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Assignment No.3 (Build a GQM for MS admission Process)
Submitted by Qaiser Abbas (07-0906) to Professor Dr. G.A. Furrukh
General Question Metrics:
A top down approach has been adopted because bottom up approach will not work for GQM models. The result of the application of the Goal Question Metric approach application is the specification of a measurement system targeting a particular set of issues and a set of rules for the interpretation of the measurement data for MS admission process. The resulting measurement model has three levels:
Conceptual Level: A goal is defined for admission process from applicant point of view at FAST-NUCES, Lahore, where the objects of the measurement are no doubt product (artifact, deliverable and documents produced), process (process related activities associated with time) and resources (personnel, hardware, software, office space etc.)
Operational level: A set of questions is used to characterize the way the assessment / achievement of a specific goal is going to be performed based on some characterizing model. Questions try to characterize the admission process of measurement (product, process, resource) with respect to a selected quality issue and to determine its quality from the selected from the applicant point of view.
Quantitative level: A set of data is associated with every question in order to answer it in a quantitative way. The data can be objective or subjective.

A simple hierarchical structure of GQM for MS admission Process is given in Figure 1 below:




Figure 1: Hierarchical Structure of GQM for MS Admission Process

In order to give an application of the Goal/Question/Metric approach, let's suppose we want to improve the timeliness of MS admission processing. The resulting goal will specify a purpose (improve), a process (MS admission processing), a viewpoint (Applicant), and a quality issue (timeliness). This goal can be refined to a series of questions, about, for instance, turn-around time and resources used. These questions can be answered by metrics comparing specific turn-around times with the average ones. A basic but complete Goal/Question/Metric Model for admission process is shown in Figure 2.
	Goal 
	Purpose
 Issue 
	Improve 
the timeliness of 

	
	Object (process) Viewpoint 
	MS Admission processing 
from the Applicant's viewpoint 

	Question 
	
	What is the current MS Admission processing Speed?

	Metrics 
	
	Average cycle time Standard deviation 
	

	
	
	% cases outside of the upper limit 

	Question 
	
	Is the performance of the process improving? 

	Metrics 
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	Subjective rating of Applicant's satisfaction 


Figure 2: A GQM model for MS Admission Process
Now, we come towards the complete GQM for MS Admission process and we know that after the measures have been specified, we need to develop the data collection mechanisms, including validation and analysis mechanisms. The process of setting goals is critical to the successful application of the GQM approach and it is supported by specific methodological steps. As illustrated in Figure 3 and in our basic step in the last section, a goal has three coordinates: 
1. Issue: Timeliness

2. Object (process): MS Admission processing

3. Viewpoint: Applicant

4. purpose: Improve
Therefore, the development of a goal is based on three basic sources of information. The first source is the policy and the strategy of the FAST-NUCES, Lahore that applies the GQM approach. From this source we derive both the issue and the purpose of the Goal by analyzing policy statements, strategic plans and, more important, interviewing relevant subjects in the university. The second source of information is the description of the process and products of the admission process, or, at least, the ones that are within the scope of the measurement we want to perform. If, for instance, we want to assess a process, we need a model of that process and of the component sub processes. From this source we derive the object coordinate of the Goal by specifying process and product models of MS admission, at the best possible level of formality. The third source of information is the model of the FAST-NUCES, Lahore, which provides us with the viewpoint coordinate of the Goal. Obviously, not all issues and processes are relevant for all viewpoints in FAST-NUCES, Lahore, therefore we must perform a relevancy analysis step before completing our list of goals, in order to make sure that the goals that we have defined have the necessary relevancy. In this way, we end up with a specification of our goals that takes into account the structure and the objective of the FAST-NUCES, Lahore. From the specification of each goal we can derive meaningful questions that characterize that goal in a quantifiable way. In general, we will ask at least three groups of questions:
[image: image2.png]TSSUES

PURPOSES
GOAL

VIE

OBIECTS
(Products. Processes, Resources)





Figure 3: Methods involve in setting goals
Group 1. How can we characterize the MS Admission (product, process, or resource) with respect to the overall goal of the GQM model?

Example:
Question1: What is the current MS Admission processing speed?

Question2: Is the (documented) MS Admission process actually performed?
Question3: Is the MS admission system is online on the web?

Question4: What is the ranking of automation of MS Admission system?
Question5: Is the admission policy/criteria clearly understood?

Question6: Does the admission test provided is according to the standard of a graduate class?
Question7: Is the evaluation of candidates for admission test is appropriate?
Question8: Is the admission process is available on some other locations or on the web for outreach applicants?
Question9: What is the predictive score of the already admitted student/applicant which shall be able to get admission in FAST-NUCES, Lahore.
Question10: Does complaints are registered and executed properly?

Group 2. How can we characterize the attributes of the MS Admission that are relevant with respect to the issue of the GQM model?

Example:
Question11: What is the deviation of the actual MS Admission processing time from the estimated one?

Question12: Is the performance of the process improving?
Question13: How many tasks are automated in the process?
Question14: What are the useless sub-processes involved in the process?

Question15: Is switching between tasks in MS Admission process waste time?
Question16: Is the duplication of tasks or events occurring in the process?

Question17: What are the tasks in the process involves wait time?

Question18: At what level, the waiting time in doing tasks is removed in the MS Admission process?
Question19: How much effective the manual and online procedure for registration is?

