


APPENDIX G. Action Plan Template�xe "Process Improvement:action plan:template"��xe "Action Plan:template for"�


This appendix provides you with a template for an action plan. Refer to Section 6.1, Define/Update Action Plan, for a complete discussion on the action plan, including logical structure, contents, and planning tasks. (The action plan template in this appendix does not correspond directly to the illustration presented in Figure 6–2.)


The action plan may be structured according to your needs. The plan presented here is hierarchical in nature, but the numbering scheme and page numbers must be changed to reflect a stand–alone document. You may wish to include a title page and table of contents.


G.1 Executive Summary


The executive summary serves as a synopsis of the entire action plan. A reader should be able to get a general idea of the motivation, approach, schedule, staffing, and risks associated with the process improvement effort by reading this summary. Everything discussed in the executive summary should be covered in the document in more detail. The executive summary should be the last part of the plan you write. If you do a good job on the other sections, you can develop a first draft of the executive summary by rephrasing paragraphs from the rest of the action plan.


Events Leading to Action Plan


Establish a historical context for the action plan. Conduct the following:


•	Discuss the events that led to the decision to conduct an assessment.


•	Review briefly the steps of the assessment that led to the findings and recommendations report.


•	Discuss the steps taken to write the action plan.


Purpose of Action Plan


The purpose of an action plan is to implement the improvements identified in the findings and recommendations report. This section discusses, in general terms, how the action plan supports the findings and recommendations report and relevant corporate objectives.


Major Recommendations and Initial Actions


Introduce the major recommendations from the findings and recommendations report, and discuss the first improvement actions that will be taken. The purpose of this section is to inform the reader of what comes next, specifically:


•	Actions to be implemented first


•	Actions that will produce the most–needed improvement


Criteria for Success


In general terms, discuss how you will evaluate the success of implementation of this action plan. This section should be a summary of the milestones and evaluation section of the appendix on new technologies and procedures, found in Section G.7.


Summary of Schedule


Discuss the major milestones of the schedule. This section should be a summary of the information discussed in Section . Be sure to discuss several near–term milestones. This section should convince the reader that there will be a steady stream of benefits, rather than a long period of work with no visible payoff.


G.2 Introduction


The purpose of the first two sections of the introduction is to convince the reader that the action plan is worth implementing. The remaining five sections introduce and summarize concerns that are addressed in detail in later sections of the plan. Each of the remaining sections should indicate where the reader can find more detailed information.


Initiative to Improve


Briefly discuss the reason(s) your organization needs to improve its software process.


Benefits


Discuss the benefits you expect to result from your process improvement effort. Indicate how your organization's corporate objectives are to be served by implementing the actions in this plan.


Actions


Summarize the key process areas that are addressed by the action plan and the most important actions in each area.


Action Plan Management


Discuss your overall strategy for funding, staffing, and scheduling the process improvement effort. You can refer the reader to the section on Action Plan Management, Section G.4.


Risk Analysis


Summarize your approach to risk analysis, the major risks you identified, and the way you plan to address them. Briefly state the constraints you must live with and how these constraints impose risks.


Process Action Teams


Name and summarize the purpose of each PAT.


New Technologies and Procedures


Briefly discuss the major new technologies and procedures that are to be adopted under this plan. It is not necessary to mention every addition, but you should say something about the new technologies and procedures that are:


•	Most beneficial


•	Most prone to risk


•	Most challenging to implement


G.3 Actions


This section defines your responses to the assessment team's findings and recommendations. This section should convince the reader that each recommendation has been considered during the action planning process, that the response to each recommendation is reasonable, and that the new technologies and procedures to be introduced will not adversely impact ongoing projects.


Recommendations and Responses


In this section, you organize recommendations by process area and discuss the response to each recommendation. Mention every recommendation in the findings and recommendations report. If you decided not to implement a recommendation, justify the decision in the associated response.


Name of First Process Area


Include one section for each process area that is mentioned in the findings and recommendations report or that is addressed by this action plan. 


If a recommendation applies to several process areas, include it in the most appropriate area. Do not discuss a recommendation more than once. Use a format similar to the following:


•	Recommendation. Summarize briefly a recommendation or a group of recommendations that have a common response. 


•	Response. Describe the response to the recommendation in the previous paragraph. In most cases, the response will involve implementing one or more of the new technologies or procedures described in Appendix B in Section G.7. Note that several actions can be associated with a particular new technology or procedure. For example, introduction of a new software design tool involves purchasing the tool, installing it on one or more platforms, training engineers in its use, establishing a mechanism for resolving problems, and introducing the tool to existing projects. Describe each action separately since you may allocate actions for a single new technology or procedure to more than one PAT. Show how each action supports corporate initiatives.


If you choose not to follow a recommendation, explain why.


•	Recommendation. Repeat this paragraph for each recommendation in the process area.


•	Response. Repeat the response for each recommendation.


Name of Second Process Area


Repeat this section for each process area addressed by this action plan.


Transition to Projects


Process improvement involves acquiring new technology, adding new procedures to your software development process, and modifying procedures that are already in place. Often, new technologies and procedures must be tailored for existing projects. In this section, you discuss the impact you expect new technology and procedures to have on existing projects and summarize guidelines for tailoring them for ongoing projects. Include detailed tailoring instructions with the technology and procedure descriptions in Appendix B, found in Section G.7.


Expected Impact on Existing Projects


Explain how new technologies and procedures are expected to impact existing projects.


