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Introduction 

Book Positioning 
This book looks at software development from a slightly sideways 
angle. 

For readers who have never run into them before, the 36 Stratagems 
are a classic Chinese set of short tactical patterns. They are not a 
software framework, not a management method, and definitely not a 
reason to start acting like you are leading cavalry through a sprint 
review. 

What they do well is give messy situations a shape. Each stratagem is 
a compact move, or at least a way of noticing a move: delay here, 
pressure there, hide this, simplify that, leave now, wait longer. Once 
you stop reading them as ancient drama and start reading them as 
patterns, they become surprisingly useful company. 

Software teams rarely get neat textbook problems. They get 
migrations that should not alarm finance, incidents where the facts 
show up late, vendor demos with suspiciously good lighting, and 
roadmaps shaped by both code and the usual human complications. 

The 36 stratagems are useful here not because software teams should 
act like generals, but because teams still run into the same kinds of 
moves: 

1. timing 

2. indirection 

3. pressure 

4. clarity 

5. sequencing 

6. retreat 

This book translates each stratagem into a software-team pattern in 
plain language. The point is not manipulation. It is better instincts. 
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What Makes This Book Different 
This volume is a little looser and a little more visual than some others 
in the series. 

Instead of following one companion project from weak to strong, this 
book works more like a pocket set of angles. Each chapter stands on 
its own and can be read as a pattern, a nudge, or a useful way to 
reframe a messy situation. 

The aim is not to overwork each stratagem. It is to let each one land 
quickly, linger a little, and leave behind one useful thought. 

Most chapters keep to a simple pattern: 

1. the classic idea in plain language 

2. a short modern angle on it 

3. a realistic team situation 

4. guidance on when the pattern helps 

5. a warning about misuse 

Recurring Lenses 
Across the book, the same four practical lenses keep coming up: 

1. architecture and migration 

2. delivery and release strategy 

3. operations, resilience, and security 

4. leadership, communication, and coordination 

Ethical Framing 
One thing is worth saying up front: the original stratagem titles can 
sound dramatic, but the software-team version should lean toward 
clarity, safety, responsibility, and better decisions. 

Use the patterns to: 

1. reduce unnecessary risk 
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2. improve timing 

3. expose hidden assumptions 

4. make change easier to absorb 

5. recover from bad situations with less damage 

Do not use them to: 

1. hide harmful intent 

2. mislead customers 

3. exploit teammates 

4. bypass approvals that exist for safety or compliance 

Intended Audience 
This book is for readers who: 

1. work in or around software delivery 

2. can recognize architecture, release, and incident tradeoffs 

3. want a better vocabulary for messy technical decisions 

4. prefer practical judgment over abstract management slogans 

Working Setting For Examples 
To keep the examples grounded, most chapters draw from the same 
fictional company: Bridgecairn. 

Bridgecairn is a mid-sized SaaS company with: 

1. a legacy billing monolith 

2. several newer services 

3. a small platform team 

4. a growing security program 

5. a mobile app 
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6. a data pipeline used by operations and finance 

That gives the book room for examples about migrations, incidents, 
vendor choices, platform standards, and the usual organizational 
friction around them. 

If the same billing monolith, platform team, security group, or AI 
support prototype shows up more than once, that is intentional. The 
book is not trying to tell one big continuous story, but a little 
continuity helps the patterns feel more grounded and less abstract. 
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Part I — 胜战计 

Stratagems for Advantage 

 

These are the quieter moves. They work best while there is still 
enough time to think before everything gets dramatic. 
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