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As you'd expect from a book that advocates thinking from the outside-in,
this book is dedicated to the clients and business partners who seek and
deserve to get high-quality software products that belp solve real business
problems and enable their businesses to grow. Because one of the
stakeholder groups we describe in this book is the set of insiders, we are
similarly comfortable dedicating this work to the IBMers we've had the
good fortune to work with over many years, who deliver top-notch
software on a regular basis and who work every day to deliver innovation
that matters using outside-in thinking.

The most important dedication, of course, is to our families, who have put
up with our work habits and the added hours of writing, with tireless
patience and good humor. We are fortunate beyond words. We now look
Jforward to having more time to spend with them.



Contents

Foreword xv
Preface xvii
Acknowledgments xxiii
About the Authors xxv

Chapter 1 = Introducing Outside-in Development 1

There may be challenges to overcome 2

Consider a different way of thinking about software
product development 2

Consider some proven techniques as well 3

It takes a whole team to succeed 3

A whole-team perspective is essential 3
Understand your stakeholders 4
Understand organizational context 5
Make your products consumable 7
Align with your stakeholders’ goals 7
Define success in your stakeholders’ terms 8
Become an outside-in developer 9
The leader’s role in outside-in development 9

Essential point: You can get started now 10

x



Contents

Chapter 2

Chapter 3

Understanding Your Stakeholders 11

Introduction to stakeholder understanding 12
Identify the stakeholders 16

Understand the stakeholders’ goals 18

Tips for describing stakebolders’ goals 21

Hdentify constraints as they come up in discussion 23
The four stakeholder groups 23

Principals 24

End-users 25

Partners 28

Insiders 29

Consider the relationships between stakeholders 30
Engage in dialog with stakeholders 31

Understand principal stakeholders’ goals 31

Understand end-user stakebolders® goals 38

Understand partner stakebolders’ goals 39

Understand insider stakebolders’ goals 39
Align client discussions with stakeholder goals 41
The leader’s role in understanding your stakeholders 43
Essential points 44
Key terms 45

Understanding Organizational Context 47

Introduction to organizational context 49
Conflicting feedback due to different organizational contexts 51
Organizational context variances in practice 52
Use organizational design awareness for software market selection 56
Additional dimensions of organizational context variance 57
Handling diverse client requirements 59
You might not please everyone 59

One customer does not make a market 59



Contents

Use organizational context to speak your stakeholders’ language

Use organization variance patterns to get and use stakeholder feedback 64
The leader’s role in using organizational context 68
Essential points 68
Key terms 68

Chapter 4 = Making Products Consumable 71

Introduction to product consumability 73
Why is consumability important? 75
Identify consumability meta-tasks 78
Use a consumability score card to guide investments 82
Use the consumability meta-tasks in the score card 83
Build the score card 90
Choose which consumability meta-tasks to emphasize 93
Validate your consumability data 95
Include the real world in the score card 96
Include your integrated product portfolio in the score card 96
Go beyond the score card 98
Allow more people to use your product 99
Globalization 99
Accessibiliy 100
The leader’s role in making products consumable 101
Essential points 102
Key terms 103

Chapter 5 = Aligning with Stakeholder Goals 105

Introduction to stakeholder alignment 107
Focus dialog on what matters to stakeholders 108
Al of your stakeholders matter 109
Feedback quality depends on what you show and to whom 115
Getting effective feedback about your product’s infrastructure is difficult 118



xii

Chapter 6

Plan to have the capacity to stay aligned with your stakeholders
Owercome the challenge of building the capacity to respond 121
Build a capacity model that maps to your development methodology 122
Remember to share what you did 123
Questions to ask when planning capacity 126
Be careful about trimming capability 126

Minimize noise in your deliverables to improve stakeholder
feedback 127

Invest in your team 128

Why bring defects into a discussion about staying aligned with stakeholder
goals? 129

Help ensure quality 129

Collaborate 130

Automate 131

Be careful about unanswered defects 132

Learn from your defects 134

Bring the stakebolders’ world into your work 135

Bring the stakeholders themselves into your world 136

Let everyone on your team experience reality 137
Rehearse for the success of your product 137

Plan for a dress rebearsal of your product 139

Open the doors to your critics 139

Dress rebearsals apply in any development methodology 140

Invite partner stakeholders to the rebearsal 140

Include as many insiders as possible in the rebearsal 141
The leader’s role in aligning with stakeholder goals 143
Essential points 144

