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Foreword

ISO

14:2013(E)

(the International Organization for Standardization) and IEC (the International Electrotechnical
Commission) form the specialized system for worldwide standardization. National bodies that are members of
ISO or IEC participate in the development of International Standards through technical committees
established by the respective organization to deal with particular fields of technical act|V|ty ISO and IEC
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Heal-committees—colaberateinfields—ofmutual-interest—Otherinternational-erganizations;
non-governmental, in liaison with ISO and IEC, also take part in the work. In the field ‘of
nology, ISO and IEC have established a joint technical committee, ISO/IEC JTC 1.

hational Standards are drafted in accordance with the rules given in the ISO/IEC Directives, B

main task of the joint technical committee is to prepare International Stapdards. Draft
dards adopted by the joint technical committee are circulated to national bodies for voting. P
ternational Standard requires approval by at least 75 % of the national bodies casting a vote.

ceptional circumstances, when the joint technical committee has collected data of a differd
which is normally published as an International Standard (“state{ of the art”, for example), it m
sh a Technical Report. A Technical Report is entirely informative in nature and shall be subj
y five years in the same manner as an International Standard.

Attention is drawn to the possibility that some of the elemeénts of this document may be the subj
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. 1ISO and IEC shall not be held responsible for identifying any or all such patent rights.

EC TR 33014 was prepared by Joint Technical Committee ISO/IEC JTC 1, Information
ommittee SC 7, Software and systems engingeering.
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Introduction

This Technical Report provides guidance on using process assessment as part of a complete framework and
method for performing process improvement as part of a continual improvement activity. The guidance
covers:

— invoking aprocessassessment;

— using the results of a process assessment;

— identifying improvement actions aligned to business goals;
— culturalljissues in the context of process improvement;

— dealing jwith management issues for process improvement.
The overall goal of this Technical Report is to strengthen these needed abilities for continual improvemgnt of
processes in organizations. Organizations too often struggle with process:improvement because of lagk of
focus on negessary process improvement abilities. This Technical Report will help an organization erjsure
benefits are|realized from process improvement. It will also help anerganization prepare for success|with
specific progess improvement initiatives, programmes or projects.“The Technical Report also describe$ the
process impfovement basics vital for performing a process impreyement programme or project.
ISO/IEC TR([33014 deals with process improvement on three levels:

— Strategic, what goals to achieve, the motivation and.direction.

— Tactical, how to achieve the goals of process.improvement.

— Operatipnal, how to perform the process‘improvement.

ISO/IEC TR|33014 has three improvement perspectives:

— Procesg perspective: ProceSsiimprovement as a programme or project.

— Organizational perspective: Improvement of organizational improvability in order to ensure success| with
improvgment projects.

— Project perspective: Improve a project’s improvability and reach improvement success.

This TechnigahReport is part of a set of International Standards designed to provide a consistent and cohgrent
framework for the assessment of process quality characteristics, based on objective evidence resulting from
implementation of the processes. The overall aim is to establish a framework for consistent and reliable
assessment covering processes employed in the development, maintenance and use of systems across the
information technology domain, and to the delivery and management of services employing IT-based
systems. The set of standards, as a whole, addresses process quality characteristics of any type. Results of
assessment can be applied for improving process performance, or for identifying and addressing risks
associated with application of processes.

The set of International Standards ISO/IEC 33001 — ISO/IEC 33099 defines the requirements and resources
needed for process assessment. The overall architecture and content of the set is described in ISO/IEC
33001.
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Technical Report provides informative guidance on using process assessment as part of
ework for performing process improvement as part of a continual improvement activity. It g
bnce on how to strengthen and maintain the organization’s abilities to ensure)success wj
bss improvement.

Technical Report does not presume specific organizational structures, management strategi
bls or development methods.

nual process improvement — organizational improvability.~Improvability is addressed
hizational perspective and at the project perspective. The organizational perspective is for Ig
bvement programmes and project perspective is for process improvement projects.

b case of process improvement, the concepts and ‘principles are appropriate for the full rang
ess goals, application domains and sizes of organization, so that all types of organizations m
he same in the case of improvability.

ugh the focus for this Technical Report“is continual process improvement based on us
ssment as part of a complete framewerk and method for performing and ensuring success w
bss improvement, this Technical Report can also be used in related areas. One such rel
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is when a process improvement initiative is identified in IT Service Management (ISO/
inual process improvement.can also be used to strengthen an organization’s ability to
bvement of services.

]e continual improvement of processes takes a part in the development of the business. An
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pensable.for its application. For dated references, only the edition cited applies. For undateq
htestedition of the referenced document (including any amendments) applies.
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IEC 33001:—1, Information technology — Process assessment — Concepts and terminology

1 To be published.
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3 Terms and definitions

For the purposes of this document, the terms and definitions given in ISO/IEC 33001:—, ISO 9000:2005 and

the following apply.

31
continual process improvement

on-going cycle of process improvement programmes to strengthen and improve the processes supporting
business and include one or several improvement projects or initiatives, which can be implemented in series

or in parallel

3.2
process improvement support element
way that an prganization expresses support for process improvement projects or initiatives

3.3
improvability
inherent abiljty of an organization to support continual process improvement

4 Introduction and overview of continual process improvement

This Technical Report focuses on process improvement, based on (uiilising the results of a pro
assessment| This process improvement may be in the context of an improvement programme, improve
project or improvement initiative perspective.

Process asdessment is carried out to characterise the performance of a process with respect to a sp
process quality characteristic; this may be done as part of an:initiative to improve this aspect of the proces
to determing the risks associated with the level of achievement of the characteristic in a particular corn
Process asgessment is the basis for the process improvement initiatives or programs supported by
Technical Rgport.

Improved blsiness goals (or change in goals)”are the main driver for improvement initiatives i
organization| (clause 6.2). Process improvement programmes or improvement projects are the work c3
out to realise the change (see Bibliography [35]). Process improvement also affects the strate
requirements for competences, processes and sometimes the relation to the customers.

Continual p
customer n
improveme
with organiz

ocess improvement is a.cycle based upon the premise that in order to always meet or ex
eds, organizationS:must continuously improve. Besides providing guidance on pro
, this Technical-Report also focuses on how continual process improvement can be enha
tional support,

The set of glements/supporting improvement indicates improvability in this Technical Report. Improvg

can be evaljiated,-strengthened and maintained. Improvability closely links business, people and changg.

cess
ment

peific
s, or
text.
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and methods for organizing the |mprovement activities. Durlng an improvement programme a change of

strategy and methods has to be considered.

In relation to this Technical Report, ISO 9004:2009 (see Bibliography [20]) is relevant for the formulation
business strategy, identification of business goals, performing resource management, learning from
following up on on-going improvement programmes and projects.

Additional knowledge about process improvement can be found in the assessment indicators of any pro
assessment model conformant with ISO/IEC 33004.

of a
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Ccess
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All necessary roles have to be enacted in any improvement initiative to reach success. For that reason a set of
roles are defined in this Technical Report, and the roles are related to success with process improvement and
organizational improvability.

Because of this broad organizational involvement, the audience and usage of this standard are accordingly
broad.

Audience:

Process assessors

rocess improvement leaders in organizations

Process improvement leaders in process improvement training

Consultants (organizational external and internal) supporting in process improvement
Project managers

Process experts

Service managers

Training practitioners

Service improvement managers

Process improvement sponsors (may be the sameperson as assessment sponsor in ISO/IE
hot necessarily).

Process improvement project managers

Usage:

4.1

Advice in relation to improvement following a process assessment
(General advice on how to“enhsure success with improvement initiatives
Advice on change(methods

Training interest

Organizational marketing of improvement initiatives internal and external

Postimprovement review to identify risks

C 33002, but

Determining the organizational improvability
Improvement of processes in projects

Consulting to enhance improvability

Framework

This standard deals with process improvement on three levels:

Strategic, what goals to achieve, the motivation and direction;

© ISO/IEC 2013 — All rights reserved
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— Tactical, how to achieve the goals of process improvement;

— Operational, how to perform the process improvement.

This standard also has three improvement perspectives:

— Process perspective: Process improvement as a programme or project;

— Organizational perspective: Enhancement of organizational improvability in order to ensure success with
improvement projects;

— Project perspective: Enhance a project’s improvability and reach improvement success.
The three leyels and three perspectives are combined in Table 1, and illustrate the entire framework.

