	 
	
	


	
	
	


Metrics Culture
[image: image2.png]


[image: image3.png]MindTree





Setting a Metrics Culture
Version 1.0 | 17-Nov-09 
           
Copyright Information

This document is the exclusive property of MindTree Limited (MindTree); the recipient agrees that they may not copy, transmit, use or disclose the confidential and proprietary information in this document by any means without the expressed and written consent of MindTree.  By accepting a copy, the recipient agrees to adhere to these conditions to the confidentiality of MindTree's practices and procedures; and to use these documents solely for responding to MindTree's operations methodology.  

© All rights reserved MindTree Limited, 2009
Revision History

	Ver
	Change Description
	Sections
	Date
	Author
	Reviewer

	1.0
	Initial Creation
	All
	17-Nov-09
	Srini N
	Srini N


Table of Contents
2Copyright Information


2Revision History


5Abstract


5Conventions Used


61
Introduction


62
Metrics Journey


62.1
Ask the correct question


72.2
Educate the stakeholders


82.3
Handhold the data collection


82.4
Governance mechanism


82.5
Improvements


93
Conclusion


94
Definitions, Abbreviation and Acronyms


95
References


96
Acknowledgements


107
Brief about the author





Table of Illustrations
7The GQM Paradigm





Abstract

Software metrics are used to measure how a process performs, normally metrics are defined with an eye on complying to standards/models, not looking at the need for the right metrics from a business context as well. 

Once metrics are defined, we spend enough time and effort in collecting the metrics, later realize that the metrics collected does not make enough business  sense. 

This white paper discusses a practical case study implemented at MindTree, looks at some of the best practices for defining as well as implementing metrics and also looks at the business benefits realized from the metrics

Conventions Used

	Item
	Representation
	Example

	None
	
	

	
	
	

	
	
	

	
	
	

	
	
	

	
	
	

	
	
	


1 Introduction

“We want some more metrics in the ODC” – this was a specific request from one of our customer. 
Organizations adopting process frameworks and quality standards like CMMI® or ITIL become more disciplined and matured towards software development and IT services. However, the flip side is that we end up with a plethora of metrics, which often are dictated by our need for compliance to such frameworks. With little alignment to the business-needs, many of these metrics become a mere ritual and time consuming exercise, rather than being used for improvements.

The important question that arises is – how do we identify the right metrics that is needed – not too much or not too little. The metric should make meaning to the work being delivered; it should not consume too much time to collect data that is needed for the metrics as well as the metric should be self meaningful to make decisions.
In today’s world, process cannot exist alone. Process should be created for the sake of business and hence, any data so collected should be towards a business goal. Deriving a business meaning to every metric is also a challenge but defining a correct metric that is meaningful to the business sense is the key.

2 Metrics Journey
2.1 Ask the correct question
MindTree had a successful customer relationship with a mid-size bank and had setup an ODC. For the first two years, some metrics were being collected and demonstrated by the ODC to the customer. However, the customer wanted some more metrics to demonstrate improvement. The customer themselves defined 15 metrics that needed to be implemented in the ODC
When the metrics was brought to us for review, we realized that some of the metrics did not have any business purpose. Ex -  a metric to denote Process Definition rate – while all the processes were being developed by the customer themselves.
It was then we proposed the GQM (Goal Question Metric) method for defining the right metrics. GQM is a technique to identify right metrics by asking questions around the business needs. 
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The GQM Paradigm

Using GQM, we were able to narrow down the exact needs of the customer in terms of

· People metrics – hiring and staffing

· Infrastructure metrics

· Delivery metrics

· Governance metrics

· Financial and program metrics
	Asking the right questions towards meeting business needs leads to pragmatic metrics being defined


2.2 Educate the stakeholders
The definition of right metrics involved few identified people only. In order for getting the right data for all the metrics, the larger group – project teams, managers, Quality group are all involved. Hence, all the intended stake holders needs to be aware of the need for metrics, right way of using the metrics, analyzing the metrics and arriving at the correct interpretations. Just because the productivity is low does not mean that the people in the project are delivering less.
Educating the teams start right from the customers side. The change management aspect only works by the “PULL” principle
· You get what you expect

· If metrics is reported and not used to demonstrate changes, it will stop
· Onus of the metrics is on the “Consumer” rather than the “Producer”

We educated the customer managers as well as the project teams on this aspect of data collection, why certain metrics were needed, how the data is to be interpreted etc. This brought in lot of clarity as well as buy-in for the metrics
	All involved should know the purpose of the exercise as well as the end result. This would then result in the best output


2.3 Handhold the data collection

Once the buy-in was obtained, necessary process changes were made and templates were released to the teams. Also, milestones were set for the data collection to be made available by different project teams. Quality Function people handheld Project managers and project leads to support the data collection. The data collected was regularly reviewed with the project teams so that they understand how the data would help in making decisions
	Help people during their task. This would lead to more acceptability and you would understand the practical issues in the task


2.4 Governance mechanism

Metrics was submitted to customer managers on a monthly basis and a regular governance meeting was setup. The first two meetings were more for educating the customer managers on the metrics, its meaning and its applicability. The later meetings saw some of the process being tightened at the customers end – estimation process, review process. It also brought out the need for reporting accurate data as the customer manager was basing all decisions using the metrics
	Without proper review of the outputs, the message that goes out is “this activity is not serious”. Also, governance leads to improvements


2.5 Improvements

Using the GQM approach, we were able to clearly understand the business needs of customer and effectively implement only 8 instead of 15 metrics that was wanted. This resulted in better perception at the customer end. The continuous governance brought rigor to the metrics collection as well as tightening of process both at customer as well as at ODC end.

All of these resulted in the customer appreciating the whole metrics implementation program.

3 Conclusion

In order to setup a metrics culture in any organization, the following would be the need
· Understand the business needs, do not define metrics for the sake of definition/implementation only

· Involve all stake holders during the definition phase

· Educate all the parties involved in this activity

· Set up governance mechanism which can review not only the metrics but also the actions that needs to be taken

4 Definitions, Abbreviation and Acronyms

	Acronym
	Description

	CMMI
	Capability Maturity Model Integrated

	ODC
	Offshore Development Center

	GQM
	Goal – Question - Metric
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	Description
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	Derived from “The Goal Question Metric Approach, 1990” by Basili, Caldiera and Rombach
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