6.1 Define/Update Action Plan�xe "Process Improvement Process:Plan Improvements step:Define/Update Action Plan activity"�


��This activity begins in Step 3, Plan Improvements.�


	


Overview


Your objective in this activity is to develop an action plan�xe "Process Improvement:action plan"� detailing the implementation of the chosen strategy. The plan is based on the cycle objectives, constraints, and strategy defined and approved in the previous steps of this cycle. The sponsor is more apt to provide and sustain commitment when the implementation details are well understood. 


The action plan activity should begin within four to six weeks after completion of the Step 1, Understand Context, activities and may be performed concurrently with Step 2, Analyze Risks and Select Strategy. A final draft of the action plan should be released within four to six weeks after commencing this activity. The longer it takes either to commence planning or to release a draft, the greater the chance of losing momentum and sponsorship. 


This is a good opportunity for you to increase involvement of other stakeholders. Increased involvement has several beneficial effects; the most notable is surfacing resistance. Other effects are decreased stress and greater commitment to process improvement. By involving stakeholders with the planning activity, you demonstrate to them that process improvement is not being done to them, but with them. 


The action plan should be regarded as an evolutionary document. Do not delay its release while searching for perfection! As you gain additional information and insights, you will update the action plan.


The action plan is derived from a broad collaboration of all stakeholders involved in process improvement. It covers the following:


•	Underlying motivation for the process improvement program


•	Overall strategy�xe "Process Improvement Program:strategic planning"� of the organization for the process improvement program


•	Major areas that will be addressed in this cycle


•	Procedures for planning improvement activities for specific projects in each major area of improvement


•	Groups responsible for taking action in each major area, the resources needed, and a schedule


The action plan is typically a set of plans and guidelines; the physical structure is up to you. Figure 6–2 illustrates a logical action plan structure�xe "Action Plan:structure"� (Fowler and Rifkin 1990). 


•	Strategic Plan.�xe "Action Plan:strategic plan"� The strategic plan is based on the findings from an assessment, and addresses the motivation and direction of the organization's process improvement program, including charters�xe "Process Group (PG):charter for"��xe "Steering Committee (SC):charter for"� for both the SC and PG. Typically, the SC is responsible for developing the strategic plan.


•	Tactical Plan.�xe "Action Plan:tactical plan"� The tactical plans describe the work to be done in the current cycle by the SC�xe "Steering Committee (SC):tactical plan"�, the PG�xe "Process Group (PG):tactical plan"�, and the PATs�xe "Process Action Team (PAT):tactical plan"�. The plan for each PAT includes a charter�xe "Process Action Team (PAT):charter for"� for the group, describes the direction of work, and includes both a detailed plan for improving a particular process area and a plan for developing an operational template for applying the process. Once the PAT has made improvements to a process and developed an operational plan template, the PAT transfers the process to one or more projects. The information gathered during this transfer is rolled back into the tactical plan for future use.


•	Operational Plan.�xe "Action Plan:operational plan"� The operational plans are developed by a PAT for a particular project that is focused on improving a particular area. The plan details the activities performed to transfer a particular technology from a PAT to a project. For a complete description of and guidance for technology transfer, refer to Using New Technologies: A Technology Transfer Guidebook (Software Productivity Consortium 1993e).


A template for an action plan can be found in Appendix G.


	


Start Criteria


Use the following types of information and/or working knowledge as inputs to this activity:


•	Approved objectives, constraints, and strategy for the cycle


•	Results from an assessment, or information and/or knowledge gained from an informal appraisal


•	Plans from any previous process improvement efforts


	


Tasks


You will manage the development of each part of the action plan and assemble them together to finalize the action plan. 


1. Establish a PAT for Each Major Area of Improvement.�xe "Process Action Team (PAT):establishing"� Based on the strategy selected in Step 2, either a PAT or the PG ultimately is responsible for developing improvements in a particular technical area and for applying them to one or more projects. 


A PAT is comprised of experienced professionals�xe "Process Action Team (PAT):members:guidelines for"� with strong backgrounds and interests in the technical area under improvement. Each project that is affected by the technical area should have a representative on the PAT.


Guidelines for selecting the PAT leader�xe "Process Action Team (PAT):leader:guidelines for"� are: 


•	Senior engineer with experience in the technical area being addressed


•	Advocate of process improvement


•	Software Process Assessment (SPA) participant—ideally as an assessment team member


•	Project management skills


•	Strong team building and team dynamics skills


Generally, the PAT leader is a member of the PG during the life span of the PAT. It is the responsibility of the PAT leader to coordinate and manage the team's activities and to report progress to the PG and the SC.


This task is not performed until adequate sponsorship is established.


If a PAT is to address a major area of improvement, identify potential team members, including a PAT leader.


After the team has been established, work on building a strong, dynamic team to increase its effectiveness. This group will work closely with project staff to implement process improvement. If the team is perceived as ineffective or dysfunctional, the process improvement program will not be perceived positively. 


