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RBSTRACT

Many organizations have attespted to improve their
process tor delivering application systess to their
end-users. . Most have not succeeded because they
attespted tu isplement the "quick-fix® of autosated
tools or new techriques. The anly proven approach is
through an overall progras to change the software
sanagement process. This process can take software
developaent from the cratt shop era to the software
factory era.

INTRODUCTION
In order to accomplish the goals of higher productivity
and quality in the nanagesent of application software,
it is isportant that an integrated, coherent process be
created and managed. The answer does not lay in “silver
bullets* such as CASE and project management tools or
the newest analysis and design techniques. The answer
lays in the CGI concept of a continuously isproving
process. This process can take software developaent
from the cratt shop era to the software factory era.
The Software Management Process (SMP) s
detined as the &eans to provide automated business
solutions through the developsent, isplementation, and

saintenance of application software. Key words in this
detinition are:

0 nanagesent

0 autosated

0 business

0 application
Management vs. Development: The process aust not only
be capable of developing new cystems but also
integrating “off-the-shelf' packaged solutions and
integrating with existing systems, The ters

“eanagesent” is therefore used instead of developsent.

Business vs. Computer: The process aust deliver
business solutions and not just computer solutions. It

must define the integration of automation into the
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business. Manual work procedures aust be developed as
an integral part of the process.
Autosated vs. all: The software aanageaent
pracess should deliver business solutions but only
where computer automation is the wmost significant
portion of the solution, The process is not intended to
develop new work procedures where little or no computer
automation exists.
Application vs. all: The process is lisited to
application systess and is not targeted to non-
application software such as operating systes software
and utility software. Although many of the principles
are applicable, the specific techniques and tools are
not.
CURRENT SITUATION
In the information systeas industry today there is
little consistency, structure, or rigor in the
developaent of application systems. Often when a
rigorous process for coftware sanagesent is introduced
it is viewed with disdain and as bureaucracy. Other
professions such as architecture and engineering have
well established disciplines for the execution of their
tasks. The information systems profession has not yet
satured to the point of using a coaplete and consistent
approach to building systeas,

Before a process can be automated an orqanization
&ust be capable of doing the process manually. CASE has
not been a sajor success throughout the IS industry for
this very reason. CASE sakes a good analyst better but
it does not turn a prograsmer into an analyst. Froject
nanagesent tools in 15 have suffered a siailar fate.
Millions have been spent on tools and training but the
ispact has been negligible, at best.

The impleaentation of tools, techniques, aethods,
and standards within organizations, for the mest part,
has been ad hoc and uncoordinated. Autosated tools have
been selected without regard to the techniques in use
in the organization, The development environsent has
been created bottoa-up with little overall planning.
The goals are usually set for the cosponent {such as a
CASE tool) rather than the overall process. Errors
of omission are cosmon and usually result in project




overruns, reduced user functionality, and cancelled
projects. Systeas are rushed into production befors
adequate testing can occur in order to seet the
original schedule or budget (which typically results in
the search for better testing or estimating toolsi.
Soae projects succeed technically but are considered
tailures.

S0 what wust be done to solve the probles? The
following 1tess are required:

i integrated developaent
environment,

o overall iaplementation
strategy, and

o culture change within

information systeas.

DEVELDPMENT ENVIRONMENT

The developeent environment sust integrate in
a coherent manner:

0 sethodologies {(phases
and deliverables)
techniques (modeling)
standards & procedures
autosated tools
petrics
training material.
IHPLEMENTING THE NEW SOFTWARE MANAGEMENT PROCESS

The iaplesentation of a nes sottware
ganagesent process in an organization is & complex
task. It brings the major changes of a new aethodology,
techniques, standards, tools, and changed roles and
responsibilities. For an organization whose inforaation
resource is characterized by well-established assets

o a o o O

and culture, the introduction of a new software
aanagesent process is a considerable challenge,
The isplementation of the new software

sanagement process is a long-ters progras that requires
a change in the culture of the inforaation systees
environment, This change will require the commitaent of
not only the inforsation systess comsunity but also the
end-users, This change will affect the developaent
teass, project sanagers, end users, technical support
staft, and aost isportantly the sanagement of the
grganization. Without the comeitsent and dedication of
senior manageaent, culture chamge is wniikely.

It is important that change be well planned
and not occur taster than the organization can cope
with it. It is very isportant that each component be
validated before full iamplementation. Change 1s
upsetting to any organization se it is important that
it is perceived to be valuable and well managed. To
ensure success it is recomsended that & progras be
established to coordinate the impiesentation of the new
software management process. The program’s #anagesent
tean can then oversee all projects being undertaken

within the progras to ensure their coherence,
relevance, and quality. The program should be organized
using the following key roles:

0 sponsor,

o iepleaentation

ganager,

i} developsent sanager,

o architect, and

o steering cosmittee.

The staffing of these roles with the
appropriate people is the most iasportant success
tactor.

CUL TURE CHANGE
The iaplementation of the Software Managesent
Frocess {(SMP) requires the same discipline that end-
users face in the installation of a new computer
systea. Many of the computer professionals who will be
required to use the SMP will resist the change to the
way they perform their jobs. Others will insist that
there are better ways (different tools, techniques,
etc.i. Tc accosplish the goal of a process that can be
continuously iaproved, a single process aust be
installed. The marginal gain of one tool or technique
over another is imsignificant compared to the gain
attained by consistency.
15 professionals aust acve trom viewing their
technologists to that of implesentors of
iaproved business processes. Management must resist the
pushing of project teaes into coding before the
analysis and design are coaplete. Coding should only

role as

represent 10-20% of the effort in eodern software
sanagerent,
CONCLUSIONS

The inforsation systes industry, being oniy

torty years old, is only starting to sature. The advent
of the disciples of the new aethodologies, technigues,
and automated tools are a sign of this maturing
process, When an organization is ready to coamit to
tetter planning, it is now possible implement an
gffective  planning  traseworkl.,  Modern  systes
develogsent and project management #ethodologies such
as OMR’s Productivity Flus™ are now available and form
the foundation for the isplementation of an integrated
development environsent. The main gquestion that each
organization sust ask is “Are we ready te desand this
discipline of our IS stafi?". Then and only then should
they invest in an overall software management process.
Otherwise it 15 best to forego the “silver buliets® and
dc nothing.
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