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Why Software Is Hard
& How To Fix It
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“You get good product from having a good company. You don’t get a good company from having a good product.”

Devon Seacrest

About The
Speaker

#DevDifferent
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[(Xem About the Speaker

Devon Seacrest, co-founder and
CEO of CodeBuddy, is a repeat
co-founder with over 24+ years
of owning and operating high
growth businesses. Devon has
raised over $27 million dollars in
software and real estate capital
and was a 2016 Kauffman
Foundation Pipeline Fellow. He
is a full-stack software engineer,
university professor, graduate
of UNL College of Law, and
bilingual (Spanish).

CodeBuddy is a team of
technical founders with a
background in creating systems
intelligence and management
software for federal law
enforcement and Department of
Defense.

With over two decades of
experience in start-ups and

enterprise software, | have seen
many projects run millions of
dollars over budget and years
longer than scheduled, only to
be put on the shelf.

In the search for a better

and faster way to build new
software, I've met with hundreds
of entrepreneurs to discover the
tools, beliefs, and processes
they uses to successfully
disrupt their competition. This
workbook shares those secrets.

==

Devon
Seacrest




“You get good product from having a good company. You don’t get a good company from having a good product.”

Preview

#Dev
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Nl Why Software Is Hard & How To Fix It

Preview

@ Chapter 1: Future of Software

Future trends in software development and use.

Why Read This
Workbook?

. We've seen too many
@ Chapter 2: Why Software Is Hard companies go 200%

Why software is always over time and budget. over time and over
budget on software
projects that end up

Be  Chapter 3: #DevDifferent getting shelved. Read
Tools, processes, and techniques to make to build better this to avoid their
software faster. mistakes.

@ Chapter 4: CodeBuddy rIDE

A tool that designed to help less technical and technical
founders build software.

Se  Chapter 5: Question & Answer

Other frequently asked questions and answers.



“Progress happens when it takes less time and resources to do the same task you did yesterday.”

Development Velocity and Customized Software

Future of
Software
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(XM Future Of Software

Future Of Software

We see two main things shaping the future of software.

Development Velocity Is Critical Al Allows for More Customized Software
Organizations that invest in faster The advantages of Al and software devel-
developer velocity have five times the opment tools like CodeBuddy are allowing
revenue of their competitors. They also companies and individuals to build soft-

have 60 percent higher total shareholder ware that they could have never previous-
returns, 20 percent higher operating ly offered faster than they ever could have

margins, and perform better on customer  imagined.
satisfaction and brand perception.

Developer
Velocity Boosts
Company Sales

4th quartile 3rd quartile 2nd quartile Top quartile

- —————ee-sesee

Developer Velocity

(9 Current Trends
Seeing $200K apps built for $5K in a matter of weeks.




“Progress happens when it takes less time and resources to do the same task you did yesterday.”

Biggest Mistake

Why Software
|s Hard
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[(NeMm Frame Misalignment

Frame Misalighment

Owners, engineers, and customers have different mental
models of the features that need to be build.

What You Want

What Your Developer Understands

Edge Cases Moving Target:

Edge cases aren’t considered during initial  Requirements change mid-development
estimation, increasing the scope. due to new information learned. Expecta-
tions of what the completed item should
look like change, but aren’t communicated
to the entire team. Forcing rewrites and
Hidden complexity with a task or technol-  ploated software.

ogy.

Unknown Unknowns

’("9’, How to Fix

User Stories, Usability Testing, rIDE, Become Technical




“Progress happens when it takes less time and resources to do the same task you did yesterday.”

Technical Chasm

Why Software
|s Hard
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[(XeE Technical Chasm

Technical Chasm

Most people are either non-technical, or very-technical,
causing issues and opportunities in between.

Language Barrier Held Hostage

The larger the gap, the more issues there Non-technical founders feel like they are
will be in communication. held hostage and often cycle through
many different developers.

'((’j, How to Fix

Become More Technical, Use Al to Communicate, Use
rIDE to Plan and Task.




“Progress happens when it takes less time and resources to do the same task you did yesterday.”

Technical Chasm

Why Software
|s Hard
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[XeE Mythical Man Month

Mythical Man Month

Throwing additional manpower or forcing more meetings
on developers does not speed up development; it slows it
down. This is due to individuals stepping on each other's
toes, breaking stuff that was once working, and requiring
additional layers of communication.

