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Foreword

Purpose

This document describes the Appraisal Method (AM) for the Systems Engineering Capability Model
(SECM). An appraisal compares an organization’s Systems Engineering capabilities against the Specific
Practices of the Focus Areas and the Generic Characteristics defined in EIA-731, Part 1.

Who Should Use the Appraisal Method

Executives
Systems En|
engaged in

hnd process owners in organizations, enterprises, or programs performing just abouf
oineering product life cycle activities may use the Appraisal Method. Organizationy
brocess improvement efforts may use this Appraisal Method and the SECM to basel

any kind of
already
ne their

efforts and puccess to date.

Why the Appraisal Method was developed
The problern that EPIC, the SECM Working Group, EIA, and INCOSE ifitends to solve is to redluce the
barriers to dnterprise-wide process improvement. As part of this, a consistent Appraisal Method is needed to
provide a ppiblicly accessible method to prepare for and acquire capability baselines and industrly/product-
independenf, comparative appraisals.
Appraisal Method Scope
The scope af the Appraisal Method is designed specifi¢dlly to support continuous process imprgvement. The
Appraisal Method activities are the same basic set-used by the SEI CMM-Based Appraisal for ixternal
Process Improvement (CBA-IPI) method for staged architecture CMM®s. Some differences exfist due to the
different m¢del architectures.

materials are
pstitute for

This docum
included th
appraisal tr3

ent is a process description’ for the Appraisal Method, not a training manual. Some
it support appraisal traifiing; however, it is not the intent of this document to be a su
lining materials.

How this Appraisal Method should be used

brence model.
or audit. An
eful for

self-appraisal

This Appra
This Appra

sal Method description was written to support an appraisal using the SECM as a ref
sal Mgthod description was not written to meet the needs of a third-party evaluation|
appraisal off ab-erganization's systems engineering capabilities prmarily provides information us
improving those capabilities vis-a-vis te SECM - This Appraisal vethod cam be performed as a
or conducted by or with the assistance of an outside organization or consultant.

Appraisal Method developers

This Appraisal Method was developed by the EIA G47 SECM Working Group that developed EIA-731, Part
1.
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1

Introduction

1.1

Overview

This document contains basic information on the continuous architecture Appraisal Method. It is broken into
six Sections with Annexes A through H.

an appraisal.

Section 1 contains introductory information and assumptions used in creating the Appraisal Method.
Section 2 contains a brief overview of the important aspects of initiating, preparing for, and conducting

Sectior]
Apprai
do and
includg
Sectior]
The A1
questioj

Sections 1 4
and all anng
media.

1.2

The Apprai
that are rele

The SH
Reader
Facilitg
techniq
The foq

1.2.1
This Appra

interviews 4
these types

Agsumptions

Falilitator Training

S 3,4, and > contain summaries oI each oI the major phases and process activitics o
bal Method. They begin with activity objectives, expected duration, brief descriptiot
how to do it, and end with closure criteria. One page summary checklists for most 3
d in Annex E.

6 contains guidance information that is helpful in preparing for and conducting an 3
nexes contain templates and instructions for using support tools, including the Appr
nnaire.

nd 2 are informative. Sections 3, 4, and 5 are normative but tailorable. Section 6 i
xes are informative except the questionnaire, which is norfative but tailorable in foj

sal Method description is based on the following assumptions, both procedural and 1
vant to using the Appraisal Method:

CM is the reference model for the\Appraisal Method.

5 are familiar with the content-and concepts of Systems Engineering Capability Mod|
tors intending to use the Appraisal Method have been trained in basic organizationa
ues.

us and tone of the Appraisal Method is self-improvement versus audit.

sal Methed-makes heavy use of informal knowledge that practitioners provide throu
nd fe€dback sessions. There are many methods for interviewing and synthesizing d

the
is of what to
ctivities are

ppraisal.

hisal Method

informative,
rmat and

hodel-based,

1.
appraisal

oh a series of
pta from
b be

pf data-sources. Although it is not necessary for all members of the appraisal team t

thoroughly

versed in the concepts of organizational appraisal, the appraisal will proceed more sin

oothly, and

is likely to produce better results, if at least one, and preferably two, of the appraisal team members are
skilled in the facilitator role for organizational appraisals. The facilitators are included as members of the
appraisal team.

