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Want to share your 
experiences of Agile? 

 
…we’re all ears! 

 

We’re collecting data  
on how agile teams self-organize… 

 

Contact  
Vijay at vmoh849@aucklanduni.ac.nz  

to sign up today! 

 

Once upon a time, in a land far, far away, 

there were teams transitioning into Agile. 
 

The developers were happy, 
the coaches were passionate.  

 
But there was one small problem... 

The Customer  
couldn't care less! 

 

So, the teams decided to practice 
their daily stand-ups,  

iterative and incremental development, 
 and all the Agile practices anyway! 

 

and it came be to know as... 

Agile Undercover 
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When Customers Don’t Collaborate 

Rashina Hoda @agileRashina 

 

 

 Theoretical 
advantages of Agile 
methods are popular 

 Agile focuses  
on people and 
interactions

 

 

 Practical challenges 
of Agile methods are 
less understood 

 

 Limited research 
on social aspects 
of Agile teams 

Vs. 

Vs. 

 

 Research focus emerges through iterative rounds 
of and 

 Semi-structured, face2face 

 Rounded Perspective 

 of Agile practices 

 Constant comparison to find common 

 Relationship between categories forms  
the 

Causes  Consequences 
Lack of 

Customer 
Involvement 

Covariance 

Contingencies:  
Agile Undercover 

Condition 

Context 

Using Six C’s Model: Glaser Theoretical Sensitivity 1976 
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 58 participants 23 organizations, NZ & India  

 Agile Projects – Scrum & XP 

 Projects: software development services, 
front/back-end applications, web-based services 

 Team size: 4-15 people 

 Project duration: 1 to 48 months 

 Organizational size: 10 to 300,000 

ollaborative 

esponsible 

uthorized 

ommitted 

nowledgeable 

*B. Boehm, R. Turner. Rebalancing your organization’s agility and 
discipline. XP/Agile Universe ’03, Springer, Berlin (2003), pp. 1–8 

 
Scepticism and Hype The Distance Factor 

Lack of 

Time Commitment 
Dealing with 

 Large Customers 

Ineffective  

Customer Involvement 
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Scepticism & Hype 

   “The client reads [Scrum books] and what they see is 

client can make changes all the time and they think 

wow that sounds great!. . . They don’t understand the 

counter-balancing discipline [customer involvement]”   

Agile Trainer, 
India 

Distance Factor 

   “Relationship with [distant customer] is very different 

from one in [same city]. We can call at short notice. . . 

and can we borrow somebody for half a day, they are 

willing to do it.”   

Tester, NZ 

Lack of Time 

   “‘More [time] would have been better. This is the 

problem, when you’ve got someone who’s got a full-

time job managing a team and is quite busy, trying to 

fit us in.”   

Agile Coach, NZ 

Ineffective Involvement 

   “Unfortunately the person who is [the customer rep] . 

. . doesn’t really know how the current system works, 

doesn’t know much about the business process, is 
petrified of the project sponsor, and is basically budget-

driven. So she doesn’t really care if it’s not going to 

work in a way that the end users like.”   

Developer, NZ 
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Problems gathering & 

clarifying requirements Problems prioritizing 

Problems securing 

feedback 
Loss of Productivity 

Business Loss 

Contingencies: Agile Undercover 

Changing Priority P2 

P1 

   “We [use] the definition of ready.....product owner 

will not take something that is not ‘done’...developers 

are not going to take something that’s not ‘ready’!”   

Developer, 
India 

   “‘‘[If] we know exactly what business want or we 

know 80% of what they want, we include that story in 

the sprint; otherwise if we have something that’s a little 

bit unsure, we don’t include that in the sprint”   

Developer, NZ 

Risk Assessment Up Front 

   “They [customer representatives] are either ‘assigned 

to this project’ or ‘available as a first priority’ [which is] 

the best situation and the worst situation [is]  

‘Just as time allows’.”   

Agile Coach, NZ 
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Story Owners 

   “We didn’t need that Story Owner for the duration 

of the project, we normally only need them for  

part of an iteration.”   

Agile Coach, NZ 

Customer Proxy 

   “Using [Customer] proxy...who interacts with the team 

much often but then passes on the feedback from 

the customer to the team and vice versa.”   

Agile Coach, India 

   “If customer had problems being product owner— 

we take it up on their behalf.”   

Agile Coach, NZ 

Just Demos 

   “Just the sprint demos...and [we see] three pieces of 

functionality and it’s all done in fifteen minutes, we take the 

full hour to discuss the other things...the demos were fun.  

I don’t know if that’s their intent, but they were!”   

Product Owner, NZ 

e-Collaboration 

   “Video conferencing becomes very 

important. Its all about collaboration [when] 

time difference is a problem...with Europe 

[there is a] 4 hours overlap”   

Developer 
India    “Skype or video-

conferencing. . . doesn’t cost 

that much — to use 

Skype its literally zero.”   

Developer, NZ 
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Extreme Undercover 

   “In none of the [three] cases the customer was aware of 

Agile, they didn’t really want to do Agile...but what we had 

done was...taken charge of the projects [and] we had 

made it Agile - internally following Agile.”   

Developer, India 

Continuum of Customer Involvement 

 Ideal Level Least Ideal  

Skepticism 
& Hype 

Distance 
Factor 

Time 
Commitment 

Large 
Customers 

Ineffective 
Customer 

Reps 

Changing 
Mindset 

Changing 
Priority 

RAUP 

Story Owners 

Customer 
Proxy 

Just Demos 

E-Collab 

Extreme 
Undercover 

Causes  Consequences 

Lack of 
Customer 

Involvement 

Covariance 

Contingencies:  
Agile Undercover 

Condition 

Context 
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 Level of Customer Involvement is an important  

Environmental Factor effecting Self-organizing Agile teams 

 

 Causes and consequences of Lack of Customer Involvement 

 

 Agile Undercover strategies to overcome Lack of Customer 

Involvement: 

 

◦ allows teams to practice Agile when customers don’t collaborate 

 
◦ does not replace valuable customer involvement 

 
◦ useful in appropriate contexts 

SEPTA Research 
Electrical and Computer Engineering 

The University of Auckland 
 

Participate in Agile research! 

@agileRashina 

www.rashina.com 
rashina@gmail.com 