2. Task Each PAT to Develop a Tactical Plan�xe "Process Action Team (PAT):tactical plan"�. You are now at the point where plans to improve specific areas in your process are developed.


The primary responsibility of the PAT (which may be the PG) is to develop a tactical plan to improve a specific technical area. This plan covers all the activities that the PAT performs, estimates of schedules and resources, and other relevant information, such as potential risks. The PAT typically plans for the following activities�xe "Process Action Team (PAT):responsibilities"�:


•	Understanding the existing process (sometimes called the “as–is") well enough to establish requirements of the process


•	Documenting the new process (sometimes called the “to–be")


•	Refer to the Process Definition and Modeling Guidebook (Software Productivity Consortium 1992a) for more information�xe "Process:definition and modeling"�


•	Examining industry best practices by, for example, attending conferences/workshops, reading conference papers, or participating in outside working groups


•	Screening new technologies


•	Making recommendations on new technologies to pilot


•	Planning, in coordination with the PG, for technology transition


•	Organizing workshops/seminars to disseminate new technology information


•	Working with the PG to design operational plans for projects


•	Assisting with execution and evaluation of these projects


•	Preparing templates for the operational plans, along with guidelines and examples


Though the plan comes from the PAT as a team, the PAT leader may be the only one working on the first draft of the plan. The other identified team members may be involved to a lesser extent until implementation actually begins.


Technology transfer–related activities are covered in Using New Technologies: A Technology Transfer Guidebook (Software Productivity Consortium 1993e.)


This task is not performed until adequate sponsorship is established.


Task each PAT to develop a plan to address improvements in its assigned technical area, including estimates of resources and schedules.


3. Task the SC to Develop a Tactical Plan�xe "Steering Committee (SC):tactical plan"�. The SC has responsibilities to perform during the implementation of process improvements and should have a plan for executing its duties�xe "Steering Committee (SC):responsibilities"�.


The SC's role is to provide support for process improvement. Support comes in many forms, such as (Fowler and Rifkin 1990):


•	Developing organizational policies for process activities


•	Resource and process management


•	Building consensus among various groups 


•	Interfacing with other high–level committees or corporate planning offices 


•	Developing charters for the PG�xe "Process Group (PG):charter for"� and PATs�xe "Process Action Team (PAT):charter for"�


•	Preparing strategic plans


•	Setting priorities for actions


Another important role of the SC�xe "Steering Committee:as reinforcing sponsor"�, due to the high organizational level of its members, is to reinforce sponsorship and commitment to process improvement throughout the organization. Emphasizing the responsibility and value of the SC will motivate middle management to become supporters of process improvement. The SC should communicate information concerning process improvement to many other areas of the organization. Communication of this information may come in many forms:


•	Providing additional process improvement concept training


•	Providing brown–bag lunches on process improvement


•	Providing status briefings on the strategies or direction of process improvement within the organization


This information flow encourages others to initiate process improvement activities and provides visibility of your organization's process improvement success. 


This task is not performed until adequate sponsorship is established.


Ask the SC to develop a plan to address its responsibilities for this cycle, including estimates of resources and schedules. 


4. Task the PG to Develop a Tactical Plan.�xe "Process Group (PG):tactical plan"� The PG has responsibilities to perform while the PATs implement specific process improvements. Some ongoing activities�xe "Process Group (PG):responsibilities:management"� of the PG are:


•	Establishing and maintaining management sponsorship and commitment


•	Maintaining collaborative relationships with managers and engineers 


•	Setting appropriate expectations for engineers and managers


•	Arranging for relevant training and education


•	Tracking, monitoring, and reporting the status of software process improvement efforts


•	Participating in organizational improvement initiatives


•	Participating in organizational planning


In addition to these program management activities, the PG is responsible for performing technical activities�xe "Process Group (PG):responsibilities:technical"�, such as:


•	Defining and maintaining an organizational process architecture�xe "Process:definition and modeling"�, in collaboration with managers and engineers 


•	Working with each PAT to ensure that all processes integrate into the organization's process architecture 


•	Maintaining a process database


•	Providing process consultation to development projects and management


Refer to Process Engineering With the Evolutionary Spiral Process Model (Software Productivity Consortium 1993b) for additional details on engineering your organization's processes�xe "Process:engineering"�.


This task is not performed until adequate sponsorship is established.


Task the PG to develop a plan to address its responsibilities for this cycle, including estimates of resources and schedules.


5. Incorporate Each Tactical Plan Into the Action Plan.�xe "Action Plan:tactical plan"� The tactical plans and the strategic plan need to be assembled into an action plan. Any conflicts among the individual plans and with the organizational objectives and constraints need to be addressed.


This task is not performed until adequate sponsorship is established.


Gather the tactical plans from each PAT, the PG, and the SC, and incorporate them into an action plan.


