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Aligning people, business and technology: Getting the
requirements and user interface right to deliver
technology that works for people and the business

The common complaint in IT projects: Missing or poor requirements

l'toés general ly ac e &fpotofeal majohld projeats failinrsa@me 5 0
significant way. T h e y 0 ates missingurequirenyentoovlleave budget |
poor user acceptance i sometimes all of the above.

Failures are often blamed on insufficient time or money, bad requirements, bad

technology, not enough testing, stupid users or management without any vision. The
6sohdéthas been to throw more and modlut ti me, mo n
nothing seems to stem the failure rate.

These issues are merely symptoms, not the real problems. Why? | t 6s all to do wi f
way IT projects are traditionally managed. This diagram summarises the traditional
process:

el System User
vendor/ = o o e - Build > e > Test » Launch » Ongoing change requests
technology

\_ A A 4

Figure 1. The traditional software development process, with mandatory iteration.

The process starts with capturing the business requirements, usually countless pages of
written material, often including use cases.

A vendor is chosen against these requirements and a solution architected. The build
starts and during this process, several things happen i developers fill in the gaps in

requirements and create the user interfaces i all with little or no input from the end
users.

The endless iteration starts here. The management and users review the screens and
the first thing they say idse voetlhoaptedrss nsdaig wohYaets i f
around it goes.

So whatds the r dadldsp radith the nequirdments Gocumentation.
Because t hey 6andesystern diagranys, eveeyane who reads it will have a
different vision of the end product. And what O6visiond am | referrin
on the desktop when ités all finished.
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Y o e probably thinking to yourself: 6t hi s i development haa always been
donebd. Sure, it is. But t hiabkildimglwasut t hi s. . . wh
constructed without first doing a detailed visual model?

IT is the only engineering discipline that does not have a clear and unambiguous

blueprint of the end deliverable before the build starts. For IT, the blueprint is the user
interface. | t 6seeanchues eo nwhye nt htilneg pyicbup e ct ©86sf i ni s |
always the last thing done in the development lifecycle.

Even if the entire user interface was completed before build commenced, there is still the

problem of the initial requirementsi i f t heydre wrong or missing, it
good the wuser interfarcepeocpl @ tamd iiltl wwomdétt dweolrik
business objectives.

I n the next section, I 611 describe how to get t
job analysi s. After that, I 61 1 introduce PTG G
user interface design, XPDesign, as a method to translate the requirements into design.

1.2. Using job analysis to get the requirements right

The main problem with existing requirements methods is that despite the (appropriate)
involvement of end users, the techniques (i.e. interviews) typically used by BAs and

A

developers cause the problem. | t 6 s h ehe MR ptadtidoner dan have a significant
effect on the quality of the requirements using job analysis.

Why use job analysis? If you agree that the application to be delivered is supposed to
support peoplebdbs work, then you need to underst

Job analysis involves key result areas that organise key tasks into the broad areas of
responsibility of the job. Finally, key performance indicators measurepeop |l e d s
performance in the job.

Consider this example. Imagine the key tasks carried out by a sales person to sell a
product to a customer... 6 m gou had many of these key tasks:

1 Identify prospects

Contact the prospect and meet them
Identify needs

Identify suitable products and services
Demonstrate features and benefits
Handle objections

Close the deal

Deliver the service or product

= -4 -4 -4 -—a -8 _a -2

Service the customer and cross / up sell

Now ask yourself this: what if t h e ysdllingdloan products? Or cars? Or real estate? Do
you think they all generally use the same steps? I would argue that, for the most part,
they do.
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What about the key tasks used 10 years ago? Or 20? Or 50? What about 50 years from
now? Will people be selling things in generally the say way? Again, I would argue yes.

If you gave this list of tasks to a manager, developer, or end user, they would be quite
clear on the activities of a sales person.

You now need to translate these requirements into a complete user interface design that
represents the job. That 6s were XPDesign comes

1.3. Using XPDesign to translate the requirements into a high performance
user interface

XPDesign is a systematic model-driven process to translate requirements to design, as
shown in this diagram:

Strategy, requirements and Requirements modelling User interface design and
performance and application architecture application development
Define the business strategy and key Model the workflow, data entities, business Design the user interface to present strategy
performance indicators for a technology rules, information architecture and system and embeds new high performance practices
framework that supports strategy and work architecture
User interface Guidelines,
: legyLsic d
—# Uzer requirements Entity model Iarrltl;crlwrltrra.amﬁl; . [FERETE gs;faighlfc :::;n
\ v

A
User interface L User interface
4 design framework design

Strategic intent and

key performance ——p Ll I — Damain Modal — Workflow model — l
R model
indicators.
» I Application
[ frameworks Build
v
$ t
Business ) System *
reguirements LA architecture Software design Standands and
patterns guidelines

...then capture business and user requirements ..to create a clear line of sight between ..then develop an application that directly
to define a high performance model of work strategy, KPls and application behaviour meets requirements and drives performance

Figure 2. The XPDesign high performance user interface design methodology
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The two most important models are objects and workflows, part of the user interface
architecture 1 the foundation of the application and its behaviour - that produces a
scalable and flexible framework for design.