Key terms 144

Defining Success in Your Stakeholders’ Terms 147

Introduction to stakeholder success in production 148

Wave one: It is all about principal stakeholder success 150
Set a success goal for your product 151
Discover whether your goal is being met 152



Contents

X111

Chapter 7

Use reverse residencies with the first wave of clients 153

Keep the right mindset 154

Plan to have the capacity to support the first wave of success 156
Use what you learn from the first wave 157

Learn how your product performs in the wild 157

Pay attention to the defects that affect first-wave clients 158

Be impatient to get more capabilities out to your stakebolders 160

Use the right ship vehicle to deliver follow-on capabilities 161
Wave two: It is all about the long-term commitment to your
clients 164

Provide clarity about your support model 165

Plan to adjust your product dynamically 165

Get feedback from your second-wave stakeholders 166

Use the feedback you get to affect your next release 166
Wave three: Help your stakeholders deal with the old and
the new 168

Consider how existing clients will migrate to the new release 168

Provide migration assistance 168

Support your stakeholders 169
The leader’s role in defining success 169
Essential points 170

Key terms 170

Becoming an Outside-in Developer 173

How to adopt outside-in development techniques 174
Use outside-in techniques to establish a stakeholder-based culture 175
Culture change comes from both ends of the organization chart 176
Deploy outside-in development in-place 177
What should you do to get started? 178
Multiple leadership opportunities exist 179

Are there circumstances in which a more aggressive move makes sense 180



X170

Contents

Insights into effective use of outside-in development 181
Plan to incrementally adopt outside-in development technigues for your team 181
Target the right initial principal stakebolders 182
How to use outside-in development for multiple software projects 184
How outside-in development fits with waterfall projects 189
How outside-in development fits with Lean Six Sigma projects 192
How outside-in development fits with lean agile projects 194
The leader’s role in adopting outside-in development 196
Essential points 196

Key terms 197

Index 199



Foreword

Silver bullets, we are told, are very effective for managing werewolves.
Decades of experience, however, have shown them to be dramatically less effective
for managing software development. Magical creatures invented in previous cen-
turies still haunt us today despite our best efforts to manage them away. Our bright
hopes for prosperity and satisfying work that we can take pride in remain even
more rare than werewolves in contemporary software development organizations.

Albert Einstein claimed that, “The world we have made as a result of the level of
thinking we have done thus far creates problems we cannot solve at the same level
of thinking at which we created them.” Thinking more carefully about software
development as a magical process that turns requirements into valuable software
may actually be the problem rather than the solution we seek. Even beautifully
crafted, flawless software actually has very little practical value in and of itself. The
design of the product or the business process the software is embedded in deter-
mines its potential value. The actual value comes when the product is used to sat-
isty some need. The job is not done until the need is met.

When you examine the value chain from initial concepts of unmet needs or goals
to the achievement of those goals through ongoing use of a new product or business
process, it immediately becomes clear that software is just one part. Thinking at
the value chain level strives to avoid the sub-optimization that follows from sepa-
rating design and implementation of the software from design of the product or
process (requirements) and from integrating, deploying, supporting, and actually
using the software-enabled product. Decisions made in each area significantly
affect work in each of the other areas. Your teams will deliver the greatest value
when tradeoffs are made to optimize the value chain rather than any one area at the
expense of the others.

XU



XVl Foreword

Organizations that depend on software maintain an entire menagerie of mythical
creatures, governance processes, requirements processes, software development
processes, sales and marketing processes, operations processes, and more. Each is
strong and beautiful and constantly fighting with the others and delivering more
waste than prosperity for the organization or value for the customer. Silver bullets
aimed at optimizing any one usually make life miserable for the others.

Each part of the value chain, from concept to sustainable cash flow is of course
carried out by people. People are required because design and development are fun-
damentally learning activities, not production. People skilled in each area must
communicate richly, clearly, and frequently to make coordinated and consistent
design, implementation, and delivery decisions that rapidly deliver the best results
they are jointly capable of. Cross-functional teams take deep pride in delivering
great products and effective business processes.

Solid software practices are necessary but alone are sadly insufficient. Instead,
the value delivery problem must be thought of from the outside in. In this book,
Carl Kessler and John Sweitzer offer a helpful approach to framing the problem,
starting with identifying key stakeholders who determine the real value of the final
result. They identify how decisions made by the product development team need to
respect the contexts and typical concerns of each stakeholder category.

