5. Project Architecture

5.1. Project Decomposition: Two-Down-One-Up

A project decomposition is an effective way to visualize and understand a system. A
decomposition requires reducing the system down to its basic building blocks. The blocks can
then be organized into a hierarchical structure. In the SDM program at MIT, this is commonly
referred to as Formal Decomposition. The zeroth level is the containing system, or in this case,
the Project. When performing a Two-Down-One-Up Formal Decomposition, the first level of the
hierarchy is initially ignored, and the decomposition is performed at the second level. The
purpose of this is to allow the first level categorizations or groupings to occur naturally based
on the elements that arise from the reduction process. This prevents a premature classification in
the first level. In order to maintain a manageable level of complexity at each level, a convention
of 742 elements at each level is commonly used-though this is not a hard-and-fast rule. The
process of decomposing a system is a useful exercise in reverse-engineering an existing system
and allows for better understanding of its architectural makeup. It’s partially through this

decomposition process that insight into properties of architectural elements emerge.

As is done in by Moser, 2015 [20], the project itself can be treated as a socio-technical system, or
a system combining both human and technical elements in dynamic interaction. As a complex
system, decomposition identifies the project’s value. This process provides better insight into
the elements that make up a project, which is a prerequisite to understanding their emergent
properties. Figure 5.1 shows the top two levels of a software project formal decomposition. The
process of fixing a system boundary around the system helps to clarify which elements will be
considered directly as part of the system, and which elements impact the system only externally.
The specific justification for which elements are contained within the system boundary and
which elements are not, can change from decomposition to decomposition. The rule of thumb
used in Figure 5.1 is to contain those elements that have direct impact on the project and for
which the team managing the project has control. There may be a number of projects,
individuals, or processes that could affect a project architecture, but are not considered direct

contributors and are left outside the boundary.
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Figure 5.1: Software Project Decomposition (Level 1)

5.2. Product Decomposition

Figure 5.2 shows the decomposition of the product branch—or the deliverable. The elements
that make up this branch center on those facets of the project that directly impact the product.
This includes how requirements are created and how work is segmented, scheduled, and
estimated. Each element in the decomposition represents an architectural decision to be made.
Some of the decisions are more architectural than others, implying they have a greater impact

on the emergent architectural properties of the system.

Product (What)

Requirements Set Unit of Work Release

(Scope) Organization Work Estimation

Design Set Work Segmentation Work Organization Concept Selection

Figure 5.2: Software Product Decomposition (Level 2)

A sample product illustrates how architectural decisions might look: A healthcare software
system developed for a physician’s clinic. Stakeholders may include patients, doctors, nurses,

insurance companies, patient families, and so on. Many of these stakeholders may never use the
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system, or even know it exists, but they certainly are impacted by decisions made concerning
the system development. However, since the team tasked with developing this software does
not have direct control over these external stakeholders, they will be kept outside the system
boundary. There will also be a number of processes and other software systems inside a
healthcare environment needing to coexist with the software system being developed. Each of
these external components can be considered in a software architecture and interfaces with
them must be considered. However, the management team for the system in question does not
have direct impact over them and therefore these systems would commonly be excluded from
the system boundary. The decisions at this level determine much around how the Product itself

is managed. It is what is decided at this level that drives the architecture of the software project.

5.2.1. Requirements Set

Describes the way the requirements for the project are defined and maintained.

Decision : Option 1 o S { Optmn 2 o '__O'ptio'n'B

Ranges with increasing
specificity

Requirements Set * |Fluid Fixed

In this decomposition, the Requirements Set describes how requirements are managed and

maintained. Are they fluid, fixed, or somewhere in between?

In order to build the module of a simple patient record management system, there must be
cleanly defined requirements. In the sample project, the system that manages patient records is
being replaced. The new system needs to record patient appointments as well as record the
results of a visit. The system will primarily be used by the office staff, but individual patients

can log on to see their results or export and update their medical and insurance information.

High-level requirements could look as follows (For consistency across methodologies, the shall/
should format is used).

* An office staff member shall be able to manage the appointments for the office.

* A doctor shall be able to enter the summary of an office visit.

* A patient shall be able to access office visit summaries.
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As an architectural decision, the Requirements Set can take various different forms. For example,
requirements can be guiding principles to shape the direction the work takes. They remain fluid
to account for incoming feedback from user testing and customers. In other situations, once
agreed upon, the requirements remain fixed to allow the plan to be built around them.
Requirements may also be viewed as a range with the intention of higher specificity as

development progresses.

Ranges with increasing specificity

* A doctor should be able to enter office visit summaries using a method that fits well
within their current workflow.

* A patient should be able to access office visit summaries using a method that fits a

mobile lifestyle.

These requirements capture the essence of what the user needs but are not entirely explicit.
They represent a range of possibilities and give room for exploration. Within these ranges a
number of different concepts could be generated. After time is given for exploration, more

refined requirements could be established:

Ranges with increased specificity
* A doctor should be able to enter office visit summaries using a stylus on a tablet device.
* A doctor’s summary written using a stylus should automatically be transcribed to text.
* A patient should be able to access office visit summaries by having them read aloud via

a mobile device.

These requirements fit within the ranges of the original requirements, but they now represent

tighter specificity based on some effort of exploration.

5.2.2. Design Set

The number of potential designs considered, initially, or throughout the project.
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Decision Option 1 : Option2

Design Set Single Design Multiple Designs

A common practice among many methodologies is to reach consensus on a single design
solution and work to develop and refine the design throughout the course of the project.
However, another possible project architecture could use multiple designs as a way to explore
multiple solutions simultaneously. Imagine a situation where a major software company has a
need for a particular piece of software to be ready by a certain date. The company has access to
substantial resources and missing the particular deadline could cost the company greatly.
Multiple development teams could be deployed to work on different designs for the same
component in parallel. Developing multiple designs concurrently in this scenario could increase

the possibility of finding a solution that will be ready in time.

Another possible use case for a multiple-design architecture could be in a situation where an
organization is in search of the optimal solution for a given application. Multiple designs could
be explored simultaneously. Evaluations of the resulting designs could then be compared,

allowing the organization to identify the best solution to solve the need.

Returning to the sample case of the software application for the physician’s clinic, multiple
designs could look as follows in practice. The requirement set decision of Ranges with increasing

specificity could be used here.

Multiple Designs
* Design Option A
* A doctor should be able to enter office visit summaries using a stylus on a tablet
device.
* A doctor’s summary written using a stylus should automatically be transcribed to
text.
¢ Design Option B
* A doctor should be able to enter office visit summaries using voice to text on a

mobile handset.
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¢ Design Option C
» A doctor should be able to enter office visit summaries using image recognition of

a slip of paper with the summary notes handwritten.

Each of these designs satisfy the requirements provided and offer a unique way to solve the

need.

5.2.3. Unit of Work

The basic unit of work to be executed.

Decision. . -_Optidn 1 ' Option 2.

Unit of Work o i | User-focused story Task

Units of work are most commonly broken out into user stories or tasks. User stories are focused
on the end-to-end resulting functionality for a user. A tasks is commonly written from an
engineering perspective. Both come with their strengths and weaknesses. With either case, they
should be specific and verifiable. In the case of the patient record management system the same

components may be broken out in the following ways:

User-focused story

* As an office staff member, I can add new appointments for patients.

* As an office staff member, I can see upcoming appointments to identify doctor’s
openings.

¢ As a doctor, I can record visit results so patients can view them.

¢ As a patient, I can view my visit results.

Each of the stories is written in an end-to-end verifiable, user-focused way. Instead of focusing
on the system, the team members developing the system have to focus on the user and what
their needs are. This can protect against losing sight of the why when developing features. The

same user stories could be written as tasks as well.
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Tasks
* Set up a database system.
¢ Create connectors between application layer and database system.
* Create interface mockups for office staff appointment views.
* Create interface mockups for doctor visit results.
* Create interface mockups for patient visit information view.
* Implement logic to allow staff member to view upcoming appointments.
¢ Implement logic to allow staff member to create appointments.
* Implement logic to allow doctor to record visit results.

¢ Implement logic to allow patient to view visit results.

With tasks, there’s a greater focus on exactly what is being done in each task. With user stories,

there’s a greater focus on why the team member is doing what they’re doing.

5.2.4. Work Segmentation

How the units of work are organized.

Decision L i optonl s Option 2

Work Segmentation ' |End-to-end Phased

Closely related to the individual work units is the work segmentation. Whether features are
worked on from an end-to-end perspective or whether the work execution is phased. If an
organization is creating user stories instead of tasks, they’re almost certainly going to be also
using an end-to-end approach for executing the work and this is also commonly paired with a
cross-functional team. A task-based method is commonly paired with a phased approach but
this isn’t always the case. As mentioned, this is closely aligned to the way teams are formed as

well, whether as cross-functional teams or teams are grouped by role.

In end-to-end, user experience designers, interface designers, software engineers, test engineers,
all work on the same features at about the same time or within the same cycle. The designs for
the feature are provided to the engineers to implement, and the features are tested in very short

iterations. In a phased approach, a more zoomed-out perspective is taken. A whole set of
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features (or in some cases, the entire product) start with the user experience and/or user
interface teams. Designs are then provided to engineering to implement after which the product
is sent to a testing team for testing and validation. When working on a feature end-to-end, if an
issue is found by one team member, they can engage the person who just created it. With the
phased approach, by the time testing gets their hands on the product, the interface team is

already moved on to working on other projects.

This could look like the following in the patient management system:

End-to-End

* A user experience designer creates low-fidelity mockups of the process of a staff
member adding an appointment and tests them out with someone else on the team.

* A user interface designer takes the low-fidelity mockups of the feature and creates a
high fidelity mockup of the feature.

* An engineer or multiple engineers implement the logic for the feature to function and
implement the designs.

* A test engineer tests that as a staff member they can actually add appointments and
communicates any inconsistencies back to the team members who created the feature.

* Next, they all move on to the next feature.

Phased

* The interface team creates the mockups for all of the features in the set. Once those have
been created and signed off on, they are sent to the engineering team.

* The engineering team then implements the staff user functionality, the doctor
functionality, and the patient functionality.

* The test engineers then test and validate that the staff member, doctor, and patient
functionality all work as intended. If any of the functions does not pass validation, it’s
sent back to the team that owns the issue for rework so it can then be resubmitted for

testing.
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It's worth noting that if multiple design sets are being created, these processes could be
happening with multiple teams in parallel for segments of a project. It is also not necessary that
multiple designs be carried out from beginning to end of a project. Rather, it explores feasibility

of multiple concepts at once to determine the best fit.

5.2.5. Release Organization

How work is assigned to releases.

Decision Option 1 Option 2 Option 3 Option 4 Option 5

Rel ' i Time/ Feat

Oe SR Time Bound Feature Bound Cost Bound Time; Feature m:te/ eature/
rganization Bound Cost Bound

There are different ways to segment out work. In some cases, a team may choose to break out
work units into individual time-bound segments, commonly referred to as sprints. Sprints
aren’t the only way teams organize their releases by time. For example, Canonical Ltd, the
developer of the popular Linux distribution, Ubuntu, commonly releases twice per year
(typically in April and October) [21]. The releases are set for those times and whatever is ready

to ship by that time is included in the release. In other situations, a decision could be made to

Schedule

Cost Scope

Figure 5.4: Iron Triangle - Triple Constraint

focus on milestones, or groups of features and ship when those features are ready. Blizzard, the
popular game developer, has historically subscribed to this method. They notably ship their

software when it’s ready and don’t make promises about when that might be. In one of their
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Figure 5.5: Software Process Decomposition (Level 2)

core values, they state, “At the end of the day, most players won’t remember whether the game

was late -- only whether it was great [22].”

Time Bound
* The project will be released once a month. Whatever features are finished and tested by

this time will be available to users to user.

Feature Bound
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Figure 5.6: Software Organization Decomposition (Level 2)

* An initial release must include all functionality for staff members and doctors. All of
these features must be included with Milestone 1.