The object model represents the data, people and things used in the interface to
complete key tasks. The model is decomposed into deeper and more accurate
representations of the data, until the database equivalent tables are reached. The key is
that design is based on the objects people work with, not the hundreds of tables from
the database. This is an example high level object model for a commercial lending
application.

Customers  -Completes  Applications —For—» Products
Become

> Faciitiss

Are secured by

Own and use »  Securities

Figure 3. An example object mode/
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The workflow model is a flowchart version of the job analysis. It is done at multiple
levels, starting with a simple high level model and decomposed into detailed models

containing low level database equivalentt a s k s
start at a high level and not the detail, as it is easier to agree on simpler models and

(e. g.

create

then drill down into the detail of each step. During design, sections of workflow are

grouped to define screens. This diagram shows a high level workflow for commercial
lending on the left.
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Figure 4. An example workflow model showing progressive decomposition of high level
tasks into lower level tasks

In the example, thetask 6 Co mp | et e
workflow. In that workflow, the 6 Cr e alti € aitm v e

a p midecampdsed into s leved 2 t h e
d dask is decomposedt ur e o

into its level 3 workflow. Each low level task corresponds to a specific pattern, making
user interface design a simpler and more consistent process.
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Workflow modelling makes it easy to visualise what the application will do and is much
easier to read than a thousand pages of use cases. The workflow can be tested against

a range

of

often see it done, or people start at the lowest leve | ,
and become stuck on the minutiae.

6 wh @nsurd ifhéndles © e & a if Uatddunatety, w e

donodt

wher e it dnsirclesa sy

This diagram shows how the models find their way into the user interface. This is the
starting workbench for a commercial lender. The workflow model determines the
activities being performed including working on tasks, applications and referrals. The
object model defines the data needed, including customers and applications. User
interface patterns deliver user-friendly data and functionality.

& | M=l E3
« = 0 & 4da & 9 B4
1B Fereeerd Stop  Refresh  Home | Search Fovortes History ad Print : |
| Agaess ) =zl ¢ |
User name :Bob Andersen ;I
Logo &
sisatfnrzs ‘ My home ‘Custcmers |Appllcatuons| Products l Tools | Reports ‘ Admin A "
| Summary Tasks Leads & Referrals My KPIs Valid as at 17 May 2004, AEST 11:05:05 |
Welcome Bob ‘ Search for: Customer Group »  Mame: ABC Company Number: 1234567890 | [ Sesn |
Go.to advanced search
Intredeution paragraph e~
My Tools l
— Tasks . f 5
roduct selector
View by: \ ustomer Group »  Duye date from: | DO/MMAYYYY | gor  DO/MM/YYYY [ ver | USer |nter ace T
i Pricing calculator
patterns
3 tasks found) ay W kﬂ |Basic risk grade
alculator
Subject ¥ OFKHOW | jote  priority Assianed by Status n
4567 4567] mOdeI p2/2006 High Bob Andersen Mot started tion Change my tools ...}
12345678901234567890 , Reporting  1702/200§  High Bob Andersen  In progress  Action My recent I
4567 4567 1234567890 1702/2006 \Low Mr Murphy Complete Action documents
3 tasks found, displpfing 1 - 3 ) A o] . lication
ObJeCt = -ABC custaomgr
Y mOdeI mmige view qroup
— Applications in progress / Leads &\Referrals
My KPIs
3 applications found, displaying 1 - 3 3 leads found, Weplaying 1 - 3
Application
Nama v pumbar . senleatan Mame v Referred to Priority _Status Jargst Actus |
Submitted for ABC \ $45,000 tw'\ic?_.mn
) ) R .
ABC Group 1234567890 52,000,000 Subrmite Edit Delete || Company . High  New G ey
I " it Refi I Not —
XVZ Limited 7894561230 s15000  ILEO9SS  Egr Delete || XVZLimited el JohnSmith Low  oioned —
The BI 9847521603  $1,500,000  Approved prif r || IheBi Referral Samantha  Medium Net
Company. of Offer mpan Mc Donald actiondd
3 applications found, displaying 1 - 3 [ create sopicatin 3 leads found, displaying 1 - 3 ([gmmciend | [ Send reorat |
Customize view,.. Customize view,,, | L— ;l
[£] Dore L1 [ Intemet w

Figure 5. Integrating the object model and workflow model with user interface design
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1.4. Putting it all together into the IT Blueprint

You need to do the interface at the right time in the software development lifecycle to
deliver technology that works. This diagram illustrates the IT Blueprint:

User f User .
Intarfaca Usedr;;tie:ace
requirements 9

t Th Select

e elec '
. —» vendor/ —» Build —» Test —» Launch —» i?ﬂ'ﬁﬁin

IT Blueprint™ tachnology p

L ¥
Business System
reguiremeants architacture

Figure 6. The IT Blueprint

The process uses exactly the same steps found in traditional IT development lifecycles,
however, we have moved the user interface design to the beginning of the process. The
complete user interface has now become part of the requirements, rather than a by-
product of the build.

Imagine being able to see and test the entire user interface to determine if the

application will meet requirements and deliver business benefit, before you buy or build
anything. After all, the only thing people see and use is the user interfacei i t 6 s t he
primary det er mdparfoormancecof peopl e o
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