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The Quality Dial



Adapting Over Conforming

n Rewards conforming

n Little trust

n Constraint oriented

n Focus on controlCost

Scope

Schedule

Traditional
Iron Triangle

n Rewards adapting

n Significant trust

n Value & quality oriented

n Focus on delivering results

n Focus on control

Value

Quality Constraints

Agile
Triangle

Cost Schedule



Traditional Development
n Project focus (benefits)

• Short term
• Deploy at the end

n Requirements are fixed, plan is 
fixed and inflexible

Scope:
Requirements

n Performance: schedule, cost, 
scope

n Actions: resist change, cut testing, 
cut quality

Cost Schedule

Estimates



Agile Development
n Product focus (benefits)

• Both short & long term value
• Continuous deployment

n Goals drive, plans guide, adaptation 
expected

Value
(Releasable Product)

The Agile Triangle

n Performance: value, quality, 
constraints

n Actions: adapt to change, adjust 
features, resist quality reduction

Quality
(Reliable,
Adaptable
Product)

Constraints
(cost, schedule, scope)



Evolution of a Feature

Value

I1       I2       I3       I4       I5       I6       I7       I8

Sophistication



The Art of Release Planning
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Only Refactor When Working 
On A User Story?
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Refactoring Pause
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Why Pay Now?
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Knowingly Incurring 
Design Debt? Huh? 
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Pernicious & Easy 
Design Problems

� &���������%
��
	
�
�	���������������3��������
����	���	��.�����
��&���!!������������������
�
�����������'��������'�������������4����	
�

4�
	����������	������������������
	����5����+���
�'�
�����
��6	"������
�

��������������	��������
��6	"������
�

��������������	���
��
���
	"	
	�	�
��2��������	+(�7�������

��8��	
��� ����
����	�	��
���
	������"
��'���
����������������
-����������������'������	��
�����	
�����	�	��
��
&��
����
��	�������	���������
�,�����������
	����	���	�'�������
������
�	����	���������	��
���� �
�
������
�
��

��� *�
����0��	��
��



Sacrifice Quality for Speed?
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Delivery Now, 
Mercilessly Refactor Later
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Taking On & Paying Down Debt
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Dangerous Advice?
For Experts Only?
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The Real Danger? 
Not Paying Down Design Debt
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A Puzzlement
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A Driving Metaphor
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New Agile Teams & Debt
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Refactoring Over Features?
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Faster Feature Injection
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Clean Code Improves Velocity
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Cleaning Up Along The Way
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Future Payoff?
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More Features 
Not Always Good!
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Looping Forever On Bad Design
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Business Context!
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Refactoring Pause 
An Inferior Decision 
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5.2 Release Plan (X Person Months)

Platform Release (X Person Months) Scheduling Release (X Person Months)

Suite Story (i.e. Sized Headline)

Product Stories

Release Stories

Master Rotations Release Budgeting Release

Iteration Iteration Iteration Iteration Stories

Platform Stories

Engineering Tasks


