VPE community of practice 

July 14, 2005

Attendees:  (partial list, couldn’t get them all)

Stephen McHenry Google host

Michael Sneak  indep consulting

John Moran  global gateways  sponsor

Bennett Baruch ipass (speaker)

Roland Hendle  VP at identity engines  security appliance startup 16 months

Matt Perez  Compusoft  Change Mgmt VP of Eng, left 2 months looking for job

Phil Grasso   EchoPass  high end computer telephony to small 

Sunil   Extreme Networks  ethenet networking

Eric Raymond   Winster  entertainment retailing  rich internet

Best Practices for Efficient Offshoure Operations

Sunilk Mehta    CEO & Founder  Nimblecat

smehta@nimblecat.com

-- he has his own community of practice

PhD Stanford,  bNimble in 1991  cofounded offshore practice in 2001

NimbleCat:

Value proposition:  identify A list candidates consistenly and repeatable

Benefir:  hire better candidates faster

Used by Intuit, infoblox

JobMarket intelligence used by CNET, Fortune ComputerWorld

Creating an offshore subsidiary  (was consulting on how before)

30% of IT jobs in CA, San jose the top metro area

Bangalore team.. try to be more strategic, not just tactical

Offshore Development COP with BlueCoat Brocade Acusis

· john involved

· now evaluating real ROI and hidden costs

· Internal processes t support offsore teams

Can be hard to tell if you are saving money!

Country Choices:

India/China/Russia/Bulgaria..

Criteria:  labor pool, skills availability, infrastructure, educational system, cost, process quality, cultural compatibility, legal system globalization skills.. 

language skills – legal system for IP,  - time zone also an issue

is it safe to travel there.. should you have to travel there?

People are saying they need to have US member going to offshore team, at least 1 visit seems necessary.  Travel seems unavoidable according to 3-4 people

· understand more when you see the offshore environment

· lose benefits if you have to travel too much, more than just a kick off

Gardner concluded 2 years ago that India was top, with Ireland & Canada

-- but Ireland & Canada are more expensive?

-- is Cost the main reason for outsourcing?  Maybe some issues with availability of the skills


Starting a group or area vs transition from an existing group

· cost & risk are very different

Costs are rising dramatically in India… one person thinks canada is about the same cost, right Ukraine is cheapest.   People are saying India is no longer cheap.

- 3 people are saying paying more per sq foot in Bangalore or India than in California.. 

ROI:

more than $/hr, it is the cost of productivity of the rest of the US team

· communication, overhead.. but some costs are more visible than others, can see the cost of the salary but not the cost due to communication and morale etc..

· speaker feels most people never really audit to have hard numbers on whether this was an improvement

96-97   Japan, Ireland, India one person felt Ireland not that cheap

cost is 1-3:

India 1  canada/Ireland 2    silicon Valley is 3

India no longer the cheapest.. legal system improving but it is the main concern a lot of people have

Very slow to setup is very slow for a subsidiary

· special equipment is very hard to get in there

there are consultants in Bangalore & Punee…. Raj was able to setup and get going quickly, but not 1 month.. recruiting time is the problem

Sun wanted to grow all around the world when they could  (lisa)

· tried to create a quality formula to account for soft items, like transportation

· when they analyzed for success, the manager of the office was the key, when there was a committed person who was dedicated, it worked.  When they rotate thru staff who wants to visit, it tended not to work.

Australian considered a huge untapped labor pool (lisa)

People are leaving and changing a lot in India and China, and people often left.  So hiring local people was a key.  The person running the place is really key to retention too… title and company name are very important in India, have to create more titles to be able to promote.  People move to more prestigious companies, people are leaving a lot more… but some people now find it prestigious to work for smaller startups, similar to us.. cultural shift

How much is 24 hr, round the clock development?  

