8.2 Define/Update Program Plan�xe "Process Improvement Process:Review and Update step:Define/Update Program Plan activity"�


��This activity begins in Step 5, Review and Update.�


	


Overview


Process improvement does not just happen. It requires a detailed plan that sets the direction of process improvement, outlines the basic steps to get there, and identifies milestones that can be used to demonstrate progress. It is well worth your time to invest in developing a solid plan to guide your process improvement program. 


A typical plan consists of six interrelated topics (Harrington 1987):


1.	Mission. This is the stated reason for existence. Although the mission changes infrequently, it is usually modified when the organization pursues a new market.


2.	Operating Principles. These are the basic beliefs of the organization. These principles are reflected in the culture of the organization and rarely change.


3.	Business Objectives. These objectives set the long–term direction of the organization.


4.	Performance Goals. These are quantifiable results that the organization wants to accomplish in a period of time to support the objectives.


5.	Strategy.�xe "Process Improvement Program:strategic planning"� The strategy defines the way the performance goals will be implemented to achieve the objectives.


6.	Tactics. The tactics define the specific tasks to perform in the short term to move toward the performance goals.


Your objective in this activity is to develop a detailed plan for a process improvement program and to update these plans based on the previous cycles and lessons learned. Contents of the plan will be based on information from many sources, including any risk analysis work done in the Analyze and Resolve Risks activity (in Step 2) and your analysis of the implementation progress conducted in the Review Progress activity (in Step 5).


	


Start Criteria


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


•	Process improvement program strategy, objectives, and constraints


•	Cycle strategy, objectives, and constraints


•	Draft risk management plan developed in Step 2


•	Data gathered during any implementation conducted in this cycle


•	Results from the Review Progress activity


	


Tasks


You will define recommendations to senior management on how to proceed with process improvement, based on the new or updated process improvement program plan. This plan includes estimates for the budget and schedule for the first three steps in the next cycle. 


1. Define Recommendations and Develop/Update Program Plans. Define your recommendation(s) for how the program should proceed in the next cycle and develop/update the process improvement program plan accordingly, including budgets and schedules for the next cycle.


In the first cycle, you plan the entire process improvement program and the next cycle. Your plan is based on the program strategy, objectives, and constraints, and the results of the risk analysis performed in the Analyze and Resolve Risks activity (in Step 2). Specifically, you need to do the following:


•	Develop a long–range strategic plan for improving the processes in your organization. Include the long–range goals of the program, the general order in which improvements will be performed, the stakeholders needed (both authorizing and reinforcing), and the recommended infrastructure (SC and PG) and their roles.


•	Develop a budget and schedule for the program.


•	Develop a draft plan for the next cycle (Cycle 2). This includes estimates for the resources and budget needed to address sponsorship and infrastructure issues, analyze and avert program risks, select the program strategy, update the program plan, and prepare the cycle plan.


In the second cycle, you both established strong sponsorship for process improvement and increased the level of organizational readiness (in Analyze and Resolve Risks activity, Step 2). In this activity, you update the program plan, including budgets and schedules, based on insights from sponsors and issues of organizational readiness. You also develop a plan for the first three steps of the next cycle, including conducting an assessment of your organization's processes.


When updating the program plan (strategic), you use the implementation analysis you performed in the previous activity, Review Progress, and as much quantified information as possible as the basis of your changes. Specifically, you update the program plan, update the budget and schedules, and plan the first three steps of the next cycle, Understand Context, Analyze Risks and Select Strategy, and Plan Improvements.


•	Program Plan. Update the program strategy and objectives, based on the results of the cycle implementation. Numerous scenarios may affect your program strategy, including the following:


-	The implementation went well, and the process improvements should be expanded to more of the organization (opening the door to institutionalization). In this case, other projects should follow the plan used for the pilot projects, taking into consideration lessons learned. Deviations from that plan may cause different results.


-	The implementation went well, but minor changes should be made before institutionalizing it throughout the organization. In this case, the same PAT may be tasked to make minor changes to the improved process. 


-	The organization should continue with implementation of this cycle's objectives to resolve issues. This situation occurs when the implementation was incomplete or experienced difficulties. Consider re–implementing previous cycles and reconsider people's assignments.


-	The organization should re–evaluate the entire situation since the implementation was perceived to be a failure. 


•	Update Budget and Schedule. When updating the budget and schedule for the process improvement program, remember to allocate time and resource contingencies to address such issues as emerging resistance, waning management commitment, and interference by other seemingly independent changes. It is important that the program plan anticipate and plan for these problems.


•	Plan Next Cycle. Based on the results of the implementation and its impact on the program plan, allocate resources and budget to conduct the first three steps of the next cycle.


	


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 defining recommendations and developing program plans


•	Size of program plan


•	Quality of program plan


•	Number of recommendations 


	


Stop Criteria


This activity is complete when you have defined or updated all program plans, as needed, based on the results of the current cycle.
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