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» Use models and tools to help address the

following questions:
= Given the situation, and given my own personal
characteristics, should | lead, follow or get out of the way?
= Given that decision, how do |
« Lead, follow or get out of the way?
» Get others to lead, follow and get out of the way?
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Background

Having good technical skills and being able to articulate a good architecture is very important
and the major focus of our work, but most architecting projects ultimately succeed or fail for
people reasons.

Creating a Perceptual Shift

In this seminar, we consider the roles that are involved architecture programs, and what they
can do to contribute to the success or failure of the architecture. In particular, we look at what it
means to "lead, follow or get out of the way" (L/F/G), given our role and the current context of
the architecture project. The objective is to create a shift in how we perceive our roles and
provide models, tools and skills that will help make our architectures more successful. We will
explore our values and expand our perceptions, to sharpen, focus, enhance perception, choice,
action and understanding.

Objectives

« Build awareness of the role you ought to be playing and the role you are actually
playing.

« Build awareness of when, where and how you do lead and follow already at work,
home, etc. Also, help you become more aware of the context, so that you can see
when it is most appropriate to lead, follow or get out of the way.

* Help you answer:
- Am | having a negative/positive impact on a project?
- Is this a situation where | should lead or let go and let someone else lead?

- Is there a direct role for me to play? Or should | get out of the way (so I'm not trying
to get my 2c in there when it isn’t needed)?
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= OQVerview

* [ntroduction

* Learning from Great
Architects

* L/F/G Frame of Reference
= Why is it important?
= What is good/bad L/F/G?
» Characterizing the
Situation
= Architectural history
= Business context
= Organization
= Process
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Characterizing
Ourselves

= Values, style, talents, skills,
and experience

L/F/G Skills and Tools

= Skills and tools sampler
with exercises

Wrap-up
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Skills and Tools Sampler
Tools to enable L/F/G:

» creating an operating model, including
- decision responsibility matrix
- guiding principles
- charter

* creating a communication plan
* creating an ITA reference web site

Skills to enable L/F/G:

« relationship management skills
- building and maintaining rapport
- giving and receiving feedback

Leadership skills:
* creating a vision
« telling stories

Skills for Good Followers
e communication game
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Why do we care about
Architecture?

* Because we want to J ( V
= be a dominant player in our industry/market/‘{ R%Q
= deal with organizational or product complexity
= enable something that is not possible/feasible today
= establish a shared technology foundation for a product line
= be in business in 5 years

= want a product, system or family of applications to have
qualities or system characteristics such as a high level of
integration, evolvability, understandability
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Good Architectures Enhance Productivity
A good architecture:
- allows components to be developed in parallel, by outside contractors, etc.

- ensures the components fit together (through standard interfaces and common
mechanisms)

- is flexible, evolvable, adaptable (with replaceable components, localized changes,
etc.)

- provides mechanisms for consistency, interoperability (through common services and
infrastructure)

These features enhance productivity and allow the organization to focus on
differentiation.

Kinds of Situations We Are Talking About

We are addressing architectures of significance. A simple application architecture
created by a small team for it's own use in development makes a contribution to that
team, but tends not to be highly strategic to the company. We are dealing with
architectures intended to be strategic, and which by their nature are more complex,
both technically and organizationally. These may be:

« Architectures for a product family/line
« Architectures that span multiple organizations
* Architectures that have a lot of uncertainty
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mmmm \\/NY IS Architecting Hard?

» Business strategy is aggressive ‘ —\
= [f it were easy lL A \\\
- we’d already be doing it ~ pypercompetition

« our competitors would already be doing it

* We need to translate the business strategy
into a technical strategy, and see that it is
implemented

= We do so through architecture

» This makes architecture challenging!
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Examples of Why it is Hard

Reuse across a product family: Many organizations are adopting a business strategy
of leveraging commonality across products to enhance productivity, thereby
decreasing time-to-market and increasing responsiveness to customers. Everyone’s
done the “clone and go” approach (taking one product’'s code base and modifying it to
fit the new customer base), and found that it quickly deteriorates into a nightmare of
schedule slips and quality problems.

Now, the business strategy is translated into a product family (a.k.a. product line)
architecture strategy, which is implemented as infrastructure and common
components to be reused across the product family, and unique instantiations of
products. Here, architecture is not simply the high-level decomposition of an
application. The complexity goes way up, due to the widened scope of the problem:

» the technical complexity is compounded by having to accommodate the commonality
across the products as well as the uniqueness in each product.

» the organizational complexity is compounded because there are greater
dependencies across the organization for requirements input and prioritization, and a
more diverse set of schedule-driven product developers who can derail the
architecture by ignoring it, challenging it, not following it through lack of understanding,
etc.

