More paternsfor Software Companies 12-Nov-07

Mor e patternsfor Software Companies
Product development
(EuroPLoP 2007)

Allan Kdlly - allan@allankelly.net

1 Introduction

Many paternshave been written concerned with the design and architecture
of software systems, e.g. (Gamma et a. 1995;Manolescu et a. 2006;
Schmidt et al. 2000 to name afew. Other paternshave been written
describing the organizationd development of software organizations e.g.
(Coplien and Harrison 2004 Marquardt 2004)among many. Thepédterns
presented here are concerned with produd development, busness strategy
and the opeationsof software companies.

Patterns for software design Gamma, et al, 1995;
and architecture Schmidt. et al. 2000

Patterns for organizing software

development Coplien & Harrison, 2004

Patterns of software business and strategy Kelly, 2005, 2006

Figure 1 - Patternsfor all agpects software

Thepaternsin this pgpoe describe produd devel opment techniques common
in software companies. These paternsbuild on the authorsQearlier work on
busness paterns(Kelly 2005a 20064 within thebusness patern
framework previoudy described (Kelly 2005h 2006b).

From thiswork there are several busness patern themes emerging (Figure
2). Onetheme concernsoveral busness strategy for the company, others
concern produd development, e.g. Core PrRobucT ONLY (Kelly 20053, and
athird stream look at theinterplay between the produd and service offerings
of acompany, e.g. CONTINUING SERVICES FOR PRODUCTS (Kelly 2005b)

(c) Allan Kelly 2007bwww.alankdly.net Page 1 of 29



More paternsfor Software Companies 12-Nov-07

Business patterns

Patterns of
Product
Development

Patterns of
Business
Strategy

Patterns of
Product and
Services

Figure 2 - Emerging themes of business patterns

2 Audience

These paternsare intended to codify several common busness practicesin a
patern languaye so tha they may be beter undestood, communicated and
studied. Thepaternsgiven here areintended for those interested in how
corporate strategies may be applied. This groupincludes existing managers,
future managers and entrepreneurs. In paticular it is hopeal tha these
paternswill beof interest to those who are onthereceiving end of corporate
strategies and tactics. For example, engineers, software developea's and
othesinvolved in actudly creating software and other technology.

Thepaternsin this paper, and othe'sin the series may beread and applied
outsidethedomain of software companies. They may beapplied to
technology companiesin general and to nornrtechnology companies in some
ingances. Indeed, theexamples drawn from outside the software domain
demondrate thewider applicability of these patterns These examples have
been chosen primarily because they clearly illudrate the patern in question.

Theauthor has chosen to confinethe domain and context of these paternsto
software companies for two reasons Firstly thisisthedomain the author
knows and has experience in. Secondly, limitingthe domain hdpsmaintain
thebrevity of thepaterns Despite these ddiberate limitationsthe author
bdieves many of these paternsmay beapplied in context outsidethe
software domain.
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3 The Patterns

HOMOGENOUS CUSTOMERS Produdng oneprodud will save youtime,
money and allow youto exploit econonies of

Page5

scale.
SAME CUSTOMERS, It iseasier to sell to existingcugomer thanitis
DIFFERENT PRODUCT to find and sell to new cusomers. Therefore
Page8 have additiond produds you can sell to your
existing cusomers.
SEGMENTED CUSTOMERS Cugomers want different thingsso segment
Page 13 your cugomers into groupsand address the
needs each group separately or notat all.
POACHER TURNED GAME It isdifficult to g&t an in-depth undestanding
KEEPER of cugomer so hire an ex-cusomer and have
Page 17 them hdp you design your produds.
CUSTOMER CO-CREATED Ensure your produd will dowha your
PRODUCT cugomers want by enrolling cusomersin your
Page 20 development process. This gives them an
oppotunity to influence the produd design and
implementation.
SIMPLER PRODUCT Making a produd radically smpler to use can
Page23 changethe entire naure of the produd. You

can create new markets and find new
cugomers.
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How should I Know the
nm my customer

business?

Homogenous
customers

Itz a

N relationship,
Who are my = r Same customers, Expeditionary e
custommers? Bl L different procuct marketing
W’
Segmented
custormers
L | Account Engage
managemnernt customers
? What are the Poacher tmmed
B customer neecs? game keeper
Services before Suntogate
product customer
Customer co-
created product
| |
HowcanIbuild |, = { . i ] Core Product
what they want? Stupler Produet
Patterns by the same
Pattems in this author elzewlers Releated patteins
paper by other authors

Figure 3 - Patternsmap

There are anunber of patern sequences for thepaternsin this paper, the
author@ previouspaterns and future work, e.g. VikingRLoP 2007. A future
paper will consder these sequences in more dgtail.
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3.1 Homogenous customers

Microsoft MSDOSwasan early PC opeating system. It ranon
IBM conpatible computers based on the 80x86 line of CPUs. Home
users and corporate cugoners all used the same software which
came in the same boxes with the same utilities and sold at the same
price. At onetimeit waspre-indalled onevery PC whether the
cusomer wanted it or not.

Context Y ou are establishing a new, possibly innovdive, produd in anew
market. Yourcompany is new and you have limited resources.

Problem How do | enter a market quickly when | do not understand the
potential customer s?

Forces Not knowing who your cugomers are might well be asign of you do
not undestand the market. Money spent developing a produd to
enter the market may beentirely wasted if you discover tha there
are no cugomers after al.