· most advantage seems to be QA offshoure, so developers get feedback next day

· but hard to always get this advantage.. so helps in some emergencies but not a daily help

- need process to avoid firefighting

India has a lot of SCI CMM certified companies.. almost as much as US

- the companies understand processes.. tend to be process heavy

Business models

Tactical or Strategic



Tactical Projects

Short term tactical

No really cost savings but short time frame

Flexible workforce

For 6-12 months may be slower and more expensive

· if over 18 months, then start trying to save

· may do this even if slow & expensive because you don’t have enough resources.. may be only choice.. lease a team

Strategic Resource

Significant cost savngs but over time

Tailored to your need

Long term commitment

Offshore development center

· starts at 5-15 engs usually, lower cost because of commitment

· a rental team, not your team

Strategic options

- purchase a company, or build from stratch, or “build operate transfer” 

they are building sales & marketing and development for nimblecat


they are engaging someone

they could have built from scratch but feel there is too much risk, you end up buying everything at current market cost

- hiring 1 person to build from scratch is riskier


need legal contract to allow you to Nuke the company if needed

Sentil feels need 20-25 size team if you build operate transfer

· feels a build from scratch shoul dbe even larger than 25 to make sense  30-35

· 5-10 person team is only really a tactical team

If you have someone who moves out there, a smaller company can be more effective… if you have the right people

Several people are saying you need at least 50 developers to make sense

· build operate transfer companies seem to have cross over point at around 50

for US to India move (for Indians)

transition packages  1-2 years are in between US and Indian 

· they are a key person, need tro be paid high by India standard

transfer a person is rather expensive

· even housing is quite expensive

· In Europe, the law slows down how quickly you can lay someone off, and they can come back and sue or something

· Isreal and France are especially bad

· Still have to fully pay people until legal things worked out even 1 year after the entity closed

· All of Western Europe a problem because of the laws

Choosing the wrong business model will hurt you.

Managing Risk


Loss of IP can be fatal


- does US entity help?  Someone you can sue, but would that help?

- some say that the important thing is being able to pursue the individual, that it serves as a deterent

- some countries have laws where IP belongs to person developing, not company unless there is a contract


Some companies have Audit capabilities


- some companies are setup to prevent SW to be taken out


KPMG auditing will audit outsourcing facilities too


Loss of Know How


Work to document or build tools around the “know how”, people will leave


Create a constant flow of knowledge between teams


But single points of failure exposure can be fairly common


This seems to be a key concern to many people when discussing offsourcing


His experience:



ODC being setup in Russia got lots of small new projects

· avoiding moving existing projects

· concern about losing the knowledge


offshore development center  (ODC?)



if they create stuff, how do we make sure we retain the work

· this is more like a src code control system

But you always lose some know how.. you do the best you can to share between offsource people and local people


May not even help to have the repository

Everyone agrees that most of what we don has single points of failure with single people who understand something

· having common process and repository does help

· but not perfect

Siebel:


All dev systems are in US, Indian team uses pc as terminal to US machine


Actually works well, surprising it doesn’t slow things down

Design & code reviews help, parity between teams means both sides review the other teams code.

Processes help… SrcCode isn’t know how, Know How is the other stuff, like how to build and test or QA


Long Term Project Management



Process can mitigate the problem




Must have processes



Appropriate technology can help




Wiki, Gforge  (Sentil uses these 2)




SrcCode Control,  Web conferencing



Sometimes people remove the local account mgr in the US

· this person sometimes only helps manage the client!

· So hiring a local person as your own local mgr can help

· This gives you someone in site who will watch for problem,

· But outsourcing companies won’t like having a client person who is in there all the time.

· Not everyone agrees having a person there

· They fell short tem only makes sense

Work Styles & Work ethics

· are different and not likely to change

· this is a deep issue, need to develop processes across this

cultural issues are always going to be there



what does “Done” mean?   Is it “Done”?  Often a problem



must define what the words mean



the remote site needs to have their own local culture


Don’t ignore problems


Processing for



Surfacing



Escalating



Resolving Problem


Don’t let small problems become contractual disputes

Measuring Success

1) Are you saving money?

a. Can you prove this to the CEO?

b. Do some sort of Audit

2) How good is the team?

3) HR metrics

a. CMM metrics would be plenthy if nto too much

b. Time to grow team, retention, 

4) Spot metrics

Sort of rules of thumb


Ave time to resolve issue


Issue resolved per week


Time to ugrade an application


Lots of meaningless metrics.. they can be damaging if it isn’t used fairly

Ratio of US vs Offshore staff

· depends on the company

some companies have all Eng in India

but some have just QA or support areas

nimblecat will tell you how your offshore team compares to other

- see the website

===========================================================

Outsourcing

Bennett Barouch  iPass    bbarouch@ipass.com
Small company using a small outsourcing company