122 Fo

cus on Self-Improvement

The actual character of each appraisal will differ based on differences in organizations’ cultures and other
business contexts. The process described concentrates on a feedback loop that includes multiple levels of the
entity being appraised. This is one of the ways in which the Appraisal Method contributes to an overall
process improvement activity in the organization. There are many other models for organizational
improvement, and most include a diagnostic step that serves to determine the current state of the
organization. Diagnostic appraisals steer the attention and resources of the improvement effort.
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2 Summary of the Appraisal Method

2.1 Overview

This section provides a brief overview of the important aspects of initiating, preparing for, and conducting an
appraisal. Each of these issues is treated in more depth in Sections 3 - 6.

2.2 Appraisal Method

2.2.1 Purpose

The purpos¢ of an appraisal is typically one of the following:

»  Identify specific areas for improvement, based upon known, general areas of deficiency (i.q., establish a
baseling and Focus Areas for improvements),

*  Obtain|buy-in for change from the organization,

*  Confirn process improvement progress and determine a new baseline during second or subsequent
appraispls.

2.2.2  Tailoring Appraisal Based on Objectives

An appraisgl should be tailored to meet the objectives of the sponsor’s organization. In different industries
and situatiops, various Focus Areas provide greater value if'done well than others, so the Apprajsal Method
should be tgilored by selecting the Focus Areas of greatest significance. In addition, an appraisal may
concentrate|on almost any cohesive engineering unit;efan enterprise, including specific projects or programs.
The appraisal scope is based upon the sponsor’s influence and goals. The appraisal may includg all of the
Focus Area} (typical for an initial appraisal), or it-may concentrate on specific Focus Areas thatjmay have
been targetd¢d for process improvement. Tailoring the set of Focus Areas and selecting the orgahizational
units included in the appraisal (programs; fimnctional units, etc.) are the two primary choices thaf have a
significant fmpact on the duration of and resources required by an appraisal.

Specific asgjects of the appraisal that may be tailored are addressed in the “Tailorable Parameterp” block of
each Focus|Area element described in Sections 3 - 5.
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2.23 Flow Diagram

The flow diagram of activities for a complete, facilitated appraisal is provided in Figure 2-1. Details for each
activity and decision point are provided in Sections 3 - 5.

Resolve Maximize Maximize Decision to
Decisionto Decisions discrepancies buy-in and buy-in and acton
sponsor on scope accuracy accuracy results
O— > >
Decision making
§ Lessons
Questionnaire . Focus Findings | learned
completion Interviews groups feedback ;
Data Gatheting I;‘ D—W I:I LI_—l
Consolidate
Data
Develc p  Develop Develop
i draft draft final Develop
Develop Develop i rating findings findings| outbrief

, Exploratory  Prelim
Analysis Questions  Findings

Appraisal
team
training ]
| Preliminary Draft Final
Presentatipn Findings findings  findings Outbrjief

Sequence of Activities >

Figure 2-1. Flow Diagram for a Complete Appraisal

2.24 R(1sults

The primary outputs of an appraisal are a findings briefing and an appraisal report. The findings briefing is
presented at the end of the On-Site period of data collection, and includes a capability level for each Focus
Area, capability profile and findings. The findings address both strengths of, and things to improve in, the
appraised organization. The things to improve are typically limited to approximately seven synthesized
findings to keep the focus on a smaller set of critical issues. The appraisal report is written by the appraisal
team after the On-Site period. It includes details on each of the findings and specific recommendations for
process improvement based on the findings.

Section 6 discusses the Focus Area capability profile and other aspects of developing and using appraisal
results.
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2.2.5

Labor Requirements

Table 2-1 defines the typical labor requirements for a complete appraisal (e.g., all SECM Focus Areas
applied to three to five programs or equivalent). Labor requirements are tailored as a function of the scope of

the appraisal. Typical schedule and labor templates are included in Annex C.

Table 2-1 - Labor Requirements for a Complete Appraisal

Role Recommended Hours per Total hours for
number of people person this role

Facilitator 2 66-92 132-184
Coordinator 1 60-100 60-100
Appraisal team 4-6 65-91 260-546
members
Product leader 3-5 (1 per product line | 7-10 21-50
interviewees or life cycle)
Practitioners 3 groups of 8-10 7-10 1682300
TOTAL 641-1180

2.2.6  Phases

Table 2-2 lists the phases of the appraisal process. The activities\for each phase are fully descri

indicated sq

ctions of this document.

