7.2 Manage and Monitor�xe "Process Improvement Process:Implement Improvements step:Manage and Monitor activity"�


��This activity begins in Step 4, Implement Improvements.�


	


Overview


Your objective in this activity is to manage the implementation of process improvements and to collect data to be used in later review activities. This activity should be performed in the same manner as a software development project for an external client. In fact, it is useful to adopt analogous structures and processes (e.g., schedule monitoring, status meetings, and reports).�xe "Implementation:approach"� 


There are crucial differences between working on a such a project, however, and implementing process improvements. Inevitably, as the process unfolds, there will be resistance�xe "Change:resistance to"��xe "Resistance to Change"� and fear�xe "Change:fear of"�—the by–products of major change. These issues need to be addressed by bringing them out in the open and addressing them the best way you can. Refer to Section 2.2, Human Responses to Change Are Complex. 


	


Start Criteria


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


•	Approved action plan, including all tactical plans


•	Resources to manage and monitor the implementation


	


Tasks


The primary task in this activity is managing the implementation of the action plan for this cycle�xe "Action Plan:managing the"�. The other tasks are listed here as separate tasks to emphasize their key role in the success of process improvement: addressing resistance to change�xe "Change:resistance to:how to manage"� and supporting the PATs. This activity is performed in parallel with the Implement activity.


1. Manage the Implementation�xe "Action Plan:managing the"�. Implementation of the tactical plans should demonstrate visible progress toward the objectives of the cycle and the process improvement program. If the implementation is not managed, visibility becomes almost impossible.


This task is not performed until adequate sponsorship is established.


Manage the implementation just as you would any other software development project. Specifically, you undertake the following: 


•	Begin the implementation with a kickoff meeting, inviting champions, change agents, and senior management (sponsors). Review each implementation task and the overall process improvement schedule. Confirm resource (people, time, money) availability. Create enthusiasm for the process improvement cycle. The meeting should end with an agreement on when the implementation tasks should commence and when the next meeting will be held.


•	Hold regular meetings during the implementation to highlight issues and problems that each PAT may face. Resolve conflicts and misunderstandings among the PATs. 


•	Track progress of the implementation against the schedules defined in the action plan.


•	Track progress against your planned budget.


•	Publicize periodically the progress of the implementation to your management, the SC, other sponsors, champions, and process users within the organization.


•	Maintain communication among all stakeholders (sponsors, change agents, champions, and process users) on the status of the implementation. This will continue process improvement momentum and buy–in.


2. Gather Implementation Data. Gather data during the implementation to show progress toward your cycle objectives. This data will be used in the Review Progress activity in Step 5. The data to be collected is defined in the action plan�xe "Action Plan:success criteria"��xe "Measurement:success criteria"� (see Task 7, Develop Measures of Success), in the Define/Update Action Plan activity.


This task is not performed until adequate sponsorship is established.


Gather and analyze information to determine if process improvements are progressing as planned. Specifically, you undertake the following:


•	Ensure that you are receiving progress reports from the PATs on a regular basis, as defined in each tactical plan.


•	Gather additional, potentially subjective, information from the PATs and the pilot projects involved with the improvements.


Check the information you have gathered against the measures and success criteria outlined in the action plan�xe "Action Plan:success criteria"��xe "Measurement:success criteria"� to determine if you are progressing as expected.�xe "Implementation:progress of:when to assess"� If the implementation achieves completion criterion, determine whether you want to continue progress with the implementation or move on to the next step, Review and Update, and formally analyze the implementation at this point. Keep the following guidance in mind when making this determination:


•	Before you move to the next activity for a formal review, ensure that the implementation has been completed to such a point that it makes sense to proceed with the next step. If you stop implementation too early—before improvements have been made—you risk reporting benefits that do not accurately portray reality. If you wait too long, you risk dampening the enthusiasm for the change and/or losing management commitment by not publicizing success stories early enough.


•	If you do not make the expected progress, find out what has happened. Slowed progress�xe "Implementation:progress of:slow"� might be due to problems in the action plan, problems with vendor support, problems with political and management support, problems with stakeholder buy–in, unexpected or expected risks�xe "Risks"� occurring, problems with defining the new process, or problems with the process's interface to the environment. Stop or slow down the implementation, determine how to resolve the problems, and replan, reformulate, or reperform the appropriate tasks to resolve the problems. Then continue the implementation.


•	Ongoing implementation assessment should examine not only quantitative progress�xe "Implementation:progress of:quantitative"� towards the cycle objectives, but also whether the new process fits the process users' needs and expectations in a qualitative sense�xe "Implementation:progress of:qualitative"�. Is the process being used in ways that are true to the intent of those who selected and/or designed the improved process? Does the implementation maximize the process's potential?


3. Support the PATs�xe "Process Action Team (PAT):support of"��xe "Support:of the Process Action Team"�. Once the PATs have become established, they must receive adequate support while they install and use the new processes. If they do not get adequate support, the probability of full acceptance and use of a process will decrease rapidly. 


This task is not performed until adequate sponsorship is established.