Y our produd may beinnovaive and difficult to copy so you have
little direct competition. But this also meansit is difficult to validate
the market and knowwho will buy your produd and why.

A goodundestanding of cusgomers and the market would hep
produd development and direct marketing. Without agood
undestanding money may bewasted developing features you do not
need and marketing to people whowill notbuy. But since the
produd and market are new it is difficult to knowwho will buyit
until you enter themarket. Further study may be useful but would
take time and money.

Getting to market fast will save money, allow you to generate
revenueand stake out some market space. But your produd might
be incomplete and competitors may copy the product.

Alternative you may choo to wait, hold back your technology,
watch the market and learn what potential cugsomers want. But this
approach takes time, cogs money and allows competitors to enter
the market first.

Solution Aim to enter the market asquickly aspossible. Thiswill reduce
codsand expedite market research. Track whois buying your
produd and try and find outwhy. Use thisinformationto inform
further produd development and marketing.

Start by assuming cusomers are homogenousand generalise about
thar needsand requirements. For theinitial product select afew
potential cusomers and extrapolate fromthar needs Try notto
choos people who are too close to your produd aready (e.g.
developas and other employees.) If thereisapaticular cusomer is
enthusastic for early access to your produd use CUSTOMER CO-
CREATED PRODUCT to hdp inform your produd development.
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Keep thefirst produd basic; resist thetemptation to add more
features. Since you know little aboutyour potential cusomers any
effort on additiond features may bewasted. Extrafeatures may
actudly deter some cugomers. Basic produds may be
supplemented with services B see PRODUCTS WITH SERVICES Dto
hdp meet cugomer needs Such services will aso bringin revenue
and more information on cugomer needs

Create tracking mechanisms to collect information aboutyour
cugomers. If your produd is amass-market product indude
cugomer feedback forms (online or podal), find cusomers and
interview them, watch them use the produd, ask aboutther
experience and ideas.

For niche produds you should know exactly who boughtthe produd
andwhoisusngit - induderegistration mechanisms in the produd.

Send people to meet thebuyasandusers. Agan find outwhat they

are usng the produd for and how.

Review theinformation you have gahered. Look for paternsin who
is buying your produds, where they are buying them and if possible
why they are buying. Start to segment your cusomers as soonas
possible. You should beable to distinguish between financial
buye's, power users and novice users at least.

Undestand wha problem each segment is usng your produd to
solve. Usethisinformationto create a secondversion of your
produd. Thistime youwill make fewer guesses than before.

Consegquences By entering the market quickly you can start to learn aboutyour
cugomers. If you have entered the market before your competitors
(aso caled first mover) then your lead will notlast inddinitely. The
more successful you are thefaster competitors will try to copy you.

Once in the market your conviction will betested. If the produd
sellsyou can start to examinewhois buying it, what they are usngit
for and howthey are usngit. If yourprodud isnat selling youwill
still beable to ask people why they have not boudht your produd
and wha they have boughtingead.

Success with a standard produd for homogenousconsumers may
make it harder to changeyour approach. Sales staff may notwant to
betold which cusomer segmentsto target. Technical staff may not
like being told which features to develop and which to drop.

Whileit iseasier for you to study your cusomers your compeitors
can study them too. They will seek to undestand your cusomers,

your market advantage and look for oppotunities to segment your
cugomer base so thar produds can compete more effectively.

Variations
Examples

Also known -
as
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Related work HOMOGENOUS CUSTOMERS istypically used at thestart of a produds
life to get to market. Once in the market companies can use
EXPEDITIONARY MARKETING (Hamel and Prahdad 1991;Kelly
2004)for iterate over produd development and improved cusomer
undestanding. Astheprodud matures moveto SEGMENTED
CUSTOMERS.

In any given market different companies may beusing different
paternsat the sametime.

Sources Author@® observation.

Early stage Midlife Mature product

Segmented Customers
Identify customer groups and server
their need precisely

Homogenous Customers
Get to market quickly and cheaply with
limited understanding of customers

* More customers + Many customers
+ Few customers X . .
« Multiple suppliers + Many suppliers
* Treat all customers the same . . .
. - Differentiate products + More competition
+ Save time and money .
L . * Focus on customers + Commodity pressure
+ Limited number of suppliers .
» Segment customers + Low cost suppliers

Figure 4 - Patternsapply at different stages of the product life cycle
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3.2 Same customers, different product

Once you hawe a relationghip with your cugomers they will trug you
andyour brand. You are in a goodpostionto understandther
needsandwants. Growing your market need not mean acquiring
more cugomers (which can be expensve); growing your market may
mean selling more produds to your existing cusomers.

Context Y ou are seeking to expand an established busness with a number of
cusomers.

Problem How do you maximise your return from existing customer s?

Forces Y ou aready have ardationdhip with some cusomers. Satisfied

cugomers have a postive impression of your company and your
sales staff aready have arelationship.

New cugomers are expendve and time consuming to obtain but
existing cusomer already have your produd.

In some markets there may only be alimited number of cusomers.
Even where there are many potential cusomers there may beaQong
tailOwith afew big cusomers buying lots of products and many
small cusomers buying afew produds. But there may till berich
pickingsin thelongtail, neglecting smaller cusomers misses
oppotunities and risks opening the doorto future compditors.

