4.2 Define/Update Improvement Strategies�xe "Process Improvement Process:Understand Context step:Define/Update Improvement Strategies activity"�


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


	


Overview


In this activity, your objective is to define and update the process improvement program objectives, alternatives, and constraints that are consistent with the needs and current environment of your organization. Once the process improvement program has sponsorship, you will develop the objectives, alternatives, and constraints for the current cycle.


Before you can define your process improvement strategy, you need to understand the environmental issues that may influence the process improvement program. Alternatively, you may provide some retrospective validation for decisions that have already been made. Document your findings and justifications for recommendations in this activity, many of the issues and concepts change rapidly or are perceived differently by different people.


With the information identified in this activity, you can influence stakeholder expectations about the purpose of the process improvement program, as well as the purpose of the current cycle. For this reason, you may choose to perform this activity in parallel with the previous activity, Build/Reinforce Sponsorship and Foundation, during Cycles 1 and 2.


In Cycle N, this activity is typically performed after an assessment of the current state of your organization's software process. This allows you to customize the cycle objectives to the findings and recommendations from an assessment.


	


Start Criteria


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


•	Internal environment information�xe "Environment:information sources:internal"�, including any strategic plans�xe "Strategic Plan"�, process improvement documents, and analysis of your organization's work force (e.g., demographics, skills)


•	External environment information�xe "Environment:information sources:external"�, including existing organizational documents on processes and technologies (e.g., trip reports, benchmark studies), market surveys, comparison data with peer organizations, competitor information, and relevant laws, regulations, or standards


•	If you are involved in a continuing process improvement, the planning documents created and updated in previous cycles, including the process improvement plan, risk management plan, action plan, and influence strategy


•	The findings and recommendations report from the most recent assessment


•	Any historical process improvement information


	


Tasks


You will define or update your process improvement program objectives, as well as your cycle objectives, identify alternative ways to meet your objectives, and identify constraints on your process improvement program.


1. Define/Update Objectives.�xe "Process Improvement Program:objectives"� An objective is an intended or desired result of a course of action. It is better to write several independent objectives than to pack everything into one statement; this facilitates progress review and simplifies tradeoff analysis. A rule of thumb is that each objective may be met independently of the success or failure of any other objective. 


These are some characteristics of a good objective:


•	Meets Stakeholder Win Conditions. The objective reconciles conflicting expectations and creates reasonable winning conditions for all.


•	Results Oriented. The objective describes the desired result, not the means to achieve it.


•	Trackable. Progress toward the objective is determined by tracking measurable goals that support the objective.


•	Clear and Concise. The objective can be stated in 20 or fewer words.


•	Controllable. It is possible to influence how, whether, and to what degree the objective is met.


•	Realistic. It is possible to achieve the objective, given current information and resources.


•	Appropriate. The objective is well suited to the current level of abstraction.


Identify your organization's strategic objectives of process improvement, such as “achieve maturity Level 3 within two years" or “achieve a tenfold increase in quality, as perceived by our customers, in five years." Base these objectives on your perception of senior management's objectives.


Your cycle objectives will focus on both creating a process improvement program strategy and estimating the amount of resources needed to undertake process improvement activities.


Work with your (potential) sponsor and the SC to refine your organization's strategic objectives for process improvement.


Your cycle objectives will focus on identifying the key roles of process improvement and potential stakeholders to perform these roles, as discussed in the Build/Reinforce Sponsorship and Foundation activity.


Update, if needed, the organizational objectives for the process improvement program, based on feedback from the sponsors and any findings from an assessment.


Your current cycle objectives will typically focus on improving part(s) of your software process, based on the major areas of improvement from the assessment recommendations. For example, you may identify five cycle objectives: 


•	To improve software project management practices


•	To improve requirements management practices


•	To formalize review processes


•	To institutionalize software quality assurance practices


•	To install configuration management practices


2. Identify Alternatives.�xe "Process Improvement Program:alternatives"� Identify various ways to achieve your objectives. Document the following information for each alternative identified:


•	An outline that discusses how the alternative might accomplish the objectives


•	Any interdependencies among the alternative and other previous alternatives that may have been committed to


•	An estimate of the resources (e.g., people, information, time, materials, equipment) required by the alternative


•	An estimate of the confidence (lack of risk) in the estimates


•	An estimate of any additional benefits and/or opportunities


Consider all viable alternatives to attaining your strategic objectives. For example, if your strategic objective is to “achieve a tenfold increase in quality, as perceived by our customers, in five years," your alternatives may be to institute a reuse adoption program, institute TQM principles�xe "Total Quality Management (TQM)"�, and improve process maturity using the CMM. 


In Cycle 1, your cycle objective is to develop a plan that you will use to establish sponsorship.


Work with your (potential) sponsor to identify any other alternatives for achieving your organization's strategic objectives for process improvement.


Your cycle alternatives will identify ways to understand and/or assess your process. Your alternatives may include conducting a formal assessment of your organization and performing a less rigorous appraisal of a smaller part of your organization or process. Refer to Appendix B for information concerning various ways of assessing and understanding your software process.


Assuming your program objectives have not changed significantly, identify and document any viable alternative ways to implement your cycle objectives.


For example, you may identify, at a very high level, the scheduling and resource assignment alternatives, shown in Figure 4–5, for achieving the five cycle objectives identified in Task 1.


3. Identify Constraints.�xe "Process Improvement Program:constraints"� Constraints are unchangeable considerations that alternatives must satisfy. Your constraints may come from:


•	External Influences. Your organization may be part of a larger business organization that imposes expectations and constraints. The customer may also pose constraints on your organization. 


•	Limited Resources. Your organization may be limited by its availability of skilled personnel, development time, and available funding. 


•	Existing Technology. Your organization may be bound by existing technologies, such as reusable parts, commercial off–the–shelf (COTS) products, and software development methods.


•	Standards. The parent organization or a customer may impose standards to follow and/or activities to conduct.


Identify and document constraints on your alternatives to achieve your strategic objectives.


Your constraints during this cycle typically reduce the number of software process assessment alternatives to one. 


In most instances, certain constraints on your assessment methods narrow down your alternatives to just one. For example, your organization may have a contract with a requirement to demonstrate CMM Level 3 characteristics, or you may be competing in Europe and must be compliant with the ISO 9000�xe "ISO 9000"� standards.


Review the constraints on your process improvement program and update, as needed. Identify and document the constraints on your cycle alternatives.


If your process improvement program is new or revitalized, you may want to constrain your cycle objectives to one or two process area improvements. This provides you the opportunity to achieve one or two small successes, which increases stakeholder buy–in and commitment.


	


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 defining and updating your objectives


•	Time and effort spent identifying alternatives


•	Time and effort spent identifying and reviewing constraints


•	Number of objectives, alternatives, and constraints that are new, modified, or reused as is


	


Stop Criteria


This activity is complete when:


•	You have prepared a description of your organization's objectives and constraints for the process improvement program and/or for the cycle. These objectives and constraints are based on a current understanding of your external and internal environments.


•	You have prepared a description of alternative strategies for achieving your cycle objectives.


•	In the first cycle, you have identified alternative process improvement strategies that should be considered for the program.


4. Establish a Baseline: Understand Context





4. Establish a Baseline: Understand Context





4–�





4–�





4. Establish a Baseline: Understand Context





4–�











