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Abstract

Getting software measurement into market practice is not an easy task to do. One important reason for this is that traditional software improvement is not aligned with business objectives. Many organizations strategically focused on operational excellence. This traditional measurement prioritizes aspects such as increased quality, increased programmer productivity, and reduced costs. But, it would be another case if organization’s main aim were not the operational excellence. Such organizations have different measurement needs. 

We need to develop a new set of measures for all those customer-intimate and product-innovative organizations. In this case, software measurement plays essential role to all areas of software process improvement. Doing so, implementing software measurement will be as easy as implementing strategy. When organization’s market discipline has aligned with the software improvement, then the implementation can be accelerated.

Introduction
The article discussed how software measures are brought into the organizational market strategies. Many software development organizations strive not to become operationally excel​lent. So we have left them in the lurch, and we tend to treat them as resisters and of bad character. In fact, it may be nothing more than a mismatch of goals.
New methodologies of measurement are needed to improve operations. The new set of measures raised here is the customer intimacy and product innovativeness approach. Many executive organizations have implemented these techniques, especially for those who do not focus on operational excellence. Detailed explanation on how these features would benefit will be elaborated in this paper as we go along.

Contributions for Software Engineering Field
Two main new measures introduced to the software engineering field are the customer intimacy and product innovativeness. These contribute to changes in organizations’ strategies to achieve their goals. There is a large set of software development organizations that strive for customer intimacy and will do anything their client requests. In this way, they know their clients well, probably even better than the clients know themselves. An example of this might be a payroll service that has seen every variation on payroll and knows more about payroll processing than any in-house payroll department could. The most customer-intimate payroll service would eventually take over their customers' entire payroll departments.

One example of the top product-innovative organizations is Microsoft. The products are focused on the new, glitzy features, not the up time or reliability. The company wants to earn and own its clients based on new features, not by offering operationally excellent software. In that context, the Software Engineering Institute's Capability Maturity Model for SoftwareSM is silent on product innovativeness and customer intimacy. It only applies to organizations wanting to be operationally excellent.

Elaboration of Measurement Methodologies
The measures discussed in the article can be summarized into three main categories: 

1. Operational Excellence

Operationally excellent organizations mainly concentrate on quality, programmer productivity, and costs minimization. They think that those are the keys in order to achieve their market objectives. These organizations have their own strategies for their services/products. They offer limited menu of choices, but the products/services are delivered excellently and at a competitive price.

2. Customer Intimacy

Customer intimacy is the latest term in trying to create tighter relationships with customers. The term, developed up by marketing gurus, is aimed at creating a detailed understanding of the customer to the point of understanding buying habits and behavior in order to provide better products and services.

Customer-intimate organizations adopt a different market approach. Whatever the customer wants, they will add it to the menu. The menu is custom-made for each engagement. Customer intimacy sometimes is well known as a way of getting greater share of the customer’s wallet. There are few spending alternatives outside of the services offered: bank and savings accounts, certificates of deposit, credit and debit cards, brokerage services, frequent flyer mileage incentives, travel arrangements, etc. 

This kind of organizations emphasizes flexibility since they have to constantly add features to the base product. Accordingly, any processes that increase generality and the ability to add features quickly would be valued. So, processes such a product line architecture and application generators would be candidates for immediate adoption 

3. Product Innovativeness

Product-innovative organizations prioritize on maximizing the number of turns they get in the market. They introduce many new products, selling innovations and features. The number of new product introductions, patents, or Nobel prizes would be the measures for success.

Such organizations emphasize features, so improvement must be framed in that context. Features, not quality or cost, are the deliverable. Accordingly, any processes that increase the number of features will be valued. Processes that emphasize competitive position, places in the product space where opportunity is the greatest, would be valued. So Quality Function Deployment would have high probability of being adopted into practice, for example.
It is also noted that customer-intimate and product-innovative firms are organized differently than those with operational-excellence strategies. They have high differentiation (meaning many experts) and high integration (getting disparate, possibly competing experts to serve in the interests of a common, corporate goal). 

Related Works
	Author
	Year
	Article
	Description
	Relation to main article

	M. Treacy and F. Wiersema
	1995
	The Discipline of Market Leaders: Choose Your Customers, Narrow Your Focus, Dominate Your Market
	A breakthrough approach to strategy that will revolutionize how we think about customers, competition, markets, even the fundamental structure of our business
	Focus company on what it does best by choosing one of three value disciplines: operating excellence, market leader or customer intimate.

	F.Wiersema
	1996
	Customer Intimacy: Pick Your Partners, Shape Your Culture, Win Together
	Customer Intimacy is immediately accessible to anyone with managerial or administrative corporate responsibilities for

developing and maintaining a customer base.
	Provide detailed plans for companies to create the mutually beneficial detailed plans to achieve a successful vendor-customer relationship in today's business world.

	M. Fowler
	2000
	Resources to Slim Down Your Software Process
	New methodologies have appeared to attempt the compromise between no process and too much process. Extreme Programming (XP) is the most popular one.
	XP introduces 4 values: communication, feedback, simplicity and courage and builds to a dozen software practices. 

	R. van Solingen and E. Berghout
	1999
	The Goal/Question/Metric Method: A Practical Guide for Quality Improvement of Software Development
	GQM focuses on specifying metrics towards explicitly stated purposes for specific industrial projects.
	The de-facto standard for measurement of software practices.

