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- What areyou working on?

We have devel oped GQM+Strategiesin ajoint project between Fraunhofer Maryland
and |ESE. Thisincludes a process, templates, and measureable links between business goals and
low level project goals. We use several basic concepts: business goals, context, assumptions,
strategies, lower level goals, integrated interpretations of the lower level goals back to the higher
level goals. The Goal +Strategies element organizes the goals and strategies influenced by the
context and assumptions. The goal is measured and interpreted by a GQM measurement goal.
The strategies |ead to lower level goals which are then refined into lower level strategies.

The basic concepts are:

Business Goals: Goals the organization wishes to accomplish in general in order to achieveits
objectives

Context Factors: Environmental factors representing the organizational environment
Assumptions. Estimated unknowns affecting the interpretation of the data

Strategy: A possible approach for achieving agoal that may be refined by a set of concrete
activities (i.e., business or development processes)

Level i Goals: A set of lower-level goalsinherited from level i-1 goals as part of the level i-1
god strategy

GQM Goals: Measureable goal s associated with each business goal

Inter pretation Models. Models that help interpret data to determine whether goals at each level
isachieved

An example of a Goal+Strategies element and a GQM Graph are given below:
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The detail of the goal are given in agoa template which expresses the activity, focus, object of
study, magnitude, timeframe, scope, constraints, and relationship to other goals. A sample grid
for this business goal is aso given below.

Activity Increase

Focus Net Income

Object ABC Web Services

Magnitude (degree) 10% per year

Timeframe Annually, beginning in 2 years

Scope Development Groups: 15%/year for all

CMMI projects with maturity level > 1

Constraints (limitations)

Available resources,
CMMI levels,

ability to sustain

Relations to other goals CMMI Goals
GoaltStralegies Elerents GO Goals Queshons Melncs  Declsion Criteria
"g. Goal: Increase profit 1fP2>11%P0
from software service : F0: curent
2 | usage G1: Evaluate , 01: Whatisthe | 3 annual 932261,?2
§ ¢ | trendin profit ourrent prok? prokt and.
Strategy: Deliver then goalis
5 added functionality satisfied
u:::ﬁt mga isth; Pﬁ :grul
profit for year
I_l and year 37 yearx
- } - 03: Ho 0
3 Goal.' Dellyrer1 0% new Mnﬂuiz:r“l:;!; mm
o functionality every 6M G2 Evaluate ineach P
ha o : , requested
g within 10% of budget functional growth 7 releaze? requirements
Strategy: Use of each release ‘”"l"“m D red
% MOSCOW and 04: How long
@ COCOMO N “hetwsen ©
| [f ' 2 L“RD:rﬂgm
¥ ef(f;e::;lﬁ‘;ﬂgeof St B budget
al: b estimation  —~1—J i
- Sosk: AnplyMOBCOW MOSCOW and acouracy? | [ Maiance
g and COCOM COCOMO
5 effectively \ .. 06: How ,.p"F"?'“"“
b Strategy: Condust > efﬁ:?ﬂ'.::‘ff TT°
E‘ training, determine
tools, perform pilot TC: Hours

study

\.oawha isthe | —p Spentin
cost oftrining? training




The context and assumptions used for thisexample are:
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We have developed a process in some detail covering roles, procedures and documentation. We
have also begun to define a process for collaboration with other organizations.

- How haveyou used / areyou using/ or plan to usethe GQM?

We have used the approach, in part and in whole with several companies. Some case studies
were performed in conjunction with the University of Oulu. The main benefit has been to allow
us to refine the ideas and see where there are problems in applying the approach, improve our
process for applying the approach and creating a business model.

Further work is on broadening the application scope of GQM+Strategies, e.g., going beyond pure
software devel opment organi zations. Some of the case studies have shown that the method is not
limited to the software domain only, but helpsto integrate different organizational units, their
goals and strategies within a company.

- What arethe possible unexplored domains/ uses in which you think the GQM can be
used?



We have struggled with the concern of introducing the approach to companies at various levels
of maturity. For example, if an organization has a good measurement project for projects, how do
we take advantage of that and how doesiit affect our approach vs. going into a company that does
not measure at all and needs to build a basic measurement program at the same time.

Moreover we have seen that there seem to be typical patterns within a GQM +Strategies model
(e.g., typical strategiesfor a specific goal such asincreasing productivity). Explicitly describing
these patterns might help to improve the efficiency of the deployment of the approach.

- What areintegrations/ extensions of the GQM approach that you think might be worth
to explore?

We have seen that effectively building up the complex GQM+Strategies grids require
mechanisms for editing and visualizing the structures. Corresponding tool support for
visualization is currently under development. It might also be worth developing tool support for
identifying inconsistencies in the model.

Another extension of the model would be to integrate a ROl model that provides feedback to the
organization on whether their strategies are worthwhile. This involves extending the basic
concepts above with a new concept of value goals to utilize GQM+ to anayze the business value
of the particular GQM+Strategies grid. The purpose of introducing the value goalsisto enable
procedures for effectively analyze the business values represented by the business goals and
strategies, handling uncertainties or risk, monitoring, and value-based tracking of the
implementation of strategies. By defining avalue goal, we can use the GQM +Strategies process
and tools to determine the context and assumption variables. The cost structure is specified by
the context variables, while expected costs and benefits are specified by the assumption
variables. The actual costs and benefits are tracked through cost-benefit GQM graph.

- What arethe major needs of use of the GQM or its extensions?

Major needs include providing tool support for weaving through the goals and strategies and
measures, developing an experience base of goals and strategies, and measures, and dealing with
the goal conflicts and interactions.
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