5.3 Commit to Strategy�xe "Process Improvement Process:Analyze Risks and Select Strategy step:Commit to Strategy activity"�


��This activity begins in Step 2, Analyze Risks and Select Strategy.�


	


Overview


Your objective in this activity is to seek commitment from all stakeholders to the strategy for the process improvement program and/or the cycle. A key part of this activity is for the sponsors to publicize the recommendation and commitment throughout the organization. Ample opportunity should be provided for the stakeholders to review and comment on your recommendations. Based on the review results, you may determine that you need to revise your recommendations.


	


Start Criteria


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


•	Recommended strategy for the process improvement program and/or the cycle, along with documentation to support this selection


•	Understanding of who are the stakeholders for this activity


	


Tasks


You need to obtain approval from the identified stakeholders on the selected program and/or cycle strategy.


1. Obtain Agreement From Change Agents, Champions, and Process Users. Seek agreement first from identified stakeholders other than the sponsors. The sponsors will approve your selection with less resistance when there is buy–in from the other players involved. Since the champions and change agents helped identify the selected strategies, focus on getting the process users and any other champions and change agents to review and agree on the selection. You may need to go through several iterations of the review process before an agreement is reached.


You will seek agreement on the process improvement program strategy in the first cycle. While it is better to have strong support early on, remember that some stakeholders resist change, especially when there is no sponsor. Do not get hung up in trying to get everyone's full agreement. Identify those stakeholders who do agree; they can become champions later in the process. Pay attention to the grumbling you hear; the causes may become barriers (risks) in Cycle 2.


Again, you will seek agreement on the process improvement program strategy, though you may modify the program strategy based on any recommended changes. 


In later cycles, you will seek agreement on the cycle strategy, which is how the organization will implement improvements based on assessment recommendations.


2. Obtain Approval From Sponsors. After you have buy–in from champions, change agents, and process users, present your recommendations to the sponsors for approval. Your presentation should include:


•	Description of the recommendation


•	Your rationale for the recommendation


•	Anticipated impact of the recommendation on the organization, especially the impact on each sponsor's group


•	Estimated cost and time frame for the recommendation


Depending on your situation, you may decide to stagger the presentations, targeting first those sponsors who are more supportive, in order to build a stronger case for those sponsors who are less supportive.


You may have to go through several iterations of your presentation to management before you get a final decision to go ahead with the implementation. If so, return as necessary to any task in this activity or in the Analyze and Resolve Risks or Select Improvement Strategy activities in order to secure the decision to proceed.


This task is not performed until adequate sponsorship is established.


In later cycles, you will seek approval on the process improvement program strategy and the cycle strategy.


3. Publicize Commitment. After approving the recommendation, the sponsors need to publicize their support and commitment throughout their organizations to keep everybody informed, to reinforce the importance of process improvement, and to help prepare everybody for the changes ahead.


This task is not performed until adequate sponsorship is established.


Assist the sponsors with developing a communication strategy to publicize commitment. Use the influence strategy created in Step 1, Understand Context.


	


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 reviewing the program and cycle strategies with change agents, champions, and process users 


•	Number of persons interacted with during the review


•	Time and effort spent developing a management presentation


•	Size of the management presentation (e.g., number of charts)


•	Quality of the management presentation 


•	Time and effort spent meeting with sponsors


•	Number of presentations to and meetings held with sponsors 


•	Time and effort spent publicizing commitment


•	Number of persons to whom and places where commitment was publicized


	


Stop Criteria


This activity is complete when:


•	You have secured commitment from all stakeholders on the program and/or cycle strategy


•	The sponsors have publicized their commitment to software process improvement to the organization
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