Provide support as defined in the action plan�xe "Action Plan:support of"� for this cycle. The support you provide can include:


•	Training and education coordination�xe "Training"�


•	Process consulting�xe "Process consulting"�


•	Expertise on implementing organizational change�xe "Organizational Change"��xe "Organizational Change" \t " See Change"�


•	Access to technology experts, preferably permanently or temporarily transferred to the group


4. Analyze Risks Associated With Implementation. Now that you are implementing process improvements, you may identify new risks to achieving your program and/or cycle objectives. For example, a pilot project may experience team dynamics problems. Plan and execute mitigation strategies. For more guidance on risk analysis, refer to the Analyze and Resolve Risks activity in Step 2. You may choose to spin off a spiral to handle risk analysis.


This task is not performed until adequate sponsorship is established.


Document any additional risks that have been identified. Evaluate, plan, and execute risk mitigation strategies. Update the risk management plan to reflect the new risks and mitigation strategies. 


5. Manage Resistance to Change.�xe "Change:resistance to:how to manage"� Despite the fact that you have sought commitment and approval throughout the process, you will still encounter stakeholders who resist the change throughout the implementation. Listed here are some common forms of resistance (Block 1981):


•	Give Me More Detail. The stakeholder wants to know everything about what is happening. No matter how much information you give, it is never enough. This typically occurs when sponsors ask for ROI data to demonstrate the value of process improvement. 


•	Flood You With Detail. The stakeholder gives you more information than you requested, focusing on minute details.


•	Silence. The stakeholder is passive and has no particular reaction to what you are saying. When asked for feedback, the typical response is “Keep on going, I don't have any problems with what you're saying. If I do, I'll interrupt." This may be a signal of covert resistance.�xe "Resistance to Change:covert"� 


•	Nonverbal Messages. The stakeholder may be sending nonverbal messages of resistance, such as clenching fists, moving away from you, or shaking his head when you speak. Look for nonverbal behavior as a cue to resistance. 


Resistance to change can be managed once it has been identified. Some ways to surface resistance�xe "Change:resistance to:surfacing"� are: 


•	Surveys


•	Suggestion boxes


•	Forums or “all–hands" meetings


•	Third–party (internal or external) interviews


•	Hot lines


•	One–on–one discussions 


For these techniques to be most effective, they need to be performed continuously, not just once. Covert resistance�xe "Resistance to Change:covert"� will not surface on the first try to expose it, but only after you have created a safe atmosphere for stakeholders.


This task is not performed until adequate sponsorship is established.


With your understanding of the two typical responses to change, discussed in Section 2, identify the potential resistors and their behaviors. You can best manage their resistance by doing the following:�xe "Change:resistance to:how to manage"��xe "Resistance to Change" \t " See Change, resistance to"��xe "Change:resistance to:forms of"�


•	Identify the cause of resistance from the stakeholder's frame of reference. It is very important for you to understand the stakeholder's point of view. You may not agree with that view, but you should recognize that it is very important to the stakeholder. 


•	Explain the change in the stakeholder's frame of reference.�xe "Frame of reference"� The stakeholder needs to understand how process improvement will affect his or her day–to–day work and career.


•	Establish realistic expectations. Acknowledge that there will be a feeling of uncertainty as the organization and its processes change, but that is to be expected. Describe to the stakeholders how you will manage the transition. 


•	Allow the stakeholders to express their concerns. Use techniques to surface resistance repeatedly. Ask open–ended questions, and then be quiet and listen intently.


•	Involve stakeholders in reaching your organization's objectives. When at all possible, provide opportunities for the stakeholders to be involved in planning, process definition, and other decision–making activities. 


6. Reinforce Sponsor Commitment.�xe "Sponsor:commitment:reinforce"� Most sponsors feel that their job is all downhill during the implementation of process improvements. Not so. Without maintaining the visibility and continually stressing the importance of this change, the organization is likely to slip back into its old habits. It is much easier to revert to old habits than to persevere through the change. 


This task is not performed until adequate sponsorship is established.


During this period of transition,�xe "Change Model:three-stage:transition"��xe "Transition stage"� assist the sponsor with reinforcement by: 


•	Involving the stakeholders in implementing process improvements


•	Providing the resources to achieve the cycle objectives


•	Rewarding supporters of process improvement


•	Motivating stakeholders who are resistant


•	Communicating the progress of process improvement, always focusing on the desired state


	


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 managing the implementation, including:


-	Project tracking and oversight


-	Updating the tactical plans


-	Progress meetings


•	Number of identified risks that occurred


•	Number of risks identified, analyzed, and mitigated


•	Time and effort spent identifying and resolving risks


•	Time and effort spent updating the risk management plan


•	Number of organizational issues raised and length of time until resolution


•	Time and effort spent gathering implementation data


•	Time and effort spent supporting the PATs and pilot projects, including training coordination, process consulting, and organizational change assistance


•	Time and effort spent managing resistance to change


•	Time and effort spent reinforcing sponsor commitment


	


Stop Criteria


This activity is complete when the implementation for this cycle has been completed as defined in the action plan (set of tactical plans).
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