
CustomerInvolvementin ExtremeProgramming
— XP2001WorkshopReport—

Arie vanDeursen

CWI

P.O.Box 94079,1090GB Amsterdam,TheNetherlands
http://www.cwi.nl/� arie/

Abstract

This paper covers customerinvolvement challengesin light-
weight softwaredevelopmentprocesses.The reportsummarizes
the presentationsanddiscussionsof the Workshop on Customer
Involvement heldduringXP2001,theSecond International Con-
ference on Extreme Programming and Flexible Processes in Soft-
ware Engineering, Cagliari,Italy, May 21,2001.

1 Customer Involvement

Active customerinvolvementis crucial to any softwaredevelop-
mentproject.For thatreason,extremeprogramming(XP) insists
onanon-site customer, whohasmany differenttasks:

� Understandingcustomerwishes,maintainingregularcontact
with endusers,andbalancingtheirpotentiallyconflictingin-
terests.

� Talking to developers, clarifying feature requestswhen
needed,andunderstandingsomeof the developer’s techni-
cal concerns.

� Specifyingfunctionaltestsfor userstories,andverifying that
thesetestsruncorrectly.

� Participatingin theplanningof iterationsandreleases.

� Maintaining good contact with management,explaining
progress,andjustifying thetimespentwith thedevelopment
team.

Successof an XP projectstronglydependson the way in which
theon-sitecustomeris ableto fulfill theseroles.

Comparedwith anXP developer, theon-sitecustomeronly has
a smallbagof methodsandtechniquesheor shecanuseto deal
with thevariousproblemsencountered.For improving thedesign,
for example,theXP practitionerhasacatalogof smellsandrefac-
toringsavailablethatenablehim to recognizedangersignalsand

attackthem in a systematicmanner. Similarly, the on-sitecus-
tomerwould bemuchhelpedby systematicwaysfor diagnosing
problematicsituations,andexplicit guide lines for dealingwith
recurringproblems.

To addressthesetopics,we initiateda Workshop on Customer
Involvement, which took placeduringtheXP2001conferenceon
ExtremeProgramming. The purposeof this workshopwas to
bring togetherpeopleinterestedin customerinvolvementin soft-
waredevelopmentprojects,in orderto shareexperiencesandcol-
lect guidelinesfor successfulcustomerinvolvement.This report
summarizesthemainresultsfrom thisworkshop.

Thescheduleof the workshopis listed in Table1. The work-
shop was attendedby 20 participants,of which 2 were from
academia,and18 from industry. Theformatof theworkshopin-
cludedplentyof spacefor discussion,bothat thestartandtheend
of theworkshop,aswell asbeforeandaftereachpresentationand
session.This reportcoversthe topicsraisedin the presentations
aswell asthekey issuesaddressedin thediscussions.

2 The C3 Project

RonJeffries(whoconsidershimself“themostextremeof thethree
extremos”)reportedontheroleof theonsitecustomerin thewell-
known Chrysler Comprehensive Compensation (C3) project, In
this very first XP project, two full payrolls were developedfor
Chrysler. The projectbeganwith approximately145 large user
stories,with a total estimateddurationof oneyear.

The on-sitecustomerin this project had a vision of the per-
fect systemshewantedto develop. Shewasableto provide user
storiesthat wereeasyto estimate. Moreover, shewaswith the
developmentteameveryday, answeringany businessquestionthe
developershad.

Half way theproject,severalthingschanged,whicheventually
led to theprojectbeingcancelled.Oneof thechangeswasthere-
placementof theonsitecustomer, showing thattheactualway in
whichthecustomeris involvedis oneof thekey successfactorsin
anXP project.Thenew on-sitecustomerwaspresentmostof the



09:00 Welcome
09:00 Introduction
09:30 The Customer Role in the C3 Project

RonJeffries (ObjectMentor, USA)
09:45 Does XP Need a Professional Customer?

