
Case Study 


SBS Info System
Software Business Unit

1. Organization profile

As a core company of SBS Group, SBS Info System is committed to IT solution and system service in Asia-Pacific region. 

Establishment date: Feb 1998

Registered capital: USD 5,000,000 

Staff number: 210 software development technicians
Based on B/S framework, J2EE enables organizations to be on the leading edge in terms of office operation, customer relation management and supply chain management by offering up-to-date information software platform. 

Software business Unit: committed to overseas software system integration or development, sending talents overseas, cultivating internationally-minded software development, testing, engineering management, quality management and business planning talents and providing short-term, medium-term and long-term overseas study opportunity. Equipped with ERP, e-commerce and testing groups, it has been engaged in software process improvement based on SW-CMM and set up specialized software process improvement and software quality assurance groups.     

2. Process Improvement Program 

Engineering management, testing technique and quality management have been set up systematically in software development practice internationally. However, there is room for improvement: 

· We have found that frequent requirement changes cause quality reduction and prolonged development cycle. 

· Product quality is hard to control, particularly some large projects. 

· Projects rely much on PM’s capability. 

· Introduction of new technology doesn’t controlled and managed well. 

In order to improve product quality, productivity and customer satisfaction, we introduced the concept of CMM in 2001 and put software engineering management into the practice. However, we have realized that due to lack of systematic understanding of CMM, the work has not progresses as we expected. Therefore, we signed software process improvement agreement with PIA ever since Jan 2002, in which details the improvement work started from Feb 2002, aiming to enable software business development department to achieve CMM2 and pass CMM2 assessment. 

Primary assessment activities include improving organization and related training within organization and SQA group, diagnosing strength and weakness of current development process, making action plan, selecting pilot projects for implementation of new process and promoting stable process to the whole organization. 

2.1. Issues covered


Requirement management:

1. Requirement changes from customers are not recorded consistently. Even if changes are recorded, they are not managed. 

2. Not all related staff understands certain changes. Therefore, change influence can not been analyzed. 

Testing members don’t have access to up-to-date requirements, which gives rise to omission or rework of testing work. Due to lack of analysis and management of requirement changes, there has been project rework increase, leading to project delay, cost increase and quality out of control. 

Quality management:

1. Not enough attention is given to testing time in project estimate and products without undertaking enough testing are delivered to customers, which leads to support calls and open calls from customers. 

2. Development staff places much reliance on testing people. 
PM’s capability:

1. Due to the fact there is no written project management process at organizational level, performance of project management is dependent on PM’s capability and different PMs are in charge of different projects, leading to performance difference. 

2. No all PMs receive systematic project management training. 
2.2. Process improvement approaches

Requirement management:

Requirement change process is formulated, which required all requirement changes are managed by Excel sheet including change contents, time, reasons, status and who proposes changes. A contact list is used to keep track of exchange with customers and contact list should be kept. Staff responsible for requirements is expected to gather together staff related to all projects to analyze its influence. The requirements are not included in system until passing assessment. Measurement related to management requirements is collected to analyze management requirement status. The whole process is reviewed and audited by SQA staff to ensure that the process is implemented strictly. 

Quality management:

Statistics and analysis are conducted on actual testing time of previous projects and rework time caused by inadequate testing. Testing time should be objectively analyzed at project estimate. 

Under the guidance of PIA, the concept of peer review is introduced and carried out at designing, coding, testing stages and related work products. 

PM’s capability:

Required management skills are defined and a set of project management training courses based on practical project experience is developed in description of company’s responsibility. The management training courses cover process procedures related to all project management. Training is provided for related staff and SEPG is expected to offer guidance at work. 

Regular exchange and communications with PIA consultants concerning particular issues and drawing upon success experience are helpful to accelerate improvement process. 

2.3. Information collection and analysis
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1. The contacts with customers are based on data so that customers can know history of changes and make cautious decision in terms of requirement changes. 

2. Related staff (development staff and testing staff) participates in analysis and review of requirement changes to reduce unnecessary rework due to changes. 

3. More effective control and management can be carried out on parts requiring frequent changes by analyzing times and distribution of requirement changes. 

4. Number of support calls complaining non-resolved issues has been reduced by 50%

a. Before improvement: support call averages 120 weekly and open call averages 12 weekly. 

b. After improvement: support call averages 80 weekly and open call averages 4 weekly. 

5. There has been a significant reduction in terms of defect at testing stage by carrying out peer reviews    at designing and coding stages and defect has been reduced at report after delivery.

6. Requirement change times at detailed and coding stages have been reduced by 50%.

a. Before improvement: the rate of detailed design and coding stages is 50%

b. After improvement: the rate of detailed design and coding stages is 25%

7. There has been 30% decrease in defect cased by requirement changes. 

a. Before improvement: there are 20 in 100 defects.

b. After improvement: there are 14 in 100 defects. 
3. Achievements & benefits gained


In half-year process improvement implementation, the overall situation of organization has been improved:

· Staff works in accordance with standards and methods. They pay attention to method first and carry out task according to plans. 

· Firefighting times have been reduced. 

· Project quality can be seen in development process. 

· Project members feel their values with improve product quality and reduced rework. 

· Customers place more reliance on products. 

· Turnover has been reduced. 

4. Lessons learned


At the initial stage of improvement project, delay is caused due to the fact attention is not paid to effort and complexity of project. Participation and support from key staff are expected at process definition stage. 

5. Next step


Stabilize current process and make it available to organization. Define and collect measurement from each process. The process will be more applicable for organizational development flow by analyzing to improve productivity and product quality. 
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