¢ Patient facing features will be slotted for Milestone 2.

Budget Bound
* A specified budget is set for the project within which the teams need to deliver the

patient management system. Whatever the feature set ends up being, it must be

delivered within the budgeted amount.
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Time and Feature Bound

* There’s an important Healthcare Conference in June. This system needs to be tested and
ready for launch by this time. All staff member, doctor, and patient facing features must
be ready by the conference. This may take additional resources to ensure this deadline is

able to be met.

Time, Feature, and Budget Bound
* The staff member and doctor facing features are required to be delivered by a specified

date and is agreed upon for a certain cost.

5.2.6. Concept Selection

The method used for down-selecting to the specific product architecture.

Decision 0 ' Ophon}. e Op_tionz

C_once'Pf .Séi.e'ct‘ion_. e ~ |Solution Seeking Non-Solution Seeking

This decision is closely linked to the Design Set decision to select a single design or multiple
designs. If option 1 is selected, then clearly only a single design makes sense. However, if the
project architecture uses multiple designs, then Concept Selection could be solution seeking or
non-solution seeking. This could also be thought of as an Opt-Out vs Opt-In scenario. With
solution seeking, the objective is to find the possible solutions to develop. With non-solution
seeking as a selection strategy, project decisions are delayed as much as possible in order to
ensure the greatest possibility of having all necessary facts before making a locking decision, at

which point, dominated solutions are eliminated leaving only the most promising solutions.

5.2.7. Others Product Architectural Decisions

How product elements to be developed are categorized.

Decision Option1 Option 2 Option 3

Work Organization Modular System Monolithic System Hybrid System

Method for measuring how long a work unit will take to complete.
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Decision - Option 1 Option 2

Work Estimating Difficulty to Velocity Hours of Effort

5.3. Process Decomposition

The next layer of decomposition is at the process level. What are the processes that enable the
execution of the project? Figure 5.5 shows these broken out into three individual areas: Product
Management, Team and Resource Management, and Quality, Verification, and Validation. The
architectural decisions within the process decomposition are not as readily apparent in the
software product, and as such, examples of how they apply to the sample physician’s software
application are not included. However the individual architectural decisions and their options

are shown in Figure 5.7.

5.4. Organization Decomposition

The third and final layer of decomposition is at the organization level. This refers to the
organizational structure that enables the project architecture. Figure 5.6 shows the
organizational structure broken out. Similarly to the process decomposition, the organization
decomposition elements are not readily apparent in the software product. As a result, the
specific product results from the sample physician’s application are not included here.

Individual architectural decisions and their options are shown in Figure 5.7.

5.5. Architectural Decisions

Architectural decisions are the subset of design decisions with the farthest reaching emergent
consequences for the project [18]. These are the decisions most likely to set one architecture
apart from another. As such, these are the decisions most difficult to change down the road.
Selecting the right combination of these decisions allows for optimization to the desired
scenario. Rather than a binary designation of being an Architectural Decision or not, this
designation is more of a spectrum. Some decisions are more architectural than others. The
decisions most architectural in nature should be made earlier in the project, reserving decisions
that are more design decisions, those with less impact to be made down the road when is most

appropriate. Because architectural decisions have such an impact on the success of an

59



architecture, it's crucial to make these decisions with the right amount of information (i.e. and
not make these decisions too soon either). This is much of the motivation of this research—to be
able to define the decisions with the most substantial impact on different ilities and situational
project inputs, to be able to allow individuals to recognize which decisions they’re making and
what the downstream effects are of those decisions. To know when a decision they’ve made will

have a locking-in effect on other decisions down the road.

Architectural decisions can be prioritized through a number of means. By looking at how
connected their components are to other elements in the system. Decisions involving highly-
connected components often have far-reaching emergent consequences, but not always. If a
change is made at a highly-connected node, there is a greater potential for ripple down
consequences. Much more so than a node with no other connections. Figure 5.8 shows the
Project Architecture decomposition networked to each other. This representation shows how
each of the individual decisions interact with one another. In Table 5.1, the architectural
decisions are then sorted in order by their nodal degree with the most connected decisions at

the top.

Other considerations are given for decisions that set one architecture apart from another. If a
decision has little to no impact on the overall system, then it is said to be less of an architectural

decision and more of a design decision only.

Table 5.1: Sorted Architectural Decisions by Nodal Degree

R

Requirements Set (Scope)

SHeE

Quality Recovery (How managed)

@ o g o I o

Concept Selection
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Decision Degree (In + Out)

Design Set

Prioritization (Who sets)

o 5 Sz
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Nodal degree is not the only factor to consider when determining the architectural impact of a

decision.

Certain decisions create hard dependencies with the other decisions. These decisions are tightly
coupled with others. With these decisions, it makes less sense to include two decisions that have
options that only associate with each other. If A is selected in the first decision, then A must be
selected in the second decision. If B is selected in the first, then B must be selected in the second.
By combining multiple decisions with this type of behavior, then the results we get from the
various combinations will be less insightful. Other decisions have important ripple effects to the
rest of the project. In other cases, certain combinations are possible, but should be avoided as
they create additional risks. For example, a fixed scope together with a fixed budget and a fixed
timeline forms what is commonly referred to as the Iron Triangle (see Figure 5.4). It is very risky
for a development team to take on a project under these terms as projects rarely go according to

plan.

An architectural decision should have meaningful emergent properties. The font used in a
mobile app, for example, has very little impact on the the development of the app. And, even
though it may have a high nodal degree based on the components with which it interfaces, and
depending on the architecture, it's relatively simple to change and therefore represents more of
a design decision than an architectural decision. Along the same lines, the architectural decision
around who is the “Visionary” has a high nodal degree. It's not to say that a design decision
doesn’t have a substantial impact on the outcome of a product or project. It’s just to say that it
may not need to be decided as early in the process (i.e. at the architectural level). Selecting the
position held by the person who holds the vision for a project, while it touches a large number
of other elements within the project, is not a very architectural decision because it's easy to
change out and doesn’t impact the other decisions in a meaningful way. However, determining
whether a budget is to be released based upon hitting a series of milestones versus monthly can
have great impact on the other decisions and would therefore be a very architectural decision.
This single decision could determine which methodology or type of methodology should be

selected.
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Given the desire to compare several of the canonical development methodologies, it’s also
important that given the designation of a specific set of architectural decisions it's possible to

describe and differentiate each methodology using this vocabulary.

Figure 5.6 shows a morphological matrix of architectural decisions for project design, with a
description of the intent of each decision. The different options for each decision are also shown.
The objective of this matrix is to be able to use this as a vocabulary for describing and defining
the different canonical software project management methodologies and then to be able to

compare them to one another.

5.6. Describing Canonical Methods using Architectural Decisions

One of the main difficulties of comparing one methodology to another, is that each approach
uses a different nomenclature or jargon to define their processes and elements. What one
methodology calls a user story another methodology calls a task. To complicate the situation,

the terms mean something slightly different in each methodology.

This complication can be remedied by defining common denominators or building blocks for
strategies that truly represent what is actually taking place in the method. A common
understanding can be achieved allowing for cleaner comparisons to be made. The following
decisions can be used to describe the different canonical methods. By creating combinations of
these options, one architecture can be differentiated from another. These architectural decisions
can also be used to articulate other architectures outside of the canonical norms accepted today.
This allows for optimization based on the actual needs of the project, rather than a requirement

to fit the organization, processes, or product to the specific methodology.

Architectural Decisions

1) Release Organization: How work is assigned to releases.

2) Team Organization: The skill-set makeup of teams.

3) Work Segmentation: How the units of work are organized.

4) Requirements Set (Scope): Describes the way requirements for the project are defined and

maintained.
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5) Quality Recovery (How managed): Approach for managing how quality is recovered when
what is being produced does not meet the standards/specifications for what has been
committed.

6) Concept Selection: The method used for down-selecting to the specific product architecture.

7) Design Set: How many potential designs are considered at least initially or throughout the
project.

8) Project Feasibility (When determined): Which point in the process the project is deemed
technically feasible.

9) Budget (How managed): How is the funding dispersed and applied to the project.

These decisions are translate to the morphological matrix show in Table 5.2. This table shows
the architectural decisions with their associated options. For each decision, there associating
options contribute, in some form or another, to the differentiation of the project architecture and

have some sort of emergent or down-stream impact on the design of the project.

Table 5.2: Condensed Marphologzcal Mamx uf Archttectuml Deczswns

Dec:swn Optmnl Option4 - | Option 5
e B 5 Time, Feature,
Rele_asfg i |TimeBound Feature Bound Cost Bound Tizgie Bownd/ and Budget
Organization Feature Bound
CEa e Bound
Team ' ; :
Orgamzati n.g' o Cross-Functional |Functional
Work
Segme ntatmn End to End Phased
Requn’eme_nts Set . . Ranges_, with
g = Fluid Fixed increasing
(Scope) : s
: specificity
Quahty Recovery Continual .
(How managed) |prioritization Pest produchion, | Flissed
Design Set : Single Design Multiple Designs
Project
Feasibility (When |Inception Post-prototype Not Done Continuous
determined)
Budget (How Full Project Incremental Performance-
managed) Funding Funding based Funding
Unit of Work ser-tage Task
story
Exploration’ Phased Continuous Initial Not Executed
Concept : . Non-Solution
Selection wolution Seekirig Seeking
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This morphological matrix can be used to define and describe different methodologies. Table
5.3 is showing an agile-like architecture by highlighting the options within each decision that
make the project more agile. These values were derived using documentation on various agile
frameworks, the Agile Manifesto [13], and the 12 principles of Agile, and personal experience of
how teams are commonly formed within Agile. A few notes on some of the properties selected

here:

* Due to the time bound cycles or intervals, commonly referred to as sprints, agile releases are
usually time bound. There are situations where a larger release may be reserved until a set of
features have been completed. But typically, especially with a continuous integration scenario,
the features ready at the end of the cycle are what end up getting deployed and those that are
not yet ready get pushed to the next cycle.

* Work segmentation in an agile-like environment has a focus on the end-to-end experience.
The work for a feature is executed with members of the team from various disciplines to be
able to satisfy accomplish the objective. The team members divvy up the work and segment it
in ways that make sense with each other. This contrasts with a scenario where a group of
features are all transferred together from phase to phase (design, development, testing, etc) in
an assembly line-type fashion.

* A fluid set of requirements hits at the core of much of the motivation for the agile
methodology. Other methodologies were born out of the manufacturing use-case, where
products move from station to station and at the end are reviewed for quality and then

shipped. This is now how most software is built.

Table 5.3: Morphological Matrix Highlighting an Agile-like Architecture
EDecision Option 1 Option 2 Option 3 Option 4 Option 5

Time, Feature,

:iReleas'e ; Bo Feature Bound Cost Bound e Bgundy and Budget
EOrgamzatlon Feature Bound 'Bound
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Decision Option 1 Option 2 Option 3 Option 4 Option 5
Team z
0 S Functional

rganization
Work
Segmentation Phased

—

Requirements Set . .Ranges', wit
s ) : Fixed increasing

FOP.e : specificity ]
Quality Recovery :
(How managed) |l Post production |Phased
Design Set g Multiple Designs
Project
Feasibility (When | Inception Post-prototype Not Done
determined)
Budget (How Full Project Performance-
managed) Funding based Funding
Unit of Work Task
Exploration Phased 0 0 Initial Not Executed
Coﬁcept_ . : Non-Solution
Selection Solution Seeking Seeking

The matrix shown in Table 5.4 describes a waterfall-like architecture. Options have been
selected based on information collected from the definitions of the standard by Dr Winston
Royce [7] as well as the standard defined by the US Department of Defense 2167A [12]. The

justification for the decisions is as follows:

» Waterfall milestones are generally feature bound (or task bound). When the set of tasks, or
requirements, have been delivered, the milestone is considered complete. They are not based
upon arriving at a certain date or by hitting a point in the budget.

