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Appendix
History of the Patterns
In 1996, Linda was working with a colleague, David DeLano, to introduce patterns into their organization. They were having considerable success so they began documenting their practices as a collection of patterns. They realized that one instance of a successful solution to a problem is the beginning but not enough to define a pattern. The next step was to validate their experiences with those of change agents in other organizations. They led a workshop at the Object-Oriented Systems Languages and Programming (OOPSLA) conference in 1996 on Introducing Patterns into the Workplace. Workshop participants improved the collection by adding their experiences or Known Uses and by writing new patterns. The resulting collection was shepherded and workshopped at the Pattern Languages of Programs Conference (PLoP) in 1997. In both workshops, participants commented that the patterns could be used for introducing any new idea—not just patterns. 

In 1998, Mary Lynn was hired by a large telecommunications company to introduce patterns into that organization. She not only used the patterns David and Linda and others had written (and added Known Uses) but also wrote many new patterns. These were shepherded and workshopped at PLoP’99. Again, participants commented that the patterns had a broader application than simply introducing patterns.

At the ChiliPLoP conference in March 2000, Mary Lynn and Linda collaborated for the first time and sponsored a workshop on Introducing Patterns into the Workplace. Participants worked to combine all the patterns into a fledging language. At this juncture, after a great deal of soul searching, we decided to follow the advice of many reviewers and expand the topic to include any innovation, not just patterns. The focus was narrowed to just introducing an innovation, that is, targeting Innovators, Early Adopters, and the Early Majority to “cross the chasm.” The resulting context of applying the patterns would be that the innovation would have taken root in the mainstream of the organization.

The patterns were refined in workshops at other conferences (OOPSLA 2000 and OT 2001) and presented in a tutorial for the first time at OOPSLA 2001. At each of these conferences and workshops, participants improved the patterns by sharing their experiences and suggesting new patterns.

We began to apply these patterns in a variety of domains and to hear from others about similar experiences. It’s clear that the techniques can be used to introduce any new idea. The known uses in each pattern and the case studies describe some of these domains.
More about patterns

When you first see all the information in a pattern, you might think it’s overkill. That’s how Linda felt early in her pattern experience, when she participated in a workshop on software architecture. The workshop leader outlined the task for the workshop—look at some common problems software architects encounter, document solutions for those problems, and also identify elements of the environment where the solution would be most appropriate. To a “patterns person” that sounded very much like Problem, Solution, and Context! Linda suggested that they use patterns to document their ideas. Since most people in the workshop didn’t know what patterns were, she gave them a quick overview but only included the components they needed, that is, Problem, Solution, and Context. She thought that trying to deal with the other pattern elements, for example, Forces, Rationale, and Resulting Context, would take too much time and was probably not necessary.

The group began to work and immediately ran into a snag. A fellow from one company said, “I think that anyone who uses this solution should be aware that there are some problems with it. Should that go in the Solution?” “Actually,” Linda replied, “there is an additional section for concerns like that. It’s called the Resulting Context.” She explained further and they added Resulting Context to their list of pattern elements. Gradually, additional information was revealed that needed to be included to help those who would use the techniques. In a relatively short time, all the pattern components had been added. It was a significant moment for Linda. Suddenly she saw all the pattern components as essential for capturing and communicating the knowledge needed to solve a problem. 

It’s like your mother always told you: “Haste makes waste.” That means if you hurry, you’ll mess up, so take your time. However, your mother also said: “A stitch in time saves nine.” That means you shouldn’t let things go or you’ll be sorry. Well, which is it? Your wise mother understood the context and the forces and the rationale and the resulting context but forgot to pass along all that helpful information. When we know the wisdom, it’s easy to simply summarize a solution for an inquiring novice. The rest, we think, is easy – just do it! However, novices who find only a summary of a technique are often at a loss about when and how to apply the solution. Patterns supply this essential information.

Is it a pattern or not?