Table 2-2 - Appraisal Phases

bed in the

Section | Phase Description
Preparation The activities done in preparation for an appraisal

4 On-Site The activities done at the site of the entity being apptaised

D Post-Appraisal The activities done after the On-Site appraisal period
23 Appraisal Roles
2.3.1 Pefsonnel Roles
Table 2-3 dpfinesthe personnel and associated roles that are typically involved in an appraisal. [The
responsibilities-and functions performed by each of the roles is further defined in Sections 3 - 5§ Note that

multiple roles may be assigned to one person as appropriate.
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Table 2-3 - Appraisal Roles

Role Name

Description

Appraisal team

The appraisal team consists of those who conduct the appraisal. All of the personnel on
the appraisal team should be familiar with the SECM prior to the On-Site phase. This
group includes the following roles:

*  Facilitator,

*  Appraisal team leader,

e Site coordinator, and

»  Appraisers.

Facilitator Member of the appraisal team who is responsible for:

+  Facilitating the appraisal process during the On-Site phase, and

»  Providing SECM expertise.

The facilitator may be drawn from outside the sponsoring organization.
Appraisal Individual who is responsible for championing the SECM process and obfaining
Advocate resources and sponsor commitment.

Appraisall team
leader

Individual who is responsible for:
*  Familiarizing the appraisal team with the Appraisal Method;
*  Presenting the appraisal findings and developing the appraisal report.

Site Individual who is responsible for:
coordinatpr *  Obtaining facilities for the On-Site phase,
*  Scheduling activities during the On-Site phase,
*  Administering and collecting questionnairgs, and
»  Ensuring personnel attendance, as apprépriate.
Moderator An appraisal team member who is responsible for keeping interview sessior]s focused

and on schedule.

Appraisall team

Anyone who participates in the data-gollection, analysis, findings generation, and

member communication with the participants from the appraised organization.
Appraisal The appraisal participants are‘the subjects of data gathering in an appraisal. | This group
participar]ts includes:

*  Product life cycleJeaders (who know all or most of what is performed in the
organization; i.¢,, interviewees that complete a questionnaire), and

*  Practitioners (technical, support, and management).

Participants ar&ithe primary sources of data via questionnaires, interviews, gnd focus

groups. Guidance on participant selection is found in Section 6.

Product life
cycle leaders
(may be dalled
project lepders)

Appraisal participants identified as having responsibility for all or much of & product
life eycle as defined by the organization. Each leader:

* (“Completes the Appraisal Method questionnaire,

= Participates in an interview, or question and answer session, and
¢ s a primary source of feedback on the validity of the findings.

Practitionlers Individuals who perform or support product life cycle (direct and indirect; q.g.,
TTAITINE, CUSIOINCIS, and SUPPIers). PTACUTONTTIS are a SOUrce of aata, primarily via the
focus groups, and also as a feedback validation check of the appraisal findings.
Practitioners complete all or parts of the questionnaire.

Model The group that is responsible for defining and maintaining engineering processes and

Maintenance assessment methods within the organization being appraised. This term also includes

Group the external organization responsible for maintaining the SECM standard (EIA.)

Sponsor Individual providing the resources for the appraisal and the commitment to the process

improvement effort. It is particularly important for the sponsor to show commitment
by attending both the opening and closing briefings of the On-Site phase, and
especially accepting and indicating action that will occur as a result of the outbrief
findings.
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24 Appraisal Instruments
2.4.1 Findings

The goal of developing the findings is to accurately represent the most important organizational opportunities
for process improvement. Data are sampled from the organization using the following check and balance
mechanisms: questionnaires, interviews, and feedback sessions.

The findings evolve throughout the appraisal, beginning with the large amount of data from the
questionnaire, as illustrated in Figure 2-2. From this data and data from the interviews, a set of preliminary
findings is distilled. After reviewing them with the organization or program leaders, the preliminary findings
are synthesized into a smaller set of draft findings. After reviewing these draft findings with both the leaders
and the pragtitioners, the appraisal team generates the final findings. Note that the quantity of ﬂndings at
each stage Yary considerably with the capability of the organization.