Big corporationslike dealing with innovaive firms because big
companies often lack innovaion themselves. But it is expensve for
big firms to deal with many different suppliers. More suppliers
results more in administration, more sales people visiting, more
relationshipsto deal with - more time and more money.

Convesdy innovaive firms are often small, have few produds (
maybejud ong and need to find new cusomers. But sellingto big
companies can bedifficult - you can®jug walk up to thefrontdoor
and knodk - and can be bureaucratic.

Solution Expand your product offering so you havemore productsto sl
to your existing customers. Do this by focusng onthe cusomer
needsrather than the produd in hand. Thiswill benefits both youb
you will sell more - and degpen your relationship and the cusomer B
who will get a better solution.

An existing relationghip with a cusomer is an asset; selling more
produds to the same cusomer will generate more revenuefromyour
asset. In order to beter address a cusomers need you need to
undestand thecugomer. Fortunaely an existingrelationshipisa
great way to get to knowthe cusomer and thar problems. Youcan
learn aboutyour cugomers market, the problems and oppotunities
they face, thar busness strategy and growth plans Thiswill hdp
you enhance existing produds and illugrate oppotunities for new
produds.
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Some sales will build directly onthe produds you have aready sold:
more licenses for the same software, upgades and add-on modules
with new features are al possible. Serviceslike suppott, training
and ingdallation are highly applicable to existing produds - see
ProDUCTS WITH SERVICES (Kelly 20068 and CONTINUING SERVICES
FOR ProDUCTS (Kelly 2005b)

Look also at what is used with your produd. For example, software
requires machines to runon, could you sell hardware too? Could
you offer pre-printed stationary and forms?

Produds with similar characteristics to your existing produds can be
naural complements. A company selling anti-virus software might
also offer privacy or spam detection applications

Produds need not be developed in-houg, your relationghip with the
cugomer will allow youto endorse other suppliers. Y ou could put
your name on someoneelse produd - so called hadgeengineering®
Dor youmay jud resdll another vendas produd.

Partnership and distribution agreements can also provide additiond
produds for your salesforce. In theextreme youmay buy another
company so asto add their produdsto your portfolio.

Individud cugomers may find aspecially tailored version of the
produd to better match their needs Similarly specia integration
with legacy or third party systems may enhance the cusomers
experience of your produd and provideextra sales.

Be careful notto annoyyour cusomer by over selling or offering
poorproduds. Jud because you can make an extra sale does not
mean you should. Selling a produd the cusomer does notwant, is
unauitable to thetask or poorqudity may sour your relationship
with the cusomer.

Consequences Selling multiple produds to the same corporationswill entrench
your postion make it more difficult for competitors to displace your
produd. At thesame timeit will create more chancesto learn about
your cugomer and movetherelationship forward.

Produdng add-onsand enhancements for a produd can provide
useful revenuesources. However if they are bundked with the
produd to sweeten a sale they will generate no extra revenue

With more produds to sell you can conaentrate your efforts on
fewer, bigge, cugomers. Thiswill be more cog effective for both
you and the cugomers.

Focusng on the cugomer rather than the produd will hdp you serve
the cusomer needsbetter. Cugomers may welcome the oppotunity
to reduce the nunber of suppliersthey deal with - buyingis cogly
for them too.

Competitors mightfind it easier to enter your market through
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smaller cusomer who you neglect in favour of thebigge ones. At
first youmay welcome this development as it removes smaller
cugomers and allows you to concentrate on the more profitable

ones. However this might provide the market opening a new
competitor needsto get started. (See (Christensen and Raynor 2003)
for more onthis.) Alternaive distribution channds, or different
versionsof your produd can be used to address the smaller
cugomersin thelongtail.

Variations Tailored versionsof your produd may result in improvements you
can feedback into your main produd lineor ingghtsyou can usin
developing the next produd. However tailored versionsalso
represent additiond produds you need to suppot and maintain in
future. Thiscanimpos additiond cogs onthebusiness.

Examples Restaurant diningis till anew activity to many peoplein the
Russian regionswhere few people visit restaurants as often as they
doin Americaor even Moscow. Theauthor had dinne with a
Russian restaurant entrepreneur who knew hehad 470regular
cugomersin acity of 1.5 million people. Thedow growth in
restaurant dining meant his main chdlengewas keeping existing
cugomer supplied with a steady stream of fresh produds (new
dishes and new restaurants) to keep them spending money.

Also known -
as

Related work  This patern buildson ITsA RELATIONSHIP, NOT A SALE (Rising
2002)which describes the ongoing relationship between a vendor
and a purchase.

ACCOUNT MANAGEMENT (KELLY 2007)and CUSTOMER CO-CREATED
PRODUCT may beused to hdp implement this pattern.

Research suppotsthe view that repeat busness from satisfied
cusomersis cog effective: Ga cusomer that generates £1,000for a
supplier initsfirst year islikely to generate atotal profit of £50000
if retained as asatisfied cusomer over 10 year.O(Doyle 2002)

Sour ces -
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Product or Customer focus?

Technology companies often focuson creating the best produd possible.
Thisis naural, many of these companies come into being to commercialise a
piece of technology. University spin-outs are a classic example of this,
having developed some technology in the academic environment companies
are formed to create produds aroundthetechnology.

Produd focused companies aim to produce the best produd and develop ther
technology. Armed with technology they seek problems tha can be solved
by thetechnology. Such companies are often technically led andrich on
innovaion.