Improving Consistency and Integration Across Applications: Similarly, this objective
introduces greater dependencies, for now the application groups are dependent on the
architecture team and their schedules. There is also likely to be strong resistance to
the loss of independence.
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/Ny are we Focusing on
Leading, Following and Getting Out of the Way?

» Architecture efforts start out with great promise of
fundamentally reshaping the organization’s
competitiveness

« They often fall short of meeting their goals
* The problems they run into are rooted in
= people, politics, and process o fses
= poor leading, following and r—r—1—
getting out of the way ey 15 3

B =S
e i -
L e o
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Examples of Poor Leading, Following and Getting Out of the Way

Lack of Leadership: Architecture teams that have no (recognized) leader, typically
flounder without direction. In consensus-oriented organizational cultures, there is often
resistance to leadership. Managers resist appointing someone to lead, leaders do not
step forward, and team-members do not accept leadership if it does emerge. Even
when such teams are urged to name a leader, they resist in subtle ways. One team
elected as leader the person least likely to lead. That person was the most adept at
facilitating the group, reducing confrontations and appeasing team members when
they did arise. But the team never made any of the tough decisions it was faced with,
and eventually was dissolved.

Poor Following: Architecture teams are pulled in too many directions at once when
everyone on the team tries to dominate, each regarding their own agenda as foremost.
Meetings are fractious, with endless "discussion:"

“DISCUSSION, n. A method of confirming others in their errors.”
Ambrose Bierce, The Devil's Dictionary
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L/F/G Frame of Reference L?-EJ\
Objectives |-

 We will address

= What it means to
e lead (L)
« follow (F)
« get out of the way (G)

= Why it is important

= What characterizes
« useful L/F/G behavior
« destructive L/F/G behavior

so that we have a common frame of
reference to work from
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L/F/G Frame of Reference Section Overview

We will introduce some models for thinking about the importance of leading, following
and getting out of the way, as appropriate to one's role and process context. Using
group graphics to enhance participation, we will work on identifying behaviors
associated with good versus bad leading, following and getting out of the way.

Objective:

* Create a perceptual shift in how we think about architecture projects and our role in
making them succeed or fail

» We want to provide images, metaphors, and ways of thinking about LFG, so that we
are all more resourceful and able to make a greater contribution to the architecture
project.
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= \/\/hat it Means to Lead

» Leadership is about
= building and sustaining commitment to some greater

purpose
= guiding action to accomplish that purpose
Vision
o setting Commitment
Decision Relationship and Action
making ‘\ / building
Strat_egy TK Communicating
setting Storytelling
Knowledge L Experience
Leading
action
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Leadership

Leadership entails:

* vision setting: articulating the greater purpose
» relationship building

* strategy setting: how to attain that purpose

e communicating, including story telling

» knowledge and experience (must be credible)
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= \\/NYy Leadership is Important

* Leadership is important Needfor
When Leadership’

= the problem is novel
= change is required
= there is lack of acceptance

too little

* Such situations require
= vision to align the team and leadership .
community behind the change Acceptance
= passion to persevere despite
the obstacles that will be faced
= awillingness to make
decisions under uncertainty
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Leadership versus Management

If the problem is routine, good managers are needed to facilitate the work that needs
to be done, efficiently applying resources and getting results. For problems that require
change, where there is lack of acceptance, or novelty, leadership is essential. Inspired
vision, passion, and a willingness to take decisive action in the face of uncertainty, are
the hallmarks of leaders. Architecture projects are, by their very nature, ventures into
unchartered territory and especially fraught with competing ideas on which direction to
take. Without leadership, indecision reigns:

“INDECISION, n. The chief element of success; “for whereas,” saith Sir Thomas
Brewold, “there is but one way to do nothing and divers ways to do something,
whereof, to a surety, only one is the right way, it followeth that he who from
indecision standeth still hath not so many chances of going astray as he who
pusheth forwards...”  Ambrose Bierce, The Devil's Dictionary
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Executive Leadership and |
Architecture s

» Executive Management
= Sets business strategy Crel]”
« Ideally, with the input of the lead architect(s) e

= Leads the organizational changes associated with the
business strategy

 Architecture Sponsor
= Champions the architecture initiative
* supports and communicates the architecture vision
» Provides resources for the architecture initiative
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Sponsorship

Sponsorship reinforces the importance of the work, protects the architecture team from
interference, opens up opportunities, provides resources and removes obstacles. It is
important that the sponsor demonstrate sustained commitment to the architecture
effort and acts as a role model (e.g., not publicly challenging the architecture or the
architect’s decisions, advocating the vision and architectural strategy, etc.).