	R. Park, W. Goethert, and W. Florac
	1996
	Goal-Driven Software Measurement—A Guidebook
	Goal-driven measurements are traceable back to business goals, so that data collection efforts are better able to stay focused on their intended objectives.
	Help identify, select, define, and implement software measures to support business goals. 


Relation of The Ideas to Lab Project

Currently, I work in a small team on software project entitled Computerized Warehouse System (http://www.geocities.com/dal207). The main task of the system is to manage goods movement in the warehouse. The software system is equipped with security option and scheduling manager to inform user of stock location and space availability.  

The strategy previously oriented was the excellence in the operational performance. Efforts have been done to minimize the software modules complexity, reduce the cost, and also to optimize the programmer productivity. But, this strategy was not effective for the given project time and the client requirements. 

After reading the article, we realized that different approach of measure could be taken to suit our goals better. We revised our strategy objectives and attempted to tailor its measurement practices. The final decision taken was to apply the customer intimacy approach. This subsequently changed our work management. Meetings and discussions with client were frequently conducted to refine the software requirements and to get to know better what our client really desires.
Possible Extension

The new generations of methodology elaborated in the article can actually be applied not only in the software development fields. I think these are general concepts for good marketing strategies in every organization. Therefore, I would suggest extending these ideas further to be promoted in every business area.   

One thing to remember is that the measures taken must align with the organization’s main objectives. I would recommend organizations to frequently do re-evaluation and refinement of their primary goals. Accordingly, I believe that the organization’s objectives and the strategies will match. To do that, we need management training/learning to be applied in organizations. Some possible procedures that I can suggest are described in the next part.   

Expansion of Methodologies

Following are some issues that I would like to propose: 

Customer Intimacy: Training in Management

I have some suggestions regarding the management training to create customer intimacy:
· Analyze the information received, but do not use it yet 

· Conduct workshops with buying decision makers to flush out their needs 

· Conduct workshops with the actual users of your product/service. This is because they are often different than the people who make the decision to buy 

· Conduct workshops with the management hierarchy to create executive linkages throughout the customers' management structure 

· Identify actions can be taken to make you indispensable to the customers
Detailed process can be summarized in the following diagram:


[image: image1.wmf] 


Product Innovativeness: Learning to Innovate 

Leading companies have been able to capture the Innovation Premium by making innovation their main strategic thrust. In fact, they have recognised that innovation is the key element to help companies close the growth gap.

Practice in innovation management, enablers and change management is required for delivering sustainable value through innovation. A good innovation management allows an organisation to systematically develop successful products and services and business opportunities. 
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Best practice innovation exploits web-based technologies and tools to support and improve innovation and product development performance.
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Leading companies make change initiatives work because they understand the unwritten rules that typically cause them to fail.
[image: image4.emf]1 Result of 1994 ADL survey of 350 major corporations; similar 

estimates were given by Mike Hammer and James Champy.

Unwritten

Unwritten

Rules of the

Rules of the

Game

Game

(i.e., what really drives 

the day-to-day behavior 

of people in an 

organization)

Written

Rules of the

Game

(i.e., all official policies 

of the business)

?

Unwritten

Unwritten

Rules of the

Rules of the

Game

Game

(i.e., what really drives 

the day-to-day behavior 

of people in an 

organization)

Written

Rules of the

Game

(i.e., all official policies 

of the business)

? ?

WHAT 

Unwritten Rules

and Side Effects

Motivators

Enablers Triggers

Up to 70 percent of change efforts at 

the beginning of 90’s failed to achieve 

results

—

mainly due to people’s 

resistance to change.

1

or how can they 

get what is

important to

them?

is important

to people?

WHO

is important

to people?

HOW


They also use metrics to drive the desired behaviour rather than simply measure behaviour. To deliver sustainable value through innovation we need to integrate all the three elements:
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Personal Comments
The ideas discussed in the article are suitable to be applied by IT organizations. The four project cases that the author experienced have indeed given a clear picture on how those ideas would be beneficial. I personally encourage introducing these ideas to the software engineering students to help them have a more global view of IT business world. In addition, these can assist them in accurately deciding the work management and business goals in their future profession as software engineers.

Stan Rifkin, the main author of the article, is a specialist in assisting organizations for whom computing is strategically important. He has worked many cases on implementing software process improvement. Moreover, he has a BS in business administration, an MS in computer science, and is completing doctorate in education. Therefore, I am convinced that the ideas presented are valid because of qualifications and experiences possessed by the author.

The article in fact does not specify any specific software platforms or products that different software measures can be applied. It also does not show the process of how and when those software measures began to be introduced. There are no specific notations/diagrams mentioned either. I think this article was not written to show these details, but rather the new methodologies/strategies to be promoted.

Comments on Article Result 
I believe that the result will assist me to have a better understanding of software engineering field, especially on market strategy. I can see the fact that the new measures developed: customer intimacy and product innovativeness have been proven to solve various problems encountered. 

The issues and cases presented in the article are very true and give a good guideline for marketing strategy. I think that the article is of high relevance to the immediate future trend of market, since different market disciplines can be applied by organizations to improve their work management.  In fact, there are many executive IT companies that have implemented these policies and get their business into success. 
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