

ISD’s Improvement Program Roadmap



A proven, systematic, risk reducing approach to successful implementation of an improvement program.
Methodology: We implement a collaborative consulting methodology. This means that all our tasks are designed to “help you help yourself.” We enable clients to perform many of the proposed tasks to their long-term organizational benefit. This either reduces the client’s dependence on the outside consultant or conversely increases the client’s alternatives and options when performing future trade-off analyses related to implementing process improvement work efforts. 
Resources: Our resources have extensive world class, global experience in process improvement and in conducting appraisals – well over 400 with our core staff. ISD consultants provided have been selected for their qualifications and their ability to work well with various organization cultures. They include CMMI Institute Certified Lead Appraisers, High Maturity Lead Appraisers, and Instructors.
Philosophy: Our approach to managing change in an organization, including conducting the suite of appraisals and consulting offered, supports our corporate philosophy that:
Process management is a strategic effort.
Process improvement should be done to help the business – not for its own sake; it must be viewed in the context of the business model;
Process measurements must be tied to business objectives
Process improvement activities must be implemented and reported in a manner that promotes “buy-in” to sustain it in an organization.

Organizational Impact: We strive to understand the organization’s business objectives, culture, legacy, and systems so that we can build a program that supports your needs. All parts of the organization are touched, including senior management, middle management, practitioners, and staff organizations. Emphasis is placed on balancing our activities and client interaction between 
Technical work (e.g., process definition), 
Skill building (e.g., courses and workshops), 
Deployment (e.g., process training and change management), and 
Communication (e.g., briefings and awareness sessions).

The tasks we offer are delivered in an integrated manner to facilitate more effective and efficient organizational change. We utilize a set of models, standards, and frameworks to benchmark the improvement program.  


The Roadmap Framework

[bookmark: ideal]We believe our roadmap will ensure your organization is successful in achieving higher levels of process capability and maturity. Our associated products and services can be mapped against the SEI’s IDEALsm model as a process improvement framework. The IDEALSM model is an organizational improvement framework that serves as a roadmap for initiating, planning, and implementing improvement actions. The IDEAL model is named for the five phases it describes: initiating, diagnosing, establishing, acting, and learning. Search, “IDEAL” at www.sei.cmu.edu for more information. ISD’s CEO, Paul Byrnes, was directly involved in the creation of this framework while working as the Appraisal Method Project Manager at the SEI during the early 1990’s.
SM Ideal is a service mark of Carnegie Mellon University.

 
The IDEALSM Model 
 
The five phases are: 
I – Initiating. Laying the groundwork for a successful improvement effort.
D – Diagnosing. Determining where you are relative to where you want to be.
E – Establishing. Planning the specifics of how you will reach your destination.
A – Acting. Doing the work according to the plan.
L – Learning. from experience and improving your ability to adopt new technologies in the future.

Each of the five phases is made up of several activities. The phases and activities are described below. 
The Initiating Phase

Critical groundwork is completed during the initiating phase. The business reasons for undertaking the effort are clearly articulated. The effort's contributions to business goals and objectives are identified, as are their relationship with the organization’s other work. The support of critical managers is secured, and resources are allocated on an order-of-magnitude basis. Finally, an infrastructure for managing implementation details is put in place. 
[bookmark: diagnosing]The Diagnosing Phase 
The diagnosing phase builds upon the initiating phase to develop a more complete understanding of the improvement work. During the diagnosing phase two characterizations of the organization are developed: the current state of the organization and the desired future state. These organizational states are used to develop an approach for improving business practice.
[bookmark: establishing]
The Establishing Phase

The purpose of the establishing phase is to develop a detailed work plan. Priorities are set that reflect the recommendations made during the diagnosing phase as well as the organization's broader operations and the constraints of its operating environment. An approach is then developed that honors and factors in the priorities. Finally, specific actions, milestones, deliverables, and responsibilities are incorporated into an action plan. 
[bookmark: acting]The Acting Phase 

The activities of the acting phase help an organization implement the work that has been conceptualized and planned in the previous three phases. These activities will typically consume more calendar time and more resources than all of the other phases combined. 
[bookmark: learning]
The Learning Phase

The learning phase completes the improvement cycle. One of the goals of the IDEAL Model is to continuously improve the ability to implement change. In the learning phase, the entire IDEAL experience is reviewed to determine what was accomplished, whether the effort accomplished the intended goals, and how the organization can implement change more effectively and/or efficiently in the future. Records must be kept throughout the IDEAL cycle with this phase in mind. 