Copyright 2001 Bredemeyer Consulting
10



Contractors

Copyright 2001 Bredemeyer Consulting
http://www.bredemeyer.com

r* f\ ;’// ' !
e o Ags
Vﬁ”ﬁ@ o o7

= COmmunities the Architect Leads

)
7
étrategic Management P ,,ﬁ\

i 1S 4

A
1Pr0ject Managérs ‘w ) —
p N . j/ N\ (:’ N Customers
Y XE
| AN T
A )
J |‘1 7 V‘«, { \%\ % ‘Et JS
et RiEE
s D

) Project Teams

How to Lead, How to Follow and How to Get Out of the Way
EAC Boston, March 2001 Slide 11

Community

Strategic management
Project management
Project teams

(now and in future)

Contractors and suppliers

Customers

What the Architect Does

Influences business strategy
Sets technology strategy

Influences project plans

Guides designs
Certifies implementations

Guides designs
Certifies implementations

Influences product choices
Determines product value
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mmmm | cadership

» Leadershipis
= enhanced or undermined by the organization B a b
« authority invested by management ,{}a}&hi.-,;" - "
« leadership accepted by the team/organization L
» supportive operating model and decision model

= enhanced or undermined by the person in the
position of the leader

« traits and skills of a leader ,‘é
« act as a leader, giving time and attention to ‘,':”

leadership activities

/

—
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Leadership and Organizational Support

You've probably heard the quote “If you look behind and no-one is following, you are
not leading.” This puts the onus completely on the leader and is not completely fair.
Some organizational cultures just don't support leaders--or, conversely, following.
They aren’t willing to make one person the leader. Take for example this situation:
“One of our most severe problems... came from a team of 70 people that had two

chief architects. These two architects did not share the same vision for the architecture

or the product. You can imagine what resulted. Eventually the project was cancelled.
The team produced nothing.” (p. 47 Dikel et. al., 2001).
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= \\/hat it Means to “Follow”

* Following is the ACTIVE acceptance :
of leadership L
* itis essential to the achievement of success v\;’fﬁ £

 Following involves NN
* maintaining goodwill (the real silver bullet) towards the
leader and fellow team members
= accepting direction set by the leader
= making your contribution

= giving the leader the benefit of the doubt

» accepting that compromises have to be made to move
forward
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Example of Following

One architecture team had three of the most senior, most talented architects at HP.
They knew that to be successful, all three could not try to lead. This would cause too
much division in the team. They appointed a leader, and as Joe Sventek puts it, they
let him be a "benevolent dictator with a baseball bat". That is, they allowed him to set
direction, make difficult decisions to break logjams, and generally lead the team. This
does not mean that they were not active in debates about how to solve the challenges
of the architecture, but rather that they allowed the lead architect to make choices
between alternatives when there was no consensus.

Compromises Have to be Made
It is just as well to remember that:

"the practice of architecture is a long and rapid succession of sub-optimal decisions,
mostly made in partial light." Philippe Kruchten, 1999

and

"Good enough for each part is usually best for the whole system. When one part is
maximized then there are inevitable losses for other parts.” (Principles of Systems
Thinking, http://www.lambent.com/systems/sysprin.htm)

Some Images of Following

» US military versus Russian military

* Climbing

* Professor/student; craftsman/apprentice
* Lemmings!

Copyright 2001 Bredemeyer Consulting
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mmmm \\/NYy FollOwing is Important

» There is no leading without following

« Many must contribute, collaborate, work to
achieve the goal

-~ 3-4 :’; 1
1!*‘“all ] !
= * — e Y
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Collaboration is Key to Team Success

The architecture team needs to operate as a team: "a small number of people with
complementary skills who are committed to a common purpose, performance goals,
and approach for which they hold themselves mutually accountable" (Katzenbach and
Smith, 1993)
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What it Means to
|
“Get Out of the Way”

» “Getting out of the way” is not impeding
progress

e |tinvolves
= Goodwill
= frust

= doing no harm through action
or inaction
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Images of Getting Out of the Way
« Aikido

Images of Not Getting Out of the Way

» Sears automotive

* % of injury/sickness is inflicted by the medical profession
» Cow on the train tracks (bad for the cow)

* Truck on the train tracks (bad for the truck and the train)
« Boulder on the train tracks (bad for the train)

What it Does Not Mean

This is not to say that there aren’t times where it is appropriate to raise concerns and
guestion approaches. It does mean that when you do, it should not be destructive.
Indeed, there are times in the architecture lifecycle when the whole architecture
initiative should be scrutinized for alignment with business need and viability. Also, for
any architectural decision, there should be a decision process that takes input and
provides opportunity for review and raising concerns. During the expansion/creative
phase, it is healthy to have different views, and play devil's advocate. However, there
(quickly) comes a time when it is just as important to reach consensus. Once
decisions are made, good following means that they are accepted (even if viewed as
locally sub-optimal) and supported.
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= dilutes attention

= prevents traction

= confuses

— Too many opinions
slows progress

= each additional voice
takes time to be heard

= itis harder to reach
consensus

leverage

http://www.bredemeyer.com

Why Getting Out of the Way is

Important

— Too many directions, + Focus on your
targets, objectives, responsibilities/get
visions other things done

+ Create synergy,
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Images of Getting Someone Out of the Way
* Football blocker
* Rhode Island embargo
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Y OUI StOries.