· wants a less process bound partner, needs more agility

· he has a few dozen people globally

Bennetts general tone isn’t quite as positive as Sunil

· Extremely easy to do this badly

SW development is very social enterprise

· 1 or more developers

· 1 or more QA

· some number of

· Board/CEO/Exec team

· Salse/marketing/product management

· Architecture

· Technical publications

· Customer Care

· Technical Operations

A good spec won’t do it.. the work is in the people

Sales is said to be social


But a bad sales in Germany does nothing to England


But 1 bad routine can blow all the software



Or affects all customers



Or affects the future of the company


Different from business process

Dependencies live in


Documents



No one really reads & understands.. generally not complete



Necessary but not enough 


Fragments of information in people’s head



And what happens when they leave

The SUM of those 2 is not as big as the total real dependencies you need to know about


SW is hard



Huge lexicon   (mechanical eng has std parts you can buy)



Nothing is like the last one, everything is new




Always generating IP



Code has momentum & weight.. it will affect the future




Hopefully value



Dependencies are not grockable or even grepable




Can’t just search and find them

Eng famous for lack of social skills but put them in a job that require social skills and teamwork… require working together and teamwork, something the social sales people don’t actually do


The only motivation for outsourcing is money

· all remote development is bad, even noCal to soCal

· never good from Eng view, only reason is monehy

Let’s take $100k developer ( $52 / hour


Mark up for fringe benefits and taxes etc… lets say $65/hour

- if you absorb the risk, we get the tax credit.. note outsourcing changes the tax credit, if someone else takes the credit

For india



$18-$30/hour   say $20   which is 70% savings


but not quite true:



Bennett feels every 3 people in India do the output of 2 people in the US



- oursourcing companies are getting new grads

1 technical lead in outsourcing company but in your US premises for every 5-10 people in India.. so they are on the phone back to India



- this person drives the team in India

· this person is $70 per hour because in the US

· He says the best way to fail at outsourcing is to streamline out this particular expense

In multiples of 50, you need an engagement manager  (at least 1 if < 50)

On your US premises work with the techleads


$120/hour to manage the business the total relationship

Pure management, maybe part time, but can’t also code, they need to coordinate



Traveling is necessary:   want them to work for ME, 

work is a Social enterprise

2 trips a year, 1 of your leads to India every 2 weeks

want part of the motivation is personal loyalty to ME

Rotate people thru India



Bennet feels budget $15000 per dev tem per qtr




Send someone from India to US

· help achieve acculturation, improve communication, build emotional intensity, ofster company loyalty.. roate across all team members

· very motivating to Indian team, a retention tool

does same thing for NorCal SoCal teams, it is a generality

16 developers at 100k a year, $65/hr real cost

4 mgrs/leads at 120k per year   $80/hr real cost  (used 78 in his calc)

1352 per hour * 40 hrs per week * 52 weeks 2.812160 per year

same team in India


24 developers for same productivity 20/hr


4 leads  &70/hr




includes the travel



1.9 million    so difference is now 1.5:1   not 3-5x  more like 1.5x-2x



harder to compute:




loss of efficiency . more coordination work




rework




how much pain will the company tolerate when risk materializes

· people forget they were warned and you will get blamed

· Eng will be blamed

How much funding do you need for suitable offshore lab

So considerable savings  33%  (not 70%)  but much more risk  much more than 33%


Now offshore companies sell differently



Sell increased capacity and Flexibility



Technical expertise



World class process



Does not reduce cost much

“co-shoring”   must have people onsite, to foster the communication


- sometimes converts to US side projects

Is Everyone doing it?


Look at the press clippings

Success at:

different from IT projects

QA

entire product dev 


Not successful



Time sensitive


Quality sensitive



New features on existing products



Mission critical product deve



Small and medium sized company



Splitting a single project across multiple locations


A big company put 200 people 3 years ago.. still not as cheap as the US yet


Outsource companies:



“Spec is a great idea reduced to writing”  but it is never enough



Process is key, but never enough without discussion and working together



Frequent Milestones.. just like an internal team



Suitability of project




Well understood




Clear architectural boundaries, modularity, testability




Not over constrained for time money functionality, quality

Dedicate true supervision and measurement, can’t toss over the wall

Domestic outsourcing


Same problem but mitigated


Fewer time zones


Closer cultural match


Easier travel


Good if you don’t or can’t get expertise


Good for the staffing flexibility


Will cost more than doing yourself


Still have lab inefficiencies and lab build out


Still have risk of the wrong thing being built

Summary:


Domestic vs Offshore

Remote Development Bad

Do it domestically


To get expertise you don’t have


If you can afford it


If you can take the risk of an imperfect deliverable

Do it offshore to save 33%

Projects you can afford to screw up for awhile..that Exec team manages risk and it will take 2nd or 3rd version before payback