Guidelines for Integrating With Existing Projects


Summarize guidelines for tailoring procedures and adapting new technology for existing projects. The adaptation should involve additional actions beyond those described in Section . List the additional actions in this section.


G.4 Action Plan Management


The purpose of this section is to identify the PATs that carry out the process improvement actions, the funding allocated to each group, and the schedule.


Approach


Introduce and justify your approach to managing process improvement.


Work Breakdown Structure


The WBS is a hierarchical decomposition of a process improvement task into increasingly detailed subtasks. This section should include a diagram of the tasks and subtasks and a brief (one line) description of each. Link each task and subtask back to the actions discussed in Section .


Organizing for Process Improvement


In this section, you introduce the groups that are to implement the action plan. Name and describe briefly each PAT. Provide detailed descriptions in Appendix A, found in Section G.6.


Include an organization chart that shows reporting responsibilities and other interactions among groups. The PG should oversee the entire effort. 


Responsibility Matrix (Resource Allocation)


In this section, you allocate the actions described in Section  to the PATs introduced in Section . Specify who is to implement each action and who is to evaluate its implementation. In many cases, you will allocate different actions for the same improvement to several teams.


Consider using a matrix to map actions to teams.


Budget


Describe the source and amount of funding for each of the working groups introduced in Section .


Schedule


The schedule should show the planned starting and ending times for each action described in Sections  and , as well as dependencies between actions. If possible, it should also show when each action will impact each project. Consider using a Program Evaluation and Review Technique or Gantt chart to represent the schedule. Remember that the process improvement effort should produce a steady stream of visible results; you must have short–term and long–term milestones in order to ensure continued buy–in.


Criteria for Success


In this section, you discuss how you will measure success both while the action plan is being implemented and after all actions are in place.


For each process area, track success at least to the level of goals. You may track success to the level of individual practices, or to an even finer level of detail, if you choose. 


G.5 Risk Analysis


In general, the objective of risk analysis is to develop an understanding of possible impediments to process improvement and to decide how you will deal with those impediments if they arise. In this section, refer to the risk management plan. You may choose to provide an overview of key risks and mitigation strategies here.


G.6 Appendix A: Process Group and Process Action Team Charters�xe "Process Group (PG):charter for"��xe "Process Action Team (PAT):charter for"�


In this section, provide a detailed description of each group involved in implementing this action plan. Be sure to include any existing groups, such as the PG. Some groups, such as temporary investigative committees, may be too informal to include in this appendix.


Name of First Group


For each group, describe its mission (purpose), life span (length of existence), responsibilities, positions for individuals within the group, the individuals above and below the group in the chain of command, and any other individuals or groups with which the group will interact. Also list the members of the group.


Mission Statement


Briefly describe the purpose of the group.


Life Span


Certain groups, such as those devoted to adapting new technology and procedures to existing projects, may have a limited life span. Indicate in this section how long each group is expected to operate. If possible, tie temporary groups to a pair of milestones: one for the point at which the group begins to function, and the other for the point at which the group disbands.


Detailed Group Responsibilities


Use a list to describe, in detail, the responsibilities of the group.


Positions Within Group


Name and describe the responsibilities of each unique position within the group. Examples of positions include group leader, technologist, and technical writer.


Members of Group


List the name and position of each member of the group. For each, indicate how they can be contacted, what percentage of their time they will allocate to the group, and how long they will be members.


Supervising Individuals or Groups


List the individuals or groups above this group in the chain of command.


Subordinate Groups


List the groups below this group in the chain of command.


Interactions With Other Groups


List groups (other than superior or subordinate groups) with which this group is to interact on a regular basis. Describe the nature of the interaction.


Name of Second Group


Repeat this section for each group involved in implementing this action plan.


G.7 Appendix B: New Technologies and Procedures


In this section, describe each new technology or procedure, justify its adoption, discuss what other technologies and procedures must be in place for it to work, list the skills required to use it, and discuss how it can be tailored for use on specific projects.


The information requested can be obtained performing technology transfer activities discussed in Using New Technologies: A Technology Transfer Guidebook (Software Productivity Consortium 1993e), specifically by executing Cycles 1 and 2 of the technology transfer process. 


Name of First New Technology or Procedure


Describe the new technology or procedure and include a list of reference material and sources of expertise.


Reason for Adoption


Explain why your organization is adopting the new technology or procedure. Tie the technology or procedure to the actions described in Section .


Enabling Technologies or Procedures


Describe any technologies or procedures that must be in place in order for this technology or procedure to work.


Skills and Training Required


Describe skills and/or training needed by users of the technology or procedure.


Tailoring Approach


The tailoring approach for a specific technology or procedure consists of general guidelines (i.e., what can be changed and what must be left alone) and detailed plans for tailoring the technology or procedure to specific projects. Obviously, plans for tailoring to specific projects should not contradict the general guidelines.


General Guidelines


Describe, in general terms, how this technology or procedure can be tailored for use on existing and new projects. In general, new technologies and procedures should be applicable to new projects without tailoring. Tailoring may be necessary for existing projects and for future projects, however, when mandated by the customer. Your description should indicate what aspects of the technology or procedure might change and what aspects must be the same for any application. For aspects that might change, include a list of alternatives.


Tailoring for Specific Projects


Indicate how you will adapt the technology or procedure to each existing project. If you know of new projects that will require tailoring, discuss them in this section as well.


Milestones and Evaluation


Discuss how your organization will know that the technology or procedure has been successfully adopted.


Name of Second New Technology or Procedure


Repeat Section  for each new technology or procedure.
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