All three pgrspectives have a common operational level, including the activities that\ implemen{ the
improvement.

The tactical Jevel describes the support elements which best bolster a process imprevement project’s sudcess
rate, or an prganizational success rate with process improvement programs in~general. The tactical [level
differs for the perspectives on how to identify what to improve. For process improvement a prgcess
assessment|is used.

The strategif level gives the basis for setting up an improvement programme, including definition of scope of
change and fidentification of the overall change strategy.

Table 1 — Framework for process improvement and its support

LEVEL / PER- PROCESS ORGANIZATIONAL PROJECT

SPECTIVE Process improvement | Organizational improvability Project improvability

STRATEGIC F\@}\ANCE ORGANIZATIONAL
)4 IMPROVABILITY
Clause 6 Step 1 to 4
TACTICAL IMPROVE PROCESSES ENHANCE ORGANIZATIONAL ENHANCE PROJEC|T
Clause 5 Step'4-to 3 IMPROVABILITY IMPROVABILITY
R . Clause 6 Step 5to 7 Clause 7 Step 1 to 2
OPERATIONAL C) ; IMRPOVEMENT PROJECTS
A Clause 5 Step 4 to 8
N
This Technigal.Report can be used in three ways:

1) As a guide to perform process improvement that at the Process perspective includes both the
Tactical and Operational levels.

2) As a guide to enhance an organization’s improvability, which at the Organizational perspective
includes all three levels of the framework: Strategic, Tactical and Operational levels.

3) As a guide to improve a project’'s improvability, which at the Project perspective includes both the
Tactical and Operational levels.

Each improvement perspective has several steps. The steps and their relations are presented in Figure 1.
These steps involve many important roles in an organization. This addresses the different types of roles in
clause 4.2, and Informative Annex A discusses how their daily problems and solutions can be related to
process improvement.
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Clause 4.3 highlights the basics in process improvement, and clause 4.4 highlights the basics in enhancement
of improvability for continual improvement of processes.

O
2. Identify 3. Select ) ( O —=
{ 1. Identify \ the scope of modelsand ( 04\'/:::;2?;:66 \ _.G_.! g
Clause 6 \business goals /  Business Organizational Scope K Methgds and /| wodels \\ strategy 9 ‘ © Q
. goals -~ Change of org. -identify roles Methods . s
Step 1to4 change and roles U)
Change strategy
Process improvement
Clause 5 Clause 6 Clause 7 gﬁgs;’i‘s’gtf‘m,s needs
Step1to 3 Step 5to 7 Step 1to 2
-4 ) @© 5. 1dentiy = T.1dentry
% O:. aEri(iazr;tliz:s \ S Status of Improve-\ E { Status of Improve- '\
o Bus%ness Goals -g &ment Support © ment Support
8 N elements S elements
QL_ Process improvement % Improv. Support E_ Improv: Support
o objectives o > element status E element status E
> 2. Identify o= = ISEr)
(] Process \ o L/ 6.Define scope 3 2. Define.scope '\ =S
Q Improvement 8 ‘;’ & of change e} & of change 8 Q
g cycle © O a =
. < o
Process improvement C E Scope of Q. Scope of
Implementation plan w .= change 8 change
©
SIRaaIm. \ 7.Define £
Process ) -
e ——"— K organization IT]
A ¢ Input Current ’
Asiiessssm,z;’; ozf:ut Process profile Pruces.s improvement
ISO/IEC 33002 Orgdgjsaiion
ISO/IEC 33010 Indust
N . . Clause 5 benc’ilrfn;yrk f\‘ Approved
ew iteration Step 4to 8 \{ 4, D&vélop \ Action plan E
i action plan 5. Implement c
Improvement pI'OjeCt \:-\ \improvements A\ 9 6
\ B3
Current { 8. Monitor \ { 7. Sustain \ E Q
performance \ \ Performance \improvements - 6. Confirmt \ I:;”:f’;z:’;:‘:s o
Institutionalised \ N Confirmed \Improvemen 3 O
impmvementsﬁ\, improvements :
Figure 1 — Improvement framework of activities with steps and relations
4.2 | Roles
When aiming for proecess improvement in an organization the project members, project managgrs, process
owners, project organizers, top managers, users, experts and consultants, all have different roles to play in
supgorting process: improvement and organizational improvability. This variety of perspectives heeds to be

coorflinated andienacted.

The
orgahization.

are three main roles: Performer, User, and Supplier, which are seen in at different leve]

s within the

The Performer is responsible for designing and implementing the improvement activities in the organisation. In
a typical organization a process improvement unit or department (or the equivalent) or an Engineering
Process Group (EPG) is responsible for carrying out the process improvement — thus having the role of
Process Improvement (PI) performers at the organizational level. At the project level it could be a Pl manager,
and at the individual level it could be a Pl Team member.

Sometimes the result of performing an activity is something useful for the performer him/herself, but most
often another person will use these results — the User. The process improvement user will typically be an
internal customer or end-user (e.g. quality or process department), a project manager or an individual
practitioner. When it comes to change in an organization, the users (of the change) can be anyone in the
organization (customer, project manager, practitioners, suppliers or performers). Only external organizational
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experts are not regarded as users. So in this context the users include those who receive the results of the
improvement work.

The Performer very often does not act alone. There may be a Sponsor supplying funding, a Champion helping
with a technology transfer, and a Manager who makes sure that this specific activity is delegated to the
Performer. In general a Supplier role is characterised by distributing resources, knowledge, and power. The PI
supplier will be someone from management enacting the role as sponsor and/or champion. It could be a
Manager or Sponsor at the organizational level, the project organization at the project level, and internal or
external organizational experts at the individual level.

Table 2 (inspired by Bibliography [16]) gives an overview of the roles at the three different levels mentioned.
Below, an agtountof how eaciTTote 1S enacted i the process IMprovement arena 1s described.

Table 2 — Three Process Improvement roles at three levels

Individual
level

T

Role / level

Organization
level

Project
level

Supplier Management/ Project

role sponsor Organisation Q/
AN
Performer Process Process I”OUPI Team
role Improvement Improvemeng\\ member
Unit Managg(r @)
)
Customer Pr@e\c’t Practitioner
nager
@

In an organ|zation all these roles must be defined to be successful. They have to work closely together to
“push” a proress improvement through.

ssful
, for
bther
ated

The nature ¢f the problems perceived by @ach role is also very different. One of the keys to a more succe
improvement initiative in an organization is to focus on this difference. If you have a Performer rolg
example, theén the less you focus on your “own” problems, the more you can help to solve problems for
roles, and thus achieve mutuaksuccess. See Informative Annex A for more information on roles, re
problems and solutions in process improvement.

are

It is importa
available, w
organization

ht to identifysthe various vital roles on the scene. Doing so makes visible which resourceg
ho does what, and most importantly, who must cooperate in these important projects fo
Once'these conditions are visible, the different roles can be used to create the greatest sug

r the
cess.

All these rol

bs ‘must be defined in an organization to be successful in process improvement. All roles ha

ve to

work closely togetterto-successfulty carryamimproverment through:

4.21 Management/ Sponsor

The Sponsor has the overall responsibility for aligning the improvement program according to the actual
business goals. The responsibility for initiating and supporting the improvement activities in the organization is
located here. The sponsor — typically a person from top management - is the person (or group) that endorses
the improvement programs or projects and demands the results. This type of role is found among top
managers with responsibility for business, product and process development. Only at such a level of the
organization is there is enough power and influences to make the necessary impact.
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4.2.2 Project Organization

The Project Organization (or Steering Committee) is the body responsible for defining, scoping and controlling
projects in the organization. They have to follow the project closely, and if unexpected problems or necessary
changes occur they have to make decisions on changes of the basis or direction of the project. An important
task is to ensure results — which often require continued contact with, and on-going involvement of, different
groups of stakeholders. Normally this group is selected from management. Depending on the situation, this

group of people could be supported by external experts.

4.2.3 Experts

Experts can be internal or external experts or consultants. They have the necessary competencigs to support
Mangagement or the Project Manager.

4.2.4 Process Improvement Unit (Process owners)

The Process Improvement Unit could be the department for Quality Assurance, adepartment for Methods or a
less [formal part of the organization such as a process improvement group.This Unit is the gwner of the
procgsses in the organization. It has the responsibility — often not clearly defined — to maintain the formal set
up of processes in the organization, to develop new processes, and facilitate the deployment of processes.

