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Start with the decision
Choose an approach that helps this project learn, coordinate and
deliver value.

Define the comparison
Waterfall commonly describes a largely sequential
flow through stages. Agile describes values and
principles expressed through adaptive approaches.
Compare practical delivery characteristics rather
than treating either label as a complete plan.

Running case
A visitor centre needs a new accessible entrance
and a booking service. Construction constraints
differ from the uncertainty in how visitors will
use the screen.

Make the choice testable
State what you know, what you need to learn and
when feedback can arrive. Use those facts to
justify the approach.

TAKE IT TO YOUR PROJECT
Describe the uncertainty in one important deliverable.

wikifree.com 1

https://wikifree.com


THE DELIVERY PATHS NOTEBOOK 02

Predictive and adaptive planning
Both approaches need plans, decisions and evidence.

Predictive emphasis
Plan more of the work in advance when
requirements and delivery methods can be
understood sufficiently. Control the baseline and
assess significant changes through agreed
authority.

Adaptive emphasis
Plan near-term delivery in more detail and use
short feedback cycles to inform later choices.
Maintain goals, clear priorities and appropriate
quality while learning.

Use the distinction
The centre can specify door dimensions early. It
may need several user trials to find a booking
flow that works for visitors with different needs.

TAKE IT TO YOUR PROJECT
Identify which decisions can be made now and which should wait for learning.
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Understand the type of uncertainty
An unclear requirement and an unknown technical method create
different learning needs.

Ask two questions
Do people agree on the result they need? Do we
know a credible way to build and verify it?
Separate those uncertainties before choosing a
planning pattern.

Centre example
The entrance standard is known but the existing
structure is poorly documented. Survey and
technical investigation may reduce uncertainty
before a detailed construction commitment.

Choose the next evidence
An adaptive interface trial cannot establish the
condition of a hidden structural support. Use a
learning activity suited to the actual unknown.

TAKE IT TO YOUR PROJECT
Name the evidence that would reduce your biggest uncertainty.
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Look at the cost of feedback
Fast feedback is valuable when it can influence the next decision.

Compare the loops
A small software change can often be tested
with users quickly. A buried utility relocation may
need specialised investigation, permissions and
physical work before meaningful verification.

Centre example
Try a clickable booking prototype with five visitors
this week. For the entrance, inspect drawings,
survey the site and review compliance before
committing to installation.

Plan the interval
Match feedback timing with decision timing. A
formal review after every important choice has
already become expensive leaves less room to
adapt.

TAKE IT TO YOUR PROJECT
Find one decision that needs feedback earlier than your current plan provides.
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Scope and requirements
The level of early detail should match the work and the cost of
change.

Predictive pattern
Define and validate requirements sufficiently for
the next commitment, then manage the baseline.
This can support coordination and comparable
supplier offers for stable work.

Adaptive pattern
Maintain a clear objective and ordered work,
adding detail as needed for near-term delivery.
Evaluate new ideas against value, quality, risks
and current goals.

Centre example
Fix the accessibility requirement for the entrance.
Explore how visitors search for sessions using
small experiments. Record which constraints
remain binding in either case.

TAKE IT TO YOUR PROJECT
Separate a fixed constraint from a design choice you can test.
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Architecture and integration
Frequent delivery still needs coherent technical decisions and
working interfaces.

Identify enduring choices
Consider interfaces, data, performance, security,
safety and maintainability. Make decisions early
enough to manage costly dependencies while
avoiding unnecessary detail based on weak
assumptions.

Centre example
The booking service must use the existing
payment provider. A small integration test reduces
uncertainty before the team promises the full
user experience.

Adapt the design
Use evidence to refine architecture and delivery
sequencing. Record important assumptions and
verify that each new part works with the existing
system.

TAKE IT TO YOUR PROJECT
Identify one interface to test before expanding the build.
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Team capability and access
The approach depends on people being able to perform the
feedback and delivery work.

Check the environment
Assess specialist skills, availability, collaboration,
customer access and decision authority. A short
iteration cannot produce useful learning if nobody
can review the result.

Centre example
The designer can meet visitors weekly, but the
structural engineer is available monthly. Plan
those interactions explicitly and address access
gaps before setting cadence expectations.

Improve the conditions
Consider pairing, earlier reviews, delegated
decisions or staged commitments. Explain which
capability constraint limits your chosen approach.

TAKE IT TO YOUR PROJECT
Name one person whose availability affects your feedback cycle.
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Governance and documentation
Useful control can coexist with different delivery rhythms.

Preserve decision evidence
Document objectives, responsibilities, significant
assumptions, acceptance evidence and decisions in
a form suited to the work. Scale detail and
approvals to risk and organisational obligations.

Centre example
The physical entrance needs compliance evidence
and inspections. The booking pilot needs recorded
user feedback, quality checks and a clear rollout
decision. Both need accountable owners.

Ask what the record enables
A document is valuable when it helps a person
decide, verify, coordinate or maintain the result.
Tailor its form while retaining required evidence.

TAKE IT TO YOUR PROJECT
Identify the decision served by one project document.
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Schedule and funding
Compare credible forecasts rather than treating a preferred date
as evidence.

