4.1 Build/Reinforce Sponsorship and Foundation�xe "Process Improvement Process:Understand Context step:Build/Reinforce Sponsorship and Foundation activity"�


��This activity begins in Step 1, Understand Context.�


	


Overview


In this activity, your objective is twofold: to build and sustain strong sponsorship, and to create an organizational foundation�xe "Organization:foundation"�, including culture�xe "Organization:culture"�, that supports successful continuous process improvement programs. This activity may be conducted in parallel with the next activity, Update/Define Improvement Strategies.


Success of a process improvement program is highly dependent on the commitment and support of senior management. Before launching a process improvement program, senior management must sanction the program and demonstrate this commitment to everyone in the organization by performing the “nondelegable" tasks described in this activity.


A process improvement foundation�xe "Process Improvement:foundation"� is required to support process improvements. This foundation�xe "Foundation" \t " See Process Improvement, infrastructure"� includes organizational readiness, the SC, and the PG. Both of these groups represent the sponsors, champions, and change agents who support process improvements. Champions�xe "Champion"� are needed to advocate process improvement and to keep people supportive by constantly reinforcing its benefits. Change agents�xe "Change Agent"� are needed to perform the day–to–day tasks of support, implementation, planning, managing, and review. Sponsors�xe "Sponsor"� must continually demonstrate and reinforce commitment.


	


Start Criteria


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


•	Any supporting documents, including prior process improvement action plans and organizational strategic plans that are related to process improvement


•	If the organization is continuing process improvement, the planning documents created and updated in previous cycles, including the software process improvement plan, risk management plan, action plan, and influence strategy


•	Any historical process improvement information


	


Tasks


If you are a process user, champion, or potential change agent within your organization, and sponsorship is lacking, find someone who will sponsor process improvement. To do this, view the change as building management's awareness and belief in continuous process improvement. Perform Task 1 and Task 2 in Cycle 1 with this idea in mind until you have found an authorizing sponsor�xe "Sponsor:authorizing"�, and build intermediate or reinforcing sponsors�xe "Sponsor:reinforcing"� continuously as you work toward this objective. Before sponsorship is established, the amount of resources you can expend on these two tasks will be limited and may be conducted on your own time. Perform them to the best of your ability.


Once sponsorship for process improvement has been established, perform these tasks in parallel with tasks in the Define/Update Improvement Strategies activity. 


Understand that the tasks (except for Cycle 1 tasks) in this activity are nondelegable tasks—they must be conducted by the sponsor. Assist the sponsor in any way possible, but the message to the organization must come from the sponsor. 


1. Understand Implementation Climate�xe "Organization:climate"� and Organizational Readiness.�xe "Organization:readiness"��xe "Organization:readiness:understanding"� You need to understand the organization's history of process improvement and the readiness of all stakeholders to undertake process improvement. In this task, survey as many potential stakeholders as possible to understand their perceptions of the following:


•	Success of Past Process Improvement Initiatives. Previous unsuccessful attempts at process improvement tend to decrease the credibility of the sponsors and increase the resistance in stakeholders.


•	Current Level of Stress in the Organization.�xe "Organization:stress"� Stress within an organization can impact your process improvement program. Some sources of stress are positive motivating forces for the program, such as a lost contract opportunity, while some are less motivating, such as downsizing or a hostile takeover. Higher levels of stress require more resources to manage and implement process improvement successfully. 


•	Culture of the Organization.�xe "Organization:culture"� Process improvement efforts that are aligned with the organizational culture have a greater chance of success than those that are not. When improvement efforts are counter to the existing culture, the culture always prevails. 


•	Degree and Type of Commitment of Sponsors.�xe "Sponsor:commitment"� The degree and type of commitment of executives, senior management, and middle management are important indicators of improvement success.


•	Concerns of the Process Users.�xe "Stakeholder:resistance to change"� Resistance is inevitable. Listen to and understand process users concerns about the change and its consequences, so that you can better manage their expectations.


•	Ability of the Change Agents.�xe "Change Agent:ability of"� These people must have the proper skills, respect, support, and responsibility to be effective in their positions. One key skill that is needed is a deep understanding of human reactions to change. 


A general rule of thumb is that if the climate is strong (good history and low stress), then fewer resources will be needed to build organizational readiness�xe "Organization:readiness"� (culture, sponsors, process users, and change agents). Conversely, if the climate is weak (poor history and high stress), you will need more resources to build organizational readiness. The information gathered in this task is used in Task 2. 