MalteFinsterwalder(Hamburg,Germany)
10:00 Customer Involvement Experiences in a Software Product Line

Arie vanDeursen(CWI, Amsterdam)
10:15 Pairing the Customer: Software as Wanted versus Software as Needed

JürgenAhting (AMECO, Germany)
10:30 Discussion
10:45 Coffeebreak
11:00 The Customer is Always Right?

StevenFraser(Nortel,USA)
11:15 The Role of the XP Customer in a Product Company: Toward a Customer Team

Kay Johansen(VerioWebHosting,USA)
11:30 Getting the Customer Off Site and On the Team

TomAyerst(DresdnerKleinwort Wasserstein,London)
11:45 Discussion
12:00 Wrapup
12:30 Lunch

Table1: Programof theWorkshoponCustomerInvolvement

time, just like thepreviouson sitecustomer, andavailableto the
developmentteamfor questions.Unfortunately, therequirements
anduserstorieswerenotascrispasthey werebefore.

In retrospect,the teamcould have improvedthe transferfrom
onecustomerto anotherin thefollowing ways:

� In ordernot to dependon a single persontoo much,createa
customer team;

� Explicitly introducea customer training, so that the on-site
customerknows betterwhat to do and what techniquesto
use.

3 The ProfessionalCustomer

Malte Finsterwalderarguedfor professionalizingthe role of the
customer. Being a customerrequiresa numberof skills that are
independentof theapplicationdomain. Theseincludebalancing
potentiallyconflictingend-userneeds,experiencein requirements
gathering,reportingto uppermanagement,controllingthebudget,
andcheckingfor forgottenrequirements.

A customertrainedin theseskills with relatively little domain
knowledgecouldbea valuableresourcefor an XP project. This
trainedpersonshouldensurethat the differentstake holderstalk
with onevoice. This impliesthattheprofessionalcustomermust
have theauthorityto make decisionsin caseof stake holdercon-
flicts.

A problemdiscussedduringtheworkshopwasthatsucha pro-
fessionalcustomerwill actasa mediator. This mayblock direct
contactbetweenendusersanddevelopers.Part of thetrainingof

sucha professionalcustomershouldbe teachinghim how to fa-
cilitate andcoordinatedirect contacts. It is his responsibilityto
managethecustomercontactandmake surethat theappropriate
personsanddifferentstakeholderscommunicatewith the devel-
opmentteamdirectly.

4 ProblemsEncountered

Arie van Deursenreportedon his customerinvolvementexperi-
encesduringthe(successful)developmentof aproductline called
DocGenfor theSoftware Improvement Group.

A first observationduring this projectwasthat it involvednot
just onecustomer, but with many differentones. Theseinclude
theenduser(andevenhecomesin many categories),thesystem
maintainers,and management,as well as the marketing people
andthe developersresponsiblefor implementingparticularcus-
tomizations.Making these“speakwith onevoice” involveda lot
of creativity duringtheproject.

Anotherobservationwasthattheprojectrequirementschanged
frequently. This waspartly dueto the fact thatnew peoplewere
broughtinto theproject,bringingnew requirements.Anotherrea-
sonwasthatin severalcasesthepeopleinvolvedin theprojecteas-
ily changedtheir minds. XP in itself is capableof implementing
non-stablerequirements.However, the resultingsystemmay be
anincoherentcollectionof features,ultimatelyleadingto project
failure.

Furthermore,technologyandpotentialcustomersexperienced
asignificantsemanticgapwhentrying to talk to eachother. In the
DocGencase,the developershada compilerconstructionback-



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

Thefollowing solutionswerediscussed:

� If therearemany differentcustomercategories,considerper-
forming a classicalstake holderanalysis. Constructa cus-
tomerteamin which it is clearby whomeachstakeholderis
represented.

� Finda way to teachthecustomerthecostsof incoherence.

� Explicitly introducea trainingconcerningcustomerinvolve-
ment,bothfor thecustomersandthedevelopers.

� Considerusinga techniqueadoptedby Connextra (UK) ask-
ing thecustomerto adda “... sothat ...” clauseto eachuser
story, which forceshim to think aboutthehigherlevel goal
achievedby thegivenstory.