Predictive emphasis
Build a resource-aware dependency schedule and
cost estimate for defined scope. Use progress,
risks and changes to update the remaining-work
forecast.

Adaptive emphasis
Use delivery history, size and uncertainty to
discuss likely outcomes and review priorities.
Budget, date and scope choices still require
explicit trade-offs.

Centre example
A fixed opening date may require a smaller initial
booking release. Discuss a useful scope option and
its acceptance evidence instead of hiding
uncertainty in the estimate.

TAKE IT TO YOUR PROJECT
State which combination of date, budget and scope is actually fixed.
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Quality and acceptance
A delivery approach changes the learning pattern, not the need
for usable results.

Plan relevant checks
Build quality into the work and verify outputs
against criteria appropriate to users, technical
needs and obligations. Keep acceptance authority
clear.

Centre example
The entrance needs a physical inspection. The
booking flow needs accessibility and payment
tests as well as user trials. A friendly pilot does
not replace required verification.

Use staged evidence
Check critical conditions early where feasible and
keep final readiness coherent. Prevent small
releases from accumulating hidden quality gaps.

TAKE IT TO YOUR PROJECT
Choose one quality condition to verify before the next commitment.
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Supplier arrangements
Commercial commitments need to support the work's uncertainty
and controls.

Examine the basis
Check scope, pricing, acceptance, change
mechanisms and decision authority. A delivery
label alone does not determine the right contract
or transfer every risk.

Centre example
A fixed package can fit a well-defined entrance
installation. An uncertain booking discovery
package may need a bounded learning
commitment with clear outputs and spending
controls.

Coordinate the handoff
Align supplier reporting and acceptance with the
delivery approach. Ensure the people learning from
feedback can request changes through the proper
commercial route.

TAKE IT TO YOUR PROJECT
Find a supplier clause that could constrain your feedback cycle.

wikifree.com 11

https://wikifree.com


THE DELIVERY PATHS NOTEBOOK 12

Dependencies between the approaches
A project can contain work with different learning and
commitment patterns.

Map the interfaces
Identify what each work stream needs from the
others, by when and with what evidence. Use
shared milestones and ownership to coordinate
the interfaces.

Centre example
The booking launch needs a confirmed opening
capacity and staffing pattern. The entrance
rollout needs the visitor communication ready.
Different rhythms still meet at readiness
decisions.

Review the joins
Look for optimistic assumptions at handoffs. A
software team's apparent progress may not
compensate for an unready physical site.

TAKE IT TO YOUR PROJECT
Name one cross-team dependency and its acceptance evidence.
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Design a hybrid deliberately
A hybrid approach needs an integration logic you can explain.

Choose the boundaries
Combine approaches where they fit distinct
needs. Define how goals, planning horizons,
feedback, decisions and reporting work across the
combined project.

Centre example
Plan and control the entrance as a defined
supplier package. Develop booking flows through
short pilots. Coordinate both with an
opening-readiness plan and a common risk review.

Check the cost of complexity
Avoid adding incompatible approval layers or
duplicate reporting without purpose. Tailor the
management system so teams can deliver and
decision makers can see the whole result.

TAKE IT TO YOUR PROJECT
Describe where your hybrid changes from one planning pattern to another.
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Work the selection matrix
Use a small comparison to make assumptions visible.

Compare the work
For each deliverable, assess requirement stability,
technical uncertainty, feedback access, change
cost, dependencies and obligations. Explain the
rating rather than adding scores without context.

Centre example
The entrance has stable acceptance needs and
expensive physical changes. Booking search has
uncertain user preferences and cheap trials. This
supports different planning patterns within the
same project.

Choose the next step
A high uncertainty rating can justify discovery
before a large commitment. Make the decision
conditional on evidence you can collect.

TAKE IT TO YOUR PROJECT
Complete the six-factor comparison for one deliverable.
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Revisit the approach when facts change
A delivery choice should remain useful as the project learns.

Watch the signals
Repeated rework, slow feedback, unavailable skills
or changing obligations may show that the
current planning and control pattern needs
adjustment.

Centre example
Visitors cannot join weekly pilot sessions. The
team adds remote tests and arranges
representative review windows. It then checks
whether the revised pattern produces useful
decisions.

Make a controlled change
Clarify the reason, benefits, costs, interfaces and
approval needs. Keep the project objectives and
responsibilities visible while adapting the
management approach.

TAKE IT TO YOUR PROJECT
Name one signal that would cause you to review the approach.
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Your approach decision note
Finish with a clear explanation the sponsor and team can
challenge.

Write the recommendation
State the objective, relevant uncertainty, proposed
approach by work area, feedback plan, controls
and critical interfaces. Include alternatives and
why the evidence favours your choice.

Centre example
Recommend a defined entrance package plus
iterative booking pilots, linked by a shared
readiness gate. Seek the survey and
integration-test evidence before committing the
full rollout.

Check your reasoning
Could a colleague identify what would change your
recommendation? If the choice rests mainly on a
fashionable label, return to the evidence and
trade-offs.

TAKE IT TO YOUR PROJECT
Write a one-page recommendation with a date to review its assumptions.
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