


2. Why process Improvement Is difficult


We have met the enemy, and he is us.


	Walt Kelly, Creator of Pogo (comic strip character)


You are reading this guidebook because your organization needs to:


•	Decrease the time it takes to develop software


•	Decrease the cost of producing software


•	Increase the quality of your software products


•	Increase the predictability of your performance


•	Increase your capacity to produce wealth (i.e., capability and market)


To achieve these objectives, you must first understand why achieving substantial improvement is not a simple, straightforward problem to solve. This section discusses the many facets of your organization and the fundamental concepts underlying organizational change.


2.1 Your Organization Is a Complex System


Consider your organization as a set of interrelated subsystems operating in an organizational environment, as depicted in Figure 2–2 (Morgan 1986). For your organization to be efficient, you need to analyze and improve each of these subsystems�xe "Organization:subsystems"�:


•	Strategic�xe "Organization:subsystems:strategic"�. Does your organization have a business strategy, or does it simply react to whatever changes come along?


•	Technological�xe "Organization:subsystems:technological"�. Are the processes that transform inputs into outputs standardized and institutionalized? Do the processes rigidify operations, or are they flexible? What types of technologies are being used?


•	Human/Cultural�xe "Organization:subsystems:human/cultural"��xe "Organization:culture:definition of"�. What are the core values, behaviors, and unwritten rules that shape your organization's culture? What orientations do people bring to work? Are they searching for challenge and involvement, or simply working for money?


•	Structural�xe "Organization:subsystems:structural"�. Is your organization bureaucratic, hierarchical, or matrix in structure? Are Integrated Product Teams (IPTs) used?


•	Managerial�xe "Organization:subsystems:managerial"�. Does the dominant managerial philosophy stress accountability and control (authoritarian), or encourage initiative and enterprise (democratic)? Does the organization stress innovation and risk taking?


It is interesting to note that all but the managerial and human/cultural subsystems can be duplicated by your competition.�xe "Competitors"� Most of this guidebook �xe "Guidebook:aspects addressed in"�focuses on improving the technological and managerial subsystems of your organization. Since these five subsystems are interrelated, this guidebook also addresses the other subsystems, thus presenting a more integrated approach to process improvement.


2.2 Human Aspects of Change Are the Most Challenging


The most important asset to your organization is its people. The people who are involved with and affected by change are considered the stakeholders�xe "Stakeholder:definition of"� of the change. History has demonstrated that major changes, such as process improvement, are likely to fail when the stakeholders are unprepared for its implementation.


This guidebook addresses both the human as well as the technical challenges in implementing process improvement so that you can increase the likelihood of successful implementation. To provide a solid foundation for you to best understand and apply this guidance, this section covers the following topics:


•	Implementation climate within your organization


•	Readiness of your organization for change 


•	Process of change


•	Potential responses to change


	


Implementation Climate


The atmosphere of an organization can greatly impact the success of process improvements. One way to get a reading of the atmosphere, or climate�xe "Organization:climate"�, is by looking at the organization's history of change and the stress of individuals within the organization (Implementation Management Associates 1992). 


A history of process improvement efforts that is perceived as unsuccessful produces an unfavorable climate for future changes. Employees question what will be different this time around. Managers question the motives of their managers. We continually hear statements such as, “We've been down this road so many times that we've worn out the pavement"; “same song, different verse"; “the more things change, the more they stay the same"; and so on. 


Stress�xe "Organization:stress"� also affects the organization's ability to implement process improvements. Organizations that add one more activity to the already overloaded schedules of their staff, are likely to suffer the consequences of dysfunctional behavior. Each activity, taken in isolation, is doable, but, when taken collectively, may possibly exceed your staff's stress limits. Process improvements do not occur in isolation, but it is very difficult to achieve success when there are four number–one priorities causing excessive stress on the organization and its individuals.


This guidebook shows you how to integrate process improvement with other thrusts, such as Total Quality Management (TQM)�xe "Total Quality Management (TQM)"�, and to minimize the potential of overloading your organization.


	


Organizational Readiness�xe "Organization:readiness"�


An organization is more apt to be successful when change is compatible with the culture�xe "Organization:culture"� of the organization. When the change is incompatible with the culture, culture always prevails. The level of cultural fit with the change greatly affects stakeholder readiness and acceptance of the change, and, thus, the probability of success. 


Change has the greatest chance of success when your organization is unified in its purpose and direction, and has a culture that supports change. Figure 2–3 depicts several scenarios of organizational readiness, of which only one is really conducive to change (Perkins 1991). 