N
— /N

Three Person Team Four Person Team

A three person team will have three lines A four person team will double the re-
of communication and there is less chance quired lines of communication from three

that they will be working on the same ar- to six and make it much more likely that
eas of code. they will be working on the same lines of
code.

'G”}, How to Fix

Small Teams, Leverage Al, Leverage rIDE Code Editor
and Experts, Micro-Contracting.




“Progress happens when it takes less time and resources to do the same task you did yesterday.”

Technical Chasm

Why Software
|s Hard
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[(XeE Brain Drain

Brain Drain

New team members require training and increased
communication overhead, slowing progress instead of
accelerating it. When they leave the organization all that
knowledge goes with them and you have to start again.

I Like It My Way

Every developer wants to build in their
favorite tech stack, causing things to get

unnecessarily rebuilt when teams change.

Brain Drain

Development teams churn, causing loss of
information that was stored in a develop-
er's mind and not on paper.

'("9’, How To Fix

Documentation, Building System Context in rIDE,
Psychological Safety, Usability Testing




“Progress happens when it takes less time and resources to do the same task you did yesterday.”

Case Studies

#Dev
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[Xom Ugly Starts

Ugly Starts

You don’t want the polished version at first because
polished versions cause you and your customers to have
a psychological attachment. Customers won't want to tell
you what they really think, and you won't want to replace
things you've spent a lot of time perfecting.

Start with fewer requirements and focus on functionality
over form first. Start with User Stories, Pencil & Paper,
Wireframes. Avoid high-resolution mockups.

LD

Use twttr to stay in touch with your friends all the time. If you have a cell and Signin.
can b, you'll never be bored again...EVER! Mobile number {or email
Password (or PIN)
What your friends are txt I
Kenvini Syatrom babysitting
(er) ™ Remember me
I JerniTEy N - By S 10 b What are you doing? Sign in |
B Katie It's my birthday! |

© Twitter

Twitter (now X) was originally called "twttr" and all it
began with is a text field where you could type in your
phone number and what you are doing.




“Progress happens when it takes less time and resources to do the same task you did yesterday.”

Technical Chasm
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[NeM Don't Design Too Far Ahead

Don't Designh Too Far Ahead

Projects that are designed too far out rarely ever last the
test of time due to lessons learned along the way. They
end up wasting money and creating sunk costs that are
psychologically impossible to get over.

Think only one or two sprints ahead.

#sendGrid
4 8 A

stripe

"A feature deployed is worth
more than 100 mockups.'

Waiting On Design Sunk Costs

Developers end up waiting long periods of  Fancy designs make it less likely to get
time on designs. honest feedback and less likely for teams
to want to make changes to the designs.



“Progress happens when it takes less time and resources to do the same task you did yesterday.”

Product Lifecycle

#Dev
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[(NeEW Retrospective Design

Retrospective Design

Traditional Design

High Resolution Mockups

Once you have a functional feature, you want to generate high resolution mockups, ideally
using a program like Figma or Adobe XD.

Build Functional Feature

After you have user stories you can build out a functional version of the feature designed by a
developer.

Retro Design

Build Functional Feature

After you have user stories you can build out a functional version of the feature designed by a
developer.

High Resolution Mockups

Once you have a functional feature, you want to generate high resolution mockups, ideally
using a program like Figma or Adobe XD.

Re-Desigh Completed Feature

Once you have high resolution mockups, you can go back and make your functional feature
look better.



#Dev

The modern rule of competition is that whoever learns fastest wins.

Wizard of Oz
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[Xem Wizard of Oz

Wizard of Oz

Users interact with what appears to be a fully functioning system,
but certain parts of the system are actually operated manually
behind the scenes by a human.

&
§ WHAT WERE HEARENG! [ T [l - - - -
Wakcoma b Eappon com - e 1o e l i k
BESEIREANI | | A Gt
ey
e - SCOM L 4
P

4 L.B.Evans' L‘h

'G”z Zappos Story

In the late 1990s, Zappos co-founder Nick Swinmurn had the idea of
selling shoes online, but he wasn't sure if people would actually want to
buy shoes over the internet.

