
People versus ProcessPeople versus Process
Cultural Patterns of Software Cultural Patterns of Software 

OrganizationsOrganizations

Marc Evers - marc@piecemealgrowth.nl
Willem van den Ende – willem@livingsoftware.nl

20 November 2007, XP Day, London, UK

© 2007 Living Software & Piecemeal Growth – Some Rights Reserved

Piecemeal GrowthPiecemeal Growth
Living Software B.V.Living Software B.V.



Learning Hazard:Learning Hazard:

This session contains exercisesThis session contains exercises

Session has been produced in Session has been produced in 
a facility that also produces a facility that also produces 
eXPeriential sessionseXPeriential sessions

*



What we use cultural patterns for
About Us

Six Cultural Patterns
with exercises 

Summary

*



Who we areWho we are

● Willem van den Ende
● Puzzling on 

– Effective software development
– Effective teams

● Independent (Living Software B.V.)
– All-hands person
– Software development coach
– Trainer
– Consultant

● Blog: me.andering.com
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Who we areWho we are

● Marc EversMarc Evers
● IndependentIndependent

– Software development coachSoftware development coach
– TrainerTrainer
– ConsultantConsultant

● Blog: blog.piecemealgrowth.netBlog: blog.piecemealgrowth.net



What we doWhat we do

Increase business value from software developmentIncrease business value from software development

andand

helping others do ithelping others do it

throughthrough

Coaching & mentoringCoaching & mentoring

TrainingTraining

FacilitationFacilitation

Organizing conferencesOrganizing conferences



CultureCulture

● Conservative & invisibleConservative & invisible
● Governs interactionsGoverns interactions
● What is said vs. what is doneWhat is said vs. what is done
● What is valued gets measuredWhat is valued gets measured



Cultural patternsCultural patterns

● PurposePurpose
– Understand your contextUnderstand your context
– Bring appropriate, effective changeBring appropriate, effective change

● It is about fit, not about maturityIt is about fit, not about maturity



OriginsOrigins

● Jerry Weinberg - Jerry Weinberg - Quality Software ManagementQuality Software Management  
– Based on Philip Crosby, Based on Philip Crosby, Quality is FreeQuality is Free

● Systems thinking & systems dynamicsSystems thinking & systems dynamics
● Virginia SatirVirginia Satir



Exercise 1 (in pairs)Exercise 1 (in pairs)

Pick a project, team, client, ... Pick a project, team, client, ... 

Describe culture in a few keywordsDescribe culture in a few keywords

what do people say? what do people say? 

what do you see?what do you see?

What are the strong points of the culture?What are the strong points of the culture?

What are the weak points? What are the weak points? 

*



Cultural PatternsCultural Patterns
VariableVariable

SteeringSteering

RoutineRoutine AnticipatingAnticipating

ObliviousOblivious

CongruentCongruent

*



ObliviousOblivious

we’re not aware that we’re developing softwarewe’re not aware that we’re developing software



ObliviousOblivious

● No separation between user and developerNo separation between user and developer
● Highly adaptive, highly customer orientedHighly adaptive, highly customer oriented



VariableVariable

we do whatever we feel like at the momentwe do whatever we feel like at the moment

*



VariableVariable

● Close cooperation between customers and Close cooperation between customers and 
developersdevelopers

● CraftsmanshipCraftsmanship
● Hands off managementHands off management
● Performance and quality totally dependent on Performance and quality totally dependent on 

individualsindividuals
● HeroismHeroism

*



RoutineRoutine

we follow our standard procedureswe follow our standard procedures
(except when we panic)(except when we panic)



RoutineRoutine

● Feedforward control, well known contextFeedforward control, well known context
● There is a best way to develop softwareThere is a best way to develop software

– Silver bulletsSilver bullets
– MethodologiesMethodologies

● Management by controllingManagement by controlling
● Process orientedProcess oriented
● Lack of trust, blame gamesLack of trust, blame games



Exercise 2 (pairs)Exercise 2 (pairs)

Classify your stories:Classify your stories:

oblivious, variable, routine, unkownoblivious, variable, routine, unkown

Write down whyWrite down why



SteeringSteering

we choose among our we choose among our 
routines by the result routines by the result 

they producethey produce

*



SteeringSteering

● Feedback controlFeedback control
● Results orientedResults oriented
● Trust basedTrust based
● Testing and feedbackTesting and feedback
● Act early, act smallAct early, act small

*



TrustTrust

Mental modelsMental models

VisibilityVisibility

StabilityStability

Towards SteeringTowards Steering
*



Towards SteeringTowards Steering
TrustTrust

Mental models

VisibilityVisibility

StabilityStability
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TrustTrust

Mental modelsMental models

VisibilityVisibility

StabilityStability

Towards SteeringTowards Steering



TrustTrust

Mental modelsMental models

VisibilityVisibility

StabilityStability

Too much deviation: Too much deviation: remove special causes of troubleremove special causes of trouble
But: need deviations for improvement!But: need deviations for improvement!

Towards SteeringTowards Steering



AnticipatingAnticipating

we establish routines based on our past we establish routines based on our past 
experience with themexperience with them



AnticipatingAnticipating

● Consciously managing changeConsciously managing change
– Everyone is a change artist to some degreeEveryone is a change artist to some degree

● Process orientedProcess oriented
● Always improving your processesAlways improving your processes

– If it ain't broke, fix itIf it ain't broke, fix it
● PracticesPractices

– Retrospectives, scenario planning, risk managementRetrospectives, scenario planning, risk management
● Lean Software DevelopmentLean Software Development



CongruentCongruent

everyone is involved in improving everything all everyone is involved in improving everything all 
the timethe time

culture of ongoing reflection and improvementculture of ongoing reflection and improvement
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Exercise 3 (pairs)Exercise 3 (pairs)

Classify the rest of the storiesClassify the rest of the stories

Reconsider the stories already classifiedReconsider the stories already classified

*



ChoreographiesChoreographies

VariableVariable

RoutineRoutine

SteeringSteering



ChoreographiesChoreographies

OblivousOblivous

VariableVariable

RoutineRoutine

SteeringSteering

AnticipatingAnticipating

CongruentCongruent



SummarySummary
● Oblivious – no more fear of computersOblivious – no more fear of computers
● Variable – value craftsmanship, foster innovationVariable – value craftsmanship, foster innovation
● Routine – bring order to disorderRoutine – bring order to disorder
● Steering – make extraordinary things ordinarySteering – make extraordinary things ordinary
● Anticipating – make things more efficientAnticipating – make things more efficient
● Congruent – make good cultural practices transferableCongruent – make good cultural practices transferable

*



SourcesSources

● Gerald M. Weinberg, Gerald M. Weinberg, Quality Software Quality Software 
ManagementManagement (vol. 1-4) (vol. 1-4)

● Gerald M. Weinberg, Gerald M. Weinberg, Secrets of ConsultingSecrets of Consulting
● Argyris & SchArgyris & Schöön, n, Organizational Learning IIOrganizational Learning II
● Peter M. Senge, Peter M. Senge, The 5The 5thth Discipline Discipline
● Virginia Satir et. al., Virginia Satir et. al., The new peoplemakingThe new peoplemaking
● www.satirworkshops.comwww.satirworkshops.com
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