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Project goals

• Build an estimation framework for the IT domain
– Knowledge based

– Easy to use

– Intuitive

D l  d l  h   l  f   j  • Develop models that can learn from past project 
histories and adapt to changes

• Help IT organizations evaluate and prioritize project Help IT organizations evaluate and prioritize project 
decisions

• Evaluate design alternatives

• Help IT organizations build an objective and 
repeatable estimation process 
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The challenge of IT estimation

• IT requirements and priorities are ever changing and 
driven by many factors
– Business

– Technology

– Legislation/RegulationLegislation/Regulation

• IT projects and initiatives cover a broad spectrum of 
activities 
– severs, training, establishing processes, deploying 

software, etc.

• IT managers need estimates that are comparable  IT managers need estimates that are comparable, 
yet robust

• Estimation processes are often subjective and not 
t bl
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repeatable
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SEER-IT development story
Research

Collect metrics

Establish cost structure

Develop models

Collect metrics

Define application requirements

Code & test
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Beta test
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Research

• Review of current methodologies used
– Looked at cost models currently used

Research

• Sponsored an MIT/LAI research project
– Survey based study

d f d f d

Establish cost 
structure

C ll t t i– Identified a set of cost drivers

– Used AHP to determine relative importance

– Evaluated different industries

Collect metrics

Develop modelsEvaluated different industries

• Targeted research – employed researchers 
to gather data an information on specific 
t i

Define application 
requirements

topics
– E.g. training, service desk, server setup…..

• Consulted with experts in the areas of IT 
Code & test
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Consulted with experts in the areas of IT 
service management and IT service 
providers

Beta test
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Establish a cost structure

• This task sounds deceivingly simple, but 
it is essential to have in order to make 
sense of data and metrics

Research

bl hsense of data and metrics

• Review of charts of accounts

• Functional areas

Establish cost 
structure

Collect metricsFunctional areas

• Major effort types
– Project- initial effort to design and deploy 

Collect metrics

Develop modelsj g p y
a project

– Ongoing Support

• P j t h

Define application 
requirements

• Project phases

• Labor/role classification Code & test
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Beta test
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Dimensions of SEER-IT cost structure

• Life Cycle Phases

Ongoing 

• Labor/Role

Project Ongoing 
Support

Manager Analyst Architect Developer Administrat
or Technician Test/QA Tech Writer Trainer

• Functional Areas

Software/Databas
e Services

End User 
Services

Infrastructure 
Services

Application 
Development

Service Desk

Training

Facilities

Documentation

Purchased 
Items/Other
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Comprehensive cost structure

• SEER for IT covers all components of TCO
– Labor and material costs

– Project and ongoing support

– Plus schedule estimates – giving time phased 
estimatesestimates

Labor 
Cost

SEER for 
IT Material 

C t
Labor 
H IT 

Estimate CostHours
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Schedule
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Phase cost structure

• SEER IT evaluates and estimates projects based on key 
phasesphases
– Analysis.  Evaluation of requirements and determination of general 

approaches.

– Design.  Detailed design of systems to be built including drawings, g g y g g ,
schematics and engineering studies.

– Procurement.  Time and cost for purchased goods and services.

– Construction.  Building of systems including unique setup efforts.

– Testing.  Test and checkout of systems being deployed.

– Training.  Development of user documentation, courseware and training 
activities.

– Distribution   Setups and installation of hardware and software for end – Distribution.  Setups and installation of hardware and software for end 
users.

– Ongoing Support.  The effort required to maintain and support the 
systems once operational. 
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• SEER IT allows you to estimate any or all of these 
phases
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Labor cost structure

• SEER IT allocates estimates into labor categories or 
roles
– Management

– Analyst

– Architect

– Software Development

– Technician

– Test/QA– Test/QA

– Documentation

– Training

– Administrator

– Operator

– Support
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pp

• Each category has a labor rate for both in-house 
and contracted effort
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Functional cost structure

aka WBS elements

WBS Elements
Purchased Hardware
Purchased Software

Application DevelopmentApplication Development
Training

Service Desk
Software/Database Services

End User Services
Infrastructure Services
User Documentation

Facilities
Additional Items

Each process model has a set of 
inputs, calculations and outputs

Process Models provide logical 
groupings of IT activities
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An IT project will typically use a 
combination of  WBS elements
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Relating functional areas to 
project phases
• SEER IT estimates are allocated into general 

h  f  IT j t  i iti tiphases of an IT project or initiative
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Activities
Analysis x x x x x x xAnalysis x x x x x x x
Design x x x x x
Procurement x x x x x
Construction x X x x x x x
Testing x x x x x x
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g
Training x x
Distribution x X x x
Ongoing Support x x x x x x X x x x x
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Collect & analyze metrics

• The cost structure gave a framework for 

Research

bl hclassifying cost metrics
– Project effort data

Staffing trends and ratios

Establish cost 
structure

Collect metrics– Staffing trends and ratios

– Labor standards

• Used data collected organically as well as 

Collect metrics

Develop modelsUsed data collected organically as well as 
purchased research

Define application 
requirements

Code & test
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Beta test
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Organizing metrics

• The standards database gives an opportunity to 
customize/calibrate SEER-IT

• Only administrators will have access to this 
database

Sample tables

© 2008 Galorath Incorporated

p

Presented at the 2008 SCEA-ISPA Joint Annual Conference and Training Workshop - www.iceaaonline.com