This
impr

4.2.5

The
proje
man
efforn
plan
with

4.2.6
A Pr

tean
prov

4.2.7

Cusf
an in
anal

role is often staffed by employees with strong interests in quality, efficiency and contin
bvement.

Process Improvement Manager

Process Improvement Manager is the person (or persons) that prepares and carries out the i
ct in practice, sometimes even including the diffusion and adoption of the change in the orga
hger must perform within the chartered course set by the Pl top manager and is the facilitat
l. An important task is to run the project, including all normal project activities and discipli
ning, teaming, managing, monitoring and_gentrolling the project and its risks. This role is o
an influential, high status, and knowledgeable project manager from within the organization.

Process Improvement Team Member

pcess Improvement Team Member is the person or group (or groups of persons) that form
together with the Projeet"Manager. The project is manned with people from across the
ding they possess the necessary competencies and qualifications.

Customer

omers are stakeholders who are important to successful process improvement. The custon
ternal orgafization like a method, process or quality department. It is important to perform g
sis to.identify the customers and make them a part of the improvement initiatives.

4.2.9

ual process

mprovement
hization. The
or for the PI
hes such as
ten manned

5 the project
brganization,

her could be
stakeholder

Project Manager

A Project Manager in every type of project is a typical user of the result of process improvement initiatives.
They are users of process descriptions, methods for specific processes, and are usually employees with
relevant competences. They need to be heard and involved, and often they are aware of the problems to be
solved.

4.2.9 Practitioner

The Practitioner (or practitioners) are part of every project team and are using the results of process
improvement initiatives. They use the results in their development of new products, and services. It is
important to involve practitioners in identification of problems, and in the solution of the problems.
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4.3 Basics in continual process improvement

Successful changes are initiated from the top of the organization. Senior management leadership is required
to launch a change effort and to provide continuing resources and impetus, although ultimately, everyone in

the organiza

tion is involved.

Key critical success factors of process improvement include:

— effective change requires an understanding of the current process and a goal — to use a map, you must
know where you are and where you want to get to;

— process
investm|

— process
progres

— change
— process

The needs
identify impr
specific imp
from, produ
and the prog
be included
quantitativel

The basic prjinciples of continual process improvement are;

— process
measur

— process
based g

— process
organiz
goals;

— process

the organization(ane realised through a process improvement programme that continues through mu

cycles g

changes will not be sustained without conscious effort and periodic reinforcement.

And business goals of the organization determine the process~improvement goals that he
pvement actions and their priorities. Process improvement is@ccomplished in a series of ste
rovement actions such as introducing new or changed practices into, or removing old prag
bt development processes. The process reference models)in ISO/IEC 33040 to ISO/IEC 3
ess assessment models in ISO/IEC 33060 to ISO/IEE-33079 may be used to identify practic
to improve the process. Achievement of proceSsvimprovement goals should be meag

.

improvement is conducted on the basis*of process assessment and / or process effective
bS;

assessment produces a progess profile which may be compared with a target process p
n the organization's needs.and business goals;

effectiveness measures relate the identification and priorities of improvement actions tq
btion's needs and business goals, and also to the achievement of product development prg

improvement is a continual activity or process. Improvement goals identified and agreed v

f planning, implementing and monitoring activities;

— improve

improvement demands investment, planning, dedicated people, management time and-capital
ent;

improvement is a team effort — those not participating may miss the benefits and may -€ven inhibit
5,

is continual not a one-shot effort — it involves continual learning and evolution;

Ip to
DS or
tices
B059
bs to
ured

ness

rofile

the
cess

ithin
ltiple

CESS

merit actions identified within a process improvement programme are implemented as pro

improvement projects;

— measures are used for monitoring the improvement project/programme in order to indicate progress and
to make necessary adjustments;

— process assessment may be repeated in order to confirm that the improvements have been achieved;

— mitigation of risks is a component of process improvement and should be addressed from two viewpoints:

— the

— the

risk inherent in the current situation;

risk of failure in the improvement initiative.
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4.4 Basics in improvability

Many organizations fail when they try to improve their processes. They may go through an assessment. They
may start one or more improvement initiatives. They may measure what is done. They may even improve their
development processes. But somehow their improvement results are limited, and the improvement process
itself is ineffective.

Several organizational abilities have high influence on the success or failure of process improvement
programs or projects. These abilities are expressed in a set of support elements for process improvement.

Critical success factors of improvability:

— pnderstand that success of process improvement depends on the organizational improvabllity, i.e. how
well the organization supports the improvement;

— demands investment, planning, dedicated people, management time and capitalinvestment.
The pasic principles of enhancing improvability are:

— psing models and methods which involve the necessary roles in the organization from the eafly beginning
Of the initiated improvement and who support ongoing action;

— |dentification of the scope for the desired change;

— |dentification of the most important process improvement 'support elements to be enhanced |n relation to
the change; (See table 5 to table 8 with description ofthe elements).

— prioritising the process improvement support elements of improvability:
— if the scope is at the organizational level’“ Pl is based on the influence on business goalg;
— if the scope is at the project or preagramme level — Pl is based on contingency factors;
— |dentification of the overall changé_strategy is critical to successful change implementation;

— Jmprovement of the abilities\to improve is a continual process which involve several type [of roles and
competences in an organization;

— methods for improyement actions are selected based on the selected overall change strategy

— |mprovement.actions identified are implemented as process improvement projects;

5 Process Improvement

5.1 Overview

Process assessment is carried out to characterise a process implemented in an organization with respect to a
specific process quality characteristic; this may be done as part of an initiative to improve this aspect of the
process, or to determine the risks associated with the level of achievement of the characteristic in a particular
context. The results may be used to drive process improvement by analyzing the results in the context of the
organization's business needs, and by identifying strengths, weaknesses and risks inherent in the processes.

Figure 2 illustrates the steps of process improvement utilising a conformant process assessment - as
described in ISO/IEC 33002.

The ovals in Figure 2 represent steps in the process, and the arrows represent information being passed
between steps.

© ISO/IEC 2013 — All rights reserved 9


https://iecnorm.com/api/?name=a13a1804dd5cc286ccf49e5e018f7d7a

ISO/IEC TR 33014:2013(E)

Change strategy
Process improvement
Initiation &
Organisation’s needs

Clause 5
Step1to3
w .
g 1. Examine
» | Organization's
&8 \Business Goals
Dg_ Process improvement
o objectives C_U
> 2. Identify Q _(I—J
o Process \ B S
g— K Improvement  / 8 L)
= cycle -
Process improvement
Implementation plan
3. Perform
Process
_ Assessment
Current
Assessment Input Process profile
Assessment output
ISO/IEC 33002
ISO/IEC 33010 Industry

Clause 5 benchmark Approved (
)

Step4to8 4. Develop \‘Action pla: (‘ E
Improvement project action plan ¢( \5.Implement '\ cC
~\ improvements S\ O —
( Q) \ = O
( ’ © >
Current 3 { 8. Monitor \ { 7. Sustain ol ; !q—) Q
performance \\ \ Performance \\improvements ) 6 Confirmt \ i,':’frzzf"”erzrs Q
Institutionalised Canﬁrmﬂ%\\lmprovemen S O
improvements impqué

Figure 2 — Steps-of process improvement

Each of thede steps is elaborated in the following clauses.
5.2 Steps of process improvement

5.21 Step 1 - Examine organization’s business goals

At strategic [evel step 1 elause 6.2 the business goals and existing stimuli for improvement, (the objectives of
process impfovement)iare set.

Setting imprpvement objectives involves first determining which process reference model(s) will best address
the organizgtien’s business goals. It also includes defining a set of target process profiles, which presert the
choice of theprocesses to be assessed and the improvement fargets set, and which will gllir‘ln identification of

the most effective improvement actions.

It is necessary to analyse business goals found in step 1 clause 6.2 in the context of the improvement initiative
to ensure the initiative has a sound foundation in budget, in the main process improvement priorities, and in
relation to the improvement strategy.