¢ Because of the way the work is segmented, the teams are organized by function. Projects
proceed from analysis to design and from design to coding, from coding to testing, and so on.
This form of progression doesn’t translate well to a cross-functional team.

* The processing of moving the software product from phase to phase does not lend itself well
to fluid or changing requirements either. When a change is encountered, the module, or in

some cases the entire code base, has to return to an earlier stage in the process to be reworked.

Table 5.4: Morphological Matrix Highlighting a Waterfall-like Architecture
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Decision Option 1 Option 2 Option 3 Option 4 Option 5
: Time, Feature,
Releas.e . Time Bound B Cost Bound Time Bound/ and Budget
Organization Feature Bound
Bound
Team ’
Organization Cross-Functional
Work
s . End to End
egmentation
Requirements Set | .. . Ranges., —
Fluid increasing
(Scope) e
_ specificity
Quality Recovery Cc?ntl_n_ual_ Phased
(How managed) |prioritization
Design Set g Multiple Designs
Project
Feasibility (When 0 Post-prototype Not Done Continuous
determined)
Budget (How 0 Incremental Performance-
managed) g Fundin based Funding
Unit of Work User-focused
s story
Exploration Phased Continuous a Not Executed
Concept : ; Non-Solution
Selection Solution Seeking Seeking

The matrix shown in Table 5.5 describes the spiral architecture. Options have been selected

based on information collected from Boehm’s paper introducing the spiral methodology [14].

The justification for the decisions is as follows:

e Spiral releases are generally feature bound. With each iteration of the cycle, there is a very
clear set of objectives that should be achieved. These gates are cleared not when a date is hit or

the budget reaches a certain amount, but when the items in the scope of the cycle are

achieved.

* The spiral methodology does not prescribe whether or not teams should be cross-functional or

functional.

* Requirements within Spiral start out as ranges but then increase in specificity with each

progressive cycle.

* Quality is recovered with each cycle in the spiral.

* Spiral methodology doesn’t prescribe a unit of work or a budget management strategy.
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Table 5.5: Morphological Matrix Highlighting a Spiral Architecture

Decision Option 1 Option 2 Option 3 Option 4 Option5
) Time, Feature,
Releas.e : Time Bound e B Cost Bound Time Bound/ and Budget
Organization Feature Bound
Bound
Team ; :
Organization Cross-Functional |Functional
Work
Segmentation 3 Phased
Requirements Set Fluid Fixed
(Scope)
Quality Recovery _ _
(How managed) Post production | Phased
Desigh Set . Desig Multiple Designs
Project = =
Feasibility (When | Inception Post-prototype Not Done
determined)
Bud_get (How  [Full Project Incremental Performance-
managed) Funding Funding based Funding
Unit 5 fWork User-focused Task
3 = |story
E'xplorg'tibh.'- | Phased 0 Initial Not Executed
Coﬁ'éépf. : . : Non-5Solution
Salicion Solution Seeking Seeking

The matrix shown in Table 5.6 describes the set-based architecture. Options have been selected
based on information collected from [23-24], [31-32]. The justification for the decisions is as

follows:

* Set-based development methodologies emphasize requirement sets with ranges, multiple

designs within a design set, and non-solution seeking concept selection.

Table 5.6: Morphological Matrix Highlighting u Set-Based Architecture

Decision Option 1 Option 2 Option 3 Option 4 Option 5

i Time, Feature,
Releas'e . Time Bound Feature Bound Cost Bound TusteDaund) and Budget
Organization Feature Bound

_ Bound

Team ; .
Organization Cross-Functional |Functional
Work
Sermentation End to End Phased
Requirements Set Fluid i :
(Scope)
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Decision Option 1 Option 2 Option 3 Option 4 Option 5
lity R
QualifyKecoyesy Post production  |Phased
(How managed)
Design Set Single Design e D
Project
Feasibility (When | Inception Post-prototype Not Done 0 o
determined)
Budget (How  |Full Project Incremental Performance-
managed) = [Funding Funding based Funding
i I User-f
Unit of Work i Task
: : story
Exploratiéﬁ : Phased Initial Not Executed
Concept ' ; : ) N
Salestion Solution Seeking
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6. Project Ilities

6.1. Software Product Ilities

Commonly, the concept of ilities is used to describe or characterize a system. Many times these
are closely aligned to the non-functional requirements of the system. However, the scope of these
properties goes well beyond the simple binary test of whether the system works or does not
work [19]. It's crucial to understand how the system behaves over the course of its life-cycle.
There is ordinality to these characteristics and they describe the system performance over time.

Included is a list of ilities commonly used in software products.

Intermediate metrics or heuristics can be used to quantify performance over time, such as in the
case of reliability, efficiency, and usability. Non-functional requirements are commonly defined
based on these properties and system requirements may specify the system functions within a
certain failure rate threshold, for example. Core components of the software system are
commonly tracked and the metrics can be used as part of the Service Level Agreement (SLA) of

the system.

Quality

* How well does a product consistently deliver its primary value?

Maintainability

* What level of effort is required to maintain the software code?

* What level of effort is required to maintain the system?

Reliability

* What is the confidence level that the system is able to perform its intended function(s)?

Usability

* How easy to use is the system? (Often determined through qualitative user studies, but can be
measured using certain metrics as well).

Efficiency

¢ How long does it take to complete certain key tasks using Fitt’s, the Steering Law, or many

others not addressed here [25]?
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Adaptability

* How well does the system adapt to changing needs of the key stakeholders or users?

Availability

* What is the Mean Time Between Failures (MTBF) for key components [26]?

* What is the system uptime?

Security

* How successfully have key components of the system been locked down and protected from
attacks?

Portability

* What is the level of effort required to port the system (or its components) to other possible
environments or use-cases?

Scalability

* How well does the system scale to account for additional usage?

Safety

* How likely could any loss occur that is deemed unacceptable to key stakeholders [26]?

* What mitigations have been put in place to reduce the possibility of experiencing failures that
put mission objectives at risk [26]?

Fault tolerance

* How effectively does the system degrade when it enters a failure mode?

Testability

* How effectively is the system tested, especially when making changes to code or how

resources function?

Clearly, not every ility is as crucial to the success of a system as another. And from situation to
situation, the relative usefulness or impact of an ility may change, given inputs of project needs.

More will be discussed further regarding how project inputs effects the focus on different ilities.

In Engineering Systems, de Weck speaks on the importance of these Life-Cycle Properties and
why they’ve become vital to complex systems [19]. When automobiles were first invented they
were little more than horse-drawn carriages with a motor. However, as their usefulness

increased and the scope of their application expanded, the systems were expected to perform
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additional sub-functions that were not initially part of the requirements. Initially, it was enough
that the automobile was able to transport a user from one point to another powered by a motor.
It became increasingly important, however, that the automobile could perform this function
with reliability and in a predictable amount of time. That an automobile could achieve this

without causing bodily harm to parties involved was also key [19].

For software products, the idea that focusing on ilities improves overall system effectiveness is
not a new concept. But there are many different elements that contribute to the adequate
performance in these categories. It's important to recognize the quality of the engineering team,
the budget available to the project, the state of the particular industry for which the system is
being built, and many other considerations. The architecture of the project design and project
management methodology selected is only one of these contributors, and any correlations to
performance against these ilities can, in many cases, be one or more steps removed. As such, it
is important to separate out the the impact a particular project architecture could have against

software system life-cycle properties. There needs to be a more direct correlation.

6.2. Software Project Ilities

In order to achieve a similar goal as the life-cycle properties commonly used to evaluate
performance of software systems, life-cycle properties can also be used to evaluate the
performance of the design of a software project architecture. These properties follow the same
constraints and principles as their software-product counterparts. They still have ordinality and
could have non-functional requirements and specifications that use them as a foundation.
However, they are used to describe the performance of the architecture and design of the
project, not the system the project yields. Some properties apply in both analogies. However,

some don'’t translate as cleanly.

Responsiveness to change

* How easily can the project accept new requirements and not disrupt execution?

* How manageable is the project plan for the manager when requirements change?

* How well can a manager see the downstream or ripple effects of a change in requirements?

* Does the architecture allow for change?
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Team Size Scalability

* How well does the methodology adapt for larger and smaller team sizes?

Scope Size Scalability

* How well does the methodology adapt for larger and smaller scope sizes?

Complexity Scalability

* How well does the methodology perform over a various number of scales?

Scalability

* How easily can the architecture adapt to additional team members?

* How easily can the architecture adapt to additional teams?

* How well does the architecture handle large numbers of requirements?

* How well can the architecture keep track of large number of components?

* How well does the architecture facilitate the visibility of how elements (components,
requirements, delays) impact each other?

Primary stakeholder collaboration (customer)

* How well does the architecture allow for input from primary stakeholders?

* Are there opportunities throughout for the primary stakeholders to get a good view of what is
happening and provide feedback?

¢ Is there a mechanism for the feedback/input provided to be worked into the system?

* Are there opportunities for the primary stakeholder to see the impact of decisions?

Ability to identify project risks

* How well the methodology helps to identify upcoming risks.

Ability to mitigate project risks

* How well the methodology helps to be able to create and deploy mitigation plans.

Ability to identify technical risks

* How well the methodology helps to identify technical risks.

Ability to mitigate technical risks

* How discoverable are risks within the architecture?

* How well does the architecture account for risks to project goals?

* How well does the architecture allow for adaptations to account for mitigations to discovered
risks?

Feasibility determination
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* How well does the architecture allow for the appropriate determination of feasibility?

Ability to trace requiremenis

* How well the architecture allows for tracking the satisfactory delivery of requirements
Organizational Complexity

* What is the complexity of the organization under the prescribed architecture?

Progress trackability

* How the information flows through the teams/organization based on the project architecture?
* What is the reliability of the flow of information?

Budget visibility

* How much visibility is there into how the budget is being spent throughout the project?
Budget accuracy

* How accurate are budget estimates given the specific project architecture?

Using these ilities, different methodologies and architectures can be compared and contrasted.
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7. Tradespaces

7.1. Mapping Architectural Decisions to Ilities

Figure 7.1 maps the previously defined architectural decisions to a list of six different life cycle
properties. The groupings of Product, Process, and Organization are retained from the previous
diagram. Architectural decisions from each of these areas are included, though the Product area

is more heavily represented. This is due to the fact that these decisions are the most impactful

on the outcome of the software product.

Each option for the architectural decision is scored against each life-cycle property, or project
ility. The reduction of the complex project as a system to its basic elements provides a way to
apply a score between a life-cycle property and a corresponding architectural property.
Representing the elements in their simplest form aims to reduce bias and avoid situational
misinterpretations, though neither of these are completely eliminated. The justifications for each

of the scores shown is provided in Appendix A of this thesis.
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Figure 7.1: Mapping of Architectural Decisions to Life-Cycle Properties

One important note: This approach has one obvious shortfall of accounting for the relationships
between architectural decisions and how the combination of these decisions might positively or
negatively impact the project. That said, there is still value in looking at these results because

there is much to gain from the combinations of architectural decisions and their impact on
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project ilities. The purpose here is not to create a definitive guide on which architecture reigns
supreme. Rather, this exercise offers hints and ideas on combinations not yet tried—or how these
combinations compare to others that have already been employed many times over. The
purpose is, given a project bent on a certain direction, to determine if another combination of

choices might yield a better result when a specific outcome is desired.

With the mappings and scoring generated (as shown in Figure 7.1) tradespaces are generated to
show the intersection between two project life-cycle properties. The methodologies can be
plotted to understand how architectural decisions impact the performance of the architectures

on their corresponding software projects where they are deployed.