You are actively or
passively resisting

You Gettin
* You have been out of ¢ = You have been
asked to help the Way asked to help
* You are expected You You - You are expected
to follow Following Leading to lead
 You disagree

You want to lead

Getting
another
to lead

Getting
others
to follow

e Need (better) * Need better

leadership Getting following
others out
of the way
e Someone is actively
or passively resisting
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Write Your Story

In this exercise, think of 3 situations where there was a need for leadership, following,
and getting out of the way. It may be that in the situation you needed to lead, follow, or
get out of the way, or that you needed to get someone else to do so (see model
above). You may have done well in the situation you describe, but it is just as useful to
think of cases where you could have done better.
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== G0O0Od Leading

» Create alignment; motivate

= Create a compelling shared vision to
« keep everyone’s eye on the end goal
* avoid distractions, rat-holes, tunnel-vision

= Give credit; let others take credit

» Decision management
= Don't let every meeting degenerate into arguments
= Set timeframes for decisions

* Lead by example
= Integrity at all times
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Other Good Leadership Behaviors

Give Credit: Let others defend the architecture. Let someone else respond to
technical concerns rather than always appearing to be the sole source of knowledge
and expertise. This reinforces teamwork, provides the architect insights from people
who agree as well as those who disagree, etc. Malveau and Mowbray, Software
Architect Bootcamp, 2001

Motivate by Delegating. Build motivation by delegating ownership for tasks/decisions
to others; don’t try to do everything yourself. Trust those you delegate to, and don’t
micromanage.

Share Knowledge/Act as a Mentor. Freely share knowledge; act as a mentor; make
your reasoning clear so others can learn from the heuristics and experience you bring
to bear.

Lead by Example. Lead by stepping out of the limelight and demonstrating good
following behaviors whenever it is appropriate for someone else to be leading--be a
leader of leaders.

Decision Management. When an issue arises, add it to the issues list with an owner
and due date. Create a sub-team to get/verify the relevant information and propose a
resolution. Set up a meeting time specifically to address the proposal, or, if immediate
action is required, make the decision and explain why time constraints force you to lay
down the law and move on.

Identify Other Good Leading Behaviors /"'l;:;’
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mmmm G00d Following

f'-i_:_-l-'li_-‘ \_I
 Collaborate 3 JM :
- gdd
« Recognize when ;:z_.z rf '.;"
= you are beating a dead horse L .I-.'I_'

= you should leave it alone and let someone else lead/follow

» Avoid publicly confronting others on major
design decisions
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Identify Other Good Following Behaviors =}
 Understand how proposals were arrived at Lo
- - . - / |
* Practice advocating others ideas /|'r. { —
1

Conflict

Remember that teams typically move through the 4 stages of: Forming, Storming,
Norming and Performing. Good “following” does not mean that differences of opinion
should be stifled. Encourage constructive and non-judgmental airing of differences.
View them as opportunities to learn, provoking new perspectives on the issue. Keep
the framing positive to build rather than destroy mutual respect in the team.
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= G00Od Getting Out of the Way

 Trusting that a good job will be done
because

= the process is sound Ny
= the people have the right set of capabilities \O/

|
* Following the architecture -
« actively trying to understand and apply it

= their responsibilities are clear /ﬁ
» Accepting the results <:_/_////
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Identify Other Good Getting Out of the Way Behaviors
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= Destructive L/F/G Behavior

+ Poor leading » Poor getting out of the
= Defensive Way
= Indecisive .
= Dictate ) Whme L
« Abrasive ego = Raise endless objections
= Sabotage

* Poor following
= Obstruct, malign
= Compete/professional jealousy

[z
= Always playing devil's %)/

advocate . 2
= Ostensibly signing-off on a [/
decision, but internally N =
deciding to ignore it @ <
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Identify Destructive L/F/G Behaviors )

Poor Getting Out of the Way Example: Saying to someone who has put a lot of work
into something but it doesn’t meet your expectations: “We'll just throw it away...”

Note on Professional Jealousy

“Professional jealousy is a factor that you will have to watch for vigilantly. You must
learn to conduct yourself with a certain degree of humility and be prepared to defend
yourself when necessary. Never take any comment personally; it's always a mistake.”
Malveau and Mowbray, Software Architect Bootcamp, 2001
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