5.2.2 Step 2 - Initiate process improvement cycle
The process improvement programme should be implemented as a project in its own right, with defined

sponsorship, project management, budget, milestones and accountability. In short, the project should be
managed according to a project management process, aligned to the process assessment model being used.
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Sponsorship may be implemented in a variety of ways, according to the culture of the organization. In non-
hierarchical or higher maturity organizations for example, sponsorship and project management may both be
delegated to working level, although authorities, roles and responsibilities should always be clearly defined.

A Process Improvement Programme Plan should be produced and used to monitor progress. The plan should

inclu

The
disry
be in
impls¢
5.2.3

A pr
the

A pla
a)
b)

c)

de:
background, history and current status of organizational process improvement activities;

improvement objectives derived from organizational business goals;

brganizational scope - the organizational boundaries for the improvement programme;
stakeholder analysis;

process scope - the processes to be improved;

process improvement lifecycle;

key roles and responsibilities;

fesources;

Bppropriate milestones, review points and reporting mechanisms;

Fisks associated with the programme, and the selected risk management process;

Activities to be performed to keep all those affected by the improvement programme informed
Process Improvement Programme Plan shauld show how process change is to be implement]

troduced into existing organizational systems, and it should identify training required as a pn
bmentation of the change.

Step 3 — Perform a process assessment

bcess assessment is performed in accordance with the requirements of ISO/IEC 33002 to
erformance of a process with respect to a specific process quality characteristic.

n and schedule\for the assessment is developed which documents:
the required inputs for the assessment;

the activities to be performed in conducting the assessment;

of progress.

ed with least

ption to the on-going business of the company. It should show how the progressive implemegntation is to

erequisite to

characterise

h racaocac—and-cechadidla-accianad-ta-thaca-actihdatiac:
T TCOUUTULUT O AU SUTNTUTUUIT Aooiyricu v aiv ot AdUuvitiv o,

d) the identification and defined responsibilities of the participants in the assessment;

e) the criteria to verify that the requirements of have been met;

f)

a description of the planned assessment outputs.

The assessor(s) carry out assigned activities identified in the assessment approach and plan. Data is
collected on the basis of direct or indirect evidence that is sufficient for the Class of assessment. Three

Clas

ses of assessment are defined with the following purposes:

Class 1 - Results are suited for comparisons across different organizations.

© ISO/IEC 2013 — All rights reserved
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— Class 2 - Results indicate the overall level of performance of the key processes in the organization unit.
— Class 3 - Results provide a general indication of process rating of the organizational unit.

The quantity and type of objective evidence needed to support each process attribute rating will depend upon
the purpose and scope of the assessment.

The ownership of the assessment outputs and any restrictions on their use, plus any controls on information
resulting from a confidentiality agreement, must be defined within the assessment input, reflecting any
confidentiality agreements in place that affect the overall process improvement programme or process
capability determination.

5.2.4 Step/4 - Develop action plan

The assessment results are analysed against the organization's business goals to:
— identify|analyse and list improvement areas;

— define gpecific improvement objectives and set targets;

— derive gn action plan.

5.2.41 Identify improvement areas
Process imgrovement should be strongly supported by leadership,{communication and motivation throughout
the whole drganization. Improvement actions can only be carried out efficiently if the appropriate cultural
issues are apknowledged and addressed at all levels.

Improvemertt areas should be identified and prioritised based on a number of factors:

— analysis| of the assessment output identifying strengths, weaknesses and risks related to the assessed
processes;

— the orggnization's business goals, whichiprovide general improvement objectives to be achieved thrpugh
the imprpvement programme;

— client and customer expectations, Which provide opportunities for improving customer satisfaction;
— industry norms and benchmarks that provide a basic comparison framework for assessment results;

— measurgment results-which, if already in place, identify improvement opportunities for the organization
generally related+tothe improvement drivers;

— any risks , associated with not achieving the stated improvement objectives or not successfully
implementifg identified improvement actions.

5.2.4.2 Analyse process strengths and weaknesses

Analysis of the current strengths and weaknesses of the process identifies process-related risk and indicates
opportunities for improvement.

Strengths are identified as the processes with the highest process level ratings. Strengths may support
process improvement as follows:

— strong processes may provide experience of good practices that could be adopted and institutionalized in
the organization;
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processes with the highest process level ratings within a set of interrelated processes may show an
opportunity for improving the effectiveness of the rest of the process category or set of interrelated

processes.
knesses derive from:

processes with low process attribute ratings;

processes with missing practices that are needed to enable the process to achieve a process purpose

aligned with a specific need of the organization;

unbalanced process attribute ratings within process levels that are necessary to achiey
business goal;

ow process attribute ratings across assessed processes that may indicate weakness in sp
nterrelated processes.

kness is said to exist, whenever a gap is identified. For each identified, gap, the analysi
'mine and record, with respect to the specified requirement or business goals:

the nature of the weakness;

the source or cause of the weakness;

the potential consequences of the weakness;

what would have to be done to correct the weakness;

what the cost and benefit of correcting the weakness would be.

arly, the process attribute ratings of related-processes should be compared. Improvement ac
ed to correct any imbalance.

.3 Review organizational improvement objectives

processes and their relationships should be analysed in order to evaluate which processes
ct on the organizational improvement objectives identified in the Process Improvement Prog
ific relationships between single processes should be considered in order to identify proc
Id be addressed together to fulfil certain improvement objectives. In this way, a priority list of
hproved may bé_derived. The processes in this list with low process level ratings may proy
rtunity for imprevement.

.4  Analyse effectiveness measurements

nizations with previous experience in process improvement may already have a b3

e a specific

peific sets of

5 team may

ions may be

have direct
amme Plan.
esses which
brocesses to
ide the best

se level of

mea
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the existing

organization's business goals and derived improvement objectives, it may be beneficial to analyse the current
measurements to better understand what improvement is needed.

5.2.4.5 Listimprovement areas

A prioritised list of improvement areas should be compiled from all of the factors listed above. The selected
improvement areas define the scope of the improvement actions. The scope could include:

— processes to be included;

— organizational boundaries for improvement;
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process

5246 D

es or projects to be either included or excluded.

efine detailed improvement objectives and set targets

Targets for improvement should be set for each improvement area. These may be either quantitative
objectives for process performance, or target process profiles, or a combination of the two. They should be set
with regard to the organization's business goals. This will typically require the iteration of a number of steps
until a set of targets has been identified which meet the organization's business goals, which can be
objectively measured, and which can reasonably be achieved. The key steps are:

to defin

e detailed objectives for each priority area for improvement;

to devis

— toseta
Higher matu
already hav
suitability an
goals.

When settin
it is de
conside
it is ge
improve

5247 D

e suitable metrics to measure achievement of these objectives;
bpropriate target values for these metrics, taking due account of risks.
rity organizations and those which have already carried out previous improyement cycles,

p established objectives, metrics and targets. These should be reviewed for their contin
d adjusted as appropriate with regard to a current assessment of thé. organization's busi

) target process profiles, the following points should be considered:

sirable for related processes to be at the same process level, unless there are over-i
rations;

herally unrealistic to seek to increase by more ‘than one process level in a single cyc
ment, since each level builds on the process levelbelow.

erive action plan

may
uing
ness

iding

e of

A set of acfions to improve processes should hé”developed to meet the objectives and targets set in the

previous stg
complete se
clear short t
acceptance

When carryi

evaluat
goals (r

use the
actions;

p. Care should be taken to select a set of actions that support each other in achieving
t of objectives and targets. It is<also desirable to include some improvement actions which
erm benefits, particularly if thesorganization is new to process improvement, in order to encoy
Df the process improvementprogramme.

ng out this task the qrganization should:

b a number of s¢enarios to arrive at a set of actions which best meets the organization's busi
sk reduction.and incremental approach should be considered);

assessment indicators in the process assessment model being used, as a basis for improve

the
yield
rage

ness

ment
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0 set

define s
the targ

identify

ets may provide suitable measurements);

evaluate initial estimates of costs and benefits, schedule and risks for the proposed actions;

recruitment and training needs.

The set of agreed actions should be documented as an Action Plan containing the following information:

14

improvement actions with associated process objectives and improvement targets;

identify responsibilities for the actions, and agree the responsibilities with those affected by the actions;
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risks to products and to the organization if actions are taken or not taken, and the implications for any

schedule changes.