7.2. Tradespace Comparisons: Ability to Identify Risk and Ease of Customer Collaboration

Figure 7.2 shows two important ilities: Ease of Customer Collaboration and Ability to Identify
Project Risk. In this situation, project risk refers to risk that impedes achievement of project
goals. Customer collaboration refers to the ability to receive, respond to, and incorporate
customer feedback along the way. Each point along the tradespace represents one or more

combinations of architectural decisions.
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Figure 7.2: Ease of Customer Collaboration and Ability to Identify Project Risk
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The combination of these two ilities paints a picture of a methodology that is able to identify
risks and adapt to them. A methodology with the ability to identify risks but has no ability to
adapt to risk mitigations would not be very effective. Furthermore, this visualization attempts
to show how methodologies might perform in a situation where collaboration with a key
stakeholder is important. The x and y values are derived by summing the scores of decisions
made using the matrix in Figure 7.1, which are the scores of each selection mapped back to an
ility. In Figure 7.2, it is interesting to note where on the plot each of the methodologies lie on the
plot. Both Agile and Waterfall are highly prescriptive methodologies. As such, their
architectures are well defined and do not represent a wide number of sub-architectures (or
variations of architectural decisions) across the tradespace. Alternatively, Set-Based and Spiral
are much less-defined (or much less prescriptive) and represent a wider array of architectures,

as illustrated by their wider footprint on the chart.

As expected, Waterfall ranks relatively low in the area of Ease of Customer Collaboration. It is no
secret that many find Waterfall not responsive to change-and this representation supports that
notion. Based on the rigidity of this method, this is not a substantial surprise. In contrast, what
may be surprising is where Waterfall ranks with regard to Identifying Project Risk. Perhaps it is
not as well-known that Waterfall, as a methodology, does not perform well at identifying risks
to project goals. The fact that architectures within the spiral method rank relatively high on
Ability to Identify Project Risk is also noteworthy. Risk management is a primary focus within the
spiral methodology [14]. Its spot on the tradespace confirms these strengths. Finally, as noted
earlier in this thesis, the agile methodology puts a high emphasis on the ability to adapt to

customer feedback. This model to validates this claim.

To benefit fully from this research, it's important to follow the path backward through to
understand why a methodology scored a certain way. And, as this is an experimental model, it
is also important to ask if the results match reality. It may be reasonable to think that Waterfall
should score higher in identifying risk, for example. Perhaps the scoring of Ability to Identify
Project Risk is weighted too heavily toward those selections that allow for changes throughout

the life of the project and not enough weight on selections that allow team members to model
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and predict pitfalls before they occur. Reviewing justifications in Appendix A offers better

understanding.

The Pareto Frontier in Figure 7.2 shows a solid black line connecting solid black dots. These are
the optimal architectures for the specific life-cycle properties plotted. This gives insight into the
ideal combinations of architectural decisions. Table 7.1 shows the selections the most optimized
architectures have in common (the architectures along the Pareto Frontier). The decisions for
Release Organization and Requirements Set (Scope) are the main differentiators of the architectures
along the Frontier and are therefore left open in Table 7.1. Following this model, the selections
made in Table 7.1 are the decisions one would make first, combined with either the selections
from Table 7.2 or Table 7.3, in order to achieve an architecture along the Pareto Frontier and

optimize for these ilities.

Table 7.1: Optimal Architectures for Ease of Customer Collaboration and Ability to Identify Project Risk

Decision Option 1 Opﬁonz e Option3 ~ |Option 4 Option 5
o ; i e .- e —
Rel_e&__xsF 3 Time Bound Feature Bound Cost Bound Time Bound/ and Budget
Organization Feature Bound
: Bound

e Functional
Organization : unctiona
Work
Segmentation 3 Phased
Requirements Set ; ; .Ranges., with

Fluid Fixed increasing
(Scope) ——

specificity

Quality Recovery .
GaY anased) 2 Post production | Phased
Design Set + Single Design + 3
Concept Select. | Solution Seeking
Project
Feasibility (When |Inception Post-prototype Not Done
determined)
Budget (How Full Project Incremental
managed) Funding Funding
Unit of Work Task
Exploration Phased Initial Not Executed

A union of the selections from Table 7.1 and the selections from Table 7.2 form a single project

architecture. Alternatively, given differing situational inputs from a project, selections could be
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made from Table 7.3 instead. For example, an architecture selected from Table 7.2 would

include a Feature Bound Release Organization and a Fluid Requirements Set. If the selection is

coming from Table 7.3 then the Requirements Set would include requirements that are Ranges,

with increasing specificity as the project progresses and any one of three Release Organizations:

Time Bound, Feature Bound, or Cost Bound.

Table 7.2: Combinations to Optimize Ease of Stakeholder Collaboration and Ability to Manage Project Risk

Requirements Set
(Scope)

Decision Option 1
Re]easF : Time Bound
Organization

Option 2

Fixed

Option3  |Option4 Option 5
T s Time, Feature,
Cost Bound Time Bound/ and Budget
Feature Bound
Bound

Ranges, with
increasing
specificity

Option2

Decision Option 1
Releas.e : Time Bound
Organization

Requirements Set
(Scope)

Fluid

Fixed

Option 4

Cost Bound

Time Bound/
Feature Bound

Table 7.3: Combinations to Optimize Ease of Stakeholder Collaboration and Ability to Manage Project Risk

opronz

Option 5

| RIS

This model suggests that the decisions from Table 7.1 will be the most performant with regards

to the ilities in question. This methodology would look like a cross between an agile

methodology and set-based.

7.3. Tradespace Comparisons: Ability to Track Scope Progress and Ability to Meet Deadline

Another set of ilities to consider are the Ability to Track Scope Progress and the Ability to Meet

Deadlines. Both of these ilities are crucial in the success of a software project. They indicate how

well a project architecture lends itself to being able to track its progress, specifically with regard

to scope. For example, agile methodologies typically favor being able to respond to change over

following a plan [13]. How does this philosophy impact a manager’s ability to report on project

progress using an agile methodology? How does this philosophy impact a manager’s ability to
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meet a deadline? Figure 7.3 shows how agile-like architectures compare to other architectures

with specificity to these two properties.
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Figure 7.3: Ability to Meet Deadline and Ability to Track Scope Progress

Figure 7.3 indicates that Agile does not score particularly well in either category. Based on this
model, if hitting a specific deadline is a project priority, a set-based-like architecture may be a

better choice.

Table 7.3: Definitive Decisions to Optimize Ability to Meet Deadlines and Ability to Track Scope Progress

Decision ~ |Option1 Option 2 Option3  |Option4 __
R l e Time, Feature,
& ef':i‘s.e__ o Time Bound Feature Bound Cost Bound ' and Budget
Organization B
: : Bound
Unit of Work User-focused
! sto
Budget (How Incremental Performance-
managed) Funding based Funding

An analysis of the architectures along the Pareto Frontier yields results for the three decisions
shown in Table 7.3. These decisions are overwhelmingly present in the architectures that are

most optimized for meeting deadlines and tracking progress. It is these specific decisions that
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this model would recommend locking-in on first. Beyond these, further consideration of other

ilities should take place in order to decide which other decisions are important.

Table 7.4: Combinations of Decisions for Optimizing Ability to Meet Deadlines and Track Scope Progress

Decision

Option 1

Requirements Set
(Scope)

Fluid

Quality Recovery.
(How managed)

Continual
prioritization

Project :
Feasibility (When

Inception

Option 2

Option 3

Option 4 Option 5

determined)
Team
Organization
Work
Segmentation

D_esigi;_ Set De £

Eip_]dréiion . Phased Initial

Not Executed

In Table 7.4, other options that are optimal in architectures needing to deliver on a deadline and

tracking progress are highlighted.
Of the canonical methodologies, Waterfall and Set-Based may be the best choices for optimizing

for these two software project life-cycle properties.

7.4. Tradespace Comparisons: Responsiveness to Change and Scope Scalability

Using the same method as before but using a new set of life-cycle properties, the effectiveness of
the architectures can be calculated on the tradespace between Responsiveness to Change and Scope
Scalability, as shown in Figure 7.4. Unlike the previous tradespace comparison, several of the
canonical methodologies find themselves right at, or very near, the Pareto Frontier. This is
significant for several possible reasons. Fist, it could be that these two ilities are particularly
important properties to teams building software products. As such, designers of methodologies
have possibly optimized well for the ability to manage large-scale scopes for projects and the
ability to adapt to change. It’s quite possible that these methodologies have grown in popularity

because they perform well on these very crucial life-cycle properties.
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Figure 7.4: Responsiveness to Change and Scope Scalability Tradespace

Through and in-depth analysis of the various methodologies and their expected performance in
the areas of different life-cycle properties, it is clear that each comes with their strengths and
weaknesses. In the outdoor sports industry, downhill skis have properties that make them ideal
for certain skiing and snow conditions. Light skis are typically better for touring. A ski with a
nice side-cut is better for carving on groomed runs. A nice wide ski is commonly used to float
on the top of powder. Each type of ski has their ideal application. Perhaps software project
methodologies are not too unlike skis. In consideration of all these different types, there is one
category that's an all-mountain ski. These skis are generally not too wide and not too skinny,
not too sharp on the cut and not too long. They perform moderately well in all conditions.
Based on the tradespace analyses performed here, perhaps the methodology that most closely
represents the all-mountain ski would be Set-Based. It tends to perform close to the Pareto
Frontier on just about every combination of life-cycle properties. This is most definitely related
to its large area on the plot. But further analysis should be done to understand if the
architectures up along the Pareto Frontier in one tradespace are the same architectures that
appear along the frontier in other tradespaces. This would be an important step to stating
definitively that Set-Based design is the all-mountain ski of software development

methodologies.
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8. Project Situation

8.1. Project Inputs

Showing how tradespace analyses apply to real-world project examples anchors the knowledge
gained to something concrete and actionable. To do this, Table 8.1 defines three individual
project examples. Data for projects A and B comes from Lightning Kite aggregated date, 2015
[27], and data for project C comes from Clark, 2015 [29]. This data presents three actual projects
(or aggregations of groups of projects) in the private sector and US Department of Defense

(DoD). They span a range of budgets, team sizes, project length, and customer requirements.

Table 8.1: Sample Project Inputs _

| Pro;ect Input Ll Project A Project B Project C
'Number of Team Members e | n 25 50
'Pro;ect Cost ‘i;-__ = $90K $720K $3.8M
.Budget C2111ﬁg | | : | . ;Soft Firm Firm |
Length of Pm]ect ." . . . .: i -4 Months 24 Months .38 Months
'Fundmg Type '_ - : . .Incrementa] Incremental  Full Project
Deadlme Importance High High High
Posmblhty of Changmg Requxrements | High Moderate  Low

Desire for Customer Input High Modeerate  Low

Need for Customer Progress Reporting ~ Moderate High High

Other cases may require additional project inputs. In this particular example, the project inputs
were selected because of their obvious links to the project ilities which were highlighted in
previous chapters. These inputs represent situational attributes for software projects and
identify project needs and priorities. If, in the future, a project requires a different set of ilities
mapped to architectural decisions and plotted on tradespaces, a different set of project inputs
would likely be desired. As follow-on work, perhaps a more comprehensive list of project

inputs could also be selected along with a wider range of ilities.
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With the stage of the project architecture models and project inputs now set, rankings are

applied to development methodologies based on their fit to individual projects.

8.2. Project Fit to Canonical Architecture: Project A

Project A is a small, mobile application for a new startup venture targeting a single mobile
operating system. There is also service work which will allow the mobile application to read
and write information via an APL The team is made up of three software engineers and one
interface designer. Team members will be performing their own quality testing, validation
testing, and interface mockups. Two engineers will be focusing on the mobile application
development while the other engineer will be doing the server application code and API
development. Because the development project is for a startup company, the requirements are
highly volatile and almost certain to change. Also, as part of a startup company, the customer is
highly involved and has a strong vision for the problems they want to solve for their eventual
customers, and it is not absolutely certain what the final product will look like. The budget has
been clearly agreed upon at $90,000 based on the estimates provided by the team and the funds
will be dispersed monthly. However, the client is willing to spend more if certain parts of the
system become increasingly complex, so the budget is not entirely fixed. The most important
aspect of the application development is that it meets the needs of the end customer, and
therefore a focus on the feature set is crucial. In addition, time is of the essence. Both parties

discuss a 16 week timeline, but no firm due date has been agreed upon.

