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Introduction

Why Measure

Critical Success Factors

Common Challenges with Deploying a Metrics Program

Goal Driven Method and Examples
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Strategies to Address Common Challenges
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~ Validate strategies are working
7 Direct improvement action
7 Intervene with corrective action
v Justify decisions with facts

Strategy Vision

To Validate

IT Performance

Factual Evidence \>Targ ot and Metrics

X
.. I To Justify \</ To Direct
=

To Intervene

~

w1 Changes and Corrective Actions
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7~ Set clear expectations and monitor performance
~ Encourage / incentivize the right behavior

+~ Discourage / penalize poor performance
 Align vendor focus with key business objectives

Validate Outcomes

Encourage Right
Behavior

Discourage Poor
Performance

Align with Business
Objectives
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From Measures to Dashboards to Decisions!

|Operationa| I - ‘ |Scorecards I

ToIerances
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Leadership T Senior IT Leadership and advocacy for the
Metrics effort

Stakeholders 1 ldentifying key stakeholder groups and their
specific requirements

Relevant Metrics T Developing metrics that truly matter to
senior management
Business Alignment 1T Establishing clear linkages to

business strategies and priorities

Resources 1 Allocating proper budget and resources to the
effort

Process Design 1 Consistent process and metric design

Process Governance 1 A focus on process governance
metrics in early stages of deployment
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Involve the Right People

Executive Senior A Implementing metrics and scorecards solutions is a strategic
Management initiatives that requires C-level sponsorship (CIO, CEO)

A This is generally recognized as the #1 critical success factor
to implementing any Business Intelligence solution.

Identify key people A The folks that really matter to a process must always be part
of it. This is often a group so small that you can call the
members out by name and count them on one hand.

A Key people need to be identified for ownership of metrics and
reports, assistance with developing the metric/scorecard
solutions, assistance in architecting and configuring the
infrastructure required, and support for data collection and
metrics presentation.

Identify Metric
Consumers

Collect key requirements for users
Map metrics, scorecards and reports to metric consumer
Develop authorization and application security model

To To Io Io

Keep it simple! Start on the premise of allowing users to see
all information and selectively revoke rights where
appropriate.

ITSM Metrics Best Practices Entire contents © 2009
NAI Pages

Nouri Associates Inc.



Challenges with Deploying Metrics

Which Metrics - Most IT organization don't know what to
measure to effect business outcomes and IT Service
performance levels

Data Challenges - Too difficult to collect, normalize and
combine the needed data from a variety of IT operational tools
and systems

Manual Processes - Manually managing a large number of
spreadsheets used to collect, analyze and report the metrics
and performance data

Culture - Cultural resistance to formal measures

Metrics Can Lie - Metrics and measures can be easily
manipulated

Wrong Behavior - Risks of unintentionally promoting the
wrong behavior or outcome
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Which Metrics: Goal Driven Metrics

David Chiu
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BMO Financial Group

A Canadian-based North American bank, A1000* Retail Branches

A Established in 1817 A 38,000" Desktops

A Offices in US, Europe and Asia A 12,000 installed mainframe MIPS

A 37,000 Employees o 200 SElEE _

A Personal, commercial, corporate and ABERDT NEwr RRees
institutional customers P A 2,500* Automated Banking Machines

A 6 Computer Centres
Technology and Operations
4 - A - 4 - -4 )

! CogﬂnUlty Network Service DES ey Application
Security Services Delivery Anad . Management
Services Messaging Services

- s, A o .

o /
Technology Development & Product Operations
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BMO ITIL Program

2001 2002 2003 2004 2005 2006 2007 2008 2009

Incident

Problem
Configuration
Release
Change

Finance
2

2

Service Level
Capacity
IT SCM

L w2 |
Availability

\W

E E ©®§ =

Static & Ad-hoc Business Intelligence

Training, Awareness and Communication Campaign

Assessment

Reporting

Communi

MIRT - Major Incident Recovery Team

- Program phase 1 & 2 were implementation within IT organizations
- Program phase 3 is now underway in non-IT organizations (i.e. business processing areas)
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Service Operations

Service Transition

Service Design

Service Strategy

Se””eB Mle m m e mmE @
- -

IT Service Management Processes

Clients Service C

There over 20 different ITIL (v3) processes with hundreds of metrics and Key Performance
Indicators (KPIs) available for IT Service Management:

1. Which metrics and KPIs are the best ones for my organizations?
2. How do we select the best combinations of metrics and KPIs?
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Establishing Goals i Area of Focus

Client Satisfaction

Are our clients
satisfied with what we
are doing?

Product/Service
Capabilities

Are we providing the
right capabilities?

Product/Service
Timeliness/Quality

Are we doing it on time
and with quality?

Product/Service
Costs

Are we doing it at the
right price?

Process
Effectiveness

Are we doing
the right things?

Process
Governance

Are we doing it
properly?

