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Background

Intel IT Flex Services is Intel's internal, 
full-service technology solution provider and 
consulting practice that offers built-to-order project 
execution.
Flex Services is also:
– Global
– ~400 internal Intel employees + contingent workers + 

suppliers
– A two-time Intel Quality Award recipient
– The only business group in Intel that 

does not receive an annual budget

Next: Biz Lines in Flex
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Business Lines in Flex

Application Development/Support and Services in 
numerous IT disciplines
– Project Management Service
– Application Development/System Software: Firmware, 

BIOS, Drivers, Embedded Applications
– Software as a Service (SaaS)
– Quality Assurance/Validation Management and Support
– Software and Content Localization
– Security (Encryption, Network, Product)
– Outsourcing Management Service
– OpX Consulting Service
– Small Form-Factor Operations (Push Email)

Next: V1.0
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Quality Management v1.0

Used MS SharePoint*,
MS Office* for process,
MS Excel* for measurement
gathering & analysis

Limited grouping,
views, etc.

Next: A Problem
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Problem Scenario
33 page process!

More tailoring &
notes than steps!

Next: Consequences
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Unintended Consequences

PMs resisted 
adopting 
subsequent process 
versions.
Misunderstanding,
non-compliances,
and frustration.

Next: Measures & Results
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Challenge: Hard to compare measures and results

No documented project’s defined processes
No metadata to compare similar project types
PMs couldn’t find truly analogous data
Financial/billing system metadata was being used 
for determining what processes should be applied
(bad idea!)
No accurate demographics of project types or 
process usage

Continuous improvement to higher maturity 
behaviors became a serious challenge.

Next: V2.0
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Solution: Quality Management V2.0 -- AQMS

Automated Quality 
Management System 
(AQMS)
Uses a process element 
database and project 
characteristics to produce a 
defined process.
– Documents and stores the 

project-specific defined 
process.

– No need to understand all 
processes to apply the 
correct ones to a project.

– Alternative tailoring is 
available within key defined 
processes.

Next: PDP
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Project’s Defined Process 
Based on Characteristics

…to this.

Processes can be 
tailored from this…

Next: Built Process
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Process built in AQMS Client – Process 
Level

Processes built in AQMS follow a standard format to 
ensure consistency.

Next: User View
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Process Built in AQMS – User View
Display appearance matches MS Word* format

Next: FMR
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Solution: Flex Measurement Repository

Next: Analogous Data
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Solution: Analogous data and measurement

Characteristics in AQMS can be queried.
Measurements & Processes can be correlated.
– Helps PMs use analogous data from previous projects in 

planning current projects.
– Learning and reuse from previous projects is readily 

available.
– Effectively evaluate the effect of process changes

We can now compare project characteristics to 
measurements and defined processes to identify 
process performance and process improvements 
opportunities.

Next: Costs
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Cool, right? But at what cost?

Automation tools can be expensive to buy/build 
and maintain
Process engineering becomes more complex
SEPG requires tool expertise
Complexity increases lead times for implementing 
changes
Processes become less portable
Automation enhancements can become a 
distraction to process improvement

Next: Problems Solved?
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So Does AQMS 
Solve All of Our Problems?

Far from it!
– PMs have yet to fully embrace the idea of a dynamic 

defined process.
– PMs still expect to encounter a large legalese process that they

have to comb through to find their process.
– The idea of changing characteristics and select tailoring 

options to produce the process needed is still new.
– Characteristics are still often aligned to our billing processes, 

which is a carry over from when billing data was our only 
metadata.

– We still have some cultural changes to implement that are 
associated with moving to a PM defined process.

– It takes time to collect enough data to fully utilize, and 
justify, the automation solutions.

Next: Questions
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Questions?
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Intel Corporation

keith.lutz@intel.com



17 November 20, 2008


	Building a Better Mousetrap��Lessons learned implementing �process management automation �to accelerate quality improvements
	Background
	Business Lines in Flex
	Quality Management v1.0
	Problem Scenario
	Unintended Consequences
	Challenge: Hard to compare measures and results
	Solution: Quality Management V2.0 -- AQMS
	Project’s Defined Process Based on Characteristics
	Process built in AQMS Client – Process Level
	Process Built in AQMS – User View
	Solution: Flex Measurement Repository
	Solution: Analogous data and measurement
	Cool, right? But at what cost?
	So Does AQMS �Solve All of Our Problems?
	Questions?