Which project architecture is best for this particular project situation? Which of the canonical

methods is the best fit?

The first place to begin is to identify any of the architectural decisions that have been decided
based on the project inputs as they are provided. For the purposes of this research, the inputs
are considered non-negotiable. However, in a real-world scenario, there are many situations
where inputs could be negotiated when justification calls for it. This particular requirement-set
will be fluid and, based on the size, the team will be cross-functional. Funds will be available on
an incremental basis. The release organization is considered to be time-bound since there is a

firm deadline.
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Table 8.2: Project A: Architectural Decisions Made Based on Project Inputs

Decision Option 1 Option 2 Option3 Option 4 Option 5
: Time, Feature,
Re]eas-e : B Feature Bound Cost Bound ey and Budget
Organization Feature Bound
Bound
Team )
o L Functional
rganization
Work
Sesiicntation End to End Phased
Requirements Set . _Ranges_, -
(Seoue) Fixed increasing
e specificity
Quality Recovery |Continual X .
(How managed) |prioritization Postproduction  |Phiased
Design Set + Single Design + NATHpE De%;lgns
; ; : + Non Solution
Concept Select.  |Solution Seeking ;
i _ : Seeking
Project
Feasibility (When |Inception Post-prototype Not Done Continuous
determined)
Budget (How Full Project 2 Performance-
managed) Funding based Funding
Unit of Work I_Jser-focused Task
story
'Ek'plération Phased Continuous Initial Not Executed

Figure 8.1 shows the inputs for Project A overlaid on the tradespaces for the six ilities reviewed
in this thesis. Project architectures in the bounding box are the architectures that fit the needs
outlined by this specific project’s inputs. Since, in all three tradespaces, Waterfall falls outside
the bounding box, this would not be a great fit for this particular project. Alternatively, Agile is
within all three of the bounding boxes, as are Set-Based and Spiral. However, this visualization
only shows part of the picture. The visualizations are based on the architectural decisions
defined in Table 8.2. But not all of this project’s inputs map directly to an architectural decision.
For example, what do the project inputs say about the importance of each ility? Perhaps an

architecture that satisfies the needs of these prioritized ilities would be best.

Given the inputs from Project A, ease for collaboration with customer is clearly a high priority.
Additionally, the project architecture’s capacity to adapt to change and meet a deadline are also
important based on the expectation of changing needs and a firm deadline. The ability to track

scope progress and identify project risks are of moderate importance. These are not crucial
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because the scope is expected to fluctuate. Also, the complexity is low so that risks can be
managed by the team without needing an architecture with this particular focus. And finally,

since the size of the scope is not particularly large, scope scalability is less important.

On the first of the three charts shown in Figure 8.1, project architectures with higher values for
Responsiveness to Change are better choices for Project A. On the second of the three charts,
architectures that maximize values for Ease of Customer Collaboration are ideal. And on the final
of the three charts, architectures that optimize values of Ability to Meet Deadline represent

architectures with the best fit.

To summarize, there appear to be architectures that would be good choices within Agile, Set-
Based, and Spiral for Project A. However, Waterfall does not represent a good architecture fit. A
deeper analysis of additional project inputs and a narrowing of the specific architectures within
Set-Based and Spiral could further narrow the selections and arrive at an optimal architecture

for executing Project A.

Additionally, there are other architectures with good project fit exist that are not within the
canonical methodologies. In fact, it’s quite likely that the optimal architecture for Project A is not

one of the four canonical methodologies reviewed in this research.

8.3. Project Fit to Canonical Architecture: Project B

The needs for Project B are different than they were for Project A. Project B is more complex, has a
larger scope, and a greater number of team members. The customer is a global technology
corporation. The scope of Project B involves building a multi-platform software application with
mobile applications and a web client. Project B also requires the development of a system to
replace an existing, aging system that has become difficult to maintain and is built on outdated
technologies. This is the first time mobile applications have been used in this system and
context. While the majority of the functions will remain the same, there will be a number of new
experimental technologies to be developed. The team allocation in Project B is segmented as
follows: Android Development Team, iOS Development Team, Web Client Development Team,

User Experience and Interface Design Team, Services Development Team, Quality Assurance
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Engineers, and Operations Engineers. Many of the team members may not be dedicated to this
project full time but will contribute to the project as needed and as availability and priority

allow.

Table 8.3: Project B: Architectural Decisions Made Based on Project Inputs

Decision Option 1 Option 2 Option 3 Option 4 Option5
Reieas_e : Time Bound Feature Bound Cost Bound Time Bound/ Budg
Orgamzanon Feature Bound Ba
= |
(;ragI:mzatmn | Cross-Functional
;v‘_’ﬂ-‘ .. |EndtoEnd Phased
egmentation
Requirements Set | .. . .Range.s., i
S ) — |Fluid increasing
cope _  specificity
lity Re i
Quall o4 ec.over)r C(?ntl‘n_ual. Post production | Phased
prioritization
. | Single Design + ML Deslgns
: ; + Non Solution
ConCept Select. Solution Seeking :
Seeking
Pro]ect
Feas:blhty (When |Inception Post-prototype Not Done Continuous
determined)
Budget (How . Incremental Performance-
managed) ; Funding based Funding
Unit of Work Userfoused Task
__|story
Exploration : Phased Continuous Initial Not Executed

Table 8.3 shows architectural decisions based on situational project inputs from Project B. The
project goes against the iron triangle shown in Figure 5.4 of chapter 5. While many in industry
recommend against this approach, it is a reality for many projects working on fixed budgets,
within a fixed time frame, and with a fixed scope. The results of the architectural decisions from

Table 8.3 are again overlaid on the ility tradespaces (as illustrated in Figure 8.2).

For Project B, Agile does not make a good fit. Spiral and Set-Based both appear to have the
greatest number of architectures that align with Project B’s needs. Waterfall’s architecture also
does not appear to present a great fit for Project B’s situation. To increase confidence, the set of
architectures can be reduced for Set-Based and Spiral through continued follow-on work. But at

this point, they are the only two canonical methods that appear to be viable options.

89



8.4. Project Fit to Canonical Architecture: Project C

Project C is an engineering software system for a US Department of Defense development
contract. The project is being kicked off after a prototype was created to explore options and
determine feasibility. Their requirements are set and unlikely to change substantially. However,
they may need to be reworked as new information comes throughout development. There is a
firm budget based on an analysis from a research team before the project began, but after the
prototype was developed. The organization is extremely risk averse and needs a project
architecture that can adequately identify project risks. Table 8.4 shows the architectural
decisions derived from project inputs. The teams have historically been organized functionally,

but they’re willing to reorganize teams if it will help guarantee the success of the project.

Table 8.4: Project C: Architectural Decisions Made Buased on Project Inputs

Decision ~ |Option1 Option2 : Optlon 3 . Option 4 |Option5
R Bl : Time,Fet;-.,
Releane £ Time Bound Feature Bound Cost Bound Time Bound/ and Budget
Organization Feature Bound _
Bound
Team : :
Organization. Cross-Functional |Functional
Work ;
S I 2 End to End Phased
egmentation
Requirements Set | . . .Ranges., with
S ) Fluid increasing
i 1 specificity
Quality Recovery | Continual .
(How managed) |prioritization Postpreducnion | Phased
: Multipl i
Design Set + Single Design + gl De§1gns
3 : + Non Solution

Concept Select.  |Solution Seeking Seeki

eekin
Project
Feasibility (When |Inception Not Done Continuous
determined)
Budget (How Incremental Performance-
managed) g Funding based Funding
Unit of Work Userfoctied Task

story

Exploration Phased Continuous Initial Not Executed

Using the architectural decisions from Table 8.4, the overlay is created with the project ilities
and displayed in Figure 8.3. Again, these overlays only represent an initial set of possible
architectures based on earlier decisions, due to the project inputs. Further refinement takes place

within the boundaries of the decision scope. Inputs from Project C should be used to create the
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further refinement which could allow for selection of a specific methodology, but these are only
sample projects. In a real-world example, specific project inputs would further define the needs

of the project, ultimately identifying the ideal architecture.

Based on the current set of decisions, it is apparent that Agile is ill-fitted to Project C. Neither
Spiral nor Waterfall are great choices either. The only methodology suited to serve the needs of
Project C across all the ilities is Set-Based. While this is promising, additional work is necessary
to identify which project architectures within Set-Based should be considered and if they are the
same project architectures from tradespace to tradespace. This is a crucial piece of the puzzle for

identifying the ideal project architecture.

One substantial take away, aside from all three projects (aside from simply recognizing how the
canonical methodologies fit with each project) is that many other possible architectures exist
and should investigated. Project managers and other leaders often limit their scope to only the
documented methodologies. However, using a systematic approach, other project architectures
can be discovered and employed to help increase the probability of successful outcomes for

software projects.
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9. Conclusion

9.1. Learnings

In summary, there are a number of key takeaways from this research: insights resulting from
treating a project as a socio-technical system and reducing it to its basic elements; a new
vocabulary to describe and detect methodologies; the concept of life-cycle properties for project
architectures; observations from comparing commonly used methodologies and their impact on
project ilities; evaluation of architectural decisions and their impact on performance of project
architectures in different life-cycle properties; and the possibility of new combinations of

architectural decisions forming additional methodologies.

First, when the concept of a software project is thought of as a socio-technical system, it can be
decomposed to its basic elements intuitively. Within this research, these basic elements are
manifested as the design and architectural decisions that occur when designing a project. This
research provides a decomposition of what those decisions are. Too often, managers and other
team members make decisions in projects without recognizing they are doing so. As such, a
decision made early on may inadvertently result in lock-in on other decisions that follow. This is
avoidable, however. Recognizing, for example, that a relationship exists between determining
teature feasibility and whether a team is organized as cross-functional or functional gives
insight to leaders and aids in understanding the trickle-down effects of their decisions. This
empowers project leaders to make decisions deliberately and avoid situations where a manager
finds out, too late in the project, that they have limited options because of a seemingly
inconsequential decision made at the outset. With the decomposition created here, those
involved with software projects can have better understanding as to what decisions exist and

what their impact is on project performance.

Using the elements of the decomposed project architecture, a vocabulary is established to
describe and differentiate one software methodology from another. Agile methodologies can be
described using the combination of architectural decisions that make them agile. Waterfall

methodology can be described using the combination of decisions that make it waterfall. And
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new methodologies can be described using the combination of decisions that give them a
unique architecture. Why is this important? One of the difficulties with comparing
methodologies is that they each have a different way of accomplishing similar objectives. Agile
uses user stories while Waterfall uses tasks. One is highly prescriptive while another leaves
more interpretation to the managers. Comparisons often feel a bit contrived because the
methodologies aren’t actually comparable. However, by describing them using a common
vocabulary of architectural decisions, it's a bit like converting them all to the same currency; it's
finding a common denominator. By doing this, the door opens to be able to compare them in the

same terms.

Another area that benefits from a new classification system is in life-cycle properties. Life-cycle
properties, or ilities as they’re commonly referred, have been used for many years to describe
software systems. The properties quantify performance and effectiveness of the system.
However, there’s never been a great way to refer to the performance of project architectures—or
software methodologies. This research proposes a list of possible life-cycle properties that can be
applied to project architectures, or software development methodologies. Using these terms, a
classification and evaluation of project architectures takes place. Managers and team members
would be better able to select the methodology that best fits their specific situation and

priorities.

With decomposition to basic architectural decisions, life-cycle properties are mapped and scored
while minimizing the influence of biases. In addition, the number of questions insulates the

experiment from the influence any single decision has.