The Action Plan is a tactical plan, developed to meet the organization's business goals, which supplements
the Process Improvement Programme Plan established at Step 2. The Process Improvement Programme
Plan should be reviewed at this point and updated if necessary. Management should approve the updated
Process Improvement Programme Plan and Action Plan, thereby committing the organization to undertake the

plan

5.2.§ Step 5 - Implement improvements

The

5.2.81 Implementation strategy

The

impleémentation a refining is necessary.

For

Whe
sele

a selected unit, or throughout the whole organization at the same time, or somewhere betwee
extrgmes. Among the factors to consider are costs, time scales, and risks.

5.2.8.2 Detailed implementation planning

An Implementation Plan should be developed to identify:

ned improvements. The Action Plan should be communicated clearly to all affected staff.

5electing the implementation strategy;
preparing and agreeing a detailed Implementation Plan;
putting the Implementation Plan into effect;

monitoring progress against the plan.

overall change strategy is selected at.the strategic level, as described in clause 6.5. In

tted. For instance, it.may be possible to implement a given action either in small steps throu

Action Plan is next implemented in order to improve the organization's processesxImplementation may be
simple or complex depending on the contents of the Action Plan and the charactesistics of the org
gengral several implementation projects may be initiated, each concerned with implementing
actigns from the Action Plan. Four main tasks are involved in each implementation project:

anization. In
bne or more

the detailed

the improvement to be succéssful, it is also important to choose the best organization for the
impleémentation. In clause 6.8 a number of possible organisations are listed.

re alternative implementation strategies are feasible, they should be evaluated and the most suitable

gh piloting in
n these two

he objectives of the Tmptementation project;

the selected implementation strategy;

the organization, responsibilities and organization change champions;
the schedule for the progressive introduction of the process improvement;
the resources needed,;

changes to the job descriptions of employees who are expected to implement, monitor,
supervise the process change;
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arrange

risk management, including assessment, monitoring and mitigation;

ments for monitoring progress;

specification of success criteria, including process objectives and improvement targets.

The implementation project may need to carry out further analysis of improvement opportunities; where

appropriate,

the Implementation Plan should include:

current measures of effectiveness and process profiles;

any further data collection and analysis needed to establish the underlying causes of unsatisfactory

evaluat

arrange|
benefit

Staff who w|

during deve
draw on thei

5.25.3 In

It is critical f
the following

how m4d
what ch
how to ¢

how to
reportin

whethe
what ed
5.254

Implement
Plans in ord

Z]

on of alternative proposals for corrective action, including analysis of costs and benefits;

ments to capture cost and resource usage data, for instance if it is desired to, carry out
bnalysis.

Il be required to implement the actions or be affected by them should be)involved or cons

opment of the Implementation Plan and during evaluation of alternative, approaches, in ord
I expertise and enlist their co-operation.

hplementing improvement actions

or successful improvement that due account is taken of human and cultural factors. In parti
should be considered:

nagement can give support and leadership;
anges may be needed in values, attitudes and behaviour;
bstablish commitment to objectives and targets;

oster open communication and teamwork, including implications for organizational structures
g lines;

changes are needed to recognition and reward systems;
ucation and training«is required.

onitoring implementation

ion projects should be monitored by the organization's management against Implement|
er to:

cost-

ulted
er to

cular

and

ation

ensure

hat.tasks progress as planned, and that appropriate corrective action is taken when necessar

Vs

to the organization's business goals;

improvement projects;

process level ratings;

achieve

16

d.

check that achievement of the planned objectives and targets continues to be both realistic and relevant

gather data on effort and resources expended, in order to improve estimates for future process

evaluate the impacts of the implemented improvement actions on the process attribute ratings and

determine the extent to which the defined success criteria for the improvement project have been
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Records should be kept for use both to confirm the improvements, and to improve the process improvement

proc

ess itself.

5.2.6 Step 6 - Confirm improvements

Whe

The

Man

n the implementation projects have been completed, the organization should:

confirm that the planned objectives and targets have been achieved and that the expected benefits have

been delivered;

check that appropriate processes and practices have been adopted:

confirm that the organizational culture has changed where appropriate;

pstablished,;

pbrganization should also:

Fe-evaluate risks associated with the process improvement programme
Fe-evaluate costs and benefits.

agement should be involved both to approve the resultsiand to evaluate whether the o

business goals have been met.

If, af
targe
to arn

5.2.7

After
impr
mon

er improvement actions have been taken, measuréments show that process objectives and i
ts have not been achieved, it may be desirable {o'redefine the process improvement project
appropriate earlier step.

Step 7 - Sustain improvements

improvement has been confirmed; the processes need to be sustained at the proces
bved processes should be usediby all staff for which they are applicable. This requires ma
tor institutionalization of the-improved process, and to give encouragement when

Responsibilities for monitoring-"should be defined, as well as how this will be done, for instan

appr

If an
shoJ
depl
Prog

bpriate measurements.

improved procesS has been piloted in a specific area or on a specific project or group g
Id now be deployed across all areas or projects in the organization where it is app
byment should\be properly planned, resourced, and documented as part of the Process |
ramme Plan-as appropriate. Consideration should be given to:

Who s affected;

tad H (nntn: ~Ah

o to

consider requesting a process assessment to confirm that the target progess® profilg has been

rganization's

mprovement
by returning

5 level. The
nagement to
necessary.
ce by using

f projects, it
icable. This
mprovement

commupnicata baoth tha chanand Ara~~ce
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be properly documented and approved);

o and tha hanafite AvnAan fram o
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what education and training are necessary;

nges should

when to introduce changes to the different areas of the organization, taking business goals into account;

how to ensure that the changes have been made (for instance by conducting audits);

how to ensure that the improved process performs as expected.
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5.2.8 Step 8 - Monitor performance

The performance of the organization's processes should be continuously monitored, and new process
improvements should be initiated as part of the continual process improvement programme.

The measures used for process monitoring should be chosen to suit the organization's business goals.
Management should regularly review their continuing suitability. The risks to the organization and its products
from using the processes should also be monitored and action taken as risks materialize or become
unacceptable.

The process improvement programme should be reviewed regularly by management to ensure that:

— both th¢ improvement programme and individual improvement projects, including their objectives| and
targets,|remain appropriate to the organization's business goals;

— further improvement projects are initiated when and where appropriate as previous improvement prgjects
have bgen completed;

— the progess improvement process is itself improved based on experience;

— continual improvement becomes and remains a feature of the organiZation's values, attitudes| and
behavidur.

Further prodess assessments can be an important component of the econtinual improvement programmge, for
instance in the following circumstances:

— where allong term goal to achieve higher process levels is to)be approached by stages;

— when changing organizational business goals indicate arequirement to achieve higher process levels
— when there is a need to give a fresh impetus to improvement.

The extent tb which improved processes have been institutionalized should be considered before scheduling
further process assessments. It may be more-cost-effective to delay assessing a process until improvements

have been fully deployed, rather than expend'resources assessing a process, which is in transition, when the
results can e difficult to interpret.

6 Improyability basics=Organizational support for process improvement

Successful process improvement programmes or improvement projects are those aligned with the busipess
goals of the prganizatian:

An organization’s-ability for achieving success and avoiding failure—its improvability —depends on how| well
the organizgtieh ‘eopes with four groups of improvement support elements, listed in Table 3 and defian in
clause 6.6.1

Table 3 — Four groups of fundamental improvement support elements

1. Improvement support elements related to the enterprise foundation that the process improvement
programmes or projects are instituted in.

2. Improvement support elements related to the initiation of projects, typically ideas for new Pl or
innovation projects.

3. Improvement support elements related to projects, from inception to delivery.
4. Improvement support elements related to results in use, from inception to full deployment.
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Depending on the situation it will vary a lot which process improvement support elements will be the most
important. An organization that has successfully deployed its processes, and a novice organization can have
the same important support elements to focus on to enhance their improvability, (e.g. management support).

Identification of the most important process improvement support elements to enhance includes an evaluation.
This evaluation can be carried out in an organizational perspective or in an improvement project (or

programme) perspective.