Swinmurn went to local shoe stores, took pictures of shoes, and then
posted those pictures on his website. When a customer placed an or-
der, instead of shipping from a warehouse or inventory, he would go
back to the store, buy the shoes at full price, and then ship them to the
customer.

From the customer's perspective, it seemed like a seamless online
shopping experience, but behind the scenes, it was manual and low-
tech. The company lost a lot of money fulfilling orders but validated a
billion dollar business.




“Progress happens when it takes less time and resources to do the same task you did yesterday.”

Product Lifecycle

#Dev
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(XeW Frame Alignment

Frame Alighment

Focus On Why Behind Each Feature

One of the biggest traps in software is to be too prescriptive. A sign of being too prescriptive
is that whenever a problem is identified, folks are immediate to identify what a solution looks
like and not take time to understand the why behind each problem.

Work in User Stories

One of the best ways to communicate functionality is a user story. As a [user] | want to be
able to [take an action] so that [l receive some valuel].

Work in Short Iterative Feedback Cycles

The less time between completion and feedback, the more likely you are to catch issues of
frame misalignment.

Identify Acceptance Criteria and Edge Cases

Make sure with each task to clearly define what the acceptance criteria are for that task (i.e.
what success looks like) and also try to brainstorm what are the possible edge cases. An
example of an edge case is what if someone uploads a video that is too large to process.

Use Al to Provide Details & Discuss

Utilize Al tools to help provide clarity and detail to tasks. Just make sure you review the
results before sending them to your developers.



“Progress happens when it takes less time and resources to do the same task you did yesterday.”

Technical Chasm

#Dev
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()Xol Small Teams + Al + Experts

Small Teams + Al + Experts

As teams grow, the number of communication paths
and interdependencies increases exponentially, making
coordination more difficult and inefficient.

Instead of having a large team of equally skilled
developers, an optimal team consists of a primary lead
(like a surgeon) supported by tools like RIDE.

Artificial Intelligence Experts & Micro-Contracting

Utilizing artificial intelligence software Utilizing experts and micro-contracting
tools like rIDE can help turn an a three per-  to fill in the missing technical pieces is a
son team into a team of 9. quick and easy way to accelerate your dev

process and conquer difficult tasks.

Take Controu of
Your Software




The modern rule of competition is that whoever learns fastest wins.

Surveying the room

#Dev

It's like going to a senior developer and saying
"l know you've mastered this type of task, can
you show me how."
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[o¥Xe] Micro-Contracting

Micro-Contracting

Using outside experts to show you how to do a complex task so
your in-house system experts can build faster and smarter.

Breakdown Tasks

Breakdown your software tasks into
areas that an outside expert could
help with.

Find an Expert

Pay an expert developer to create a
standalone prototype to show you how
to do that task.

Build Faster

Your in-house system experts use the
prototypes to complete the task in
record time.

Example: | need a seasoned Azure
cloud specialist to show me how to
programmatically upload an image to
Azure Blob Storage.

You don’t need to share any of your
code with them or spend time on-
boarding them. They just need to
understand your requirements and
technology stack.

Your system experts who you trust to write
quality code use the prototype as a learning
tool to implement the task incredibly fast
and with new expert insights.

All In-House
Developers

(Quality)

Micro-
Contracting

(Quality &
Speed)

Outsourced
Development

(Speed)

10 hours ~» 2 hours

Case studies show that with Micro-Contracting a 10 hour task can
be done in under 2 hours.



"People ighore design that ignores people." - Frank Chimero

Surveying the room
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[IR0]  Usability Testing

Usability Testing

Usability: Design that a person of below average skill in your ideal
customer profile can use without it being more trouble than it’s
worth.

Targeting users of below
average skill results
in systems that will
be usable by a larger
audience.

Usability Interviews: Watching people try to use what you
created while they talk about it out loud.

Who to Test How Many How to Find Them
You want to test people You want to test 3-5 Ask your friends, family,
that are in your ideal individuals in every round and advisors if they know
customer profile and of usability testing. somebody. Post on

preferably don't know you, forums, social media sites,
your company, and most be discovered with just 3 and even freelancers sites.
importantly have never individuals." It's better if you don't have

heard of your product. to pay them but either can
- Forrester work.