Calling back to the original hypothesis of this thesis, there are many different project
architectures to still be employed and tested. Instead of just a single possible methodology that
showed promise or value in being further understood, many new project architectures emerged.
In many cases, they exhibit only incremental differences from other methodologies, however,

others could combine architectural decisions in ways not yet tried.
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For software engineers and project managers, the conversation regarding which specific
methodology to use on given project usually stays within agile and waterfall families. However,
Spiral and Set-Based both show great promise. Across ilities, architectures that fit the spiral or
set-based classification consistently showed on or near the Pareto Frontier. In addition, both
methodologies typically showed up in the middle of the Frontier. This indicates that there was a
good mix between the two ilities. This could change as the methodologies are refined since
currently both of these architectures are represented as ranges, rather than being highly specific

like Agile or Waterfall. Additional research in this area could answer these questions.

There is another unexpected concept discovered in the research. Traditionally, it is assumed that
there is a one-to-one relationship between a project and a project architecture. However,
different architectures could be applied to different segments, phases, or sections of a project. Or
different methodologies could be applied at different zoom-levels of a project. For example, Set-
Based design seems like a good candidate for being applied at a macro level. It provides ways to
protect against risks and it helps explore different ways to deliver needs to customers and meet
deadlines. However, it does not prescribe work execution in many of the product-related
architectural decisions. Conversely, agile-related methodologies could be applied very well at
the micro level. The two methodologies could complement each other if used on the same

project.

9.2 Shortcomings of the Model

While there is value in the approach taken here project architecture and ility mapping model, it
is also important to understand the shortcomings of the model. The life-cycle to ility mappings
are qualitative and could contain embedded biases and/or misinterpretations, the impact of
multiple decisions in concert is not expressly modeled and therefore not well understood, and
there is not currently a great way to track more than two ilities on the same graph. The results of

this research are also extremely difficult to validate.

With regards to possibility for embedded biases: This research ventures to be transparent with
respect to where decisions were made that may reflect the author’s past experience. The section

of the research with the greatest risk of being influenced by external factors is in the
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architectural decision to ility mapping. Experts in the field have been engaged for review, but
this only reduces, not eliminates, the possibility for bias. A list of justifications for each
architectural decision to ility score has been included in Appendix A of this thesis for

transparency into the reasoning behind each score.

Another limitation of this research approach as executed in the model is that it does not capture
how architectural decisions might work together (or against each other) when combined. The
approach does not venture to model these certain physical laws or otherwise that result from
the combination of multiple decisions. For example, it's not impossible to imagine that a
combination of decisions exists, perhaps using Work Segmentation, Team Organization, and
Quality Recovery, where together they have greater impact on the project than just by summing
their ility scores. It is also plausible that another combination of options of the same decisions
work to counteract each other in a way that’s not represented by summing their scores. This
seems to be a real world example of the quote by Aristotle: “The whole is greater than the sum

of its parts [30].” This phenomenon is not captured by the model in this research.

The model uses tradespace analysis to show the expected top performing architectures across a
set of two life-cycle properties. This makes for quick interpretation, but in most situations,
project designers consider more than two life-cycle properties in their projects. Therefore, a
method that only considers an intersection of two properties does not paint a complete picture
and the onus is on the individual consuming the data to put together the pieces of the puzzle.

This could lead to missing important pieces of information or not finding optimal scenarios.

There needs to be some way to validate the findings of this research. One problem is that simply
looking at the successful results of projects where certain architectural decisions were made
could be misleading. In a certain set of cases, very effective leaders and team members could
still have favorable outcomes, even if the methodology selected for their software project is not
the best possible fit, given the impact of other variables. In other situations, less effective leaders
and team members could have unfavorable outcomes even if the methodology selected for their
project is the best fit, also due to variables outside the scope of the project architecture. In an

ideal scenario, an experiment could create a set of conditions where project inputs remain
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constant across multiple projects, including personnel and project complexity and size, allowing
the testing of different project architectures. This would give more insight. However, most
projects, especially complex and those with large scale, take time to execute. Teams are also

unlikely to experiment on projects with a large budget given the possible risks.

9.3 Future Work
Through this research, other thoughts, ideas, concepts, and questions emerged. Some of these

would require future research and are contained here.

A number of the sources reviewed and considered in this research looked at other industries to
understand the approaches they might try in the software industry. Researchers looked at
medicine, education, and others [2]. This gave useful insight into the types of complexities other
industries face and how they overcome them (or not overcome them, in many cases). It is

possible that some of the approaches taken in this research could be applied to other industries.

As previously mentioned, one of the difficulties of the approach used in this thesis is the
possibility of bias in the architectural decision to life-cycle property scoring. How could the
research be insulated from this bias? One obvious way is to engage a wider range of experts to
provide additional insight into the scoring of these properties. By leveraging the wisdom of
these experts on a series of very specific options, the impact of bias could be minimized.
Another way to increase the integrity of the results would be to replace some of the ilities
tracked by qualitative metrics to use quantitative metrics, such as the Oli de Weck’s work to

compute system complexity described in [19].

Other work could include:

* Tagging architectures in tradespace analyses of ilities that showed up on the Pareto Frontier
for a prior set of ilities. This would allow architecture performance to be shown across graphs
in a clear way.

¢ Updating the model to be n-dimensional with respect to mapping to ilities, potentially giving

insight into clusters of architectures that are optimized for groups of ilities. Project inputs
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could then be used as input into this model and could yield recommendations regarding the
ideal architectures.

* Researching a way to model relationships between architectural decisions and the impact they
have on project life-cycle properties. This could give a more complete picture of the expected
results of different project architectures.

* Conducting more in depth analysis of the sensitivity of project architectures to specific
architectural decisions.

* Testing of newly discovered project architectures in real-world settings to see how the teams
perform and what additional insights can be gained from this process.

* Automating the tools and processes used in this research to highlight and cluster the most

impactful architectural decisions on the performance on certain ilities.
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Appendix A: Justifications for Architectural Decision to Ility Scores

The following tables attempt to provide the justification for the scores for each architectural

decision to ility mapping. This is intended to give insight into why the scores show up the way

they do. Ideally, this can give insight into why a given project architecture could look different

than expected based on a certain ility.

Ility Justifications: Responsweness to Change

Decisions

Set
(Scope)

Unit of Work

Work
Segmentation

Release
Organization

Design Set +
Concept
Selection

Requirements

Optxons

| Fluid

Fixed

Ranges, w/

inc specificity
[hersiony. ||
Task

: End to End

' Phased

Time Bound

| Feature
i Bound

Cost Bound

Time/Feature

Bound

Tlme / Feat/’
Cost Bound

SD + So]utlon

Seeking

MD + Non-55

Phased

Score

]ushﬁcatxon

8 t Fluid requirements allow teams to adjust respond to change.

1 leed requlrements make it very difficult to respond to change

Havmg ranges that define over time allow for respondmg to change, but
5 may not be entirely open-ended, not allowing complete responsiveness to |

i

; change

|

5 | Easier to see what needs to be changed based on what's being delivered.

S

; More dlfflcult to update sometlmes nonvob\rlous tasks that result from
upstream change

.,ma«; S ——

5| Stratghtforward to change Better encapsulation of functionality.

Work spread across multiple phases makes change later in process more
dlfflcult

If a dehvery needs to happen by a certain date and a change is made then i
8 | whatever is not ready by the date simply doesn't ship. This makes for
adaptmg to change very stralghtforward

If a project is feature bound, then when the feature set is ready the product
| can ship. If there are changes to scope, this is also straightforward.

/If a budget is given and a team is directed to go as far as they can on the
' budget provided, there is still a good amount of flexibility. However,

3 ' because cost is a direct result of the work being executed (and therefore
‘ one level abstracted from the feature set) it can be less clear what the
! impacts of change will be on cost.

2 | With two constraints to manage, a project is less able to adapt.

11 | Working with all three constraints of the iron triangle fixed is difficult to

~ manage on its own. Introducing change makes this even more dlfflcult

| Working with only one solution makes this more adaptlble in the event of
changes

When changes come in, each of the designs in the set have to absorb the
3 ' change. However, it is possible that one of the designs already accounts
for the change.

Exploration happens in each of the phases of the project: design, coding,
testing, etc. This provides more opportunities for exploration to take place.
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Decisions O_ptioné Score ]ust:ﬁcauon
. ) . ExpEoratron happémng contmually throughout a pro]ect for example, in
Continuous
: each interval if used in an architecture that supports this.
Exploration
Initial Expoloratlon done only at the begmnmg of the project, perhaps a
| prototype.
Not Executed 1 | No specific exploration done.
Inception 2 Feasibility study conducted at the outset of the project.
Project Post- | 3 | Feasibility determined after first creating a prototype
Feasibility ~ Prototype b B
(Wh i
detefrrrllined) NOt,P?,ﬁé 17 No feasibility study conducted. |
Gontisiia | Feasbility conducted throughout the project, perhaps at each interval if
pro]ect archltecture supports thm
Full Project If pro;ect is fully funded with a fixed budget set at the beginning, it's much
' Fundmg harder to adapt each tlme a change comes in.
Budget Incremental If fundmg is allocated penodlcally or at increments throughout the
(Hoy Pundm o ect ada tm to change is not bound by a fixed bud et.
managed) L '8 P ) ptng 8 y 8 |
Perf-based Responswe to change based on performance. Ability to Change fundmg to |
_ Fundmg | meet progress.
Continual Contmually pr10r1t17mg rework allows for changes to be worked into
Qua]ity prioritization i pro]ect work
Recovery P —
(How production 1 Applymg rework at the end of productlon
managed) ‘ e { Shenses - -
Phased 2} Responswe to change at set points in the process.
Cross— . .Cross-fun.t-tti-c.)-nal teams are better able to quickly identify impacts of
Team | Functional changes due to wide range of perspectives of team members.
Organization i Bt Sl M
' Functional 2 Certain changes could be handled.

Ility Justifications: Scope Scalability

Score

Decisions Options

]ustlﬁcat;on o

Fluld requlrement sets make sca]mg up to large teams and large pm]ects

Fluid 1 dlfflcult because there are more things to manage.
Requirements . A flxed set of requlrements reduces variability and therefore scales with
Set Fixed 8
less effort
(Scope) : .
Ranges, w/ 3 Wh]le not entlre]y flxed with set ranges the scope of what can change is
inc specificity ' reduced and therefore is able to scale moderately well.
Distributed volunteering for tasks could be more scalable, but harder to
User story 3
. manage at large scale as well.
Unit of Work
Task 5 Could be better at scale because of centralized control, but harder for

single body to understand the entire system.
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Release
Organization

Design Set +
Concept
Selection

Exploration

Project
Feasibility
(When
determined)

Budget
(How
managed)

' SD + Solution
‘ Seeking

Decisions ’Options
End to End
Work
Segmentation
Phased

Time Bound

Feature
Bound

- Cost Bound

Time/Feature

Bound

Tlme /Feat/
Cost Bound

'MD + Non-S5 |

Phased

Continuous

' Initial

Not Executed

Inception

Post-
prototype

Not Done
Continuous

Full Project
Funding

Incremental
Funding

end-to-end feature.

pro]ect A

]usttﬁcahon

' Does not qcale extremely well due to intricate dependency webs of cross-

functional individuals working on the same parts of the system for the

Phabed approaches scale because teams can focu% ona set of tasks for a
project and then send them off to the next phase/team when they're

‘ completed, reducing the amount of context switching.

' Only asingle variable constraint to manage, reduces complexity.

: Only asingle variable constraint to manage, reduces complexity.
| As a derived value, this can be difficult to track as it's commonly learned
after the development has taken place.

| Trackable variables to manage, but two dimensions add complexity.

'While this approach may pose risks in other a areas, , it does scale since it
attempts to l1m1t varrabl:try in al] areas.

' Maintining a single design is easier to scale than maintaining multiple.

|Givena large scope mamtammg multlple desngns could be a lot more to

manage.

' Phasing the exploratlon work introduces some OPPOSltIOH to a scope

under scale as it introduces work at various times throughout the

Executmg contmuous exploratlon work mtroduces oppoqmon to a scope

under scale as it mtroduces work continuously throughout the project.

| Executmg only 1n1t1al exploratlon work scales as it contains all of the
‘ exploratlon work into a smgle segment.