When the status of the process improvement support elements is understood, a prioritising of which elements
to enhance takes place. This may be done differently depending on whether the focus is on the organization

or the project, and selected overall change strategy

Finally the improvement project or program is established, including action plan, organization,/deployment and
periqdic review.
Depénding on the overall change strategy, the scope and the process improvement,support glements for
imprpvement, many different solutions, tools and methods can be choosen. This Fechnical Report does not
supgort this, but the knowledge of change strategy, scope, support elements helps:the decision mpking.
6.1 | Overview
) Q2
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Figure 3 — Enhance improvability from organizational perspective - main steps

In Figure 3 the activities related to enhancement of the process improvement support elements at the

organizational perspective are shown including all three |
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6.2 Step 1 - Identify business goals

Business goals are tightly linked to the organization’s strategy, which is the implementation of the vision for
the organisation. Any decision to be taken can be evaluated against its alignment with the business goals.
Improvement of an organization includes a lot of important decision making. Because of this business goals
are vital as basis for success with process improvement.

The business goals are often motivated by financial (e.g. profit level and/or turnover, greater cash flow),
personal goals (e.g. Maslow’s hierarchy of needs) or asset goals (e.g. creative urge), and are formulated as
operational business goals centred on:

achievin
achievirn
achievin
achievin

These key
organization

— increasi
— decreas
— decreas
— increasi
— decreas
The busines
support imp
improvemen
improvemen
It is essenti
requires bo
programme

improvemen

The executi
preliminary

g organizational growth with economical liberty ot action;

g customer satisfaction;

g greater competitiveness;

g improved business value associated with delivery of products or services:

management concerns become drivers that initiate process improvement throughout
with objectives of:

hg product and service quality;

ing development and maintenance costs;

ing time to market;

ng predictability and controllability of processes;
ing variability between projects;

s goals are the drivers for visions;\strategies, decisions and many fundamental elements
rovements. From an analysis«0P the organization’s business goals and existing stimu
t, the objectives of improvement are set. The more clearly the business goals link to objectiv
t, the higher the probability~of-success for the improvement programme.

bl to build executive awareness of the necessity for a process improvement programme, W
h managerial and-financial commitments. The objectives of such a process improve
should be clearly-stated and understood, and expressed using measurable objectives.

t programme should form part of the organization’s overall strategic business plan.

e decision)to undertake the process improvement programme, together with the identificatior]
improvement programme budget and the main process improvement priorities, enable

improvemen

detail in Clayise'5.

t process to progress. Organizational support for process improvement is described in gr

the

that
i for
bs of

hich
ment
The

of a
the
pater

6.3 Step 2 - Identify the scope of organizational change

To ensure the best possible setup of a process improvement project (or program) it is important to clarify the
situation, the scope and the vision for the change at organizational level. Once this is clear for all involved, a
common basis for communication during the work with the change is available.

The following steps can help with this clarification:

— ldentify importance to the organization: e.g. vision for the change including goals and relation to business;

— Identify the involvement of the organization: e.g. involved stakeholders, organizational unit, and degree of
involvement;
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Identify type of change: e.g. well known new, process or technology driven.

14:2013(E)

The scope at the program level could be the recommendations from a process assessment undertaken using
a process assessment model conformant to ISO/IEC 33004.

6.4 Step 3 - Select models and methods and identify roles in process improvement

Depending on the scope, process improvement programmes can benefit from many different models and
methods. It is necessary to take into account, which models and methods will give the best basis for success,
eg. the process assessment models defined in the ISO/IEC 330xx series, or other models such as:

Use

busi

In cl

identfification of the roles.

6.5

TIL® (Information Technology Infrastructure Library, see Bibliography [22] and ref. [23]),

(GMP (Good Manufacturing Practice, see Bibliography [11]),

SCRUM (see Bibliography [3]),

TQM (Total Quality Management, see Bibliography [6]),

CMMI®-DEV (Capability Maturity Model® Integration, see Bibliography [9]),

CMMI®-AQC (see Bibliography [8]),

CMMI®-SVC (see Bibliography [10]), or

FFQM ®(European Foundation for Quality Management, see Bibliography [13]).

models and methods which involve the necessary roles in the organization from the early beg
ess objectives and type of type of organization.

ause 4.2 the different types of foles in process improvement is explained. This can be

Step 4 - Identify the overall change strategy

bverall change strategy is only relevant in an organizational perspective.

Overall change strategy

ging an-organization usually means selecting a change strategy from among a myriad
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Attitude-
driven

Commanding

Employee:
driven

Exploration

Measures-
driven

Optionality

Productiol:-
organized
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Table 4 — Change Strategies

Change is driven by a focus on
organizational learning, individual learning,
and what creates new attitudes and
behaviours.

See Bibliography [17] — approach “Teaching”

Change Definition Conditions
strategy

Where employees learn from the
experience of others.

Where there is a need for change in
attitudes, behaviour, or both.

Where relationships between means and

Change is driven and dictated by (top)

management. Management take on the roles

of owner, sponsor, and change agent.
See Bibliography. [17] — approach
“Commanding”

Change is driven from the bottom of the
organizational hierarchy when needs for
change arise among employees.

See Bibliography [1] and ref. [27]

Change is driven by the need for flexibigtb\\
agility, or a need to explore new mark&t \
technology, or customer groups.

See Bibliography [4] and ref. [3%&

Change is driven by measun%\and
measurements. xS

See Bibliography [31\L(§Td ref. [32]
@

-

Changei@] by the motivation and need
of the individual or group. To a large degree,

he individual takes the innovation
in is optional.

Bibliography [33]

optimisation, cost reduction, or both.

See Bibliography [17] — approach
“Engineering” and ref. [4]

&here an open management style allgws

goals are unclear. 26)
Where formal structures need ge.
Where change is needed faib‘
‘bQ
e

Where the nee@or change arises amgng
the employees.

=]

Where tl@xsult is more important tha
s; no need for a standardise]

[o}

hange to arise from the bottom.

Where dynamic and complex
surroundings make it important to explpre
opportunities.

Where there are relatively stable
surroundings so measurements from the
past can be used to decide the future.

Where the result of change is measurgble
and measurements are performed.

Where target group is very diverse ang
has large individual or contextual
differences.

Where individuals that could (or shoulg
change are highly educated, very know
edgeable, and self-aware.

—_—~—

resources and workflows.

Where there are relatively stable
surroundings.
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Change Definition Conditions
strategy

SECLGIGEE (N Change is driven by fundamentally Where a need exists for major change,

rethinking and redesigning the organization e.g., when the organization has ground to
to achieve dramatic improvements. a halt.
See Bibliography [2], ref. [5], ref. [12], ref. Where nothing new happens.

[, et [, fei (28], el [P2] emel el [e6e] Where decisions are made but not carried

out.

vvrnere a CIISIS IS Tmminent. A

Specialist- Change is driven by specialists with either Where work has such va 'Eo‘rlnplexity and
drivven professional, technical, or domain variety that there really/is,a negd for
knowledge. special knowledge. N .
See Bibliography [7] — especially Where there is mi?ss to the necessary
“adhocracy’, ref. [30], ref. [34], ref. [37] and specialists, 058l ly by in-sour¢ing them.
ref. [38] A
Socialising Change in organizational capabilities is Wher Qmavnizational skills and
driven by working through social ca ities need to be developed.

relationships. Diffusion of innovations
happens through personal contacts rather
than through plans or dictates.

(g&%re no unhealthy power stryiggles
{\o(:cur (so people can talk).

Where exemplary employees dan be

o)
OQQ found.

See Bibliography [17] — approach
“Socialising”

Selertion of a strategy depends on the scope of .change and the situations and culture of the organization.

6.5.2 Identify the overall change strategy
The |identification can lead to more‘than one relevant strategy. It will as well identify several irrelevant
stratpgies. To ensure the right understanding of the situation of the organization this identification has to be
dong together with management;\Fhis also supports consistent top management support.
Identify and communicate the overall change strategy:

— |dentify the overall)change strategy in collaboration with top management

— Pepending.on‘the available knowledge, risks and the actual situation a selection is carried out.

— erify the alignment between the overall change strategy and the business strategy for the organization.

— Describe and communicate the selected overall change strategy

6.6 Step 5 - Identify status of improvement support elements
An organization’s improvability depends on its ability to cope with the improvement support elements. Below is

a description of four categories of the improvement support elements that can be identified and used to
increase the possibility for success of process improvement projects.

