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I Mission Statement, Customers, and Stakeholders

The first thing we need to do when undertaking the development of a new
system, or redesign of an old one, is to prepare a mission statement. It allows us

to ask the question “how does that functionality serve the mission?”
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A mission statement should be very short, descriptive, compelling, and never
detailed, whereas a vision statement can be long. The mission statement is the

“how” and the statement is the “what.”
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What is the difference between mission statement and vision statement?
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A mission statement for the baggage handling

To automate all aspects of baggage handling from passenger origin to

destination.
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First, you need to understand the application domain.
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Customers don’t always know what they want
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Never make assumptions about what customers want
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Even when they do know what they want, they may communicate their wishes

Ineffectively. Customers can change their mind and they may have high

expectations about what you know and what you will provide.
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Stakeholders represent a broad class of individuals who have some interest (a
stake) in the success (or failure) of the system in question
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There are many types of stakeholders. The most obvious stakeholder of a system
is the user.

» The user as the class (consisting of one or more persons) who will use the
system

» The customer is the class (consisting of one or more persons) who is
commissioning the construction of the system

pxiiaal s Al 3 1A png SV daliad) calia daliadl claal e 330 ¢ 5l dllia
Adail () ganiiivans Al (LIST ol a5 padid (ha () 5S5) RS sl
Al Ly (il g5 ) (LIS 5l ol g adid (e 05S5 ) L) 8 Jranll

p 5 by: Fatima Ben Lashihar

Sometimes the customer is called the client (usually in the case of software
systems) or sponsor (in the case where the system is being built not for

99 ¢

sale, but for internal use). But in many cases the terms “customer,” “client,’
and “sponsor” are used interchangeably depending on the context. Note
that the sponsor and customer can be the same person
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User, Client, Customer, Sponsor.... Differences?
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Typical stakeholders for any system might include
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» Customers (clients, users) (Omexiiuall s (3L ¢ Sleal)
» The customers’ customers (in the case of a system that will be used by
third parties) (A Gl bl 38 (e 4aladivd a3 aUaill Als ) ¢ Slaal) £Slee
» Sponsors (those who have commissioned and/or will pay for the system)
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» All responsible engineering and technical persons (e.g., Systems,
development, test, maintenance)
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» regulators (typically, government agencies at various levels)
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» Third parties who have an interest in the system but no direct

regulatory authority (e.g., standards organizations, user groups)
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» Society (is the system safe?)
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» Environment (for physical systems)
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Negative stakeholders are those who will be adversely affected by the
system.
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These include competitors, investors (potentially), and people whose jobs
will be changed, negatively affected, or displaced by the system.
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There are also internal negative stakeholders—other departments who will
take on more workload, jealous rivals, skeptical managers, and more. These
internal negative stakeholders can provide passive-aggressive resistance and
create political nightmares for all involved.
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All negative stakeholders have to be recognized and accounted for as much

as possible.
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There are always individuals who are interested (usually opposed) to those
systems, and because they may wield some power or influence, they must
be considered.These interested parties include environmentalists, animal
activists, religious zealots, advocates of all types, “gadflies”, and they
shouldn’t be ignored
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It is very important to accurately and completely identify all possible
stakeholders (positive and negative) for any system.
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Stakeholder identification is the first step the requirements engineer must

take after the mission statement has been written
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One way to help identify stakeholders is by answering the following set of

questions:
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» Who is paying for the system? Sallaill (el @by (4
» Who is going to use the system?  fallaill aadiio o
» Who is going to judge the fitness of the system for use?
aladiu il alail) daeDa (s2a Ao oSa (53 g
» What agencies (government) and entities (non-government) regulate any

aspect of the system?
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» Who is involved in any aspect of the specification, design, construction,

testing, maintenance, and retirement of the system?
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» Who will be negatively affected if the system is built?
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» Who else cares if this system exists or doesn’t exist?
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Let’s try this set of questions on the airline baggage handling system.