Not executmg any explorat;on work scales as 1t doeq not add to scope,
. regardtess of size.

! Product fea51b1l1ty determmat]on executed at mceptlon confmes the
| feasibility work to a specific segment of the project, not adding substantial
' work to the scope and scales well.

_ I’roduct feasub:hty determmat:on executed after a prototype confines the

feasibility work to a specific segment of the project, not adding substantial

work to the scope and scales well.

'No product fe351b1]lty determmatlon executed at all does not add work to

the scope and scales well.

Continual product fea.slbrhty determination can add substantial work to
the scope and could cause fr1ct10n when appl:ed at larger scales

Where projects are fully funded teams have less risk of starts and stops

throughout the duration of the project, making this approach, when
posg,:ble, more scalable.

When fundmg is prov1ded based on some mterval this can be scalable,

| though consideration must be given to burn rates so the project budget

spending does not outpace the allocation of funds. This can be more
difficult in a large scale environment.
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Decisions

Quality
Recovery
(How
managed)

Team
Organization

Options

Perf-based
Funding

Continual
prioritization

Post
production

Phased

Cross-
Functional

Functional

Score |Justification

When fundmg is based upon satlsfactlon of milestones or gates, this can
2 indicate uncertainty for teams or limited funding when approaching a
milestone. This can be complicated at large scale.

When quality recovery (or rework) is continually prioritized, this can
2 introduce substantial variability into the work execution, with many more
work units to manage at hlgh scale.

When quahty recovery is addressed at the end of the project, this can
5 delay the need to reprioritize mid-stream, allowing teams to avoid
redirecting the:r trajectory

When quahty recovery occurs within each phase, the amount of churn that
3 ' occurs due to rework can be minimized, reducing the potential for
vanabllity

Cross-functional teams may ot have a large number of individuals with
the same skillset on the same project. New team members need to come
up to speed both on the project as well as the skillset in order to adapt,
causing d1ff1culty ina hlgh scale Sltuatlon

A functional team, where team members all have very common skillsets,
8 | are able to adjust to scale and replace team members as needed, generally,
more quickly.

Ility Justifications: Ease of Customer Collaboration

Decisions

Requirements
Set
(Scope)

Unit of Work

Work
Segmentation

Release
Organization

Options
Fluid
Fixed

Ranges, w/
inc specificity

User story

Task

End to End

Phased

Time Bound

Feature
Bound

Cost Bound

]ustlﬁcatmn

Wlth a flu1d requ1rement set a pro]ect is able to respond qulckly to
customer feedback

Score

With a flx reqmrement set a pr0]ect is not qulckly adaptable to customer
feedback.

With a requirement set based on ranges that increase over time in specifity,
5 customers are able to give feedback and influence the direction within the
scope: of the ranges of the Tequirements.

With a user story, an end to-end testable and understandable requirement,
8  a customer is able to visualize and set when the full feature is functional,
making prowdmg feedback a more natural process.

Since tasks are more engmeermg focused or focused on what needs to be
2 done than the experience to create, these are not as condusive to customer
mterachon and feedback.

By segmenting the work as end- to-end this creates a close link between
8  the work being done and the experience it enables, allowing for more
timely rev:ew and engagement from a customer.

With work being executed in phases, the actually, fully functional feature
2 is not generally usable and verifiable by a customer until later phases,
collection customer feedback late in the development process.

3  Gives customer ability to say when project ships.
5 Feature set says when customer is ready for the product to launch.

3 Gives customer opportunity to say when to pull plug or add funds.
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Deéisibns-_'. ~ |Options
Tlme / Feetvure
Bound
Tlme,vr Feat /’
Cost Bound
SD + Squtlon
Design Set + Seeklng ‘
Concept ,
Selection ' MD + Non-SS |
|
Phased
Continuous
Exploration |-
Initial
Not Executed
Inception
Project g Post-
Feasibility | prototype
(When —
determined) | [NotDone
E Continuous
' Full Project
Fundmg
Budget ‘ Incrementa]
(How
Fundmg
managed)
Perf based
Fundmg
i Contmua]
Quality pflorlt l?et;op
Recovery - Post
(How - production
managed) (‘ T
! Phased
! Cross-
Team | Functional
Organization =
i Functional

Score

Unable to adapt to customer feedback if no exploratlon done.

]ushﬁcatlon

Hard to reapond to customer feedback with mutllple varlables bmdmg
prolect

Hard to respond to customer feedback with muthple variables binding
project.

Only one solution to choose from, but still opportunities to give feedback.

It's hard for customers to visualize something better than what they're
seeing. Given alternatives in a multiple design set, they help choose which
they like best.

Phased more difficult to adapt to customer feedback.

Continuous offers many opportumnes to adapt to customer feedback.

Initial only allows for customer collaboration at begmmg

On]y adaptable to customer feedback at the begnmmg

Only allows adaptation through prototype.

Does not adapt to customer feedback.

Allows for customer colloboration throughout prOJect

Unable to adapt once project kicks off.

Moderately able to respond to customer feedback.

Better able to respond to customer feedback and collaboration.

Better able to consider customer feedback as rework is done throughout.

Less able to respond to customer feedback as rework is at the end.

Hard to respond to customer feedback when onIy the later phases are
demonstrable to customer.

Teams able to adapt to customer collaboration.

Less able to adapt to customer feedback as teams are disjointed and siloed.

ity Justifications: Ability to Identify Project Risk

Decisions

Options

Feliia

Score

1

Justification

Changing requirements indicate changing risks.
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Decisions

Set
(Scope)

Unit of Work

Work
Segmentation

Release
Organization

Design Set +
Concept
Selection

Exploration

Project
Feasibility
(When
determined)

Budget
(How
managed)

| Options
Requirements

Fixed

Ranges, w/
inc specificity

User story
Task
End to End

Phased

Time Bound

Feature
Bound

Cost Bound

| T-in;lev,’ Feature

Bound
Time/Feat/
Cost Bound

- SD + Solution
- Seeking

' MD + Non-SS

Phased

' Continuous

Initial
Not Executed

Inception

Post-

prototype

Not Done

Continuous

Full Project
Funding

Incremental
Funding

Perf-based
Funding

Score

5

Justification

Fixed set allow for more stable risks.
Allows for more risk exploration due to more options.

Easier to see if feature will achieve need when realized end to end.

Easier to identify risk because required beforehand dissection of problems |
to be able to plan each individual task.

Easier to see if feature will achieve need when realized end to end.

Phased has harder time seeing project risk because phases don't align to
the way risks are realized.

Does not require as much forward looking, only identify risks to the next
release.

Requires identifying ahead where features will be headed.

Does not require as much forward looking, only identify risks to the next
release.

Requi.res looking ahead at least on two dimensions of where product will |

' go.

Requires looking ahead and identifying where the product will go.

Only allows identification of risks based ona single design. Could be
missing things.

Exploration of risks using multiple designs. Better able to identify
potential risks as more designs are explored.

While exploration not happening as frequeﬁtly, does reqlr,lirré more looking
ahead. '

Continuously exploring, however, not forced to look ahead.

Looking ahead at risks at the beginning. But unable to do so aufing the
project.

No looking ahead at risks.

Forces looking ahead at beginning but not throughout as new risks arise.

Forces looking ahead early on in the project, but not throughout as new
risks arise.

Does not for looking ahead at risks.

Continously testing, but does not fors look ahead.

Forces look ahead from the beginning, but does not force looking ahead
throughout.

Forces looking ahead at periods throughout the project.

Forces an assessment of risks upcoming each time new funding is decided
to be allocated.
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Decisions

Quality
Recovery
(How
managed)

Team
Organization

| Functional

Options
Continual
prioritization

Post

production
Phased

Cross-

{

Functional

Score

Justification

Offers oppotunities to relook at risks throughout.

- Pushes assessment of risks to end.
Encourages looking at risks at points during the development.

'Risks can be identified from differing perspectives.

| Risks identification siloed by team.

Decisions

Set
(Scope)

Unit of Work

Work
Segmentation

Release
Organization

Design Set +
Concept
Selection

Tralawatlina

Requirements
 Fixed

: Phased

| Time Bound

| Bound

i Cost Bound

|

e e

Ranges, w/

inc specificity |

| User story

Task E

End to End

; ¢ o -

U,

Feature

NS S—— —

T":rne," Feature :
Bound *

Tlme/Feat/' ,
Cost Bound |

SD + Solution |
Seeking

MD + Non-55

Phased

Continuous

Ility Iust:ﬁcattons Ab:hty to Meet Deadline

re }ushﬁcatlon

! Doesn t force consu:lermg PObblbl]ltles early on. Adaptlve but doesnt
; adapt well to hlttmg a deadline.

Able to hlt a deadline because everythmg is planned out, but if Change
happens, can dera;l whole pr0}ect

| Good because some r1g1d;ty and forcmg to Iook ahead but ‘itl“ leaves
room for adaptatlon as project evolves.

Requlres looking at project as collections of features to satlsfy user needs
No ‘major impacts to hlttmg deadlines though

Requlres looking at project from top-down per%pectlve which gwes smgle

- group of individuals ability to set path to hitting deadline.

1 : No particular direct impact on ability to hit deadline.

1 No partlcular direct impact on ability to hit deadline.

Helps ensure somethmg will be ready on a date, no guarantees how much
 of the scope though.

Focuses on getting the right set of features out, no guarantees on date
though

! No focus on gettmg the right set of features out on a date and llmlts

‘adding funding.

8 Focus on feature set and date, leaves opening for adding more funding.
2 | Limits ability to add more resources as need in order to hit timeline.

2 Al eggs in one basket.

8 | Diversify options for hitting a deadline.
3  Helps identify unknowns in stages.

5 Helps identify unknowns throughout project.
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Decisions

Project
Feasibility
(When
determined)

Budget
(How
managed)

Quality
Recovery
(How
managed)

Team
Organization

' Options

Initial

' Not Executed

Inception

Post-
prototype

' Not Done

Continuous

Full Project

Fundlng

| Incremental
| Fundmg

Perf- based

Fundmg
i Contmual
| prioritization
Post
production |
| Phased
| Cross-
Functional

- Functional

Score

2

1

1!

Justification
Helps identify unknowns early, but not throughout.

Doesn't help identify unknowns, could hit major roadblocks.
 Feasibility tests done early on increase chances of hitting deadline, but not
as things change throughout project.

: Requires a prototype, helps to identify feasibility through working

product

Doesn' thelp determine feasxblhty, making harder to hit deadline.

| Fea«;ibility tests conducted throughout the life of project helps avoid steps
| that could not u]tlmately end up working and cause setbacks.

Does not place accountability on hitting the individual milestones. But
| could also remove roadblocke for the right teams.

Could cause delays or unnecessary bottlenecks due to funding allocations
that don t match up with resources needed to hit deadlines.

P}aces ITIOt]VlatIOI'l on hitting individual milestones leading toward hitting
deadlme

‘ Allows for reprlorltlzatlon of tasks when rework is needed but does not

1

1

protect agamst shppage

' Allows the progress to contmue toward final delivery, but doesn't protect
agalnst delwermg the wrong product.

| Allows for perlodlc rework but can be costly if project has to return to

: | prior phase.

| No specific impact on ability to meet deadline.

' No specific impact on ability to meet deadline.

Ility Justifications: Progress Trackability

Decisions

Requirements
Set
(Scope)

Unit of Work

Work
| Segmentation

' Options

Fluid

Fixed

Ranges, w/
inc specificity

User story
Task

End to End
Phased

Time Bound

Score

Justification
'Hard to identify how much progress has been achieved.
| Easier to track progress on fixed set of requirements.

Somewhat fixed gives ability to track progress but not entirely.

Allows tracking progress by feature or user needs satisfied, not just by
tasks.