5 The CustomerPair

JürgenAhting raisedtheissueof building theright systemversus
building thesystemright. Many of XP’s practiceshelpthedevel-
opmentteamto build thesystemright. It is theresponsibilityof
thecustomerto askfor theright system,beinghelpedby feedback
from thefrequentreleasesof thesystem.

Ahting, however, foundthat thebiggestfearof his clientswas
that the “softwarecontractorwill deliver softwareaswe want it,
notasweneedit”. To addressthisconcern,heproposesthenotion
of customer pairs, consistingof a domain-expert also having a
programmingbackground,anda client-customerresponsiblefor
“selling” theemergingsystemto theclient stake holders.Having
a customerpairhasa numberof advantages:

� Having two personsrepresentthecustomerincreasesthecus-
tomer’saccessibilityto thedevelopmentteam.

� The package“domain expert + XP developmentteam” can
besoldmoreeasily;

� Selling pureXP is like trying to sell “individual travel” to
“packagetourists”.

6 The QA Team

Ahting’s proposalfor thecustomerpair triggereda discussionon
the role of theQuality Assurance(QA) teamto supportthe cus-
tomer. TheQA Teamhelpsthecustomerspecifytheacceptance
testsfor astory, therebygatheringmoredetailedrequirementsfor
the storyandmakingsureit is testable.In particularWorkshare
(UK) explainedtheway in which they organizetheircustomerin-
volvement.Worksharehashiredseveralfull timecustomers,who
wereactive productusersin their previous jobs. Thereis a ratio
of approximatelyone customerupon five developers. For each
userstory, a developer, tester, andproductmanageris assigned.

The testercomesfrom theQA team,andis responsiblefor writ-
ing acceptancetestsfor the stories. The overall developmentis
guidedby a steeringcommittee,consistingof seniordevelopers
andseniorcustomers.

Thetasksof theQA teamatWorkshareincludethefollowing:
� StraightQA, ensuringthat a tester, developerandcustomer

is allocatedfor a story, thatthetestsarewritten,andthatthe
testsarerun;

� Setting up and maintainingdedicatedmachinesfor auto-
matedacceptancetests,runby QA;

� EnsuringthatQA activitiesarefactoredinto theprocess,con-
ductedonastoryby storybasisratherthaniterationby itera-
tion.

7 Is the CustomerRight?

StevenFraseractedasa customerin anXP projectinvolving the
constructionof a web-basedconferenceregistrationsystem.His
position,asa customer, wasthat the customer is always right. In
his experiencethreekey customerinvolvementfactorsareessen-
tial:
� Knowledgeof thedomainin orderto identify solutionoppor-

tunities(buy versusbuild, validationof operationalrequire-
ments)

� Mutualunderstandingof scheduleconstraintsin orderto deal
with systemrequirementsaswell asa 40 hourweek(in this
project,therewasa24hourweekfor somestaff).

� Clearfeatureprioritization,in orderto havea(useful)system
upandrunningin a
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servicefrom dayoneonwards.

This projectalsodisplayedtheimportanceof thecustomerbeing
ableto provide incentives(bonusesor penalties)to the develop-
mentteamin orderto meetcertaindeadlines.

8 The CustomerTeam

Kay Johansenreportedon the role of the on site customerin a
productdevelopmentenvironment. In one of her projects,two
peoplewereselectedto definethe featuresanduserinterface: a
productmanageranda userinterfacedesigner. Theproductman-
agerhad beenhired from one of the main customers. He had
spentover a year in the field doing on-siteproducttraining for
end-users.Therefore,hewasin tunewith the reactionsof all of
thesignificantcustomers,andunderstoodtheirbusinessprocesses
aswell astheir front-lineemployees’dataentrystyles.Theprod-
uctmanagerwaswilling to take theresponsibilityof coordinating
theproductrewrite, wasanexcellentmeetingfacilitator, andwas
willing to spendsignificanttimewith thedevelopmentteam.

An importantsuccessfactorin thisprojectwastheability of the
developmentteamto predicthow muchwork the teamcouldget
done. Theproductmanagercouldusethis informationto priori-
tize,make harddecisionsfor scopereductionif necessary, andto
negotiatewith seniormanagement.