6. Identify Budget�xe "Budget:identifying"� and Staffing�xe "Staffing:identifying"�. You need to identify the expected budget and staffing requirements for this cycle, based on the resource estimates provided by each group (i.e., the SC, the PG, and each PAT).


This task is not performed until adequate sponsorship is established.


Study the estimates of resources and schedules from each tactical plan so that you can develop an overall budget and the staffing requirements to achieve the objectives of this cycle. Specifically, you need to do the following:


•	Identify needed internal and external resources, including trainers and consultants, to assist you in areas with low levels of expertise. 


•	Identify and record the expected costs of the improvements made in this cycle. Specifically, you need to understand the costs for training (both to develop training materials and to provide the training), increased support requirements, integration time and costs, and initial productivity loss due to the learning curve. Refer to Head (1985) for guidance on training cost analysis.


•	Allocate time and resource contingencies to address such problems as emerging resistance�xe "Change:resistance to"� to improvements, waning sponsorship and commitment, and interference by other seemingly independent changes.


7. Develop Measures of Success.�xe "Measurement"��xe "Process Improvement:measures of success"� Define the success criteria for the current cycle, and define when in the cycle's implementation you will assess progress against these success criteria.


This task is not performed until adequate sponsorship is established.


Guidance for defining the success criteria and data collection requirements are given below. Refer to Appendix H for more information regarding process and product measures, and a method to help you define measures based on your goals.


Success Criteria.�xe "Process Improvement:success criteria"��xe "Measurement:success criteria"� The cycle's success criteria are the measures against which you will determine when the implementation has reached such a state that you should do a full–scale review and update of plans as described in Step 5. Your success criteria must:


•	Support both the cycle and software process improvement program objectives and strategies


•	Define when the implementation will be complete for this cycle


•	Ensure progress against the overall program objectives


Data Collection Requirements.�xe "Measurement:data collection requirements"� The cycle's data collection requirements are used both to assess empirically the impacts of the improvements on the process and process users, and to determine progress against the success criteria defined for the cycle. Your data collection requirements must:


•	Be tied directly to this cycle's success criteria


•	Include specifications of what data will be collected by whom and from whom


•	Ensure that data collected includes data received from talking to and surveying process users to determine their level of satisfaction with the new processes


•	Identify the specific times �xe "Implementation:evaluation:when to"�during the cycle's implementation period (“snapshots") when implementation should be assessed against the success criteria. 


•	Specify how the level of process improvements will be measured. For example, if project planning policies and procedures do not exist in your organization, then you may not want to have as success measure the degree of institutionalization. A more realistic measure may be to have all policies and procedures documented and all personnel trained.


8. Analyze Risks Associated With the Action Plan.�xe "Action Plan:risks"��xe "Risks:action plan"� Now that you have a greater understanding of the implementation details, you may identify new risks to achieving your program and/or cycle objectives. For example, after identifying the budget and staffing requirements, you may determine that you do not have an adequate staffing level to achieve your objectives. To mitigate this risk, you could either rescope your cycle objectives and replan the activities, or talk to your sponsor about committing more resources. Refer to the activity Analyze and Resolve Risks in Step 2 for more guidance on risk analysis. You may choose to spin off a spiral to handle either of these cases. 


This task is not performed until adequate sponsorship is established.


Document any additional risks that have been identified because of your greater understanding of the tactical plans. Evaluate, plan, and execute risk mitigation strategies. Update the risk management plan�xe "Risk Management Plan"� to reflect the new risks and mitigation strategies. 


9. Finalize the Action Plan�xe "Action Plan:finalize"�. You need to prepare a formal plan that covers what needs to be done to improve the organization's process in this cycle. A final draft should be released within four to six weeks of commencing this activity.


This task is not performed until adequate sponsorship is established.


Document in the action plan all the information you have gathered in this activity and prepare the plan for release to your sponsor.


	


Measures


In order to quantify the resources spent on process improvement, and to improve the process improvement process itself, collect the following measures: 


•	Time and effort spent developing the strategic and tactical plans (by SC, PG, and PATs)


•	Size of the strategic and tactical plans (e.g., number of pages)


•	Quality of the strategic and tactical plans


•	Time and effort spent incorporating tactical plans into the action plan


•	Number of action items 


•	Number of recommendations addressed in the action plan, not addressed in the action plan, and items not found in the recommendations


•	Number of items addressed in the action plan that are not found in the recommendations


•	Time and effort spent identifying budget and staff requirements


•	Time and effort spent developing measures of success


•	Time and effort spent finalizing the action plan


•	Size of the action plan (e.g., number of pages)


•	Quality of the action plan


•	Planned size and budget of the PG


•	Planned number, size, and budget for the PATs


•	Number of risks identified, analyzed, and mitigated


•	Time and effort spent identifying and resolving risks


•	Time and effort spent updating the risk management plan


	


Stop Criteria


This activity is complete when you have developed an action plan that details what needs to be done, including the formation of PATs, if needed, to improve the organization's process during this cycle.


6. Chart a Course: Plan Improvements
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