This approach standsin contrast to cusomer focused companies where the
cugomers are paramount Such companies focuson ther cusomers needs
and producee produds usng themog applicable technology whether it is
cutting edgeor well established.

In many ways these two approaches represent opposte endsof a spectrum.

In order to be produd focused a company needstechnology, with technology
they can seek to create the best produd. Initially these companies have
technology and produds but no cusomers. This modeistypical of start-up
enterprises.

Conveasdy, in order to be cugomer led a company geneaally needsto have
cugomers so such companies tend to be more mature and have an existing
cugomer base. In the service sector such companies may not even have
produds. Those companiestha do sell produds may offer a portfolio of
produds tha changegradudly over time. For example, motor companies
offer arangeof cars, modds changeincrementally each year and
occasiondly an entire modd isreplaced. Technology is used butonly to
satisfy cugomer needs

Itisintringcaly difficult to focuson more than one thing at atime and
changing focusishard. A company that startslife focused ontechnology
may find it hard to acquire a cugomer focusasit grows but this may be
exactly what is needed if growth isto bemaintained. Changing focus
requires a shift in culture and structure. For example, switching from
produd to cusgomer focusmeans

. Getting to know your cugomers in depth rather than finding the
cugomersto match the produd.

. Produd changes need to be cusomer led notinnowetion led:
Innovaion for thesake of innovdionisless important.

. Sdlling to the same cugomers again and agan rather than selling new
produds to new cugomers. Consequently cugomer care and the after
sales experience are increasingly important.

. Supplementing your produd offering with services and add-onsrather
than creating new produds.
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. Inboundmarketing precedes rather than follows research and
engineering.

It is notalways easy for firms with a history of focusng onthe produd to re-
orientate to acugomer focus Changing focusfrom produd to cusgomer can
bedifficult, youwill need to changeyouwr practises and culture. Youwill
need to ge the cusomers voice heard within your organization. Staff will
need to think less about @ool technologyGand more aboutcusomer nesds
Back office staff may not want to meet cusomers, technical staff may prefer
to hide behind technology.

Redudngfocuson produds carries therisk tha you might miss some
technology advance. Competitors may use new technology to produce a
supeior produd, or redefinethe market in novd ways.

Thefocusand the cusomer/produd spectrum represents onedimenson of
strategic postioning. The Delta Modd (Hax and Wilde 1999)propogs three
dimensonsof postioning: cusomer solutions best produd and system lock-
in. Inthismodd companies postionthemselvesin relation to these three

apex.
Many of the paternshere, and in the author® other work, attempt to show

how produd focused companies can create better produds and improvethar
cusomer focus
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3.3 Segmented customers

Context

Problem

Forces

Solution

Sotware produds often have multiple cusomers. Banks, airlines
and hogitals may all use thesame application. Within each group
there will be different people androlesusngtheprodud. Ina
hogital you may find dodors, nurses, adninistrators and manages
all usng your applicationto do different things Neither should you
forget the manage who authorised the purchase but never usesthe
software.

Y ou make atechnically complex produd that isused by a variety of
different people with different objectives in mind.

Your customersall seem to want different things, how do you
know what featuresto provide? What documentation to write?
And servicesto offer?

Y our produd may beuseful to different organisations professions
andindividuds. But needsand usage paternswill vary between
groups Tryingto satisfy everyoneisworthy butislikely to mean
nobodyis completely satisfied. Potential cusomers are not equd,;
they differ in needs scale and budges.

Within asingle organization there are multiple user roles who will
have different demandsonyour produd. Userswill have different
requirements because they fulfil different roles and because they will
have individud preferences.

Developing produds, especialy new ones, invaves making
judgaments and guesses abouthow your produd will beused. Many
scenarios (or use cases) you imagine soundreasonable but may be
unnecessary. Some scenaioswill contradict oneanother. Doing al
cases would be expensve and time consuming.

Segment your customersinto different groups and addressthe
needs of each group separately. Groupsare defined on discernable
attributes and characteristics that allow youto differentiate one
groupfrom another. Working with definable groups avoids
genealisationstha do not accurately describeany onegroup. You
may choo% not to meet the needs of some groupsif doing so would
compromise the needs of another. When resources are limited is it
better to target resources than spread them thin.

Start by identifying your groups definethe attributes of each group
and wha differentiates them from oneanother. Next deerminethe
size of the groupsthen prioritise those you are interested in for
further study. Over time you may want to sub-divide groupsor
mergethem togehe as your undestanding grows.

The choice of who to serve reflects and informs your corporate
priorities and strategy. Segementation avoid sidetracks where more
attentionis pad to a paticular cusomer who may not bevery
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important overall. Jug because they shoutloudest does not mean
they are theright customer to serve.

Entire potential
markal Segment )

i
Nurses

Figure 5 - Break the market into ever smaller segments

Segmenting your cugomers will allow you to segment your market.
Asyou decidewhich cugomer groupsto serve youwill defineyour
market postion relative to your competitors. Youare also deciding
who youwill notserve. In some cases you may need to extricate
yourself from some existing group to pursueyour new targes.

Once you undestand your potential cugomers, their needsand how
they are different from other groupsyou can set about creating
produds to address their needs

Consequences Thos usersyou decideto serve will benefit because they will get a
produd that more specifically fitsther needs A deliberate choice
notto serve some groupsallows you to serve othes better.