Intervieyv Practitioners
4.1.6

. . Adjust
Questionnpire Preliminary| Draft Draft ; Final
Findings Findings Findings Findings Findings
4.1.8

4.1.13

/

Present Draft Findings Presgnt Final Briefing
Review Preliminary Findings 4.1.12 4.1.14
Intefview Product Leads 41.9
4.14

Figure 2-2. Findings Flow



https://saenorm.com/api/?name=9bca7ba15c288fe2b65dc4208ce356ff

2.4.2

Findings and Ratings Development

EIA-731.2

Page 7

As the findings evolve throughout the appraisal, four identifiable products are created. These are described
in Table 2-4. Each of the products leads to improving the ratings estimate. The table shows the estimates
related to the products and how they are developed throughout the appraisal. The thrust of this process is to
converge on a set of final ratings that fairly represent the team consensus of the organization's capability
profile that will be presented in the format shown in Figure 2-3.

Table 2-4 - Findings and Ratings Development

Product Role in Appraisal Process Ratings

Questionnaires | The questionnaires, representing data from 3 to 5 | Questionnaire Rating:
product life cycle programs, serve as a starting Exploratory questions|are
point for the data gathering process. The developed to resolye
questionnaire (see Annex H) provides a direct discrepancies lor incor]sistencies
link to the SECM model. [This large volume of | in the data‘froim the
data is entered into the Data Tracking Sheet.] questionnaires.

Analysis of the questionnaire leads to the
exploratory questions for the product leaders and
practitioners.

Preliminary The preliminary findings are the appraisal team’s \|/Preliminary Rating:

Findings first attempt to reduce the information that ithas* | The second estimate iicorporates
gathered (i.e., from the questionnaire, intérviews, | preliminary findings gs validation
and practitioner focus groups) into a set©f of non-satisfied practices. Each
corroborated observations. incorporated answer i$ intended

to address a discrepancy or
inconsistency with thq original
questionnaire data.

Draft Figdings | The draft findings are deyeloped based on Draft Rating:
feedback that the prodact leaders supply during The third estimate is derived after
their review of the(preliminary findings. The incorporating feedback from the
draft findings are the appraisal team’s consensus | product leaders, based on their
description ofithe opportunities the organization | review of the Prelimirjary
has for precess improvement. They are carefully | Findings.
worded, and include the finding, a set of
observations underlying it, and a business
gotisequence.

Final Findings , <-The final findings are developed based on Final Rating:
feedback that the practitioners and the product The final estimate is derived by
leaders supply during their independent reviews | adjustments from team
otthe-drafi-tndires—hetepteal-kinds-of knevledseand-consehsus
changes between the draft and final findings are | changes to practice satisfaction
wording changes for community acceptance, or | based on algorithms.
clarifications of causes or consequences.
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Technical Category

Level 1 Specific Practices are performed

Reslults are at least of marginal utility

Level 2 Specific Practices are performed
Level 2 Generic Practices are performed

Respilts are at least of adequate utility

Level 3 Specific Practices are performed
Level 3 Generic Practices performed

Respilts are of at least significant utility

Level 4 Specific Practices are performed
Level 4 Generic Practices performed

Reslults are at least of measurably significant utility

tevel 5 Specific Practices are performed

Level 5 Generic Practices performed

Results are of optimum utility

1.1 Define Staleholder & System Level Reqts

1.2 Define Teclpnical Problem

1.3 Define Soldtion

1.4 Assess and Select

1.5 Integrate system

1.6 Verify Systgm

1.7 Validate Syptem

Level 1

Level 2

Level-3

Level 4

L

pvel 5

25 How to Read the Process Activity Summaries

Higure 2-3. Sample Format for Depicting Focus Area Ratings (Technical Categg

All process|activity descriptions are similarly formatted;-and contain some or all of the informat
described i1} Table 2-5. For each major phase (Preparation, On-Site, Post-Appraisal), the summ
description [contains the process activities that comprise that phase; for the process activities, thg
description [contains the actual description of that activity.

