| BM Podcast

MATHENY: Wel cone to this | BM podcast, Paving the Way to
Busi ness Val ue Through Successful Software and Systens

Pl anning. |'m Angelique Matheny with I1BM How do software
organi zati ons achi eve above-average returns fromtheir
software and systens investnents? They plan for nmeasured

i nprovenents that bal ance opportunities with risks.

Today, Wl ker Royce, Chief Software Econom st for |BM

Rati onal Software, discusses how software organizations can
stream i ne planning, inproved decision making and achi eve
nore col | aboration through architectural and business

pl anni ng techni ques.

Wal ker joined Rational in 1994 and | ed Rational Services
Organi zation. He's managed | arge software engi neering
projects, consulted with a broad spectrum of |BM Rati onal
clients worl dw de and devel oped software managenent approach
based on an iterative devel opnent industry best practices
and architecture first priorities. Walker, welcone to the

podcast, and thanks for joining us.

ROYCE: Sure. Good nor ni ng.

MATHENY: Let's start with this question. Wat

di scrimnators do you see in organizations that have
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i nproved software econom cs?

ROYCE: |"d say the nunber one thing you need is

obj ective insight and knowhow. |If you know where you are,
where you' re going and how you're going to get there, then
organi zation has the ability to plan and steer projects, and
that's inportant. They still need to deal with dynam cally
changi ng circunstances to optim ze the value and mnim ze

t he cost of software delivery.

So to do this, organizations really need three things:

nunber one, a good understanding of their as-is situation in
sonme quantifiable terns; nunber two, a shared vision of
where they want to get to in quantifiable terns; and then,
finally, they need an honest plan about how to get fromthe
as-is situation to the to-be target, with interim

m | est ones.

Now, to do this, you typically capture objective neasures of
value -- and by that | nmean the scope and opportunities --
and then objective neasures of cost, nanely the resources
and risks, and present themw th sonme mneani ngf ul

i nstrunent ati on.

This results in views into past performance, current status,
predi cted estimates that conplete including values and

trends and variances fromplan. And for both software
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projects and | arger software organi zations, the bottomline
i npact of these best practices is higher predictability of

t he outconmes and i nproved gover nance.

MATHENY: You nentioned the inportance of honest
pl anni ng. What are sone exanples of good pl anni ng

t echni ques?

ROYCE: | think good plans require two di nensions of
under standing and quantification -- and those two di nensions
are progress and quality. So progress is sort of the
managerial dinmension. This is the business portfolio
context, the business constraints and the processes for

devel opmrent and delivery.

Quality is really the technical dinension, which includes
the structure, the dependenci es and behaviors of the product
or product line or service or system being delivered. And

t hese di nensions provide a bal anced context for assessing
where you are, where you need to go and how to steer your

activity.

Now, each of these di nensions need benchmarks and
measurenents and real -tinme instrumentation to hel p guide

your deci si on.

The techni cal dinension needs nodels and architectures and
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quality nmetrics that are derived fromthe evol ving

engineering artifacts. And then the managenent di nmension
requires resource estimates and tinme accounting, financial
metrics, scrap and rework nmeasures and honest neasures of
uncertainty derived from precedent experience, the current

proj ect status and honest forecasts of future activity.

MATHENY: So, Wal ker, what's the biggest roadbl ock that

chal | enges nost organi zati ons?

ROYCE: Well, in our experience, |'d say the nunber one
pattern of failure is something we call false precision

And this is really what | neant by a di shonest pl an.

Treating systens or software delivery as an engi neering
discipline lulls us into believing that nore detail and
requi renents and design and nore detail in plan constitutes
a better understanding of the product to be delivered or the

f or ecast ed out cones.

And rat her than false precision, our engineering artifacts
and managenent artifacts need to evolve with honest
precision, starting with coarse estinmates, when our
understanding is relatively coarse, to then finer-grained
artifacts as our understanding evolves, wth a very
transparent exposition of the uncertainties involved. And

by that I mean the risks still inherent in the plans and the
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products and the things you really don't know well yet.

Now, |BM Research has been investing in new techni ques for
quantifying this uncertainty. They're working on sone
products call ed Financier and Tenpo, and we' ve been using
themin live client situations with excellent results. And
these capabilities are being transitioned into commercially

avai |l abl e rel eases of our products.

MATHENY: And our | ast question today, how can
organi zati ons achi eve above-average returns fromtheir

system and software investnents?

ROYCE: Well, through investnents in, | think, three
things. The first is process inprovenent and treating the
devel opment and delivery process as an integrated set of
both creative and engineering activity. There are best
practices inherent in agile and nodern software engi neering
nmet hods, portfolio managenent and enterprise architecture

di sci plines. These are key.

The second investnent is in tooling and automati on support.
And so enploying col |l aborative platforns that help teans
manage the information in the creative activities like
enterprise architecture, nodeling, portfolio nmanagenent and

pl anning is inmportant.



And then exploiting automation in the engineering activities
of coding, testing, changing, releasing and maintaining
where real process rigor and instrunentation can gather

insightful quality netrics.

So the first is process inprovenent, the second is tooling
automation i nprovenents, and the third, which to ne is the
nost inportant, is through investnents and expertise in
measured i nprovenent. And the foundation of this is

sonmething I call know how.

Know-how is really the basis of our market reputation. So
for I1BMand Rational, it is the collective know edge base in
our people's heads, the best practices that we' ve conpil ed
over the | ast few decades, and our client experience in
software productivity inprovenment across a very diverse
spectrum of software devel opnent and delivery domain. And
al t hough we don't charge explicitly for our knowhow, it is
i kely our biggest differentiator and the reason we | ead our

markets with our tools and people.

We have nore know how in nmeasures, instrunmentation and best
practices than any of our conpetitors and nost of our
custoners. W don't yet have enough scientific proofs, but
we have very credible cause-and-effect relationships |ike
val ue traceability tree, and decades of custoner experience

and about 2,000 savvy field representatives performng this
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every day with the world' s smartest and nost advanced

software delivery organi zati ons.

MATHENY: Wal ker, as al ways, thanks so nuch for sharing
your for our podcast, Paving the Way to Busi ness Val ue

Thr ough Successful Software and Systens Planning. W really
appreciate it. That was Rational's Wal ker Royce, Chief

Sof t war e Economi st .

If you're interested in nore podcasts |ike this one, check
out the Rational Talks To You podcast page at

www. i bm conmlrational / podcasts. And we'll include a |ink on

this page for the solution brief, Facilitate Enterprise
Change, Make Pl anni ng Actionable by Crystallizing Business

Priorities.

This has been an | BM podcast. |'m Angel i que Mat heny.
Thanks for listening. Keep tuning in as Rational talks to
you.

[ END OF SEGVENT]