Basedontheexperiencesof thisprojectKayJohansenmadethe
following recommendations:

� Form a productmanagementteam, including at least two
peopleperformingthe following roles: marketing, project
management,andtechnicalproductmanagement.Thetech-
nicalproductmanagerwouldbetheprimaryXP customer.

� Form a requirementsteam,combiningtheQA andtheprod-
uctmanagementteam,to beresponsiblefor capturing,defin-
ing, andautomatingtheproductrequirementsin acceptance
tests.

AlthoughXP projectswill try to attractstarcustomers,setting
upa teamof customerswill helpto avoid dependingtoomuchon
thequalitiesof a singleperson.

9 The “DevelopmentOffsite”

Tom Ayerst explainedhow his teamat the DresdnerKleinwort
Wassersteininvestmentbankin Londonmanagesto show scepti-
cal,highcost,busybusinesscustomersthebenefitsof continuous
involvement.Many of thesecustomersgetpaid througha bonus
system,in which time spentnot directly resultingin bonusesis
costlyto thecustomersthemselves.

Involvingsuchcustomersis donethroughaso-called“Develop-
mentOffsite”. Givena businesswith a developmentrequirement,
this includesthefollowing steps:

� Take around40 developersandthe businesscustomersto a
remotelocation.

� Split thedevelopersinto teams.

� Getthecustomersto explain their requirements.

� Let theteamscompeteto build a fully functionalsolutionin
threedays,makingpresentationsof work in progressat the
endof eachday.

� Let the customersstaywith the teamsto answerany ques-
tionsthedevelopersmayhave.

The customersdeterminewhich teamhasbuilt the bestsystem.
This teamgetsa prize, conditionalon the winning solutiongo-
ing into actualproductionwithin a setperiodafter theendof the
Offsite.

SuchanOffsitehasanumberof effects:

� An actualproductis built anddeployedin production.

� The developersand the customersreally get to know each
other in threesuccessive 14 hour days. The atmosphereis
competitiveandfull of excitement.

� Customersgetanappreciationof how harddevelopmentis,
andhow muchmorethe developerscanachieve whenthey
canaskquestionsondemand.

� On returnto the office the ice hasbeenbroken. Customers
usuallymake arrangementto make themselvesmoreavail-
ableto developersto answerquestions,anddevelopersfind
it easierto approachcustomers.

Duringthediscussionthreeotheraspectswereraised.After the
DevelopmentOffsite, the customerswere willing to spendtwo
hoursa daytalking with developmentinsteadthezerohoursthat
wereusual. Moreover, the DevelopmentOffsite canbe usedto
teachcustomersthat (1) it takeseffort to build software;(2) they
getwhatthey askfor; and(3) they hadbetterwatchcarefullywhat
they askfor, andinvestsometime in talkingaboutit. Lastbut not
least,theDevelopmentOffsitecanbeanidealwayto bootstrapan
XP project.

10 Summary

The workshopconsistedof 4 hourspacked with discussionand
exchangeof ideasandexperienceson the topic of customerin-
volvement.Themainresultsfrom theworkshopinclude:

� It makesa differenceto have a customeron sitewith thede-
velopmentteam.Don’t compensatefor not having one– try
harderto getone.

� The XP on-sitecustomeris not a singleperson:it is a role
bestplayedby a teamof peoplerepresentingthevarioussys-
temstake holders.

� TheQA teamis quintessentialin supportingthecustomersin
definingacceptancetestsfor theuserstories.

� Customersareresponsiblefor askingfor theright systemto
bebuilt. They needto behelpedin every possibleway with
thishardtask.Onesimpletechniquefor helpingthecustomer
to seehis long termgoalsis to addthephrase“so that...” to
everyuserstory.

� Explicit customertraining is neededto helpcustomerstake
maximal advantageof the short iterations,rapid feedback,
andcommitmentto estimateof XP.

Thefull versionsof thepapersareavailableon theworkshop’s
websiteathttp://www.cwi.nl/˜arie/wci2001/ .
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