Table 2-5:- Process Activity Summaries Organization

on blocks

ary
summary

Paragraph Title

Description

Purpose

The purpose for this process activity within the Appraisal Method.

Summary| Description

An overall summary of the tasks associated with the process activity

Major Pafticipants

The major roles involved and a summary of their responsibilities ass

with the process activity.

beiated

Typical Durafion

A range of the typical time duration (e.g., number of hours) expected

process activity.

for the

Steps

The detailed normative steps for the activity, along with informative guidance
for performance, if appropriate.

Tailorable Parameters

The parameters associated with this process activity that are expected to be

tailored for different appraisal goals.

Exit Criteria

A description of the decision-making criteria to determine if the process activity

has been completed.

Notes

Notes on the process activities that do not fit in any of the other categories.
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3 Preparation Phase Activities

31 Preparation Phase Overview

Purpose:

The Preparation phase prepares the sponsor, the appraisal team, and the organizational units being appraised
for the On-Site period. Figure 3-1 illustrates the activities in this phase. Major prerequisites of the

preparation phase include:

*  The sppnsor must commit to provide the resources and actions required for the appraisal prpcess,

*  The tegm must be selected to perform the appraisal,

*  The organizational units being appraised must provide preliminary data to the teamyfor analysis, and

*  The tegm must analyze the data prior to arriving On-Site.

3.2 Prpparation Phase Activities

Preparation Phase Activitiés

3.2.1
Obtain sponsor
commitment

y

3.2.2
Select appraisal
parameters

Summary Description:

y

3.2.3
Plan appraisal
details

v

3.2.4
Collect
questionnaire data

Figure 3-1. Diagram of Preparation Phase

Table 3-1 lists the major.activities of the Preparation phase and the expected output of each. Eakh element is

described njore fullyin-the summaries that follow.
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Table 3-1 - Summary Description of Preparation Phase
ID Activity Description Output
3.2.1 Obtain sponsor Verify that the sponsor: *  Appraisal resources
commitment * understands the concept of the |+  Agreement to proceed
appraisal, and expend resources for
*  defines goals of the appraisal in the planning and conduct
relation to the sponsor’s of the appraisal
business goals, *  Appraisal goals related to
» agrees to provide necessary business goals
resources, including funding, *  Sponsor role understood
and
* understands his/her visible
sponsorship role.
322 Select appraisal Designate organization units to be |+  Preliminary appfaisal
parameters appraised and appraisal team, and plan that\defineq appraisal
tailor appraisal method as required parameters basefl on
(e.g., team size, site time, ratings to appraisal goals
produce, number of programs,
program characteristics).
323 Plan appraisal Use appraisal parameters to develop  Approved apprajsal plan
details schedule, training requirements, and,/| «  Identified exten{ of
appraisal support materials; select necessary apprafsal team
training materials; and train training
appraisal team. *  Appraisal tools gnd
materials
324 Collect Administer questionmaire; review *  Practice baseling
questionnaire data | any appropriate documents and *  Document and aftifact
artifacts; complete initial practice review notes
baseline on spreadsheet.
Table 3-2 lists the primary roles involved in the preparation phase and a summary of their activity during this
phase.
Table 3-2 - Participants for Preparation

Role Summary

Spongor Makes the decision to commit to appraisal, provides resoyrce
commitments and tailoring guidelines for the appraisal.

Facil LdlOI biLC COOI L‘lilldlUI IIILCI dClS Wilh l.hC HIalld gCIICIIL dlld PCl bUIlIlCi dl LhC bilC LO Obtain
commitment for the appraisal, and ensures that the planning for
the appraisal is successfully completed.

Appraisal Team Leads the team in planning, leads meetings related to data

Leader/Moderator collection, and assesses the team training requirements

Appraisal team Interacts with management and the appraisal moderator to assist
the planning and learn how to perform the appraisal.

