Why we use IT Quality Index and IT Quality Management System.

ClO retrospective on IT Quality Index use, 3 years’ aggregated experience.

My position is that of CIO for a company within the industry sector, in the international
environment, where IT costs are between 2-3% of the company OPEX. In the beginning of 2015 our
top executives defined a new business strategy for the next 10 years where beside the traditional
business objectives, the range of goods, the market share and the profit, something else was also
added. Quality management practices are the new strategy theme but not only for areas of
production, but for every department, for every employee. Every department was tasked to
develop an actionable plan for how to design and cultivate quality management practices in their

daily work. This task looked to be nothing new, we are as is the whole organisation, certified for ISO 9001 so that should
already be in place. This looked to be the case, but only at first glance — Yes, IT was mentioned in a few places within the
ISO documents, but it was not enough to meet what the executives expected. Every department had to transition quality
management principles into their practices — HR, facility management, marketing and of course also IT. What we had in
the ISO documents was good for the external customers from a product quality perspective, but that did not mean that
everyone had embarked on the continual improvement way of working.

We started to search for some new approaches which were based on understanding IT

governance practices better than production driven ISO norms. When we discovered the IT Quality :.. Sl e
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Index method, we decided to pilot this approach, while we knew it was very young and unproven H ".
on a large scale. There were some new ideas which we liked — It was not resource extensive, not so -: ' cnns

expensive from external costs, and did not follow an audit like style. But the most attractive part
was the feature to provide cost/quality benchmarking. As most ClOs experience every day, the push on cost efficiency is
never ending, nevertheless we wanted to refocus our communication across all management lines to prioritise quality,
then costs.

The pilot of the IT Quality Index measurement went well, the assessment meant for us only two day’s work, plus
some not extensive preparation and communication. Within two weeks we received our result, which was easy to
understand — A one figure result — Our IT Quality Index. We had no idea in the beginning how we compared to other
similar IT departments, similar in size, segment, region. When we received the commented results we were really
delighted. Our CFO wanted us to present our good results on the management meeting too so other department leads
would see the score and the comparison with other IT departments. As | have previously had difficult experiences
presenting audit findings and having to explain them over and over, | was not sure how interested others would be in our
achievements but to my surprise they listened carefully and even confirmed their understanding — This is unlike any IT
audit | have had to present in the past. They got the idea of quality measurement so easily. During that meeting
management agreed to repeat the measurement every 2 years to keep eyes on it. There was also something unpredicted
what happened during that meeting. The Facility Manager was asking whether they could use the very same approach to
guantify the quality of their work, they wanted something similar for their practices. Another comment was from our
Quality and Compliance Department Lead, she asked if we could report and show some statistics regarding the
improvements made in IT over time periods and whether we could quantify the benefits of the improvements —
Something that she was using in production quality management practices.

Based on the positive feedback from management we decided to establish a Quality Manager
role in the IT organisation. In the past | was trying to get more staffing in IT, mainly for ITSM
processes like SLM, change management, problem management. It was impossible to explain the
benefits of the new positions as company executives disliked so many “managerial” positions in any
organigram including IT. Yes, | was explaining that the role of process manager is not the same as the
role of the team manager, nevertheless it did not help, no additional resources were ever approved.

After our IT Quality Index measurement and management presentation | suggested to introduce a formal positon of an IT
Quality Manager, who would be overarching many ITSM related tasks but would also be focused on self-improvement,
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visualisation and the reporting of what we did to work better and to support the new business strategy. The role of IT
Quality Manager was approved by executives without any of the difficulties | remembered from the past. We staffed this
role as contracted where we used external expert, who had a broad experience from more IT organisations and was also
respected within our IT department. This position is not full time, we allocate there 25-35% FTE as there are some periods
where we need to focus on priority projects and have less capacity to support IT quality management practices. The key
part of the IT quality role is to challenge the way how we develop and use processes, how we communicate, how market
IT, how we improve collaboration. It also ensures a means for us to verify if what we agreed on from a process and policy
perspective is really something that we do in reality, as it makes no sense to document something that is just a statement
on paper, which is ignored by others, or even forgotten, but which we have it stored as a documented rule of work.

IT improvements are now captured in an Quality Improvements Register, we process improvements in a visual form
— We use a visual proportional board where every improvement is represented by a circle of a relative size showing the
resources required to realise the improvement. We also recursively monitor resource consumption to avoid wasting too
much time via quality administration practices. We started to report on management meetings the improvement
volumes and the value delivered to our organisation. This was well accepted by management and we fit well into what
others do too.

In 2017 we had our next assessment to confirm if our overall IT quality had improved or decreased. As we had some
IT Quality Index target to achieve, we knew that some areas were not as improved as we intended them in 2015.
Nevertheless, the re-measurement result was good, while the increase was only 2% and our initial ambition was a 3%
increase. Results were again of interest to the executives, this time the presentation was even faster and other
department leads confirmed the results as objective. We planned the next assessment for 2019 and we continue to track
any improvement in IT. All the people in IT started to realise that reporting related to IT quality is in the bigger interest of
everyone, rather than operations KPIs like average response time to requests or SLA fluctuations which happen all the
time. We are also improving the visual part of our IT Quality Management System as this is helping to show everyone
what we proactively do, not that we just wait for a ticket to be received and processed by IT.

Retrospectively | am very satisfied that we decided to pilot the IT Quality Index so early, we are now perceived in our
organisation as a source of inspiration for quality management in other departments. There is also one thing to mention.
When we speak to people outside of IT, we use the word quality much more often than in the past, and use the word
costs a lot less. And this is in line with my philosophy — Quality has its price tag.

Consolidating some of my ideas and experience through the last three years, | believe that every
IT department should start to introduce quality management principles from the perspective of self-
improvement, rather than chasing SLAs and explaining who and why some deadline was missed. Quality is not a binary
world where 1:59 hours to complete a request means a happy user and 2:01 an unhappy one. Quality means focusing on
adaptations of routine practices, elimination of bad practices, and making everything visible outside of IT. When the
business see our visual board and improvement statistics they see our visible effort to be better. This is what executives
wanted to achieve, everyone should be trying to work better, this is the way people should encode in their mindsets.
Quality is a workstyle.

Case study captured by Zdenek Kvapil, IT Quality Index architect, based on real world adopter of IT Quality Index since its
very early development stage.

Want to learn more? IT Quality Index book, ISBN 9789401802420, is available here
Courses related to IT Quality Index are available here:

® Q4IT s.r.o. VAT: CZ29304831 www.itqualityindex.com
@ IT QUALITY Vystaviste 405/1 tel: +420 541 159597 www.qdit.eu

INDEX 603 00 Brno, CZE email: info@q4it.eu



https://www.vanharen.net/shop/978940180242c-it-quality-index/
http://www.itqualityindex.com/dates-places/