Sample metrics tables

• Each phase is allocated into labor categories 
using a configurable table

• Some phases are allocated at the sub-task level
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Build models

• Each major functional area has a parametric 
model

M d l  t t ith   fl

Research

Establish cost • Models start with a process flow

• Each process step has drivers influencing the 
effort

Establish cost 
structure

Collect metrics

• Drivers and metrics were combined to 
develop a CER for each process step

• Integrate CERs to establish a comprehensive 

Collect metrics

Develop models
Integrate CERs to establish a comprehensive 
model

Define application 
requirements

Code & test
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Beta test
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SEER-IT model logic

• SEER-IT estimates labor associated with IT projects

• Effort is estimated for each phase• Effort is estimated for each phase
– Phases are sometimes broken down into sub-tasks 

and estimated at that level

• Each phase (or sub-task) has an effort estimating 
relationship, typically of the form:

kik StdTimepEffortTask ×⎟⎟
⎞

⎜⎜
⎛

= ∏

• StdTime is a nominal time found in the standards 
database (e.g. Hours to set up a server)

k
i

ik StdTimepEffortTask ⎟⎟
⎠

⎜⎜
⎝
∏

• pi are adjustment factors used to adjust the 
nominal time to the estimate’s specific scenario (e.g. 
experience level, reliability level)
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SEER-IT program requirements

• We used the current SEER UI as a basic 
framework

Research

Establish cost – Wanted it to be familiar to a SEER-SEM 
or SEER-H user

• Made improvements where they made 

Establish cost 
structure

Collect metricsp y
sense

• Reporting requirements were 
established based on interviews with 

Collect metrics

Develop models

established based on interviews with 
user prospects

Define application 
requirements

Code & test
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Beta test
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Develop the application
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SEER-IT reports and charts
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Reporting

• Results are reported…
– For each WBS element

– At any rollup or summary level

• Outputs may also be exported to support non-
d d fstandard formats
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SEER for IT report examples
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Report preview, print and export
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Code, test and beta test

• Based on requirements established, the 
SEER-IT application has been developed 
and tested

Research

Establish cost and tested

• Pilot test site since September 2007

• Wide beta testing since January 2008

Establish cost 
structure

Collect metricsWide beta testing since January 2008 Collect metrics

Develop models

Define application 
requirements

Code & test
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Beta test
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A view of the SEER-IT solution

3

2

1

4
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1 – WBS Element Menu

• Insert WBS elements by clicking on 
an element choice 
– (or from the edit menu or toolbar)– (or from the edit menu or toolbar)

• Projects generally have multiple 
elements

• Some elements estimate labor
– Software/Database Services Facilities

– End User Services Service Desk

– Infrastructure Services Training

– Documentation

• Some elements allow you to enter y
labor or purchased costs
– Purchased Hardware Purchased Software

– Application Development Additional Items
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2- Work Breakdown Structure

• Elements can be organized in any way

© 2008 Galorath Incorporated

Choose from many element types Choose from many element types 
to create a project WBSto create a project WBS
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3 - Parameters

• Each element has 
a set of 
parameters used 
t  d i  to drive 
calculations

• Most parameters 
are expressed as are expressed as 
least, likely and 
most inputs

• Each parameter Each parameter 
can be annotated 
to keep track of 
the assumption 
behind the inputbehind the input
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4 – Reports and charts

• Choose from several report and chart types to view 
resultsresults

• The reports displayed will be for the selected WBS 
element

• If the selected element is a rollup, the result will be 
a summary figure
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Conclusions

• SEER-IT project goals met
– Developed an easy to use tool for IT estimation

– Being used by various types of IT organizations to 
develop estimates and evaluate trades

• SEER-IT addresses estimating challenges withSEER IT addresses estimating challenges with
– Comparable estimates

– Repeatable processes

– Covers a broad spectrum of IT projects

• Work on this type of model is ongoing
– Functional models can be calibrated and updated with 

new data

• Software features will continue to improve
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Software features will continue to improve
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SEER-IT estimates allow you to…

• Tie costs drivers to requirements

• Look at a project from different angles
– Organizational (marketing vs. engineering)

– Functional (network services vs. data center)

h l– Physical (headquarters vs. field office)

– Business requirement

• Organize estimates by• Organize estimates by
– Phase (requirements vs. design vs. distribution)

– Role (administrators vs. technicians)

– Cost category (in-house vs. contractor)

– Time phased (monthly vs. annual)
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• Evaluate risk
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SEER IT Provides Total Costs Of 
IT Systems & Support

ProjectProject Ongoing 
Support
Ongoing 
SupportSupportSupport

SEER SEER 

IT IT 

for ITfor IT

IT 
Infrastructure

IT 
Infrastructure IT ServicesIT Services
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Contact Information

Website:
http://www.galorath.com/

Corporate Headquarters:

Americas
Phone: +1 (310) 414 3222

E-mail: info@galorath.com

International HeadquartersInternational Headquarters
Europe, Asia, Australia & Africa

Galorath International Ltd.

United Kingdomg

Phone: +44 (0) 1252 724 518

Mobile: +44 (0) 7764 685 332

E-mail: international@galorath.com
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