Allows tracking from a top-down perspective.
Allows tracking across features.
Allows tracking across phases.

Does not force any specific tracking on scope.
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Decisions ' Options
- Feattjre
Bound
Release 2 Cost Bound
Organization
Time/Feature
Bound
Time/Feat/
Cost Bound
: SD + Solution
Design Set + Secking
Concept 3
Selection MD + Non-SS
Phased
Continuous
Exploration
Initial
Not Executed |
Inception
Project Post-
Feasibility Protqtype
(When
determined) Not Done
Continuous
Full Project
Funding
il Incremental
How Fundin
managed) 2]
Perf-based
Funding
Continual
Quality prioritization i
Recovery Post
(How production
managed) B
Phased
T Cross-
Team Functional
Organization
Functional

Score

]us_t_ification o

5 Requires focus on scope and how far along it is.

1 | Does not force any specific tracking on scope.

3 | Requires focus on scope and how far along it is.

W

' Requires focus on scope and how far along it is.

5 More straightforward way to track scope.

 Difficult to track how far along the project is due to multiple concurrent
desngns

I\J

Impact to scope at various pomts in the pro]ect makmg progress tracking
| more volatile.

Canbe dlsruptlve to scope makmg more difficult to track progress
throughout

31 Mlmmlzes impact to scope due to exploratlon

No exp]oratlon executed doesn t cIoud the scope (may have other ::1cIe
effects though)

lelts impact to scope to early on, makmg scope more trackable
| throughout.

3 Minmizes impact to ccope since only done based on prototype created.

Mmmlzes :mpact to ccope since no feambnhty testmg is done and no
changes need to be made.

i Can have hmpact on scope throughout pro]ect cau%mg change‘; and
| making scope more volatile.

5 WIth funding set, able to track scope progress throughout.

M1n1ma1 1mpact to changmg scope minimal 1mpact to trackability of
scope.

2 Could be disruptive to scope throughout project development process.

1 Could be very disruptive to scope causing for diminshed ability to track.
Could be more trecheb]e throughout project, but end could introduce
substant:al changes to scope.

Impact to scope at various points in the prolect making progress tracking
more volatile.

Minimal impact to changing scope, minimal impact to trackability of
scope.

Minimal impact to changmg 5cope mmlma] lmpact to trackability of
scope.
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Appendix A: Python Scripts for Tradespace Generation

The following python scripts were used to import the architectural decision to ility mapping,
which was maintained as a CSV file. The scripts were executed as notebooks in Jupyter, but
could also be executed as standalone python scripts. The tradespace_generatory.py script reads in
the mapping file, filters for the decisions that were enabled for a given execution, generates all
possible combinations of the decisions, generates the Pareto Frontier, and exports the results to
both CSV files and plotly for plotting on a scatter plot. The pareto_interpretor.py script uses the
Paretor Frontier information created in tradespace_generator.py and counts by architectural
decision. This provides information on dominated decisions along the Pareto Frontier. If a
certain option has overwhelming presence over other options, it can be inferred that this
decision has high impact on how the project architecture will perform with reference to the

ilities in question. This also allows an individual to see clusters toward one ility or another.

tradespace_generator.py

1. import itertools

2. import csv

3.

4. import plotly.plotly as py

5. import plotly.graph_objs as go

6. import numpy as np

7.

8.

9- nmin

10. skokokskskkokokskokokokokskkokok ok ok

11. Config Parameters

12. skokskokskokokskokokskokokkskokkokok

13. e

14. ILITY.1 =0

15.  ILITY. 2 =1

16. INPUT = 'input/ility_mappings.csv'

17.

18. # Methodology Definitions

19. METHODS = (

20. #Agile

21. {'1': o, '2': 0, '3': 0, '4': 0, '6': 0, '7': 1,'10': 1,
22. '11': 3, '17': 1, '18': @, '29': 0},
23. #Spiral

24. {'1': 2, '2': 0, '4': 09, '6': 1, '7': 0, '10': 1,
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25.
26.
27.
28.
29.
30.
31.
32.
33.
34.
35.
36.
37.
38.
39.
40.
41,
42,
43.
44,

45,
46.
47.
48.
49.
50.
51.
52.
53.
54.
55.
56.
57.
58.
59.
60.
61.
62.
63.

64.
65.
66.
67.
68.
69.
70.
71.

'11': 3, '18': 0},
#Waterfall
{'1':1, '2': 0, '3':1, '4': 1, '6':'1, '7': 0, '10': 2,
'11': 0, '17': @, '18': 1, '29': 1},
#Setbased
{'1':2, '2':+ 1, '7':+ 1, '10': 1, '11': 2, '18': 0}
)

sokokokokskokkkokokokok sk okokkk ok
End Config Parameters
skokskskokskokokkskokskok sk kokkok ok

sokokskskskokokokokoskokokskokokokokok
Helper Methods
sokskokokokokokkok Kook sk ok okokok
def pareto_frontier(Xs, Ys, Ls, maxX = True, maxY = True):
myList = sorted([[Xs[i]l, Ys[il, Ls[il] for i in
range(len(Xs))1l, reverse=maxX)
p_front = [myList[0]]
for pair in myList[1:]:
if maxyY:
if pair[1] >= p_front[-1][1]:
p_front.append(pair)

else:
if pair[1] <= p_front[-1]11[1]:
p_front.append(pair)
p_frontX = [pair[@] for pair in p_front]
p_frontY = [pair[1l] for pair in p_front]
p_frontL = [pair[2] for pair in p_front]

return p_frontX, p_frontY, p_frontL

def trans_label(label, dec_ops):
indiv = label.split('|")
ops = []
for i in indiv:
dec_id, op_id = i.split(':")
ops.append('%s) %s' % (dec_id, dec_ops[dec_id]
[int(op_id)1))

return '; '.join(ops)

Convert the decision and relative option index '"28:1"
to the raw option index: 29

def op_offset(dec_pair):
dec_id, op_id = dec_pair.split(’':")
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72.
73.
74.
75.
76.
77.
78.
79.
8a.
81.
82,
83.
84.
85.
86.
87.
88.
89.
90.
91.
92.
93.
94,
95.
96.
97.
98.
99.

100.
101.
102.
103.
104.
105.
106.
107.
108.
109.
110.
111.
112.
113.
114.
115.
116.
117.
118.
119.
120.

return dec_id, int(op_id)
skokskokskskokkokokokskokokoskokokokok
End Helper Methods

sk skokkokokskokokkokok
DEC_START_ROW = 6 #From 0
Q_START_COL = 2 #From ©
Q_DEF_ROW = 3 #From 0
Q_INC_ROW = 2 #From 0
mappings = []

dec_key = []

include = []

options = []

ill_name = ''

il2_name = "'

with open(INPUT) as csvfile:
reader = csv.reader(csvfile)
for i, row in enumerate(reader):
if 1 == DEC_START_ROW+ILITY_1:
ill_name = rowl[0]
if 1 == DEC_START_ROW+ILITY_2:
il2_name = row[0]
if i == Q_DEF_ROW:
dec_key = row[Q_START_COL:]
if 1 >= DEC_START_ROW:

mappings.append(row[Q_START_COL:])

if 1 == Q_INC_ROW:
include = row[Q_START_COL:]
if i == DEC_START_ROW-1:
options = row[Q_START_COL:]

current = None
start = 0
decisions = {}
print(include)
for i, dec in enumerate(dec_key):
if dec '= '':
if current is not None and 'Yes'

decisions[current] = (start,

start = 1
current = dec

in includelstart:i]:
i)

if current is not None and 'Yes' in include(start:il:
decisions[current] = (start, len(dec_key))

method_min_max = []
for m in METHODS:
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121.
122.
123.
124.
125.
126.
127.
128.
129.
130.
131.
132.
133.
134.
135.
136.
137.
138.
139.
140.
141.
142.
143.
144.
145.
146.
147.
148.
149.
150.

151.
152.
153.
154.
155.
156.
157.
158.
159.
160.
161.
162.
163.
164.
165.
166.
167.

prin
prin
prin
prin

ilit
dec_
for

il
i2
for d_id, offs in decisions.items():
vals_1 = mappings[ILITY_1] [offs[@]:o0ffs[1]]
vals_2 = mappings[ILITY_2][offs[@]:0ffs[1]]
if d_id in m:
i1[0] += int(vals_1[m[d_id]
i1[1] += int(vals_1lIm[d_id]
i2[0] += int(vals_2I[m[d_id]
i2[1] += int(vals_2I[m[d_id]
else:
i1[@] += int(min(vals_1))
i1[1] += int(max(vals_1))
i2[@0] += int(min(vals_2))
i2[1] += int(max(vals_2))
method_min_max.append([il, i2])

1)
1)
1)
D)

t(decisions)

t('IL1: %s' % il1_name)

t('IL2: %s' % i12_name)
t(method_min_max)

ies = [[],I[1,I[1]

ops = {}

key, offs in decisions.items():

ilities[@].append(mappings[ILITY_1][offs[@]:0ffs[1]])
ilities[1].append(mappings [ILITY_2] [offs[@]:0ffs[1]])

1 = len(mappings[ILITY_1] [offs[@]:0ffs[1]])

dec_ops[key] = options[offs[0]:0ffs[1]]
ilities[2].append(['%s:%s' % (d, o) for d, o in zip([keylxl,

range(0,1))1)

X =

labe
for

X_np

y_np
l_np

list(itertools.product(*xilities[@]))
list(itertools.product(*xilities[1]))
list(itertools.product(*ilities[2]))

[]

1s = []

i, el in enumerate(il_1):
x.append(sum(map(int, il1_1[il)))
y.append(sum(map(int, il1_2[i])))
labels.append('|'.join(il_3[il))

np.asarray(x)
np.asarray(y)
np.asarray(labels)
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168.

169.
170.
171.
172.
173.
174.
175.
176.
177.
178.
179.
180.
181.
182.
183.
184.
185.
186.

187.

188.
189.
190.
191.
192.

193.
194.
195.
196.
197.

p_front = pareto_frontier(x_np, y_np, l_np, maxX = True, maxY =
True)

= go.Scatter(
X = X_np,

= y_nhp,
'markers’,
labels

—~+

o

X

~+
o

trace2 = go.Scatter(
p_front[0],

y = p_front[1],

'lines+markers',

p_front[2]

data = [trace, trace2]

py.iplot(data, filename='%s-vs-%s' % (ill_name. lower().replace("

, I_l)’

I’ I_I)))

i12_name. lower().replace("'

with open('output/ility_output.csv', 'w+') as csvfile:
writer = csv.writer(csvfile)
for i, el in enumerate(il_1):
writer.writerow([']|'.join(il1_3[i]), sum(map(int,
il_1[4i])), sum(map(int, i1_2[i]))])

with open('output/pareto_output.csv', 'w+') as csvfile:
writer = csv.writer(csvfile)
for i, el in enumerate(p_front[0]):
writer.writerow([p_front[2][i], p_front[@][i], p_front[1]
[il]+trans_label(p_front[2][i], dec_ops).split('; '))

pareto_interpreter.py

W 0O N UV WN =

=
(]

import pandas as pd

dmap = {}

ops = []

cols = ['ill', 'il2']

for k, v in decisions.items():
dmap[k] = len(cols) + len(ops)
for i in range(xv):

ops.append('d%s-%d' % (k, 1))
cols += ops
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11.
12.
13.
14.
15.
16.
17.
18.
19.
20.
21.
22,
23.

24.

data = []

for i, v in enumerate(p_front[0]):

fresh = [@]xlen(cols)

fresh[@] = p_front[0][il]

fresh[1l] = p_front[1][i]

for p in p_front[2][i].split(']"):
dec_id, offset = op_offset(p)
fresh[dmap[dec_id]+offset] = 1

data.append(fresh)

df = pd.DataFrame(data, columns=cols)

df.groupby(['il1"',

"i12']).sum().to_csv('output/

computed_decisions.csv')

df.groupby(['il1’,

"i12']).sum()
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