Staffing flexibility:  can cut out outsourcing company at will, unlike some kind of internal new grad team

Spend the money and prvide the leadership


Maintain high level social contact between the teams


Must manage it


Frequent mini milestones


Project suitability


Project supervision

============================================================

HOST Presentation:    google

· host company can do anything they want

Google Earth a recent release

· they bought Keyhole 6 months ago, a 3 D model of the earth

· Very impressive release

Speaker:  Michael Jones, CTO of Keyhole now part of google

-not a GIS or super mapping but a virtual earth that is richly populated

· Keyhole has spatial context.. google search can do things like find closest gas station

· Spin off of a company sold to Keyhole

· Was used by NATO, UN, etc… from image exploitation

· This is the people’s version of that technology

Earth browser.. slide around the rectangular window to the earth


Picture of  hetch hetchy reservoir


Can rotate and explore the earth


10.9 pedabytes to do the entire earth.. 10,000 terabytes

· big server, big BW

· streaming data service.. too much data to have local

· can explore some GB of previously viewed cache when offline

you download a Ggoogle Earth browser

· can type in an address to client

· will interpolate, usually have endpoints.. within a few houses

· can put a placemark and put in a name

· can email the placemark, or directions to a friend

· stories on WSJ use this to show the location from the article

     not just maps, can look for all the ATMs

can play the route of the map directions so you can see a flying preview of the directions.. key is to visualize what it is like to be there

· much better sort of directions, you visualize the turns

· x

    data varies for the world, can have good and mediocre data

· public data varies and you get a mix  difficult to map it together

Size of a lot or piece of property

· measure tool lets you specify distance by drawing in screen

· accuracy is a function of terrain.. 90th percentile inside 20 ft

· smoots supported the MIT only measurement units

· this is an inside joke, look it up

Chicago has a full 3d model with building heights and all

· so for US cities they have gone into more detail

Lagos, Nigeria  example of worst resolute  45 ft dots

· bridges are visible but not great.. but entire earth is this good

· they are buying higher res data to improve

Data is constantly updated

· every month they publish the update

· there are many places and many servers for streaming

· just copying the data takes a week

· so only push it out every month

· rolls out incrementally

· normalizing of data can’t do things like get rid of the seasonal difference in data.. do geometric parts very well, military experience.. but the pretty looking part is newer, less well understood.. the “photoshoping” process isn’t there yet but it is getting better and they are working on

Imported Year 2000 census data


Color a function of average age


Height is the population


But can now navigate thru the map with this


So GIS type stuff can be done


Not their typical strength but it will do it


There is a mechanism for brining in the data   not exactly an API

· service provider interface

· data markup method

· can give data package and they execute this, so we can author data they will shows.. like google maps for crime

· don’t modify the program

KML is the 3d markup language

Can define a popup.. richtext, links photos stuff like that

- can turn on the PDF san diego zoo brochure

people are publishing all the time

· we have sites scraped and onto their data right now

Download the program  earth.google.com      30,000 posts right now

bbs.keyhole.com teach you how to placemark and share

· if you email 

· can put on shared server

· can post on BBS for everyone

· can chose categories, so others can find it

www.streetgangs.com  has the turfs in south east la

· and they mapped this onto the area

· can make semi transparent

Placemarks can be folders


-multiple images


can find famouse people

can mail as an ensambel.. not just a URL, it is like URL and destination page, more than just 

usgs.earthquate.kml    search for this and find the KML file from USGS


click on it if you have the client


simplest thing is lots of data


but dynamic data layers is more helpful



speed sensors from CAL trans shows us the bay Area traffic



network link is going out periodically and updating information 

partners.keyhole.com



view based refresh is different




50 newest photos in Flicker




- when view stops, we get the nearest picture


houses for sale from prudential realty in Chicago

· so you can browse the neighborhoods

· get house details

· they did this very quickly without any pre-seeding, they picked it up themselves!

Search by something like cost and property type

· no need to search location, location is part of the way you browse

· everywhere you look is an implicit search.. a very important concept

Want earth to have information you might need every day to make it a constant use.  Not just for a vacation spots, but for daily use.

Free consumer version is not a revenue source

$20 upgrade is a revenue source

$400 is used by site planners and Real Estate people

============================================================

GROUP DISCUSSION:

People can bring up a problem

1) How do you measure R&D Efficiency?