» Who is paying for the system?—Airline, grants, passengers, your tax
dollars. .l Aalall (i puall I sal ¢ QIS ¢ miall ¢ 4y sall Lo gladl)

» Who is going to use the system?—Airline personnel, maintenance
personnel, travelers (at the end). « &luall ik ga5 ¢ 4y 5all Jagladll ik ga
N PRI ) PR WON (P

» Who is going to judge the fitness of the system for use?—Airline,
customers, unions, FAA, OSHA, the press, independent rating agencies.
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» What agencies (government) and entities (non-government) regulate any
aspect of the system?—FAA, OSHA, union contracts, state and local
codes. FAA «OSHA .Adaall s Al sall ol 8 ¢ el o gae

p 15 by: Fatima Ben Lashihar

» What laws govern the construction, deployment, and operation of the
system?—Various state and local building codes, federal regulations for
baggage handling systems, OSHA laws.
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» Who is involved in any aspect of the specification, design, construction,
testing, maintenance, and retirement of the system?—Various engineers,
technicians, baggage handlers union, etc.
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» Who will be negatively affected if the system is built’—Passengers, union
personnel. . LE 58l po ¢ QIS

» Who else cares if this system exists or doesn’t exist?—Limousine
drivers.  (n)sed sl

) 16 by: Fatima Ben Lashihar




The next step is to cluster these stakeholders into classes, because we need to
identify a small number of individuals with whom to have contact in order to
represent the interests and wants of a large swath of customers/stakeholders.

Champions: selected individual or very small representative group for each of the
classes

Customers are clustered s into classes according to interests, scope, authorization,
or other discriminating factors

Clustering customers, then selecting champion, then selecting the appropriate
technique(s) to solicit initial inputs from each class.
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System maintenance personnel (who will be making upgrades and
fixes)
(hada] 5 i 55 (35 s M) ALl il il 5
Baggage handlers (who interact with the system by turning it on and
off, increasing/decreasing speed, and so on)
s /30y 5 ¢ Al ) 5 4l YA e allaill s (o sle iy (all) ciliall o sl
(3 ) ey ¢ el
Airline schedulers/dispatchers (who assign flights to baggage claim
areas)
Alaall (3lalia () Bla 11 (a5 50 i CpAll) (b sall / Gl el s alaia
(A=Yl
Airport personnel (who reassign flights to different baggage claim

areas) potinY ddida shlic ) @a )l Ganads ¢ sua ) Slhadll siki s
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Glubpall ozl 55 &l jUadll ¢} 2Airport managers and policy makers
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It is not always easy to know, because their wants exist on many levels:
» Practical needs (e.G., Minimum functionality of the system),
» Competitive needs (it should be better than the competitors’ systems)
» Selfish needs (they want to show off and tout the system’s features),
» Sometimes the customers want “it all” and they don’t want to pay a lot
for it. Requirements engineers have to help them understand this reality.
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For an airline baggage handling system customers probably want
» safety

speed

reliability

fault-tolerance (no broken luggage!)

v v v w

Maintainability
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So we would use our best efforts to attend to these needs.The problem
becomes, however, how do we measure satisfaction of these needs?
Because, if these wants and desires cannot be measured, then we will never
achieve them.
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Sometimes customers are very explicit in what they don’t want the system

to do.These specific undesirable features or “do not wants” are frequently

overlooked by the requirements engineer.
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The “shall not” requirements are often the hardest to capture. Sometimes
customers don’t know what they don’t want until they see it! For example,
upon seeing the delivered system (or a prototype),
i ¥ oha¥l ans 6 Letle gl b ol o " 3m " il 05 L Ll
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The requirements engineer should always try to discover what the
customer does not want as much as what the customer does want.
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Here are some examples of unwanted features of the baggage handling
system:

» The system shall not shut down if main airport power is lost.
» The system shall not cause a failure in the main airline computer system.

