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Abstract

This paper covers customerinvolvement challengesin light-
weight software developmentprocessesThe reportsummarizes
the presentationsind discussion®f the Workshop on Customer
Involvement held during XP2001,the Second International Con-
ference on Extreme Programming and Flexible Processes in Soft-
ware Engineering, Cagliari,Italy, May 21,2001.

1 CustomerInvolvement

Active customerinvolvementis crucialto ary software develop-
mentproject. For thatreasongxtremeprogramming XP) insists
onanon-site customer, who hasmary differenttasks:

¢ Understandingustomemwishesmaintainingregularcontact
with endusersandbalancingheir potentiallyconflictingin-
terests.

e Talking to developers, clarifying feature requestswhen
neededand understandinggomeof the developers techni-
calconcerns.

o Specifyingfunctionaltestsfor userstoriesandverifying that
thesetestsrun correctly

¢ Participatingin the planningof iterationsandreleases.

e Maintaining good contact with management,explaining
progressandjustifying thetime spentwith thedevelopment
team.

Succes®f an XP projectstronglydependsn the way in which
theon-sitecustomets ableto fulfill theseroles.

Comparedvith an XP developer the on-sitecustomeonly has
a smallbagof methodsandtechniquese or shecanuseto deal
with thevariousproblemsencounteredror improving thedesign,
for example the XP practitionerthasa catalogof smellsandrefac-
toringsavailablethatenablehim to recognizedangersignalsand

attackthemin a systematicmanner Similarly, the on-sitecus-
tomerwould be muchhelpedby systematiovaysfor diagnosing
problematicsituations,and explicit guide lines for dealingwith

recurringproblems.

To addresghesetopics,we initiated a Workshop on Customer
Involvement, which took placeduringthe XP2001conferenceon
ExtremeProgramming. The purposeof this workshopwas to
bring togethemeopleinterestedn customeiinvolvementin soft-
waredevelopmenprojects,in orderto shareexperiencesndcol-
lect guidelinesfor successfutustometinvolvement. This report
summarizeshe mainresultsfrom this workshop.

The scheduleof the workshopis listed in Table1. The work-
shop was attendedby 20 participants,of which 2 were from
academiaand18 from industry Theformatof the workshopin-
cludedplentyof spacdor discussionbothatthe startandtheend
of theworkshop aswell asbeforeandaftereachpresentatiomnd
session.This reportcoversthe topicsraisedin the presentations
aswell asthekey issuesaddresseth thediscussions.

2 The C3Project

RonJefries(whoconsiderdimself‘the mostextremeof thethree
extremos”)reportedontherole of theon sitecustomein thewell-
known Chrysler Comprehensive Compensation (C3) project, In
this very first XP project, two full payrolls were developedfor
Chrysler The projectbeganwith approximatelyl45 large user
storieswith atotal estimatediurationof oneyear

The on-site customerin this projecthad a vision of the per
fect systemshewantedto develop. Shewasableto provide user
storiesthat were easyto estimate. Moreover, shewaswith the
developmenteameveryday answeringary businesgjuestionthe
developershad.

Half way the project,severalthingschangedyhich eventually
led to the projectbeingcancelled Oneof thechangesvasthere-
placementf theon site customershaving thatthe actualway in
whichthecustomeis involvedis oneof thekey succes$actorsin
an XP project. The new on-sitecustomemwaspresenmostof the
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time, just like the previous on site customerandavailableto the
developmenteamfor questionsUnfortunately the requirements
anduserstorieswerenotascrispasthey werebefore.

In retrospectthe teamcould have improvedthe transferfrom
onecustometo anotherin thefollowing ways:

¢ In ordernotto dependon a single persorntoo much,createa
customer team;

e Explicitly introducea customer training, sothatthe on-site
customerknows betterwhat to do and what techniquego
use.

3 The ProfessionalCustomer

Malte Finstervalderarguedfor professionalizinghe role of the
customer Being a customemrequiresa numberof skills thatare
independenbf the applicationdomain. Theseinclude balancing
potentiallyconflictingend-useneedsgexperiencean requirements
gatheringreportingto uppermanagementontrollingthebudget,
andcheckingfor forgottenrequirements.

A customettrainedin theseskills with relatively little domain
knowledgecould be a valuableresourceor an XP project. This
trainedpersonshouldensurethat the differentstale holderstalk
with onevoice. Thisimpliesthatthe professionatustomemust
have the authorityto make decisionsn caseof stale holdercon-
flicts.

A problemdiscussedluringtheworkshopwasthatsucha pro-
fessionalcustomemill actasa mediator This may block direct
contactbetweerendusersanddevelopers.Part of thetraining of

sucha professionatustomershouldbe teachinghim how to fa-
cilitate and coordinatedirect contacts. It is his responsibilityto
managehe customercontactandmake surethatthe appropriate
personsand differentstaleholderscommunicatewith the devel-
opmentteamdirectly.