"86% of user issues can

& ™

N
@)

(



The First Al Software
Studio Where Less-
Technical and Technical
Minds Create Together.

Build it yourself, collaborate with your team, or Get
a Project Quote and CodeBuddy will build it for you.
Breaking barriers to building new software.

9 Plan your software using Al specifically designed to breakdown and
SOftwa re PI a n n I n g store everything about your application.
(X )
€O codeb
& Workflows 22

& Workflows

NEW

(=)

Proposing Definitions Update

+&* Monthly Budgeting and Tracking @)

Perfect, “Monthly Budget” is now defined as you described.

A user manages their finances by setting a monthly budget for income and expenses, recording financial
Let’s look at the steps you'd take in your app each month. Can you describe what you'd do from the start of transactions throughout the month, and reviewing performance at month-end before setting the next
the month—Like, do you set your new monthly budget first, and then start entering expenses and income as month's budget.
they happen? Is there a review step at the end of the month to see how you did?

Walking me through what your ideal routine would look like will help us outline the main workflow your app

needs! As an User, | want set my monthly budget at the start of each month so that establish clear n

targets for spending and income.
Set budget at beginning month. Throughout month add expenses and income to
track progress. Review final amounts at end of month and set budget for next

month. User can enter target amounts for income and for each expense category for the upcoming month.

)

Budget resets automatically at the start of a new month.

Here’s a high-level workflow that outlines how you'd use the app each month to manage your finances,
from setting your budget to tracking and reviewing your progress.
As an User, | want record expenses and income during the month so that track my real financial W
Would you like to make any changes to these steps, or does this capture your process well? If it looks good,
:Le can move on to any other main tasks you'd like the app to handle, or dig deeper into any step if you'd Stack Your ldeas
ike.
Want b ed it more. The more Workflows you add here, the
smarter and faster RIDE works—giving you connected tasks with more
context and less backtracking. RIDE works best when it can see how your
features connect. So stack a few (or more) up and enjoy a cleaner, smarter
plan.

N o
Ca
Build Faster Spend Less Expert Insights Communication

Plan your tasks and strategy Avoid the need to hire Provide greater detail to Prevent frame misalignment
in a fraction of the time. business analysts. your development team. and errors in scope.



[I:Xe] CodeBuddy Platform

Explore CodeBuddy gea!

ke ConTtrou of
Your Software €| Take Control

The one software platform designed to put
you in the driver seat of your software journey
regardless of your technical expertise.

T k PI n n i n Al driven task planning and project management helps communicate the
as a g technical requirements for any given software task.

& Tasks
Workflows Tasks

A Monthly Budgeting and Tracking Enable Recording of Expenses and Income via Editable Data Grid/Table ~

DETAILS

Implement a data grid or table-based interface for users to quickly record multiple expenses and income entries for the
month. The grid must allow multi-row entry, editing, and inline creation of new expense and income records with required
fields (Expense: Item, Category, Date, Amount; Income: Source, Date, Amount). Support quick tabbing and saving across
multiple rows. Persist all transactions for backend processing and summary reporting.

This task is complete when:
ser can add new Expense records including item, Category, Date, and Amount using a table or data grid interface.

ser can add new Income records including Source, Date, and Amount using a table or data grid interface.

Create Budget vs. Actuals Summary
& and Review Using Data Grid/Table Depends on Enable Recording of Expenses and Income via Editable Data Grid/Table v
Interface

& Bank Statement Import and Categorizat... (& Create Bank Statement CSV Upload Ul and Parser

Implement Transaction Categorization via OpenAl

® ) Depends on Create Bank Statement CSV Upload Ul and Parser v
Suggestion Engine

Create Transaction Review and
% Depends on Implement Transaction Gategorization via OpenAl Suggestion Engine v
Confirmation Interface

@ AN A S

Build Faster Spend Less Expert Insights Retain Developers

Manage your tasks in a Avoid the need to hire costly Provide greater technical Support your developers so
fraction of the time. project managers. details to your developers. they don't burn out.