» The system shall not cause baggage to be destroyed at a rate higher than
| bag per minute.
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They sometimes don’t know precisely what they want the
system to do.
Al aledy o ()5 9 e Janalls 8 s ¥ la ) iamy b

Another reason s is that, with varying levels of requirements
(e.g., features, constraints, business rules, quality attributes,
etc.), what is important might change as these “non-
requirements” (e.g., business rules) change during the system
life cycle.
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Sometimes the environment in which the system functions and the
customers operate changes (physical changes, economic changes,
competition, regulatory changes, etc.).
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Some requirements are so “obvious” that the customer doesn’t think to
stipulate them.
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Another reason for changing requirements has to do with the discovery of
the return on investment.
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Finally, customers will deliberately withhold information for a variety of
reasons (e.g., the information is proprietary, they distrust you, they don’t
think you will understand).The information withheld can rear its head later
in the project and require costly changes to the system
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Because we have many stakeholders and some of their needs and desires
may conflict, we rank or prioritize the stakeholder classes to help resolve
these situations.
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Ranking the stakeholders will lead to requirements prioritization, which is
the key to reconciliation and risk mitigation
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You can certainly argue with this ranking and prioritizations
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But this disagreement highlights an important point—it is early
in the requirements engineering process when you want to
argue about stakeholder conflicts and prioritization, not later
when design decisions may have already been made that need

to be undone
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Partial Ranking of Stakeholders for the Baggage Handling System

Stakeholder Class Rank Rationale

System maintenance Medium | They have moderate interaction
personnel with the system.

Baggage handlers Medium | They have regular interaction with

the system but have an agenda that
may run counter to the customer.

Airline schedulers/ Low They have little interaction with the
dispatchers system.
Airport personnel Low Most other airport personnel have

little interaction with the system.

Airport managers and policy | High They are paying for the system.
makers (“the customer”)
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It is essential that all communications be conducted clearly,
ethically, consistently, and in a timely fashion.

REETEA|

There are many ways to communicate, and each has specific
advantages and disadvantages
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in-person meetings:
» Verbal information is conveyed via the language used, but

also more subtle clues from voice quality, tone, and inflection
and from body language can be conveyed

» But in-person meetings are not economical and they
consume a great deal of time. when you have multiple
customers, even geographically distributed customers, how
do you meet with them?
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group meetings:
» Well planned, intensive group meetings can be an effective
form of communication for requirements engineering

» But these meetings are expensive and time consuming and can
disrupt the client’s business
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written communications with the customer:

» the advantage of being this document legal contracts is that
this kind of communication might avoid disputes, or at least
provide evidence in the event of a dispute.

» But formal communications are impersonal, can slow the
process of requirements engineering significantly, and can be
costly (if a lawyer is involved).
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Telephone or teleconference calls:
» The informality and speed of this mode is highly desirable.

» But even with teleconferencing, some of the nuance of co-located
communication is lost, and there are always problems of
misunderstanding, dropped calls, and interruptions. And the informality of
the telephone call is also a liability—every communication with a
customer has potential legal implications and you do not want to record
every call
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» Email is both spontaneous and informal, but it is persistent—
you can save every email transaction.

» But as with telephone calls, some of the interpersonal nuanced
communication is lost, and as a legal document, email trails
leave much to be desired.
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Our goal as requirements engineers is to carefully manage
customers’ expectations. That is understand, adjust,
monitor, reset, and then meet customer expectations at
all times
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Often the negotiations deal with convincing the customer that
some desired functionality is impossible or in dealing with the
concerns of other stakeholders.

And expectation setting and management throughout the life
cycle of any system project is an exercise in negotiation
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few simple principles that should be remembered

» Set the ground rules up front: If certain rules need to be
followed, make all parties aware

» Understand people’s expectations: ranking requirements is
to understand what is most important to the customer.
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» Look for early successes: fighting early about the most
contentious issues will amplify any bad feelings and make
agreement on those small issues more difficult later

» Be sure to give a little and push back a little: If you give a little in
the negotiation, it always demonstrates good faith. It turns out
that by not pushing back, you leave the other party feeling
cheated and empty.
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Conclude negotiating only when all parties are satisfied: never
end a negotiation with open questions or bad feelings. Never
end a negotiation with open questions or bad feelings.
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