4 ProblemsEncountered

Arie van Deursenreportedon his customerinvolvementexperi-
encegluringthe (successfuliievelopmenbf aproductline called
DocGenfor the Software | mprovement Group.

A first obsenation during this projectwasthatit involved not
just one customer but with mary differentones. Theseinclude
theenduser(andevenhe comesin mary cateyories),the system
maintainers,and managementas well asthe marketing people
andthe developersresponsiblgor implementingparticularcus-
tomizations.Making these*speakwith onevoice” involveda lot
of creatvity duringtheproject.

Anotherobsenationwasthatthe projectrequirementghanged
frequently This waspartly dueto the factthatnew peoplewere
broughtinto theproject,bringingnew requirementsAnotherrea-
sonwasthatin severalcaseghepeoplenvolvedin theprojecteas-
ily changedheir minds. XP in itself is capableof implementing
non-stablerequirements.However, the resultingsystemmay be
anincoherentollectionof featuresultimatelyleadingto project
failure.

Furthermoretechnologyand potentialcustomersexperienced
asignificantsemantigapwhentrying to talk to eachother In the
DocGencasethe developershad a compiler constructionback-



ground, whereasthe end userscamefrom a mainframeback-
ground.This differencewasamplifiedby thefactthatneitherthe
developersnor the customersonsideredalking to eachotheras
their“real job”, easilyconsideringimeinvestedn talkingto each
otheraswasted.

Thefollowing solutionswerediscussed:

o If therearemary differentcustomercatayories,considemper
forming a classicalstale holderanalysis. Constructa cus-
tomerteamin whichit is clearby whomeachstale holderis
represented.

¢ Findawayto teachthe custometthe costsof incoherence.

o Explicitly introducea trainingconcerningcustomeinvolve-
ment,bothfor the customerandthedevelopers.

e Considewusingatechniqueadoptedoy Connetra (UK) ask-
ing the customelto adda“... sothat..” clauseto eachuser
story, which forceshim to think aboutthe higherlevel goal

achievedby the givenstory,

5 The Customer Pair

JirgenAhting raisedtheissueof building theright systenversus
building the systenright. Many of XP’s practiceshelpthe devel-
opmentteamto build the systemright. It is the responsibilityof
thecustometo askfor theright systempeinghelpedby feedback
from thefrequentrelease®f the system.

Ahting, however, foundthatthe biggestfear of his clientswas
thatthe “software contractowill deliver software aswe wantit,
notasweneedt”. Toaddresshisconcernheproposeshenotion
of customer pairs, consistingof a domain-epert also having a
programmingbackgroundanda client-customeresponsibldor
“selling” the emeping systemto the client stale holders.Having
a customerpair hasa numberof advantages:

¢ Havingtwo personsepresenthecustomeincreaseshecus-
tomersaccessibilityto the developmenteam.

e The package‘domain expert+ XP developmentteam” can
besoldmoreeasily;

¢ Selling pure XP is like trying to sell “individual travel” to
“packagetourists”.

6 The QA Team

Ahting’s proposalfor the customeipair triggereda discussioron
therole of the Quality AssurancgQA) teamto supportthe cus-
tomer The QA Teamhelpsthe customerspecifythe acceptance
testsfor a story, therebygatheringmoredetailedrequirements$or
the story andmakingsureit is testable.In particularWorkshare
(UK) explainedtheway in whichthey organizetheir customein-
volvement.Worksharehashired severalfull time customerswho
wereactive productusersin their previous jobs. Thereis a ratio
of approximatelyone customerupon five developers. For each
userstory, a developer tester and productmanageiis assigned.

Thetestercomesfrom the QA team,andis responsibldor writ-
ing acceptanceestsfor the stories. The overall developmentis
guidedby a steeringcommittee,consistingof seniordevelopers
andseniorcustomers.

Thetasksof the QA teamat Worksharancludethefollowing:

¢ StraightQA, ensuringthat a tester developerand customer
is allocatedfor a story, thatthetestsarewritten, andthatthe
testsarerun;

¢ Setting up and maintaining dedicatedmachinesfor auto-
matedacceptanceéestsrun by QA;

e EnsuringhatQA actwitiesarefactoredntotheprocessgon-
ductedon astoryby storybasisratherthaniterationby itera-
tion.

7

Steven Fraseractedasa customelin an XP projectinvolving the
constructionof a web-baseaonferenceegistrationsystem. His
position,asa customerwasthatthe customer is always right. In
his experiencethreekey customelinvolvementfactorsareessen-
tial:

Is the Customer Right?

o Knowledgeof thedomainin orderto identify solutionoppor
tunities (buy versusbuild, validationof operationarequire-
ments)

¢ Mutualunderstandingf scheduleonstraintsn orderto deal
with systemrequirementsiswell asa 40 hourweek(in this
project,therewasa 24 hourweekfor somestaf).

e Clearfeatureprioritization,in orderto have a(useful)system
up andrunningin a24 x 7 servicefrom day oneonwards.

This projectalsodisplayedthe importanceof the custometbeing
ableto provide incentives (bonusesr penalties)o the develop-
mentteamin orderto meetcertaindeadlines.