A topic for considerable debate among pattern writers is whether or not a solution that has worked well in a particular context to solve a particular problem really is a pattern or whether it is just a general heuristic or guideline. The fallback response to this question has historically been: what does the pattern “build.” The origin of this response is the work of Christopher Alexander, an architect who built structures. His patterns describe concrete changes in the real world. Since our patterns describe organizational solutions, the result is tangible but usually not structural. Therefore, we have taken extra care to include both an opening story to provide an image for the intent of the pattern and also to include text that describes what we feel the pattern “builds,” that is, what will be the result of applying the pattern. Stories mean different things to different readers. If our opening story strikes a chord with you, then the name and story may be enough for you to understand what the pattern is all about.

Known Uses

Another important component in our patterns is the collection of Known Uses. We’ve found that many people read these stories first and are convinced by the compelling accounts. Research in cognitive science shows that humans have evolved to hear stories as the way to learn important lessons. We believe that patterns should be based on stories from experts. In fact, we might say that if there isn’t a story behind the pattern—a really good or a really bad one—then maybe the pattern shouldn’t be written. 

Pattern Names

The name of the pattern is of critical importance. When pattern names are used in a community, the individuals speak a common language. For example, when using the patterns in this book, one of the first that may become part of the common language is Do Food(?). Everyone immediately understands this pattern because they know food makes meetings more enjoyable. Therefore, once they have read the name, Do Food, they use it in conversation without explanation because they are sure everyone will get the meaning. 

In “speaking” a pattern language, the pattern names can be used naturally in conversation or in text. In this book, we use the pattern names conversationally. You will find that after your quick reading of the pattern summaries on the inside front and back covers, that you understand what the pattern reference means, even if you haven’t read all the information. That’s an effective test for a pattern name. If it can be used and the people working in the field understand what you mean then the name is probably a good one. We find that change agents across the globe are starting to use the names of our patterns when they talk about strategies for introducing new ideas. For example, most call themselves Evangelists(?) and talk about giving Brown Bags(?) or inviting Big Jolt(?) speakers and trying to find a Local Sponsor(?) or a Corporate Angel(?). Some names are more evocative than others but after a quick glance through the summaries, we hope that the names will become part of your conversations about change.

Context

The context or setting in which a pattern can be applied is a vital component. The Latin root of the word “context” signifies a “joining together,” and the conventional modern meaning refers to the parts that immediately follow or precede a piece of writing and determine its meaning. Hence, a phrase taken “out of context” is one whose meaning has changed or become difficult to understand because it is not part of its original setting. This is also true for a pattern. Each pattern gets its meaning from the result of applying other patterns. The context of an individual pattern is what weaves it into a pattern language. It is also what ties it to the situation in which it is most applicable. Pattern readers who apply a solution and find that it doesn’t work may feel the pattern is useless, when it’s more likely that the context needs to be sharpened. 

The context, or appropriate setting, for our collection of patterns or pattern language, is an organization, of any size, where you are attempting to introduce a new idea. Experts apply their expertise by calling on their experiences in many different contexts. They seem to recognize when it’s appropriate to apply the solution. They are using patterns—even if they don’t always have a name for the particular solution they are using. The expert knows when it’s appropriate to use a particular pattern and when it doesn’t apply. This is what defines expertise. Expertise is what we hope our patterns will communicate to you.

Patterns provide solutions to problems. It's hard for people to buy into the solution if they don't understand that they are facing a problem and what that problem is. For example, one Evangelist saw this in her experiences trying to get policy changes through a Faculty Senate. She noted, “When I took the time to explain the problem, the document (which contains the solution) met less resistance and passed.”

If you’d like to study the foundation for the present use of patterns, please see Christopher Alexander’s books in the Reference section. As Ron Goldman has noted:

In The Timeless Way of Building, A Pattern Language, and his other writings, Christopher Alexander describes how patterns are organized into pattern languages, and how one must apply the patterns in a specific sequence to create a beautiful and whole design.