At this point in the process, you will have limited resources (time, money, people) to expend on performing this task. The methods you use to gather this information will be informal and nonintrusive in nature. It is too early in the process to know specifics about what will change, so concerns of the process users and ability of the change agents cannot be gauged at this time.


Once you have identified a strong sponsor, more resources may be used to gather this information. The methods you use will be more formal and, ideally, quantitative in nature. It may be wise to get an external consultant with expertise in organizational change to perform this task. 


If the organizational climate is not conducive to change, or the readiness of the stakeholders is low, consider these as risks to your process improvement program and address them in the next step of the cycle.


If a change has occurred in your organization that would affect its readiness, you may need to reassess these factors. For example, if your sponsor leaves the organization and a replacement is brought in, this may affect not only the perception of sponsor commitment, but also organizational stress.


2. Prepare and Execute Influence Strategy.�xe "Influence Strategy"��xe "Process Improvement Program:influence strategy"� To maximize the probability of successful process improvements, you need to develop an influence strategy to communicate to the organization what process improvement is, why it is needed, what it will be like after the improvements are made, what path you will take to get there, etc. Perform the following subtasks:


•	Define Change and Identify Stakeholders.�xe "Change:defining"��xe "Stakeholder:identifying"� For all the roles in process improvement, identify why they should support process improvement, what the change will mean to them, and what will not change, and the potential people in the organization who will fall into that role. Figure 4–2 shows a sample matrix that can be used to gather this information.


As you identify what will and will not change, remember to consider the stakeholder's frame of reference�xe "Stakeholder:frame of reference"��xe "Frame of reference"�. By understanding the point of view of the stakeholder group, you can identify potential resistance. 


Another way to identify stakeholders is to obtain a current organization chart and, using four or five different highlighter colors, identify the sponsors (both authorizing and reinforcing), champions, change agents, and process users.


•	Develop Sponsor Profiles. For all potential authorizing and reinforcing sponsors, from most senior management to immediate supervisors of process users, gather the following information:


-	What is their attitude toward process improvement? What is their awareness of process improvement activities and resources required?


-	To whom do they report? Whom do they go to for counsel? Who goes to them for counsel? Does anyone in the process user group influence them?


-	What about process improvement might interest them?


-	What is their communication style? Are they ROI–driven? technology–driven? people–driven? 


-	Where are the sponsors, both authorizing and reinforcing, located on the organization chart? Where do the potential process users, champions, and change agents fit, in relation to the sponsors?


Rank the list of sponsors (both authorizing and reinforcing)�xe "Sponsor:authorizing"��xe "Sponsor:reinforcing"�, from the easiest from whom you are likely to gain buy–in to the most difficult. 


•	Understand Stakeholder Relationships�xe "Stakeholder:relationships"�. A successful influence strategy will take into consideration the relationships among the stakeholders. Figure 4–3 shows three common stakeholder relationship scenarios (Conner 1993). Which scenario best reflects your situation?


-	Scenario 1. This is the typical hierarchy organization. The sponsor may successfully cascade some of his sponsorship duties to the change agent. The process users view the change agents as extensions of the sponsors.


-	Scenario 2. If the sponsor delegates sponsorship duties to the change agents, the process users are more apt to resist. For this structure to be successful, the sponsor needs to emphasize his commitment to process improvement and introduce the change agents as the group chosen to guide the process improvement efforts. This demonstrates unequivocal commitment and reduces resistance. 


-	Scenario 3. This structure poses a challenge. If the sponsor (Sponsor A) and the change agents want any glimmer of success, they must convince the process users' sponsor (Sponsor B) that process improvement is imperative. Until then, resistance will occur.


Examining an organization chart is one way to understand relationships, but most communication occurs in a less formal structure. It may be helpful to develop advice, trust, and communication relationship networks, as described by Krackhardt and Hanson (1993).


•	Develop an Influence Strategy.�xe "Influence Strategy"� With all the information gathered above, develop a “sales pitch," using the most appropriate means in your organization (e.g., presentation, white paper, electronic mail, newsletter) to communicate with the stakeholders. Support from the stakeholders will not occur without such communication. This strategy should include:


-	Motivation section to help the stakeholders unfreeze�xe "Change Model:three-stage:unfreezing"�


-	Vision of the desired state, i.e., what the organization will “feel" like after improvements are made�xe "Change Model:three-stage:refreezing"�


-	Outline of the transition steps to achieve the vision�xe "Change Model:three-stage:transition"�


Figure 4–4 shows two graphics, based on the three–stage model�xe "Change Model:three-stage"� of change shown in Figure 2–4, that can be used to summarize the information you put into your influence strategy. 