Thegroupsyou decide not to serve will bendit tooif others decide

to serve thar needs specificaly. Intheshort runit might bedifficult
to explain to cusomers and sale staff why you have decided to stop

serving a paticular group.

Targeing specific groupsof cusomers will hep you decidewha
produds to build and what features they should have. Thiswill take
alot of guesswork and Qvhat if &discussionsout of the development
process. Scenariosand use cases can refer to specific groups

Sub-dividing your cusomer base will also hdp you spot
oppotunities to serve cugomers better. Sometimesit is not
necessary to offer a different produd to different cugsomers groups
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all you need to dois emphasis different aspects of the same produd;
e.g. SUV manufactures may emphasise safety features to mothers
and off-road abilities to husands

Knowing who you serve and how they differ from other groupswill
hdp to differentiate you from competitors. Y ou can aso avoid
groupscompditors already serve well.

Segmenting your cusomers allows you to undestand the needsand
usage of each segment in more detail. With alittle imaginaion
segmenting a market can go on aimog indefinitely. However
performing segmentation will inarease your cods. Inthelongterm
you will save money on marketing and sales effort.

Acting on theinformation may require some difficult decisions
Such decisionsmay be unpopuér, e.g. to discontinue serving
paticular cugomers or particular markets. This might cause bad
feeling and arguments within your organization.

Variations Segmentation can also be applied to pricing and distribution of a
produd.

An extreme form of segmentation is micro-segmentationin which
companies focuson even small groups

Examples

Also known -
as

Related work  CORPORATE CERTIFIED EXPERTS (Kelly 20069 and SIMPLE PRODUCT
VARIATIONS (Kelly 20053 are both forms of cusomer segmentation.

HoMOGENOUS cUSTOMERS described a view of the market before
segmentation and should be contrasted with this patern.

Thelnmates are Running the Asylum (Coope 2004) describes the
creation of user personas tha can beused to hdp design user
interfaces. Thesame techniqueis used by groupssuch as produd
management and marketing departmentsto better undestand
cusomers.

Sour ces -
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Salt

Once upona time salt wasa cheap commodity. Everyoneboughtthe same
salt. Todaywe can buytable salt, cooking salt, sea-salt, organic sea-salt,
rock salt, salt crystals, reduced sodiumsalt and more.

When a market is youngor unsophisticated oneprodud can satisfy all needs
Having the basic produd is worthwhile. Such an approach alows econonies
of scale to reduce cods and provide the produd to many people who would
otherwise notbeable to afford it.

Y et this a so creates oppottunity for innovaion and market segmentation.
Undestanding wha is possible with the produd -see SiMpPLE PRODUCT
VARIATIONS Dand the cusomers Bas described in SEGMENTED CUSTOMERS B
can reveal new oppotunities for differentiation.
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3.4 Poacher turned game keeper

Context

Problem

Forces

Solution

(c) Allan Kelly 2007bwww.alankdly.net

Former poate s knowthe howpoadesthink, they knowthe
poaders techniques and motivations This makes them effective at
catching poates.

Hiring someonefroman cugomer organization can bea quick way
to learn aboutthe cugomers problems and needsin depth.

Y ou are atechnology company making produds and selling
produds to multiple busnesses with multiple employees each.

How do you g& an in-depth under standing of your customer,
their needs and the pressuresthey work under?

Creating successful produds requires a degp undeastanding of your
cugomer, the problems they face, how they use current produd and
oppotunities for new produds. But, you can only learn so much
from observing and questioning the cusomer.

Acquiring an in-depth undestanding can take a lot of time and effort
butin acompetitive market place time to market isimportant.
Spending time undestanding the cusomer cogs more money and
ddayswork onthe produd.

Cugomers may bewilling to hdp you develop your produd but they
will have limitsto how much time they can spend working with you,
after al they have thar own jobsto do.

To really undestand your cugomer and their needs you need to live
thecugomer@life. But, youhave yourown lifeto live and your
own job to do creating produds.

Some sources of information should not be used because they breach
ethical andlegd boundaies. To doso may make your company and
yourself liable to prosecution and damage the company reputation.

Employ (ex)customers who have experience and knowledge of
the application domain you are targeting. These people may be
employed as subject matter experts, produd manage's, andysts or
hired on a conaultancy basis for theduration of theproject.

While your new employees will know your cugomer domain very
well they may notundestand your busness or what is now expected
of them. Inther last role they were not busness andysts or produd
manage's so it iswrongto assume they can take on such arole
ovenight Arrangesuitable training and mentoring so they quickly
master new skills and undestand what they need to do.

For example, an expert hired fromatelecoms firm to work asa
software produd manager will know alot abouttelecoms
technology, issues and oppotunities. However, they will notknow
much about software development and produd management. It may
bewise to par them with an experienced employee while they learn
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Consequences

Variations

Examples

Also known
as

Related work

thenew role.

Once hired take these people to see your other cusomers so they can
generalise aboutthe domain and identify common oppotunities and
differences.

Do not expect your new hiresto disclose confidential information;
thiswould be unehical and possibly illegd Bbreaching ther
contract with thar former employer. Do not overstep themark and
breach ethical or commercial boundaies when hiring staff from
corporate cusgomers. Boeing madethis mistake when it hired
Darleen Druyunfrom the United States Air Force. Consquently
Boeing® CFO was sacked, the CEO resigned and Druyan spent nine
monthsin prison.