Outside-in thinking complements any approach your teams may be taking to
the actual implementation of software, but it changes how you measure success. A
successful outside-in team does a lot of learning and not much speculation. Agile
software processes, which emphasize frequent feedback, are most likely to deliver
the solutions all the stakeholders will truly value. But, without an outside-in
context, even well-executed agile processes risk coming up with ‘technical success,’
which is a euphemism for business failure.

An outside-in approach is a systems thinking approach. Treating the end-to-end
value chain as a value delivery system will not slay our menagerie of mythical crea-
tures; it will enable them to function as a balanced ecosystem. This takes hard, dis-
ciplined work that integrates all levels of an organization. It is a higher level of
thinking than the one that falls under the spell of the promise of yet another silver
bullet.

—Tom Poppendieck



Preface

Imagine that your next development project successfully delivers precisely
what your clients need, and was built by a productive, high-morale team. Your
product achieves broad early adoption and positive references and reviews.

Sounds attractive, doesn’t it?

This is the promise of outside-in software development. Using the concepts of
outside-in development and practical guidance in this book, you can make this sce-
nario your reality.

Who this book is for

This book is for people who want to improve the products they work on.

The way we see it, this makes you a leader.

Maybe that’s what your title says today, or maybe it is something you aspire to.
Maybe your colleagues already think of you that way. Or maybe you don’t really
care about that stuff, and you just want to work on more successful products, on
products that make a real difference to your clients.

If you see yourself in this description, you're the reader we want to reach.

Outside-in development applies across all development functions. We've written
this book for an extremely wide range of readers, spanning executive, management,
and nonmanagement roles. Outside-in development techniques can be used by
coders, testers, technical writers, designers, support engineers, architects, user inter-
face designers, performance stress testers, and folks in all sorts of additional special-
izations, including marketing, sales, business strategy, product management,
business development, product pricing, finance, and services.

If we left out your role, it was unintentional.

xo1l



XVl Preface

Successful software product development is more than bug-free code. Winning
products make the organizations that use them successful. These winning products
are built by effective, cross-functional teams.

If you see yourself on such a team, this book is for you.

How to read this book

Your authors use the words yox and we, and occasionally our names, John and
Carl, throughout this book. The approach is pretty simple: Yox means you the
reader, no matter what your role.

We means we the authors. Thus, John or Car/ refers to, well, one or the other of us.

We also use the word c/ient quite often as a catchall term to refer to any possible
customer of your product. Table 1 provides a handy decoder.

Table 1 Who is being addressed, and by whom, in this book

Who is being addressed, and by whom

You We “John” or “Carl”

Meanings Anyone on the cross-functional The authors, An author’s perspec-
development effort. This includes presenting our tive, typically shar-
coders, testers, and technical particular point ing a personal
writers, as well as market of view. experience relating
management, marketing, sales, to the material being
services and support folks, and discussed.

managers and executives.

An explicit role within the cross-
functional development team.
Either you’ll know who you are
from the context of the material
(such as “test this way...”) or
because we’ll be explicit about it
(such as “for those of you who are
testers...”) or in a sidebar (such
as “the leader’s role in...”).




Preface X1x

Allow us to draw your attention to special topics

We want you to be able to use the material in the book to fuel discussions with
colleagues and allow you to quickly introduce outside-in development concepts to
your project. To help you with that, we’ll point out a few conventions.

Each chapter concludes with an Essential points wrap-up section.

Chapters 2—7 also include a review of Key terms.

You'll also find a section titled The leader’s role... in each chapter, written for
anyone who is interested in taking the opportunity to help her team.

Try out concepts and techniques as you read

Here’s a tip to make your experience with this book more productive. Build your
own list of essential points as you finish each chapter, so you can start having con-
versations with your coworkers and using the techniques immediately.

Begin with the Essential points section and imagine how to apply these practices
in your own environment. Decide which techniques you will try out next, either
within your team or even for your own work items.

There’s no need to wait until you've gotten to the last page of the book. Use
these outside-in development concepts in conversations, meetings, client reviews,
whatever: We're certain you'll be pleasantly surprised at how natural the approach
feels in practice.

Why write about this topic?

We wrote this book because our clients need software products that help their
businesses succeed.

We know that they get software from many sources, not just from the firm we
work for. We are all better off when our products meet our clients’ real business
needs, enabling their rapid and efficient business success.

Yet all too often, we see teams across the industry focus on the processes and
methods of producing code without enough attention to whom might use it—or
why they would want to.

Outside-in Software Development shares our experiences and practices, along with
those of many of our colleagues, and presents a conceptual framework so that soft-
ware development teams can readily understand, apply, and benefit. In the end, this
means that businesses that use your and our software products will gain the most.



x Preface

An overview of the contents

Outside-in Software Development comprises seven chapters. The first chapter intro-
duces the big-picture concepts of outside-in development, or OID.