Process
Productivity

Are we optimized in

the use of our

resources in doing it?
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Importance of Process Governance

Stages of Anger
Reaction to - :
e Surprise Fear Commitment
Organization Shock Complacency MTEEPIRILTE Habit
Change Denial
4(
High Product/Service
Quality
Timeliness
. Capabilities
Emphasis of Costs
Data Process
, Governance Process
Collection & Effectiveness
Measurement Productivity
Low

v
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Definitions

Measures/Metrics

Counted or calculated values that quantifies certain characteristics of a
process, product or service.

e.g. Average incident resolution time, % Availability of Service, # of defects

Dimension

Attributes of a measure that provide more context and information about
that measure.

e.g. Priority of an incident, risk level of a change

KPIT Key Performance Indicator

A short list of measures/metrics that management have identified as the

most important variables reflecting operational or organizational
performance.

e.g. Service availability, Mean time between failures

ITSM Metrics Best Practices
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Which Metrics & What Dimensions?

Measures/Metrics

4 N 4
Incident Problem Change
A Number & percentage | | ANumber & percentage | | ANumber & percentage
of incidents of problems of changes
A Outage duration A Average problem ticket| | A % of emergency
AMean & median time age | cElnges
to resolution A Mean & median days A % of successful
A\ TVIEE B () (T to identify root cause changes
between failure A Mean & median days A % of changes not
S to implement approved
A Mean & median time :
between detection to permanent fix
recovery
g N\ .

Dimensions

Priority, System/Service, LOB impact, Product Category, Service Category, Ticket
Assignee, Change Type, Risk Level, Configuration Item (CI) Type/Class, Root Cause
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Incident
Ticket

Incident
Ticket >
System x

Unavailability
record

__»| Problem
Ticket

Problem
Ticket

Cl
q‘

Incident _»| Incident
| Ticket Ticket
Known | Change
—> Error Ticket
Ticket
Known
Error |, | Change
cl System X

System x
_’E

Release
Ticket

Cl = Configuration Item
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Leveraging Process Integration for Holistic Analysis

Incident Measures/Metrics

A# of incidents caused byé
AOut age minutes caused byé

g x 1}

( Problem Dimensions ( Change Dimensions ( Cl Dimensions
ARoot cause AChange timing ACIl type & class
AProblem priority (6.9.. emergency) ACI location
AProblem Owner Aéhgn%erc}jﬂ%% ACI category
AProblem dates ARi.sk“LeveI ACI owner

ADays to root cause ACI dates

_ AChange success
ADays to permanent fix status

AChange implementer
' AChange dates
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Measuremen
t

Goal 1
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Measure 1

Business Driven Goal
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Measuremen
t

Goal 2
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Goal 3
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Using the Goal Driven Method - example

Business Objectives

Increase Pace of
Service Delivery

Improve Service
Availability & Stability

—— Reduce outage minutes
—— Reduce number of incidents

Deliver Projects
on Time / on budget

Process Effectiveness

T

| Reduce MTTR

| Reduce MTBF

| Decrease days to root

cause determination

| Decrease days to

implement permanent fixes

N Crange

Decrease problems
due to change

Decrease issues during
change implementation

Process Governance

| Are mandatory

fields filled out

Correct & Valid

L Are data entered according to

process policies & standards

| Does the data reflect what

actually happened

Do text fields contain
appropriate level of
details
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Increase Service
Availability & Stability

Recover from Outage Prevent Outages from

As Quickly As

: Occurring
Possible

i < A 4 i

) Reduce Outages ) Reduce Outages
Reduce Outage ; Reduce Outages
g : Caused by Recurrin
Resolution Time y 9 Caused by Changes Caused by Other
y Issues ’) ) Issues
( ) N\
. Increase Rate of ( Decrease Risk of ) (" Increase Rate of )
Reduce Incident ;
—p> i : > Root Cause > Implementing > Root Cause
Detection Time o Sl
\ y (___ldentification ) . Changes y (Identification
e ) 4 ) ( ) ( .
£ Reduce Incident 54 Decrease Time of - Increase Quality of Decrease Time to
Response Time Implementing fixes Deliverables N Implement
\ J Q y L ) (Permanentfix )
( N\
L, Reduce_ In(_:ldent
Repair Time
. J
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A% availability of service
Aoutage minutes of service

Mean time (in Mean time (in days)

minutes) to resolution
(MTTR)

between incidents

¢ N $

# of incidents caused
by recurring
problems

# of incidents caused
by non-recurring
problems

# of incidents /
problems caused by
implemented changes

Total outage minutes

( Minutes between (" Elapsed days from ) (" #of changes that ) (" Elapsed days from )
incident start to problem had issues during roblem
incident detection submission to root change submission to root
\_Time \_cause identification ) \_implementation Y, \_ cause identification )
(" Minutes between (" Elapsed days from ) ( ) (" Days from root )
incident detection root cause found to Ol EEEES e
[, etec Ly ! _ [, d . cause found to
to start of incident | f caused service i i
0 sk Implementation o impacting incidents | Ll EmEE 3l
\_ repair \_ permanent fix Y | 'Mmpacting J \_Rermanent fix J
(" Minutes between
start of incident
repair to incident
\_ resolution
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