Cugomer knowledgeand undestanding now exist within your
organization. However such knowledgemay cog a premium so
make sure you make the best use of this experience and share
indghts. You have bough a sngpshot taken from the moment your
expert leaves his previousemployer. Thingswill changewith time:
your cugomer will changeand your new employee will see things
differently.

Y ou have boughtyourself in-depth knowledgeand undestanding of
oneindividud from onecorporate cusomer. Few cugomers will
have identical environments and needs so be careful notto
extrapolate from oneto many withoutother checks.

Some of the people keenest to work for your company will beyour
produd championsingdethe cugomer. Hiringthem may remove
your produds greatest advocate and opening oppotunities for
competitors.

Hiring your cusomers employees may up<t you relationship. If
you hire too many staff from the same cusgomer you may harm your
commercia relationship.

Hiring similar staff from corporationstha are notcurrently
cugomers can provide many similar benefits with fewer ethical
dilemmas.

SURROGATE CUsTOMER (Coplien and Harrison 2004) suggests arole
with Gomeone who will try to think like a cusomer.O Obvioudy
someonewho was once a cugomer will find thisrole easier to play.
Both SURROGATE CUSTOMER and POACHER TURNED GAME KEEPER
paternsare forms of ENGAGE CUSTOMERS (Coplien and Harrison
2004)

In contrast CUSTOMER CO-CREATED PRODUCT tackles the same
problem in a more co-opeative fashion by actudly bringing
cugomersinto the development environment. POACHER TURNED
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GAME KEEPER iS a more aggressive solution tha ensures intellectud
propety bdongsto your organization.

This pdtern is onemeans of achieving the Ongte cusomer practise
from Extreme Programming (Beck 2000)

Sour ces Authors experience and observation.
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3.5 Customer co-created product

Orhedesign phase of the 777 differed from previousBoeng
jetliners. For thefirst time, eight major airlines andthdr pasengeas
hada rolein the developnent of the plane .... The"Working
Togdher” philosophy, asBoeng called it, meantthatthe 777was
their most custormer oriented aircraft yet. OWikipedia

Context Y ou are developing atechnically complicated produc with many
design choices

Problem How do you ensure your product doeswhat your customers
want?

Forces Y ou know the cugomers general requirements butthere are many

specific issuestha still need to bedecided. Some requirements will
changeduring your development process and addressing some will
reveal more issuesto be specified.

Theoppotunity (or problem) your produd addresses is undestood
(more or less) butthe solutionisnat so clear. In creating a solution
you explore both the oppatunity and the solution at the same time,
congquently, your design choices multiply and knowing what the
cusomer wants becomes more difficult.

Y ou have the ability to create a solution butyoulack specific
knowledgeof the problem domain; e.g. a software firm can create
software but thefirm lacks knowledgeof other domains

Produd developmentisrisky. Evenif youthink you undestand the
cugomers, produd needsand requirementsit is still possible to get
thingswrong. And, duringthetime it takes to create a produd
thingswill change Themore expensve the product devel opment
the greater the need to reduce these risks.

Spending more time up frontundestand cusomer needswould hep
reducerisk. But thiswill also dday astart on building the produd
and dday futurerevenues. But withoutreally understanding you
cugomers you risk making guesses.

New produds should indudenew thinking, butif you rush to

develop the produd you will use your past experience and
knowledgeof earlier produds, so thenew produd will notbeso new
and will address the same issuesin the same way.

Solution Enrol one or more customersaspartnersin your development
process. Give them an oppatunity to influence the produd design
and implementation. Make the produd development process awin-
win situaion for you and your cugomers.

Talk to your patners - talk to them alot, share problems and
solutions share doaumentation, share as much as possible. Have
your people work at their sites and ther people work at your sites.
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Show them mock-ups prototypes and modds of the produd. Spend
time discussing the modds and working throughusage paterns
opeationsscenariosand variationsto modds.

When cugomers do co-opeate you will need to respect thar
intellectud propaty (IP). Cugomers may beprepared to share some
IP butthey may also want to restrict accessto othe IP or enaureit is
not made available to competitors. What IP may be used, and who
ownstheresulting IP should be clearly agreed before the project
starts.

Using acugomer as a parthe combines elements of bespoke
produd development and elements of generic product development.
It isan oppatunity to create a produd tha fits many cusomers
needs it isalso achdlengeto avoid creating a produd that fits one
cusomer needs

In order to partner with a cusomer you need to find a cusomer who
is prepared to partner with you, and notjug any cusomer will do.
They will have a genuine need for your new product and see the
advantage of working closaly with youto shgpethe produd and g&t
early accesses. They need to be prepared to devote people, time and
money to the project. In short the should see awin-win oppotunity.

Cugomers who see the project as aroute to get a cheaper produd, or
offload work should notbe conddered. Neithe should you consder
cusomer who might become competitors.

Congder toothepractical aspects of co-opeaation: are you close
enoughgeographically to meet regularly? Do your computer
systems interconnect? Are your corporate cultures agoodmatch?
Such differences can hdt co-opeation before it even starts.

Consequences Working with cusomersresultsin a better undestanding of the
oppotunity, solution and technical aspects. Y our parther cusomer
will bendfit too. They will have early access to your new produd
andit will beaclosefit forther needs Thebest solution may only
emerge after severa iterationsof discussion, design, building and
evaluaion.