Your main focus in this cycle is to develop an influence strategy to convince someone in senior management (a potential sponsor) that process improvement is valuable and worthy of resource investment. Spend most of your time identifying potential authorizing and reinforcing sponsors. Begin informing some process users of the process improvement effort. Be selective in the amount of information you share and with whom; you want to decrease the possibility of someone sabotaging your efforts before you have gotten off the ground.


Once you have identified a sponsor, focus on cascading sponsorship (from senior management to process user supervisors) and establishing buy–in from all stakeholders in the organization, especially process users. The influence strategy you use here can be used in the subsequent task of demonstrating sponsorship and commitment.


As you learn more about each stakeholder group in your organization, it may be necessary to revise your influence strategy. Not only can you use this influence strategy within your organization, you can use it to influence your parent or peer organization. 


3. Demonstrate Sponsorship and Commitment.�xe "Sponsor:commitment"� Sponsors can demonstrate commitment by performing the following nondelegable actions:


•	Set Challenging Goals to Ensure Process Improvement. It is crucial for senior management to set reasonable, challenging goals. These goals should be attainable, but the organization should have to “stretch" moderately to meet them.


•	Provide Necessary Resources. Sponsors need to invest in learning and communication. Brown–bag lunches, guest speakers, or video presentations are means for an organization to raise the level of awareness and start to communicate better. Briefings should be conducted periodically to inform personnel of the progress of the process improvement activities.


•	Monitor Progress. Senior management can provide visible support and maintain the seriousness of the program by monitoring its progress.


•	Reward Success, But Do Not Punish Failure. The purpose of process improvement is to fix the process, not the people. Reward those who contribute to the process improvement efforts. Look upon less–than–successful efforts as valuable lessons learned. Punishment only serves to stifle people's motivation and involvement.


•	Build a Culture of Improvement. Sponsors should create an atmosphere of continual change and improvement. The organization that becomes adept at handling change is better poised to continue to improve the way it does business and to remain successful and competitive in its market. 


A sponsor has not yet been identified to perform this task.


Use the influence strategy�xe "Influence Strategy"� created in the previous task as a vehicle to demonstrate commitment. Communicate this influence strategy to the organization stakeholders. Pick three to five main points of the influence strategy (such as the existing state, the desired state, and the costs of not changing) and mention these when talking to anyone in the organization about process improvement. Short, consistent messages help to demonstrate commitment and build trust in the stakeholders.


If you doubt whether sponsorship can be sustained throughout the improvement cycle, do not proceed any further. Instead, execute another cycle, focusing on strengthening sponsorship.


Continue to reinforce the importance of process improvement by using the influence strategy. Also stress the progress made to date and the resulting benefits.


4. Form a Steering Committee�xe "Foundation:Steering Committee (SC)"��xe "Steering Committee (SC):formation of"�. The role of the SC is to guide process improvement in the organization, based on the knowledge of its members of high–level organizational issues. This committee cannot be formed until a sponsor has been identified. 


Membership of the SC should consist of the sponsor, middle managers from each major software group or division within the organization, and the PG leader. The SC should meet on a regular basis, either monthly or quarterly, and provide progress reports to the overseeing manager. The responsibility of the SC chair should be rotated on a periodic basis among the members, but initially the senior manager is the chairperson.


See Section 6, Chart a Course: Plan Improvements, for specific details on the duties of the SC.


A sponsor has not yet been identified to perform this task.


Involve the SC early in subsequent planning and commitment activities. Since the SC is considered a sponsor, its members should, as do other sponsors, promote the same three to five key points from the influence strategy. 


Spend time on building a strong, dynamic team to increase its effectiveness. This group is very visible and should demonstrate sponsorship. If the team is perceived as ineffective or dysfunctional, the process improvement program will not be perceived positively. 


At the start of each cycle, evaluate membership on the SC for fit to the focus of the current cycle. Consider rotating the chairperson role so that others can be seen as a sponsor and leader. As members leave the SC, recognize and reward their efforts and contributions. This acknowledgment may be as simple as a plaque for outstanding contribution or a monetary reward.


If there is a turnover in SC members, perform some additional team building exercises to set the stage for the new members. Refer to Scholtes (1988) for guidance on team building exercises.


5. Establish a Process Group.�xe "Foundation:Process Group (PG)"��xe "Process Group (PG):formation of"� This group cannot be formed until a sponsor who fully supports the process improvement has been identified. The PG is the focal point for software process improvement and works with managers and engineers to improve the process capability of an organization. The PG should report to senior management, through the SC, and should be recognized as having authority to effect change. 