	


Change is a Multi–Stage Process


The one–stage model of change, sometimes called the “hammer" approach�xe "Change Model:one-stage"�, usually occurs by edict or mandate, to the effect of, “Beginning today, you will do things a new way." Compliance, or the appearance of compliance, is the typical result of the hammer approach. 


Experience has shown that successful change typically occurs in three stages, not one. The three–stage model�xe "Change Model:three-stage"��xe "Transition Model" \t " See Change Model, three-stage"�, shown in Figure 2–4, illustrates the need to communicate the why and how, not solely the desired outcome. The terms used to describe these stages can be found in Conner (1993), Implementation Management Associates (1992), and Software Engineering Institute (1992). Similar concepts can be found in Kirkpatrick (1985) and Egan (1988). The stages are as follows:


•	Unfreezing�xe "Change Model:three-stage:unfreezing"�. In this stage, the need for change is stressed. For successful unfreezing, the cost of not changing (i.e., keeping the status quo) must exceed the cost of changing; in other words, an organization must be in pain. This stage motivates the stakeholders, based on a vision of the new way, to consider changing the present state. 


•	Transition�xe "Change Model:three-stage:transition"�. This stage is characterized by ambiguity, fear of the unknown, instability, and resistance, and involves planning and implementing the proposed changes. Clear transition steps, with substantial organizational involvement, are required to counter the uncertainty inherent in transition. If this stage is not managed properly, people revert to “business as usual."


•	Refreezing�xe "Change Model:three-stage:refreezing"�. This stage involves the ongoing implementation of the proposed changes and the institutionalization of those changes. The productivity and morale of the organization rebounds due to the visibility and realization of the benefits of improvement, thus achieving the desired state. 


This model of change implementation provides a framework to understand, manage, and accelerate the change process. The guidance in this guidebook helps you to use this model to maximize commitment, minimize resistance, and increase the probability of implementation success. Also, this guidebook helps you to phase in changes, so that the entire organization never drops below the sustaining level of productivity in the transition stage.


	


Human Responses to Change are Complex


Resistance�xe "Resistance to Change"��xe "Change:resistance to"��xe "Stakeholder:resistance to change"� is a natural response to change that causes major disruptions to or inconsistencies in the status quo. The more dramatic the change or its perceived consequences, the greater the resistance. You can increase your effectiveness of implementing change by understanding and respecting this response.


People express their resistance differently. Covert resistance�xe "Resistance to Change:covert"�, the harder type to manage, occurs when people disagree with the change and its consequences, but do not voice their concerns. Instead, they may choose to undermine or sabotage the change. Overt resistance�xe "Resistance to Change:overt"� is much easier to manage; people articulate their concerns, and you can directly address the issues.


People respond to change differently. What one person feels is a positive change may be seen by another as a negative. Some people resist change even if the change is perceived to be positive.


The typical reaction pattern�xe "Change:response to perceived positive"� to a perceived positive change is depicted in Figure 2–5. The terms used to describe these stages are found in O.D. Resources (1989), and are as follows:


•	Stage 1, Uninformed Certainty. In this stage, a person is confident that the change is entirely for the better and has high expectations for the results. 


•	Stage 2, Informed Doubt. In this stage, a person begins to realize that expectations were set too high. Resistance is most likely to surface during this stage and can be either covert or overt. 


•	Stage 3, Realistic Concern. In this stage, a person begins to reconcile expectations with reality and to think positively about the change. 


•	Stage 4, Informed Certainty. In this last stage, a person is once again confident of success, but only because of a better understanding of what will and will not change.


The typical reaction pattern to a perceived negative change�xe "Change:response to perceived negative"�, as depicted in Figure 2–6, is more complex and, at times, subtle. It typically follows this pattern (Kubler–Ross 1981):


•	Stunned Paralysis. The initial reaction to a perceived negative change is one of stunned paralysis. The change is so foreign to an individual's frame of reference that it causes immobilization. 


•	Denial. In this stage, the individual denies the need to change.


•	Anger and Rage. Emotions of hurt and frustration tend to surface during this stage.


•	Bargaining. This stage marks the beginning of acceptance and is characterized by the individual negotiating around the change by requesting exemptions or extensions.


•	Depression. When bargaining does not yield the desired results, the individual begins to understand the full extent of the change and its consequences.


•	Testing. The individual begins to show acceptance of the change by testing its boundaries and limitations.


•	Acceptance. The individual now accepts the change and its implications. Acceptance of change does not imply that the individual likes the change.


Some behaviors, such as denial and depression, may be difficult to observe and manage. The depression phase is a pivotal point when an individual is ready to think about the desired state. Without proper “care," the individual may slip back to the denial stage instead of moving forward.


This guidebook provides insights on how to manage both types of responses to change, so that you can focus on the desired state and achieve your objectives sooner. 
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