When working with a partner you can short-cut some of theup front
requirements and design because your cugomer isinvolved. Some
of these decisionscan be deferred because you know you can ask the
cugomer later. Other decisionscan be made faster because the
cugomer isreadily available.

Informed and timely decision making can reduce risk on the project
and accelerate the development cycle. Both partners bendit from
reduced risk, faster execution and a better produd more closly
aligned with the cugomer needs

However joint development can also take longe because more
people are involved and need to share in thediscussions Reaching
congenaus can bedifficult in large groups If your corporate cultures
and incentives are not aligned co-opeation may befraughtwith
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Sour ces

disagreements and arguments. Thisin turn can paisonthewide
organization.

Co-creating a produd also meansyour partner@ competitors may
have access to the same produd. If the produd offers cusomersa
competitive advantage, or containsconfidential |P they may prefer
to develop ther own cugom solution even if this cogs more.

Pricing a co-created produd may bedifficult. Offeringthe produd
for free or at adiscountto partners may encourage some to join your
programme but such partners may na really valuethe produd. At
some point you need to know cusgomers will pay cash for the
produd you are developing. If partnersingst on some financial
payment offer roydties on produd sales, thiswill aign thar
interests with your own.

A Londonbased telecoms software hous worked with major
cugomersin Europe USA and Audraliato develop produds later
sold to many opeators world-wine

Military systems like Euro-fighter Typhoonare often developed by
contractors and armed forces and later sold to third parties.

This pdtern can beused to hdp implement KNow THE CUSTOMER
(RiSING 2000)and EXPEDITIONARY MARKETING (KELLY 2004)

The Extreme Programming practise of Ondte cugonmer isavariation
on this patern.

It is useful to contrast CUSTOMER CO-CREATED PRODUCT With
POACHER TURNED GAME KEEPER.

This paternsechoes severa of Christophe Alexandea@ (1977)
paternswhich suggest, or assume, theend user isinvolved with the
architecture, design and condruction of ther building.

ThelIN BED WITH THE ENEMY (Weiss 2007)paterns also consder
busness partnerships in this case partnershipswith potential
competitors.

Authors experience and observation.
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3.6 Simpler Product

Context

Problem

Forces

Solution
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Blogging isn®anything new: you don®need Blogger or Typepadto
create web pages, to publish your thoughs; an HTML editor can do
jugt aswell. Because bloggingis simpler thanwriting HTML and
because Blogge is simpler thana word processor they create new
produds.

You don®need RSS you can check the web pages you care about
often, publishers can simply list thar changes on pageone By
simplifying thetask you (or rather your machine) can check pages
more often. Togeher Blogging and RSSsimplify use of theweb and
create a new type of web.

Y ou are looking to break into an existing market with a new produd,
perhgpsusng new technology.

What new product can you introduceto a market that is already
served by a fully featured product(s)?

Initially youneed afoothold in themarket. Y ou need some revenue
and some expeience to refinethe produd. But entering a market
agang existing, well-resourced, incumbentsis difficult.

Y ou have a produd or technology butit lookslike the market is
already well served. Y ourtechnology may besupeior to the current
produds but there are already several incumbents who produce good
produds, matching thar produds will take time and money.

Themarket incumbents produc similar produds. They traditiondly
compete by adding new features and/or making ther produds faster.
But the current produds already serve mog cugomer needs, new
features do notrealy add much. Indeed, new features tend to
complicate the produd further.

Althoughcapable of doingwha cusomers want an increasing
complexity produds will become less usable and less elegant.
Complexity of theprodud addsto the cog of ownership. Time mug
be spent learning the produd, users need training, and even
conalltants to advise. But cusomers expect these features, options
and services. Withoutthese you are not a seriouscompetitor but
adding these take more time and money.

Create a product that ismassively simpler to use then existing
products and target a different set of customers. Target
cusgomers who do not need all thefeatures of the existing produds,
do have time to spend learning the produd and find the complexities
of existing produds off putting. Mog likely these cusomer do not
buy any of the current produds.

Start by defining the problem your produd is solving and for whom
Segment potential cusomersto better undestand who buysthe
produds and wha they are doingwith your produds - see
SEGMENTED CUSTOMERS.

Page 23 of 29



More paternsfor Software Companies 12-Nov-07

Existing cusomers expect afully featured produd. Ingead target
cugomers who would benefit but do not buy current produds
because because of complexity and/or cod. In this market segment
you are compeling agang non-consumption.

To reach this new segment you need to choos theright distribution
channd. Thisis probably notthe same channd as the current
incumbents use so look for nonttraditiond channds. Y our choice of
distribution channds will also influence your pricing options(and
vice versa).

Simpler produds need not sell at alower price then existing
produds; there may bea simplicity premiumtha allows youto sl
your produd for more than existing produds. However thisis not
alwaysthe case.

When you undestand your potential cusomers address their needs
exactly. Have your designe's and engineers rethink the produd and
interface. Lookat how cugomers are usng the produd and focuson
what they are usngit to achieve rather than howthey doit. Create
personas to better undestand your potential cusomers base and
identify themog important cusomers/users (Coope 2004)

Look at existing produds and try to eliminae optionsand extras,
apply the Pareto principle to find the 20% of product that is used
80% of thetime. Y ourchosen cugomers valuesimplicity over
performance.