8 The CustomerTeam

Kay Johanseneportedon the role of the on site customerin a
productdevelopmentervironment. In one of her projects,two
peoplewere selectedo definethe featuresand userinterface: a
productmanageranda userinterfacedesigner The productman-
agerhad beenhired from one of the main customers. He had
spentover a yearin the field doing on-site producttraining for
end-users.Therefore hewasin tunewith the reactionsof all of
thesignificantcustomersandunderstoodheirbusinesgprocesses
aswell astheirfront-line employees’dataentry styles. The prod-
uctmanagewaswilling to take theresponsibilityof coordinating
the productrewrite, wasan excellentmeetingfacilitator, andwas
willing to spendsignificanttime with thedevelopmenteam.

An importantsucces$actorin this projectwastheability of the
developmenteamto predicthon muchwork theteamcould get
done. The productmanageicould usethis informationto priori-
tize, make harddecisiondor scopereductionif necessarandto
negotiatewith seniormanagement.



Basedntheexperience®f this projectKay Johansemadethe
following recommendations:

e Form a productmanagementeam, including at leasttwo
peopleperformingthe following roles: marketing, project
managemengndtechnicalproductmanagementThetech-
nical productmanagexvould bethe primary XP customer

e Formarequirementseam,combiningthe QA andthe prod-
uctmanagemerteam,to beresponsibldor capturingdefin-
ing, andautomatinghe productrequirementsn acceptance
tests.

Although XP projectswill try to attractstarcustomerssetting
up ateamof customerwvill helpto avoid dependingoo muchon
thequalitiesof a singleperson.

9 The “DevelopmentOffsite”

Tom Ayerst explainedhow his teamat the DresdnerKleinwort
Wassersteinvestmenbankin Londonmanageso shav scepti-
cal, high cost,busybusinessustomershe benefitsof continuous
involvement.Many of thesecustomergyet paid througha bonus
system,in which time spentnot directly resultingin bonusess
costlyto the customershemseles.

Involving suchcustomerss donethroughaso-called'Develop-
mentOffsite”. Givenabusinessvith adevelopmentequirement,
thisincludesthefollowing steps:

¢ Take around40 developersandthe businesscustomerdo a
remotelocation.

¢ Splitthedeveloperdnto teams.
e Getthecustomerdo explaintheirrequirements.

¢ Lettheteamscompeteo build a fully functionalsolutionin
threedays,making presentationsf work in progressat the
endof eachday.

¢ Let the customersstay with the teamsto answerary ques-
tionsthedeveloperamayhave.

The customergddeterminewhich teamhashuilt the bestsystem.
This teamgetsa prize, conditionalon the winning solutiongo-
ing into actualproductionwithin a setperiodafterthe endof the
Offsite.

Suchan Offsite hasa numberof effects:

e An actualproductis built anddeployedin production.

e The developersandthe customergeally get to know each
otherin threesuccessie 14 hour days. The atmospherés
competitve andfull of excitement.

e Customergyetan appreciatiorof how harddevelopments,
andhow much morethe developerscanachieze whenthey
canaskquestionon demand.

e Onreturnto the office theice hasbeenbroken. Customers
usually make arrangemento make themseles more avail-
ableto developersto answerquestionsanddevelopersfind
it easietto approacttustomers.

Duringthediscussiorthreeotheraspectsvereraised.After the
DevelopmentOffsite, the customerswvere willing to spendtwo
hoursa daytalking with developmentinsteadthe zerohoursthat
were usual. Moreover, the DevelopmentOffsite can be usedto
teachcustomerghat (1) it takeseffort to build software;(2) they
getwhatthey askfor; and(3) they hadbetterwatchcarefullywhat
they askfor, andinvestsometime in talking aboutit. Lastbut not
least,theDevelopmenOffsite canbeanidealwayto bootstrapan
XP project.

10 Summary

The workshopconsistedof 4 hourspaclked with discussiorand
exchangeof ideasand experiencen the topic of customerin-
volvement.Themainresultsfrom theworkshopinclude:

¢ It makesadifferenceto have a customeion sitewith thede-
velopmenteam. Don’t compensatéor not having one—try
harderto getone.

e The XP on-sitecustomeris not a singleperson:it is arole
bestplayedby ateamof peoplerepresentinghevarioussys-
temstale holders.

¢ TheQA teamis quintessentiaih supportinghecustomersn
definingacceptanceestsfor theuserstories.

e Customerareresponsibldor askingfor theright systemto
bebuilt. They needto be helpedin every possibleway with
thishardtask.Onesimpletechniqudor helpingthecustomer
to seehislongtermgoalsis to addthe phrasé‘so that..” to
every userstory.

¢ Explicit customertrainingis neededo help customergake
maximal advantageof the shortiterations,rapid feedback,
andcommitmento estimateof XP.

Thefull versionsof the papersareavailableon the workshops
websiteat http://www.cwi.nl/"arie/wci2001/
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