6.6.1 Process improvement support elements

Tables 5, 6, 7 and 8, below, provide a detailed description of four groups of process improvement support
elements. These elements are those who are evaluated, to identify the weak and strong elements.
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These process improvement support elements can be used in an organizational perspective, an improvement
programme or project perspective. If they are used in a project perspective, 3 elements are out of scope,
because they are based outside the project: Idea creation, Vision and strategy and Organization culture.

Table 5 — Foundation category of process improvement support elements

Foundation process | Process improvement support elements related to the enterprise foundation
improvement that the projects are instituted in

support elements

Vision and To what extent does the company have a strategy or a vision that has been decided

strategy and communicated? A strategy can include a plan for the future, a deliberate setq? cted
positioning, a company design or perhaps just an idea of which key compete ces’the
company has and how they are used.
Is the strategy supported and is it robust to changes in management'7Q'\
Organization To what extent does the company have a culture that prom provement and
culture innovation? This includes such different things as “It can’t be in our company, if

there is sufficient confidence between stakeholders, the fi uency of organizatiopal
changes, if the culture is open and trusting or if there i t of politics and whether

you decide more than can be completed. O
Expectation Does the project align expectations with its sur@‘ndings — the management, users
management and other stakeholders? Are adequate ince tives such as rewards, prestige, cafrot
and stick etc. used to manage expectatior@i&s there feedback to the employees gnd
are their results made visible? Q
N\
Knowledge Does the project systematically colf&‘a and share their knowledge and experieng¢es
management both quantitative (e.g. measure s) and qualitative (e.g. retrospectives, interview)?

Are there internal or externa tworks for experience exchange and cooperatjon
across projects? %)
\

Will the project use kq@ledge and experiences from others?

Management Do the project ’\@Pers have the proper competence with respect to the change /
competence improvement i.e./do they make the right decisions in the right time. Does the steer|ng

group ask he right and difficult questions and are their decisions and actigns
consist d visible? Do the management / steering group assign the right people
and e the necessary support and sparring to the project? Does the project

in and have dialogue with the management, so they can act competent gnd
the right decisions?
®

Initiation process Process improvement support elements related to the initiation of
improvement improvement projects (or programme), typically ideas for new Pl or innovation
support elements projects

Sensing To what extent established mechanisms were used to recognise the need for the
urgency project e.g. that existing work processes were inadequate or inefficient, that existing
products or IT-systems were outdated, that the cooperation between business unit
and IT development revealed a need or that the outside world requested it
(customers, authorities etc.)
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To what extent is there a breeding ground for new ideas? Do the ideas come from
many different sources e.g. user needs, strategy and vision, customers, marked, new
technology or new methods? Are the ideas sorted so it is possible to make decisions
about which ones needs further processing?

[ [CERTe o1 E 0 Has the idea been processed in a pre-investigation or business case prior to starting

and

the project? Has the rationale behind the project been communicated to the rest of

ol I[e=1{le] 88 the organizations?

Project process
improvement

Table 7 — Project category of process improvement support elements ,\0.)

( \
Process improvement support elements related to improvement projects (or
programme), from the very first hour until a result is put into use

support elements

Piroject goal
and

requirements

Project team

Does the project have clearly expressed goals, %.ulrements and [expected
advantages? Are the requirements expected to be stéh ? Do the project team and
the future users see the rationale behind the projeé/(} sensible?

Are the project team members highly mot| and have a proper attjtude and
profile for the project both professionally ersonally? Does the project manager
have the necessary project manageme kills and competence? Is the prgject team
located physically close to each oth%a also close to the users? Does the project
team practice efficient teamwork‘?

Project Does the project possess tq\@cessary technical skills, the necessary gpplication
e

competence

C((CRGEVIEREEE (e.g. development mo

domain knowledge and k dge about the development processes to [be used?
I@uallty model, project management model, development
standard)

’Q)

e e 58 Do the project aé\ply sensible estimates, plans, follow-up (incl. established key

Project
prioritising

Management

support

measuremen isk management, test and quality reviews?

Is the Cét prioritised in relation to other projects? Is the priority communicated
and un rstood? Is there a reasonable coherence between the project’'s calendar
tir@resources, functionality and quality?

Do management support the project? The support can be about allocating the right
resources at the right time and about acting as a steering group. Do mapagement
request results and do they assist whenever a crisis occurs?

U nEhieiss Are the users involved properly and at the right time? Are other stakeholders

others

|nvolved'7 If external resources are needed (e.g. consultants or other products) are
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Table 8 — Deployment category of process improvement support elements

Deployment Process improvement support elements related to results in use, from the
process moment the first user applies the new process or product until full

improvement deployment
support elements

G R TELTAY  |s the product or process expected to be flawless, user friendly, simple, compatible
with other relevant products, effective and efficient, fulfilling the requirements and
provide advantages for the users in their work?

Deploymeiit i
strategy stepwise, voluntarily, when needed)’7 Does the project prepare a plan based e
strategy? Is it likely, that the plan will be followed when/if time presses? q/Q

vO
Deployment Does the project consider a suitable combination of reIevaﬁ) informatiop,
means communication, education and training, support and marketln ‘of the product or

process to be used?

Roles and Are the roles and responsibilities regarding deploymen deflned and manned?
responsibility Are there appointed and trained ambassadors, chan nts or champions who |n
reality will ensure, that the target group are able @ actually uses the product /
process? Are roles for operations and malr;\ ce clear and manned? Do
management request results from deployment?

o il = B Will the product or process be operabl ally use? Is it possible to maintain the
Maintenzince product or process as needed? W|II tions between development, operations
and maintenance pass off smoothly?\\)
A~

The process improvement support elements of“Product quality relates to quality aspects addressed in
ISO/IEC 25(Q10.

6.6.2 Identify and use the improvenient support elements

For an orggnizational change it s important to have the scope in mind, when the improvement support
elements arg discussed. For process improvement projects or programs, the process improvement support
elements sHould be evaluated-in the context of this type of project. The Sensing urgency element fof the
process improvement project could be revealed by a process assessment (conformant with ISO/IEC 33002),
or by an intgrnal process for checking the suitability of the development processes.

support elements.

Start with ?{: opening meeting for all involved persons in the event evaluating the process improvement

Identify the status of the elements through interviews. If the perspective is organizational, then interview
management and a representative group of projects. If the perspective is at the project level it is only the
project and management just above the project which is interviewed.

Annex B elaborates on the use of process improvement support elements in an assessment to answer how
good you are at improvement.

6.7 Step 6 - Define scope of change — and what to change
After the evaluation of the improvability elements, the identification of which elements to enhance has to be

made and prioritized in light of their impact on business. To be able to do that, a scoping has to take place
together with management. It is important to have the same scope in mind during the evaluation.
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Two important issues, organization of process improvement and bringing the right roles in play, are very
important.

6.8.1

To ensure successful enhancement of improvability, enhance the support elements.
evaluation of the improvability for the planned enhancement project.

Perform an

Then design an organization, which involves the necessary roles, select the improvement methods and

run the enhancement project.

Enhance the improvability — the improvement support element

During the evaluation of the improvability factual data about the organization and its“-curr¢nt strategic

impr
initia

Whe
mos
train
chan
or cd

Meth
clau

Impri
clau
elen

6.9

Sucg
Impri
impr

The
impd
used
clau

bvement initiatives are gathered. Use this to describe and illustrate the scope for the -planng
ted changes.

h the process improvement support elements for enhancement have been-selected, then
effective change approaches. There are many possibilities dependingion the situation an
ng, workshops, introduction of methods or tools, new competences through education or new
npion driven change, seminars, train-the-trainer, use of consultants; collaboration with other
mpanies, hotline ...

ods for enhancement actions are chosen based on the selected overall change strategy
be 6.5.

pbvement actions identified can be implemented as proeess improvement projects. This is des
be 5 where process, assessment and improvement has to be interpreted as respectively imprg
ents, evaluation and enhancement.

Organization of process improvement work

essful change is highly dependent.'oh the way improvement work is organized in an
pvement work should aim to enhance communication, keep improvers bound to practice an
bvements in the organization.

identified overall change™ strategy in step 4 — clause 6.5 combined with the status of
vement support elements’in step 5 — clause 6.6 and the identified scope of change — claus
to select one of the.five different ways to organize the improvement programme or project
ke 5:

1) Centralised Process Improvement the classic way of organizing PI. Thus in one organ
matter<how large — there is one central organizational unit having the sole resp
imprevement work in the organization.