Question20: Is some task in the process which is only drama for earning business. 
Group 3. How do we evaluate the characteristics of the MS Admission that are relevant with respect to the issue of the GQM model?

Example:
Question21: Is the current performance satisfactory from the viewpoint of the Applicant?

Question22: Is the performance visibly improving?
Question23: Is the staff is properly trained and rank the level of their training aptitude?

Question24: Does the staff provide guidance, cooperation and information in an efficient and nicely way?
Question25: Does the web based resources of admission system are easy in understanding?
Question26: What is the response time of web master or any other person who is authorized by the FAST-NUCES, Lahore to deal admission on the web?

Question27: Is the equipment having staff in the domain fulfills their needs for execution of the process?

Question28: Mention the staff, or equipment, or any other thing which is hindrance in execution of the MS Admission process?
Question29: Does the equipment, during admission test is fully secured?

Question30: What are the resources, in which the FAST-NUCES, Lahore is in lack?

Once the questions have been developed, we proceed to associating the question with appropriate metrics. The factors we consider in doing this are many; among them:
· Amount and quality of the existing data: we will try to maximize the use of existing data sources if they are available and reliable.
· Maturity of the objects of measurement: we will apply objective measures to more mature measurement objects, and we will use more subjective evaluations when we deal with informal or unstable objects.
· Learning process: GQM models need always refinement and adaptation, therefore the measures we define must help us in evaluating not only the object of measurement but also the reliability of the model used to evaluate it.
Taking into account these ideas, we can complete our assignment of GQM model for MS admission process with some appropriate metrics. The result is shown in Figure 4.
	Goal 
	Purpose 
	Improve 

	
	Issue 
	the timeliness of 

	
	Object (process) 
	MS Admission  processing 

	
	Viewpoint 
	from the applicant's viewpoint 

	Question 
	Q1 
	What is the current MS Admission processing speed? 

	Metrics 
	M1 
	Average cycle time 

	
	M2 
	Standard deviation 

	
	M3 
	% cases outside of the upper limit 

	Question 
	Q2 
	Is the (documented) MS Admission process actually performed?

	Metrics 
	M4 
	Subjective rating by the Applicant 

	
	M5 
	% of exceptions identified during reviews 

	Question
	Q3
	Is the MS admission system is online on the web?

	Metrics
	M6
	Subjective rating by the Applicant 

	Question
	Q4
	What is the ranking of automation of MS Admission system?

	Metrics
	M7
	A survey based 5 scale ranking by the applicant

	Question
	Q5
	Is the admission policy/criteria clearly understood?

	Metrics
	M8
	Subjective rating by the Applicant

	Question
	Q6
	Does the admission test provided is according to the standard of a graduate class?

	Metrics
	M10
	Subjective rating by the Applicant

	Question
	Q7
	Is the evaluation of candidates for admission test is appropriate?

	Metrics
	M11
	Subjective rating by the Applicant

	Question
	Q8
	Is the admission process is available on some other locations or on the web for outreach applicants?

	Metrics
	M12
	Subjective rating by the Applicant

	Question
	Q9
	What is the predictive score of the already admitted student/applicant which shall be able to get admission in FAST-NUCES, Lahore.

	Question
	Q10
	Does complaints are registered and executed properly?

	Question 
	Q11 
	What is the deviation of the actual MS Admission processing time 

	
	
	from the estimated one?

	Metrics 
	M6
 M7 
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Subjective evaluation by the Applicant 

	Question 
	Q12 
	Is the performance of the process improving? 

	Metrics 
	M8 
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	Question
	Q13
	How many tasks are automated in the process?

	Question
	Q14
	What are the useless sub-processes involved in the process?

	Question
	Q15
	Is switching between tasks in MS Admission process waste time?

	Question
	Q16
	Is the duplication of tasks or events occurring in the process?

	Question
	Q17
	What are the tasks in the process involves wait time?

	Question
	Q18
	At what level, the waiting time in doing tasks is removed in the MS Admission process?

	Question
	Q19
	How much effective the manual and online procedure for registration is?

	Question
	Q20
	Is some task in the process which is only drama for earning business. 

	Question 
	Q21 
	Is the current performance satisfactory from  viewpoint of the 
Applicant?

	
	
	

	Metrics 
	M7 
	Subjective evaluation by the Applicant

	Question 
	Q22
	Is the performance visibly improving? 

	Metrics 
	M8 
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	Question
	Q23
	Is the staff is properly trained and rank the level of their training aptitude?

	Question
	Q24
	Does the staff provide guidance, cooperation and information in an efficient and nicely way?

	Question
	Q25
	Does the web based resources of admission system are easy in understanding?

	Question
	Q26
	What is the response time of web master or any other person who is authorized by the FAST-NUCES, Lahore to deal admission on the web?

	Question
	Q27
	Is the equipment having staff in the domain fulfills their needs for execution of the process?

	Question
	Q28
	Mention the staff, or equipment, or any other thing which is hindrance in execution of the MS Admission process?

	Question
	Q29
	Does the equipment, during admission test is fully secured?

	Question
	Q30
	What are the resources, in which the FAST-NUCES, Lahore is in lack?


Since the GQM model for MS admission process has been developed and now we can select the appropriate data collection techniques, tools and procedures. The data that will be collected will be mapped into the model and interpreted according to schemes previously defined by the FAST-NUCES, Lahore.
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