Implementation: Our model-based improvement approach assumes multiple iterations of the Diagnosing and Acting Phases. 
· The first execution of these Phases will be to build organizational awareness and buy-in as well as ensure that the organization has an accurate picture of their strengths and areas for improvement as it relates to their selected reference model without having to incur the expense of a formal assessment and a well-defined action plan for addressing the findings.  
· Subsequent execution of these phases will result in further assessment of the organizations process capability and subsequent planning to address the areas identified for improvement, resulting eventually in ISD performing a formal benchmark assessment validating whether or not the organizations commitment to process improvement has resulted in a higher maturity level or process capability as well as ensuring the organization has sufficient information to continue their process improvement efforts.
Timing: With adequate senior management commitment and oversight, as well as sufficient assignment of internal resources to support the process improvement program, it is not unreasonable to estimate that you could improve your process capability by one to two maturity levels within 12 to 24 months. Successful and lasting process improvement is a long term, strategic effort.
Experience: Our roadmap describes the tasks we believe are important for any organization to consider when implementing a process improvement program.  Although every organization has a unique history and culture, the principles of disciplined, systematic process improvement implemented with a formal change management methodology greatly accelerates and deepens adoption of new practices by an organization. The roadmap is, of course, tailorable. Based on the organization’s experience with process improvement program implementation, some of the suggested tasks may not be necessary to contract to an external vendor. 



	IDEAL Model Phase
	Typical Tasks
	Task Type
	Objectives

	The Initiating Phase - 
Set Context, 
Build Sponsorship, 
Charter Infrastructure 
	Obtain Executive Awareness and Commitment

	Executive Briefing
	Provide awareness and understanding of the selected reference model.
Provide an executive overview of process improvement concepts.
Provide quantitative and qualitative benefits of model-based improvement.
Provide an executive overview and describe how any model is typically implemented in an organization. 
Build executive management buy-in for process improvement.

	
	Conduct reference model training 
	Training
	Ensure participants understand the concepts of the target model and have the knowledge necessary to implement the practices in their organization.
May be official training that qualifies participants to take Appraisal Team Training and participate on future benchmark appraisal teams.

	The Diagnosing Phase -
Characterize Current and Desired States, 
Develop Recommendations
	Conduct gap analyses or mini-appraisals, or risk assessments to diagnose the current situation


	Appraisals
	Conduct iterative gap analyses of the organizations process capability against a set of targeted and prioritized process areas.
Provide awareness of and build organizational buy-in for the process improvement program.
Identify the existing strengths and gaps in the organizations process as compared to the practices of the target reference model(s).
Develop a comprehensive set of findings that are used as the basis for action planning. 
Involve people from the organization that will be responsible for implementing process improvement.
Develop recommendations to address the gaps.

	
	Deliver Appraisal Wizard™ Software and Maintenance
	 Tool
	Provide Appraisal Wizard™, an integrated compliance management tool. It is afeature rich appraisal tool used to support appraisal planning, data collection, data consolidation and appraisal reporting activities as well as support continued process improvement progress tracking and reporting.

	The Establishing Phase - 
Set Priorities, Develop Approach, Plan Actions 
	Provide Consulting Support:  
a) Assist with Prioritization Guidance (Action planning)
	Consulting
	Assist management in prioritizing areas for improvement based on the available resources, project commitments, etc. 

	
	b) Assist in Defining a Technical Approach
	Consulting
	Determine current organizational culture and readiness to adopt a process improvement program. 
Develop strategies to deal with the resistance to change, technology transfer, etc.
Assist management and process improvement resources in defining the best approach for process improvement based on the organization’s culture.
Identify model and organizational scope of the initial process improvement effort.
Determine the best strategy for identifying, defining and rolling out improvements. 

	
	c) Assist with defining the Tactical Action Plans
	Consulting
	Assist in the development of a realistic process improvement action plan.
Conducted in iterations based on results of each subsequent gap analysis.
Analyze and prioritize recommendations and evaluate alternative implementation approaches.
Prioritize tasks.
Prepare schedule and resource requirements. 
Allocate roles and responsibilities for executing the action plan.
Develop a process improvement action plan that includes what is to be done, how it will be implemented, schedule, resources, roles and responsibilities, and oversight.
Obtain senior management’s plan commitment.