P) Decentrallsed Process Improvement work attempts to take advantage of dec

ot

d or already

identify the
j focus, e.g.
employees,
departments

described in

Cribed in

vability

brganization.

i deploy the

the process
P 6.7 can be
described in

zation — no
bnsibility for

Entralisation.

cloceto thamaoaluac

Paocitinnina anncnl thao otn
tothe-euStemer

An
1IS-6Re UI\UIIIPI\.’ 7XI 1Ot

her way is to

£
moUoruauTim IH VTTOOUIT UIVOU

dispatch Pl personnel or process consultants to the projects; yet another is to delegate process

related tasks to the existing project team.

3)
together to share knowledge, prioritise improvements, or solve problems. A team is conti

Cross-organizational teams - a strategy for getting people from different organizational units

nuous and a

visible entity in the organization, whereas projects are more temporary. A cross-organizational team
can be a valuable communication channel and link to the organization for management or a central

PI1 group.

4)

Knowledge agents - a structure built on the fact that key knowledge resides in the minds of people.

Therefore it is often recommended to rotate individuals between Pl and traditional IS development,
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partly to bring new experience into Pl work, but also to bring updated Pl knowledge into development
practice.

5) Targeted Process Improvement projects or Process Improvement Teams. The projects are
initiated and completed according to the organization’s improvement plan. Depending on the scope
of the improvement (and the scope of the project), different competencies are required, thereby

cal

ling upon different members of the organization.

Consider thoroughly these five different ways to organize process improvement in relation to the main tasks

implementin

In Annex C &r

given.

g the change or process improvement.

7 Enharjce project improvability

1.2 is

An improvement project’s ability to achieve success and avoid failure—its improvability’ —depends on its

essential im
strengthen t

Enhancing t

e projects ability to succeed.

ne project’s improvability includes an evaluation of the elements;-definition of scope and final

enhancement initiative.

Enhanceme

nt of the elements can be treated as a process improvement project — described in clause 5.

7.1 Overyiew

In Figure 4
perspective

bre shown including the two levels: tacticaland operational.

brovement support elements. The knowledge about the status of these<elements is important to

y an

the activities in relation to enhancement_of“the improvement support elements at prpoject
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Change strategy
Process improvement
Initiation &
Organisation’s needs

1. Identify
( Status of Improve-\
ment Support  /
elements

Enhance project impiovability

Industry

Institutionalised
73;‘;:’:7"”5"::5 Ko\\mpmvements
Figure 4 — Improve project improvability — main steps

7.2 | Step 1 - Identify status of improvement support elements

The pcope is a project and achieving the project goals.

The elements are described in clause 6.6. The following elements are not relevant in a project as

the improvability, because they are controlled/defined outside the project:
— |dea creation,

— |ision'and strategy;

— rgnni72’rinn culture

of change

\2. Define scope-

Improv. Support
element status

|

Scope of
change

Clause 5 benchmark @ ved
Step4to 8 4. Develop % o plan
Improvement project action plan, ™ ( 5.Implement
. \improvements
\ »
Current \ { 8. Monitor \ { 7. Sustain ) Q P
5 . \ Implementet
performance N \ Performance \klmprovements <\\¢ { im6.r§\?2r:;r$ts \ et
onfirmed \ R

Tactical
level

Operational
level

sessment of

The identification of the status on the process improvement support elements is done through interviews with
the project group, and in case of business critical projects possibly supplemented with an interview with the

project owner.

It is important that the 17 elements in the project model are well understood, and that everyone is familiar with

the process and their role, before moving on to the interview.

Project participants are interviewed about the 17 elements, which are discussed one at a time — and rated.
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Annex B elaborates on using the assessment to answer how good you are at improvement, and indirectly
performs a risk assessment on the project, telling which elements will eventually give rise to problems in
reaching success.

7.3 Step 2 - Define scope of change — and what to change
After the status of the process improvement support elements is identified, a scoping has to take place.

When an evaluation of improvability is performed at the project perspective, then the following described
scoping mechanism is used to select the elements which are most important to improve.

Five contingency factors are essential for scoping an improvement project. These five factors are impgrtant
and relevant to the four groups of elements in the model relating to the capacity for achieving succesy and
avoiding failyre. These five factors are listed below, illustrated in Figure 5 and subsequently described.

1) Prgject extent: project team size, duration, and complexity.

2) Prgject scope: number and diversity of the users.

3) Importance to organization.

4) Teg¢hnology and domain knowledge.

5) Peiceived change.

v
9
' ‘ Importance for Organization

Management
—— Perceived
o ping change
O
Rroject extent
Project
Users
Project
STOpPE

}— Technology and domain knowledge —‘

Figure 5 — The five contingency factors of importance
1. Project Extent. The extent of a project is about project team size, project duration, and complexity.
The number of people involved in and around a project determines the number of knowledge transfer
pathways. A product development setting may be characterised by either a large or a small set of knowledge-

transfer pathways. Any developers, users, marketers, or maintenance people added to the project increase
the number of pathways. The communication task increases considerably with the extent of a project.

30 © ISO/IEC 2013 — All rights reserved


https://iecnorm.com/api/?name=a13a1804dd5cc286ccf49e5e018f7d7a

ISO/IEC TR 33014:2013(E)

The perception of extent will also be influenced by the complexity of the task. The more complex a project is,

the |

arger it will be perceived. Number of requirements for the project can express this condition.

The duration of a project is connected to the perception of extent as well, expressed in number of months.

2. Project Scope. The number and diversity of the users, has a significant effect. If a group is small and very
homogeneous, then it is easy to target that specific group. If the group is homogeneous, one or a few
representatives usually can talk on behalf of the group. On the other hand, if the user group is inhomogeneous
or very large, then it is difficult to really target the group. In the latter case, segmentation is often necessary.

3. Importance of the prOJect for the organlzatlon This relates to factors like top management support and

bchnology and application domain. Is the development team already familiar with the use
he application domain, or is it new for them? This factor includes three problem areas: the thin spread of

cation domain knowledge, fluctuating and conflicting requirements,’ communication bott

breakdowns and lack of technical knowledge, for example, about a new technology.

b in question.
ggement, the
nt attention.
r the project

i technology

enecks and

5. Perceived change, or the amount of change perceived by the users and their organization. The notion of

perc

The

bived change is about factors affecting user acceptance of the result of the change.

impdrtant for the improvement project, and which are less important.

Fable 9 — Relationship between charactéristics of a project and the 17 improvability el
Contingency High leve! of factor means Low level of factor means

factors HIGH importance for: LOW importance for:
Ject process Project process

Project
extent i\DI'OjeCt team
Project goals & requirements

Project Involvement of others Deployment strategy
scope Product quality Deployment means
Deployment strategy Roles and responsibilities
Deployment means

Roles and responsibilities

Organizational Project prioritization Management support

importance

characteristics of a project as described above can.be) used to identify which elements in the model are

Technology Project competence Project competence
and domain Involvement of others Involvement of others
knowledge Project goals & requirements

Perceived Product quality Deployment strategy
change Deployment strategy Deployment means
Deployment means Roles and responsibilities
Roles and responsibilities
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Table 9 describes how the characteristics of a project relate to the 17 process improvement support elements
in the model. High importance increases focus on the listed process improvement support elements. Low
score decreases focus on the elements. This is used to select the elements for enhancement. E.g. for large-
extended projects, the following elements (out of the 17 elements) become very important: Project process,
Project goals and requirements, and Project team. For a small-size project with very few developers, the
Project’'s process may be of lesser importance. If there are many different users, e.g. the project scope is
broad, the deployment elements become important. If there are only a few users, e.g. the project scope is
narrow; the deployment elements become less important.

7.4 Enhance improvability at project perspective

During the €
and illustratg

When the el
Methods for
Improvemery
are in an eq

This is des
respectively

valuation of the improvability factual data about the project are deducted. This is used to desfribe
the scope for the planned or already initiated changes.

bments for enhancement have been selected, then identify the most effective change.approaghes.
improvement actions are selected based on the elements for enhancement.
t activities are initiated and implemented in the project. Where other préjécts in the organisgation
Jal situation improvement actions identified can be implemented as process improvement prgjects.

cribed in clause 5, where process, assessment and improvement~has to be interpretefd as
improvability elements, evaluation and enhancement.
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