How do you describe this?  It is underneath the outsourcing arguments

Difficult for Execs to recognize everything that Eng is actually doing

· all the things it would like to do

In a real sense, Eng is where everything in the company comes together

· everything else is Silo’ed

People don’t really want the answer.. the real issue is what is it that they really want or what is really upsetting on them.. they don’t want a Gantt chart or a resource allocation… Need to reach the core issue and why in public (Lisa)

Seems like people can’t really do more than 2 things at a time.. task switching costs a lot of that  and by you are at 5-6, you are probably thrashing

      Eng Dashboards?  Don’t know of commercial solutions but homegrown solutions

· Agile community would support this, like “Rally” Vertical one  Basecamp

· Startup in Mt View that markets to CIO to manage internal projects

· Nicu is one in bay area that is similar

· Some people find it helpful to show what everyone is doing

· Because it shows what would be delayed if you pulled someone off

· x

How much is a lack of trust and how much is this just the way it is?

- SUN experience with managing by dashboards.. waste of time because it had no connection to reality and became a goal to itself


Tradeoffs:

Doing things quickly but not doing Unit testing & code reviews? But getting this done faster not as extensible… balancing point


Does it make sense to do KLOC?  Does anything make sense?


Really having Executive team priorities is really a key

· then you rate all projects from most to least important

· and then you discuss sacrificing things

2) Small startup looking for consumer internet marketing

· Generating traffic

· erik Raymond.. winster looking for someone

3) MBA valuable?

VP of marketing/CTO said an MBA would be helpful

2 MBA around the room

2 people have considered it and rejected it

product mgr still need MBA often

but MBA is also a bit over marketed

but it is considered a number 1 way to network to get the MBA

MBA helps understand the basics of business.. understand what marketing is suppose to be doing,.. helping to look and understand across the company

- If you can get that experience another way, seeing customers working with other areas, then it can be very valuable

· that switching can be educational

· if you want to be a COO, or GM, you need to get some cross functional experience

Stephen spent time in Marketing world as SE and it was vastly different

· very different view

· perception of the world is different

· the daily focus is much closer to the immediate work, Eng is usually 6 months to a year out..

Chris Marco suggests you listen very carefully in Ops reviews

· can be very educational for learning how the entire company does things

Next meeting:  Aug 10th

Mike Pegler  PTRM  product lifecycle management planning area


vpecop@yahoogroups.com  -- should change to google groups!


Speaker nominations & host companies


Potential speakers


Kent Beck Extreme Programming


Genie Laborde  

content & process formulation


Dr Shampa Banerjee CTO ziff Davis

Formerly of netgravity, quote.com and when.com


Taher Elgamel   - new startup in security

Or  Mary Ann Davidson works for Oracle on security


Jean Kalwajy  Strategic business problem solving


Proposed topics:



Agile methods for embedded SW


Dual career tracks


Dealing with dilbert marketing organizations

==============================================================

John Moran:   Global gateways


For last 8 years he facilitates COP for CIO in the valley

· 20 different companies

for last 4 years, Dir of IT are also in CoP


Now starting up for VP of Eng



- same format for CIO and Dir of IT

· dinner is very valuable, loosen up and are more social

· learn something from each of the meeings.. both professional and social grouping

· Fee includes dinner

 This meeting


General Format


Member hosted – rotates


Hosted dinner

Focus – Best Practices

· Stephen & Al Papas help found this.. we do a poor job of sharing information

· We can all be as good as all of us.. instead of as good as each of us

Topics


Expert Speakers


Vendor & guest Presentations

this is not a Marketing pitch. They must bring in expertise

Other activities   Ad hoc

CIO Group - Book

· it is available in Barnes & Noble… it is CIO wisdom

· maybe same sort for VP of Eng

www.communityofpractice.net

- archives of past meetings

CIO had a lot of discussion lists


Things like SOX


A big resource pool


CIO group is roughly size of everyone in room + missing members  maybe 26



For profit organization

Membership Cost:



Yearly from date of training    

3000 for membership and dinner for 1st VP of Eng



During the bubble there were $30k groups



CIO had 10 billion to 100 million in revenue, company sizes vary

Dinner was at Zucca Restaurant

Slowest month is August.. May 2003  so 2 years    6 members right now, no one has left  

-- they are considering maxing out around 20-25 people

-- too much larger is an issue

any size of the company is allowed… they want the mixture


-