The recommended PG�xe "Process Group (PG):staffing level"� staffing level should be between 1% and 3% of the software engineering department. Staffing can be done by permanent assignment, part–time assignment, temporary assignment, or a combination of these. There needs to be at least one permanent member of the PG, however, to maintain continuity and focus. The permanent member is considered the PG leader. 


The suggested guidelines for selecting the PG leader�xe "Process Group (PG):leader:guidelines for"� are: 


•	Recognized as a Leader Within the Organization. This person is the liaison among senior management, middle management, and the process users.


•	Experienced in All Phases of Software Development. This person must have a clear, detailed understanding of the organization's process and practices.


•	Advocate of Process Improvement and TQM Principles. Senior management and engineers (process users) within the organization may continuously challenge or resist process improvement activities. The PG leader needs to reaffirm the importance and value of process improvement.


•	Team Leader or Participant in the Process Assessment. Ideally, the PG leader functions as the leader of the process assessment team, thus demonstrating leadership to the organization. 


•	Experienced in Project Management. The PG leader is the main focal point for overseeing the process improvement steps. The PG leader also coordinates and manages the activities of the PATs. 


•	Strong Team Building and Team Dynamics Skills. The PG leader works with groups that are formed to assist in process improvement activities.


Other members of the PG�xe "Process Group (PG):members:guidelines for"� should be practicing software professionals. They may have development or support roles. The current focus of the PG is to provide guidance for selecting the skill sets these members need to possess. For example, if the current focus of the PG is improving project management practices, then its members should have a good understanding of project management concepts and principles.


A PG could potentially exist at many layers in an organization�xe "Process Group (PG):position in organization"�, depending on its size and organizational structure. Typically, there is one PG per functional organization, i.e., an organization whose products are built for one functional area, such as Management Information Systems and real–time embedded systems. You may also have a PG for each project within an organization or a PG across several functional areas, though these are less common. Things to consider when several PGs exist: Does each have a clear purpose (charter), or will they be stepping on each other's toes? Whom do they report to? What are their spheres of influence? 


See Section 6, Chart a Course: Plan Improvements, for specific details on the PG's duties.


In Cycle 1, you have not identified a sponsor, so a PG cannot be formed.


Involve the PG (change agents) early in subsequent planning and commitment activities. Since the PG is the main focal point for process improvement implementation, its members should, as do other sponsors, promote the same three to five key points from the influence strategy. The sponsors should formally recognize and introduce to the organization the members of the PG.


Spend time on building a strong, dynamic team to maximize its effectiveness. This group is very visible, it has been sanctioned by senior management to implement process improvement. If need be, provide the members of the PG with communication and consulting skills training. If the team is perceived to be ineffective or dysfunctional, the process improvement program will not be perceived positively.


At the start of each cycle, evaluate the membership of the PG in terms of fit to the current cycle focus. The PG leader role�xe "Process Group (PG):leader:rotation of"� may be rotated, but beware of too frequent rotations; you may lose continuity from one cycle to the next. As members leave the PG, recognize and reward their efforts and contributions. This acknowledgment may be as simple as a plaque for outstanding contribution, a monetary reward, or promotion. This both demonstrates to others that you value the efforts of the PG and encourages members of the group to become more actively involved with process improvement.


If there is a turnover in PG members, perform some additional team building exercises to set the stage for the new members. Refer to Scholtes (1988) for guidance on team building exercises.


	


Measures


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


•	Time and effort spent understanding the implementation climate and organizational readiness


•	Size of organization, in persons and organizational units


•	Time and effort spent developing an influence strategy


•	Size of influence strategy (e.g., pages or charts)


•	Quality of the influence strategy


•	Size of the SC


•	Size of the PG


•	Cost of external consultant engaged to assist with understanding the implementation climate and organizational readiness, if any


	


Stop Criteria


This activity is complete when:


•	You have prepared an influence strategy and documented it in the form most appropriate for your organization, possibly a presentation or white paper


•	You have secured adequate sponsorship to support process improvement


•	You understand the current climate of the organization


•	You understand the level of stakeholder readiness for process improvement


•	Both the SC and PG have been established


If you doubt whether sponsorship can be sustained throughout the improvement cycle, you have two alternatives. First, you could execute another cycle, focusing on strengthening sponsorship. Second, if your sponsor is willing to commit to a formal software process assessment, then you could proceed and use that assessment to solidify sponsorship. If you choose to proceed with an assessment without adequate sponsorship, you increase the risk of implementation failure, which incurs both short–term costs, such as wasted resources, and long–term costs, such as reduced confidence in leadership.
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