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Overview

. Getting started 1 1SO 9001 and all that

. Getting better T uses and misuses of
measures

~What COBI T doesnot
_ But walt, there Iis a way forward




A world without measure







First, get it under control

~ Past reassurances of;
Sheol | be right
Should be OK
About that big

. Have given way to more precise

assurances

RISk management

ssue tracking

Detalled project schedules




Life after ISO 9001

_ Initial flurry of activity to get processes
documented

. Gradual understanding of which

pProcesses were important

~ Process as shelfware to reassure
management

. Gaming between auditor and audited

. However, processes and production
seem largely under control




Mapping the goals

ISO 9001 assumes the =
preeminence of —
product quality

Whatever you want,
guality management
can deliver it

Easy for nqu
assume central |
Importance T
What happens when ‘4
there are goals other

t han Aqualityo




Hierarchy of goals
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Any measure wondc

You get more of whatever you measure

IBM measured productivity by the number of non-
comment lines of code produced each day. Result
I IBM software (OS2) tended to be bloated.

Executive pay linked to revenue stream. Result i
Inflated and unsustainable revenue streams

Academic performance measured by publications.
Result 7 lots of trivial publications

COBIT recommends measures




Measures indicate, but not the full story




Nomological validity

@ . Construct Construct

A representation of the concepts (constructs) of

Interest in a study, their observable manifestations,
and the relationships between them




Construct validity

Conclusions you may draw from your
measures may not be valid

Construct validity

Spurious concepts or variables

. Project success measured by schedule, budget and
functionality. There is more to it than that.

Invalid relationships between the concepts of
interest

. Top management commitment is associated with success

~ Top management commitment is also associated with
failure

Confounding Constructs and Levels of Constructs
~ Project success requires sufficient level of X




Internal validity

Internal validity is the degree to which the data
gathering accurately represents the state of affairs.

30% of IT measurements are inaccurate (Mike
Konrads, SEI)

Improper measurement method

John Henry effect: John Henry was a worker who
outperformed a machine under an experimental
setting because he was aware that his performance
was compared with that of a machine

People figure it out.




| ess accidents In winter

nData on car
US and UK reveal that
January and February
are the months when
fewer f at al
The logical conclusion
IS that those are the
months when you
should drive because
there is less chance of a
fatality.

N. E. Fenton, "Software
Metrics: Roadmap," in
International Conference
on Software Engineering,
Limerick, 2000, pp. 357-

370.
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Confirming what we want to hear

~ Easy to find evidence that all is well

. Moura mine disaster

Management sought evidence that the mine was
safe

Management disregarded evidence that the mine
was not safe
. Easy to be wise after the event

| should have known, they should have known,
| should have asked and they should have told
me. Winston Churchill after the fall of
Singapore




High reliability organisations use
_disconfirming measures




Mapping the goals in sufficient measure
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Mapping the goals
P03 1 Determine technological direction

IT

Process

KOptimise the IT

Infrastructure, resources and

capabilities
A\cquire and maintain
integrated and standardisec

Activities

application systems

Measure

ANumber and type of
deviations from technology
infrastructure plan

ARecognise and leverage
technological opportunities
Mevelop and implement
the technology
infrastructure plan

Mefine the architecture an
technology standards for th
IT infrastructure

Measure

APercent of norcompliance
to technology standards
ANumber of technology
platforms by function
across the enterprise

Mefining the technology
standards based on information
architecture requirements

A stablishing the technology
infrastructure plan balanced
against cost, risk and
requirements

Aestablishing a forum to guide
architecture and verify
compliance

Measure

Arequency of meetings helg
by technology forum
Arequency of meetings helg
by the IT architecture board
Arequency of technology
infrastructure plan
review/update




Meetings, meetings, meetings

Does this mean
More meetings are better?
More meetings are worse?
There is some optimum number of meetings?

The only measure we have of the effectiveness of
the activities is the number of meetings

Are the standards appro
Is the plan well developed and well balanced

Has the forum been established and is it
effective

How would you know?



From control to improvement

. Reflection based improvement
Just think about it

Do It better

_ No fundamental change in how things
are done

~ Works well T up to a point
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