The next four chapters provide the foundations of outside-in development. The
remaining chapters lay out some practical, proven approaches to successfully imple-
ment OID in your development shop.

Here’s what to expect from the rest of this book.

m Chapter 1, Introducing Outside-in Development

An overview of outside-in development (OID) thinking and what to expect
from it.

m Chapter 2, Understanding Your Stakeholders

Outside-in development defines specific categories of stakeholders and practical
approaches to clarify which of those stakeholders you will serve, what their
goals are, and how you can satisfy those goals with your product.

m Chapter 3, Understanding Organizational Context

Techniques that reveal the ways your potential clients are currently organized
and the ways they want to be organized in the future, providing insights that
help in dialog about their goals, align design and development more effectively
to meet those goals, and deliver winning software products.

m Chapter 4, Making Products Consumable

Introduces the term consumability along with practical techniques to assess and
improve this notion of a product’s capability to be rapidly and efficiently
deployed, used, and supported.

m Chapter 5, Aligning with Stakeholder Goals

Continuously enhance your understanding of your stakeholders’ goals and how
your product will effectively satisfy those goals. Delivering a product that
allows clients to achieve their business goals demands a variety of good prac-
tices and a way to continuously improve upon them; the practical approach to
outside-in development includes many of these proven techniques.

m Chapter 6, Defining Success in Your Stakeholders’ Terms
The outside-in development approach doesn’t consider product development to
end when the software ships to clients. Instead, the software life cycle extends

into a production period for which the development team has accountability
across three waves of activity.
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m Chapter 7, Becoming an Outside-in Developer

You can apply outside-in development techniques at any point in the product life
cycle; proven approaches to successful adoption will increase your odds of success.

You can use outside-in development across the industry

The outside-in development approach is emphatically not limited to large
organizations such as IBM.

Although we benefited by being able to distill and refine these techniques from
hundreds of large- and small-scale projects, the lessons learned apply to small,
localized teams as well as large, geographically distributed teams.

Probably the biggest difference between large and small teams is role overlap:
A small team may find that individuals fill multiple roles. The product manage-
ment lead on a small project, for example, may also be the lead programmer or
lead marketer.

As mentioned earlier, when we write “you” without further specification, we
intend for the reader to apply the material to his specific role or roles. The bottom
line is that there’s no large-company magic here.

Everyone can use the outside-in development perspective.

Process- and methodology-independent

When we say everyone can use outside-in techniques we refer as well to the vari-
ety of development processes and approaches that you might use. We’'ve used out-
side-in development practices on large waterfall projects that took more than a year
to ship as well as on leaner, more agile style projects that delivered iterations in
four-week time-boxes. This book is not about yet another development process.

A business-to-business tone that applies broadly

We wrote Outside-in Software Development from the perspective of a software ven-
dor, building products for business customers. But wait, there’s more.

If you do in-house application development, work on open source projects, work
for government agencies or nonprofit organizations, or just build software for fun,
you'll find the material applicable to you as well.

No matter why you build software, you should feel free to keep reading. Yes, the
examples will be tuned to your software vendor colleagues.

But the content will be useful to everyone who wants to build the right software
products, really well.
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Sabbah, Robert LeBlanc, Ambuj Goyal, Al Zollar, and Kristof Kloeckner. All of
them deserve credit for building a successful global software development organi-
zation whose primary organizational mantra is to take a client-first view of the
world.

We want to specifically recognize the leadership of Danny Sabbah and Kristof
Kloeckner in introducing the notion of consumability for large-scale development
projects and driving it into execution. We’'ve also enjoyed the support of our col-
leagues and managers, especially Suzanne McKinney and Lee Roberts.

There is terrific camaraderie in our industry, and we’ve benefited from it greatly.
We're greatly indebted to Tom Poppendieck, Per Kroll, Ted Rivera, and Christine
Draper for reviewing our early manuscripts and for their many excellent sugges-
tions. We are grateful beyond description, and also want to be clear that none of
them is responsible for any of our errors.

1. The other two IBM values are “Innovation that matters, for our company and for the world” and
“Trust and personal responsibility in all relationships.” In July 2003, IBM’s CEO, Sam
Palmisano, invited all of IBM’s 319,000 employees at the time to join a “values jam” on the
corporate global intranet. Tens of thousands participated and it was the IBMers themselves who
determined that our actions would be driven by these three values.