	The Acting Phase - 
Create Solutions, 
Pilot/Test Solutions, Refine Solutions, Implement Solution
One week per month of hands-on assistance. 

	Train Process Group and Action Teams in selected topics

	Training
	Deliver specific technical training designed to provide skills to practitioners implementing each process area to fit organizational needs
Ensure process group and action teams have sufficient knowledge about the process area subject to effectively define associated process improvements.

	
	Conduct Process Definition Workshops 

	Workshop
	Conduct workshops that provide templates, examples, and exercises designed to facilitate rapid development of draft organizational standard processes.
Ensure process group and action teams have skills to define effective process solutions.
Define draft processes and associated measurements to support areas identified for improvement.

	
	Conduct Team Building, Process Group, and Managing Change Workshops
	Training
	Ensure members of process engineering groups and process improvement action teams have the skills to effectively work in a team and manage organizational change. 

	
	Conduct Measurement and Tailoring Workshops
	Training
	Ensure senior managers, process improvement resources, and line managers understand how to identify, define, collect, analyze and use measures to manage the organization, projects, and service lines.
Ensure senior managers, process improvement resources, and line managers understand how to make appropriate adjustments to standard organizational processes to best fit specific project needs.

	
	Provide Consulting Support:
a) Review processes, procedures and associated measurement system.
	Consulting
	Review processes and associated measurements to ensure they meet the requirements of the target reference model.
Make recommendations for modifications.

	
	b) Mentor senior management on policy definition and verification activities.
	Consulting
	Ensure senior management understands the intent and typical content of process related policies and how they should be communicated to the organization.
Ensure senior management understands their roles and responsibilities associated with performing verification activities. 

	
	c) Support Pilot Process Deployment and Write Pilot Report
	Consulting
	Assist internal staff with the pilot project process deployment.
Document pilot project results and lessons learned.

	
	d) Revise Roll-Out Plan
	Consulting
	Revise deployment, installation, and transition plans based on the results of the pilot project.

	
	e) Support process deployment rollout.
	Consulting
	Assist internal staff with process deployment.
Coach process users.
Deliver process training.

	
	f) Monitor progress and report process improvement progress.
	Consulting
	Monitor process improvement progress.
Provide management and the process group with periodic reports on process improvement progress, issues, risks, etc.
Recommend corrective action to be taken to address issues, risks, and progress issues.
Identify ways to better apply the model practices to aid in business value to the organization.

	The Diagnosing Phase (formal appraisal) - 
Characterize Current and Desired States, 
Develop Recommendations
	Conduct model training (only required for appraisal team members if training had not been received earlier)
	Training 
	Ensure participants understand the concepts of the model and have the knowledge necessary to implement the practices in their organization.
Official training that qualifies participants to take Appraisal Team Training and participate in future appraisals.

	
	Conduct appraisal team training 
	Training
	Ensure all assessment team members understand the method and plan
Ensure team members can effectively operate audit tooling, (e.g., Appraisal Wizard™)
Ensure participants understand how to:
Review the organization’s documentation and map it against the target model
Conduct interviews with organization personnel
Perform data analysis and Formulate findings
Obtain consensus and report findings
Build the team to increase its synergy and effectiveness

	
	9) Conduct formal benchmarking appraisal to verify maturity level (e.g., Benchmark). 



	Appraisal
	Develop a comprehensive assessment plan.
Assist organization in assessment preparation. 
Conduct readiness reviews to ensure proper preparation, mitigate risks, increase chances of success, and make go/no-go recommendations.
Conduct a formal assessment that ensures the organization has an accurate picture of the organization’s current process capability.
Deliver a report used to drive the organization’s subsequent process improvement tasks.
Provide benchmark ratings to the organization.
Report the results of the assessment to reference model stewards (if required).
Develop recommendations to address the areas identified for improvement.

	The Learning Phase -
Analyze and Validate, 
Propose Future Actions
	Facilitate Lessons Learned Sessions
	Consulting
	Identify areas for improvement in the organizations process improvement program. 
Review metrics collected through the entire improvement life cycle and the set of appraisals conducted.
Assist in analysis of implementation data and feedback from process users.
Develop recommendations for incorporation in the next process improvement cycle.


Contact ISD at:
Phone: 724-612-3962
Web: www.isd-inc.com 
Facebook: https://www.facebook.com/integratedsystemdiagnostics/ 
Linked In: https://www.linkedin.com/groups/2931174 
Twitter: https://twitter.com/ImproveWithISD 
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