Consegquences Avoiding competition, keeping the produd simple, removing the
need for suppot services reduces the cog, time and complexity of
entering the market. Incumbents are unlikely to see you as a direct
rival thusgiving you thetime to see revenueand build the company
further.

Y our technology has been packaged to avoid the direct competition
tha would kill it. Intime you can build on this beginning to exploit
your technology agang themarket incumbents more directly.

By changing the basis of your produd you disengagefrom
incumbent rivals. You are now competing for different cusomers.
Further theincumbents will find it hard to match your produd
because they are structured aroundexisting cugomers and ther
complex produds. These companies have too much invested B
finandaly and mentally Bin the current way of doingthings They
will fear undecutting ther existing sales.

Y our produd is more accessible to cusomers because it does not
require the same investment to start realising the benefits. Overall
cos of ownership isreduced because cusomers do not need training
or advice on howto use theprodud. Yourtarge cugomers are new
to the produd category and so do not expect additiond suppot.

After yourinitial success there maybe atemptationto add featuresin
future versions Even cusgomers who want ssmplicity may desire
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more features. To do so risks negating theinitial advantage You
may find away to indudemore features withou increasing
complexity. Alternaively you may introduce more produds tha
reverse your origind trade-off.

In time you mightfind your smple produd becoming complex.
Thiswould provide an oppatunity for someoneelse to repeet this
patern with youin therole of incumbent.

Sometimesit is possible to hide complexity rather than removeit.
Complex software produds may offer Wizardstha guide users
througha complex task. TheWizard breaks atask into several
discrete stepsand only offersthemos common options If youfind
you are adding more and more Wizardsit istimeto look at a more
radical simplification.

Apple® iPod combined simplicity with styling to reinvent the MP3
player and redefinethe market.

One of the EuroPLoP reviews of this patern described how her
company had replaced a UML moddlingtod coging several
thousand dollars per licences with afar smpler tod coging
hundeeds of dollars per license. Thesimpler tool had fewer features
butwas far easier to use and much cheaper.

Existing incumbent companies may choo% to use CorRE PRODUCE
ONLY (Kelly 20053 or ENTRY LEVEL ProbuCT (Kelly 200X) as
alterndives. While SMPLER PRODUCT advocates creating asimpler
produd for new cugomers, CORE PRODUCE ONLY suggests stripping
back the entire company and produd in a price sensitive market.
ENTRY LEVEL PRODUCT suggests a cut-down version of theexisting
produd. Assuch ENTRY LEVEL PRODUCT can be used a pre-emptive
defence agang SIMPLER PRODUCT.

SMPLER ProDUCT does imply CoRE PRODUCE ONLY. For example,
Apple@iPodissimple but to keep it smple Apple offer additiond
services like iTunes and software for PC and Mac.

Convesdy, Ryanar offersacore produd. Thecompany trangports
people from A to B within Europe Theprodud isnotsimple, to get
the cheapest fairs cusomers mug bookas early as possible and
navigae thar way to and fromairponts that are often far fromthe
desired destinaion.

Thelnnowators Solution (Christensen and Raynor 2003)describes
how companies can use innovdive produds to enter an existing
market. Such produds may have fewer features than existing
produds but are targetted at a specific need. Combined with a lower
price this allows new entrants to compete with incumbents.

For more ideas on how simplifing produaes see The Design of
Everyday Things(Norman 1988 and The Laws of Simplicity (Maeda
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2006)
Sources Author@® observation.
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4 Thumbnailsfor related patterns

Ongte At thetime of writing | am unable to find Ongte cugomer written asa

cugomer patern or presented to a PLoPworkshop. It isnotcontained in the
EPISCDES pattern languagg Cunninghan 1996 or Organizational Agile
Patterns of Sotware Development (Coplien and Harrison 2004)
Ongte cugoner islisted as a patern onthe Agile Process Adopion Wiki
(http://agileprocessadopion.com/wiki/index.phpitle=Ondte_Cugomer).
However this description is more of athunbnal than an actud pattern e.g. it
lacks a problem statement. No author is given for this patern ndthe doesit
appear to have been workshoppel at a PLoP.

CoRrE Reduce cods by only supplying the core produd, anything extra should be

PRODUCT billed separately. (Kelly 20053

ONLY

PRODUCTS Technically complicated produds are not commodities; they can be hard to

WITH SERVICES

ue. Theaefore, offer servicesto hdp the cusomersin additionto the
produd, e.g. asuppot desk andtraining courses. (Kelly 20063

CONTINUING Complex produds often require ongoing maintenance and suppot. The
SERVICESFOR  company tha makes the produd already knows alot aboutthe produd is
PRODUCTS well postioned to dothis activity too. By sharingknowledgebetween
service and produd opeationsboth can beimproved. (Kelly 2005b)
ACCOUNT Continueto actively work with cusomers even after a sale has closed, this
MANAGEMENT  will allow youto identify future oppatunities and sell more produds.(Kelly
2007)
CORPORATE Y ou and your cugomers want to know who is compeent to work with the
CERTIFIED produd in depth. Your staff can®do all thework. Therefore, segment the
EXPERTS user base by offering to certify those experts who know the produd in
depth. (Kelly 20063
SIMPLE Produd variationsallow you to differentiate your produd form competitors
PRODUCT and provide your cugomers with achoice they value But variationscan be
VARIATIONS expengve to produe and suppot; therefore, offer smple variationsonthe

produd, e.g. choice of colours. (Kelly 20053
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