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As business analysts we can agree that 3
benchmarking is important, but from that tweets
| point on we're likely to find the conversation ctyeet
diverges. Differences abound in approaches

of how and what to benchmark in order to prove
value. Organizations become overzealous in what
they want to benchmark and scorecard in their drive

component for developing and monitoring successful
metrics is ensuring that they are in alignment with the
maturity of an organization. Knowing when to say

1 when can enable less mature organizations to
' develop metrics that are both useful and appropriate

at the developmental level.
Benchmark People and Process First

In a previous BA Times article on managing metrics, the author and my esteemed colleague, Keith Ellis,
made the case for creating multiple point metrics for people, techniques, process, technology,
organization and documentation standards. While creating multiple-point metrics may be the best
possible scenario, it is an enormous undertaking and, given the maturity of an organization, the least
likely possible scenario the organization can accomplish successfully. An organization that lacks BA
maturity would do well to start with a simple approach to metrics that considers people, process and
tools, with a greater emphasis on the first two.

| highly recommend forming a team of individuals to work together, ideally in a requirements workshop
setting, to determine the metrics to be monitored. Select a maximum of five things to measure for a
benchmark. Keep in mind that the metrics don't have to be exact. A "swagged" or estimated number
calculated with simple mathematics and a plus/minus degree of accuracy can be used when there are no
specific data elements readily available and should be acceptable until a level of maturity is reached. As
the organization begins to mature, so too can the details being measured, the formulas used to calculate
those measurements and the accuracy of the metrics.

Processes are interdependent and complex, so restrict yourself to three to five processes. Basic
measureable process-related activities could include such items as time to complete an iteration, number
of change requests and total number of iterations. Also, look at the solution development lifecycle and
pick one or two that are bleeding the most. Finally, schedule benchmarking on a monthly basis. One year
out is too late for a remedy, and with fewer metrics to benchmark, you will find the task is quite
manageable.

Tools really shouldn't play a role in developing and monitoring metrics, but they invariably do when an
organization begins to cloud and confuse what level of metrics should be assessed. It's important when
using this simple approach to remember that knowledgeable people and refined processes are needed
before you can select a tool. A tool is only as good as the people and process using it. A simple SWOT
(strengths, weaknesses, opportunities, threats) analysis will help a team to quickly ascertain appropriate
people and process metrics.

Scorecarding Metrics

Scorecarding is very important for measuring how well activities are being executed and individuals are
performing. It should be related to goals and objectives and show a demonstrated relationship with
benchmarking to people and process (and tools, if they've somehow gotten into the mix). However,
scorecards are often put in place and not used because they're so complicated or they don't relate back
to benchmarks.

Even in singular projects, scorecarding should focus on one to three things. Take, for example, two or
three benchmarks that would be measured for running a requirements workshop. One workshop iteration
takes 40 hours of effort for planning, execution, validation, etc. The next workshop is conducted after
training people and reduces the workshop effort to 20 hours. The scorecard would indicate a 50 percent
increase in efficiency.

oediCii v

IIBA COMMUNITY = LOGIN = ABOUT US
A HATESTICOMMENTS" vs. \WIOST/POPULAR
Dwight and Ananihi—ioved your commenis. Giad io have some Wa...

A Heavyweight Fight; Scrum vs. Waterfall
| pretty much agree with the comment by dwright. | think the...

A Heavyweight Fight; Scrum vs. Waterfall
I think your "waterfall” combatant is somewhat vague and neb...

Things We Can Learn from the Italian Stallion. Part 2.
Thanks Doug! Throw in the towel after 2? | am still holding...

Join Over 20,000 BA's!

Become part of the fastest growing online

community dedicated to business analysis.

Si

ignup - inunder 60 seconds

PROJECT&sUMMIT
BUSINESS ANALYST ) WORLD

PHILADELPHIA

Capture APRIL 19 - 22, 2010
theright

requirements.

Pass the Virtual BA Courses

CBAP® Exam! Instructor-Led, Online Courses.
e Boston U. Corp. Education

Study Aid All-In-One | Center
Get 20% Off Certification

e Save 10%
. through
= May 31, 2010,

&) Learn more BA Assessment
| Watermark Loarning mesecGcs—

Are you looking for a way to
prove your skills are excellent?

Click here to find out how
Rational Requirements

Composer

Looking to define High Quality
Requirements in a Collaborative
Environment?

Download a Free Trial Now

Webinar eTraining Schedule Format
7 Steps to Writing a Business Use Case Live
Critical Strategies to Improving your Requirements Live
Management Maturity

Have You Had Your Senior BA Moment? Live
Defining Requirements for Business Intelligence Live

Projects

7 Secrets to Defining Requirements for Package
Software Selection: Preparing an RFP for Application Live
Software

Conducting a Requirements Meeting Over the Internet  Live

Scrum Fundamentals — Analyst to ‘Agilist’ Live

Essential Techniques for Facilitating Requirements

http://www.batimes.com/articles/know-when-to-say-when-how-not-to-get-in-over-your-he... 5/19/2010



Know When to Say When; How Not to Get In Over Your Head With Metrics | Articles

Project Comparison

Side-by-side paired project execution has the potential to be a valuable benchmarking tool, as long as it
doesn't become too burdensome or complex. Keep in mind that no two projects are identical so give
yourself some leeway in finding comparable projects. For instance, a $100,000 project could be
benchmarked against a $150,000 project. Then, follow two or three things from project to project and be
prepared to evaluate five to ten projects that are similar in nature.

Ongoing Reviews

Peer reviews, contract reviews and structured walkthroughs can increase efficiencies more effectively
than look-back reviews conducted after the fact. The reviews should be done through the entire process
as iterative functions so that by the time you've gotten through a project, you should be confident in your
scorecard data and benchmark comparison.

Toward Positive Financial Impact

As an organization matures, overall project costs, return on investment, internal rate of return and the
time spent on validating output of interviews, requirements workshops and other BA functions will build
toward performance improvement, not only for individual projects but also for project portfolios. This will
enhance the value of business analysis and the positive financial impact that can be realized. An
organization that lacks in BA maturity should take a simple approach to measure its performance. When
it comes to requirements metrics, don't try to run before you can walk.

Don't forget to leave your comments below

Glenn R. Bralé, CBAP, CSM, Executive Director of Client Solutions, ESI International brings more than
two decades of focused business analysis experience to every ESI client engagement. As one of ESI's
subject matter experts, Glenn works directly with clients to build and mature their business analysis
capabilities by drawing from the broad range of learning resources ESI offers. ESI, a subsidiary of
Informa plc (LSE:INF), helps people around the world improve the way they manage projects, contracts,
requirements and vendors through innovative learning. For more information, visit www.esi-intl.com.
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