QO oUR SECRET sAucE

HOW WE DELIVER
ON OUR PROMISE

T2iDE

STARTERKIT ONE ARTIFICIAL CODEBUDDY OWNER

TEMPLATE TECH STACK INTELLIGENCE EXPERTS CONTROLLED
Months of “on-par” We don’t try to do Al is faster than any On demand Maintain full access
software features everything. We are coder and we’ve professionals to all your code,
and code already really good at one been working on trained in our cloud resources,
ready to go. powerful tech chat dev tools prior systems that can data, passwords,

stack. to ChatGPT. jump in and help. and permissions.

e Build your software with the guided help of our Al Code Editing tool. No other tools
Code Editing o

€ codebt

) FRONT-END: = BACK-END: Run Both

@  AdminManagercs . nable Recording of Expenses and Income via m
table Data Grid/Table

1
= o
Reset Chat

B Database Contracts using App.Api.Utilities.Ro: .
ng App.Servicelnv Step 2: Add API Endpoints

B Logic Contracts 5 Invoki
using Contracts.Domain.Database: « Add new methods to a (possibly new)

I8 Enums s

IR0 i DR TransactionManager or extend an existing one (if
namespace App.Api.Managers IRl
{ * Ensure manager methods use DTO inputs/outputs.

[ Managers

AdminManager
111 <sunmary>
AuthManager /11 Manager class responsible for orchestrating all admin-level operations, such as user invitations,
e /11 user dele role management, and retrieving user information. Coordinates application workflow Step 3: Frontend
/11 using engine s, and context utilities. Entry point for admin-related service
B Engines //1 operations as defined in the application contract. « Add or update a data grid/table interface in the relevant
111 </summary> N
BB Accessors public class AdminManager : IManagerService i
{ + Add form controls for inline creation/edition, and API
L HENEDS private readonly UserEngine _userngi hooks.
B views private readonly I
i eadonly U
B Components Let's start by fully defining the backend Expense and Income
-y contract and DTO files. Afterwards, we'll proceed to update

B stores structs the AdminManager and injects application dependen for user, config, logging, and context servi
the backend logic and then the front end.

public AdminHanager(UserEngine userEngine, TAuthAccessor authAccessor, UserContextService userContextService)

{ Would you like the entity/model to have any additional fields

userEngine = userEngine; (e.g, notes, tags, who entered it, etc.), or is it OK to proceed
_authAc uthA 3 strictly with the fields:
Expense: Item, Category, Date, Amount
Income: Source, Date, Amount
111 <summary>
/1/ Tnvites a new user by email and name and returns an invitation link.
11 >
[RequireRole(Roles.Admin) ]
public async Task<InviteUserResponseDto> InviteUser(InviteUserRequestDto request)

S (o)
Ca

Build Faster Spend Less Expert Insights Retain Developers

Spend time reviewing code Build a high quality app with Improve code quality with Support your developers so
instead of writing it. fewer developers. expert insights. they don’t burn out.



CO How IT woRKs

ZERO TO LAUNCH #

CODEBUDDY TAKES ANYONE FROM ZERO CODING KNOWLEDGE AND TOOLS TO TO DEPLOYING THEIR FIRST SOFTWARE APP

STARTER SOFTWARE PROJECT DE
PROJECT 22 CLOUD
KIT PLANNING MANAGEMENT EDITING
SETUP DEPLOYMENT
. Starter software Al to turn your Al to manage Al that
Instantly install . ; ) Manage and
template saving problem into tasks and responsibly
dev tools, cloud A ) deploy your code
months of language a estimate the writes .
resources, and . to test and live
. unnecessary developer can cost of your professional
team sharing. N URLs.
setup work. understand. software. quality code.
“ S/
COMPETITORS

Get help from expert CodeBuddies anywhere along the way.

QO codebuddy.

P bli h S ftw r Publish your software to multiple test and production environments
u S 0 a e accessible to your employees or customers.

© Environments

Choose an environment to deploy your tasks to:

Local

Database & Auth ° @ Task: Implement Monthly Budget Setup and Reset
Front End °
Back End °

®

Add New Environment

®

Add New Environment

@ AN A S

Build Faster Spend Less Expert Insights Retain Developers
Deploy your site within Avoid having to hire costly Multiple environments allow Support your developers so
minutes of building it. dev ops people. you to test your app before they don't burn out.

you ship



CodeBuddy helps developers complete complex coding tasks
5x faster through the power of crowd-sourcing and Al.

Devon Seacrest, CEO O COdebUddym

devon@codebuddy.com codebuddy.com