Typical Duration:

Preparation requires two to eight weeks, depending on the complexity of the appraisal selected and other site

parameters.
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Tailorable Parameters:

*  Number of site visits prior to On-Site period

*  Number of meetings with sponsor(s)

e Duration of On-Site visit(s)

*  Number of meetings with appraisal team

*  Appraisal goals

*  Number of product examples and support units to appraise
*  Number of appraisal team members

»  Process area/capability level focus for the appraisal

Exit Criteria:

*  Apprai
*  Apprai
e Sponsg

¢ Produc
*  Apprai
e Prelimi

Notes:
This is whe

impact on t
the appraisg

Page 11

bal goals established

bal resources committed

rship visibility ensured

 line, team member, and participant selection completed
bal plan approved

nary data gathering completed

Fe the focus and context for the appraisal are established. “T'he decisions made here
ie rest of the appraisal activities. All relevant decisions,from this phase should be d
I plan. The plan may serve as the basis for future activities, including re-appraisals.

3.2.1  Obtain Sponsor Commitment

Purpose:

Obtain Spo
goals of the

Summary |

Obtain Spo
understandi
sponsor in (
including p
commitmen

For tailoring—e

isor Commitment establishes thessponsor’s commitment to the appraisal and determ
appraisal. These goals guidgthe selection of appraisal parameters.

Description:

isor Commitment involves meeting with the sponsors of the appraisal to provide an
hg of the coneépts of the model (reference model) and the Appraisal Method; engag
ialogue tosdetermine his/her goals for the appraisal; and negotiating a commitment
ersonnel.and funding for the appraisal activities. A primary aspect of obtaining spor
t is efistiring that the sponsor understands his/her role in the appraisal.

will have an
cumented in

nes the major

Ing the
or resources,
sor

S5 5"

see Annex F.

Major Participants:

d approach,

Table 3-3 lists the primary roles involved in this process activity and a summary of their tasks during this

process.
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Table 3-3 - Participants for Obtain Sponsor Commitment
Role Summary
Sponsor Engages in dialogue with appraisal advocate and moderator to
understand appraisal context and set appraisal goals; commits
resources for the appraisal.
Facilitator Engages sponsor in dialogue to understand the appraisal method,

outcomes, and expected sponsorship activities.

Site coordinator or appraisal
advocate

sponsor and participants.

Provides sponsor with information needed to make a commitment
decision on the appraisal. Provides a link between the appraisal

Typical Dufration:

This activit]

Tailorable
¢ Methoq
« Al
« (g
« (g
« Et¢.
¢ Numbe
Exit Criteni
*  Apprai

*  Sponsd
*  Sponsg

Notes:
This is a go

activities re
the findings

the findingd.

Guidance o
6.

p typically takes 1 to 3 hours.

Parameters:

of interaction with sponsor:

face-to-face meetings,

mbination of telephone/video and face to face meetings,
mbination of written communication and face-to-face meetings,
r of interactions with sponsor

ia:

sal goals established

r commitment to provide appraisal resources obtained
r commitment to appropriate behayior during the appraisal obtained

no-go decision point:AIf sponsor commitment for the appraisal is not obtained, no f

, thank the team:and participants, and indicate what he/she intends to do to act on or

h using business goals and organization context for tailoring the appraisal is address

irther process

ated to the Appraisal Method will be performed. In particular, the sponsor must agfee to accept

e or more of

bd in Section

3.2.2  Select Appraisal Parameters

Purpose:

Select Appraisal Parameters determines how the Appraisal Method needs to be tailored to meet the goals

established

for the appraisal with the sponsor.
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Summary Description:

Select Appraisal Parameters involves determining the membership of the appraisal team, the profile of
product lines from which to select the organizational units being appraised, and the key appraisal
participants. In addition, a preliminary appraisal outline is produced that documents the tailoring of the
Appraisal Method process activities and approximate schedule. For tailoring guidance, read the related
paragraphs in Section 6.

Major Participants:

Table 3-4 lists the primary roles involved in this process activity and the summary of their tasks during this
process.

Table 3-4 - Participants for Select Appraisal Parameters

Role Summary
Site coprdinator and/or appraisal Engages in dialogue with managément to determine|the
advocgte or facilitator scope of the appraisal (who,shQuld be involved); engages the

organization to determine‘the’/makeup of the appraispl team
and key appraisal parti¢ipants. Produces appraisal qutline.
Sponsqr Engages in dialogu¢isvath site coordinator and/or fadilitator
and provides appropriate input on characteristics of feam and
organizational tinits to be included in appraisal.

Typical Duration:

Tailoring rgquires one to two weeks, depending on the complexity of tailoring.
Tailorable [Parameters:

»  Extent pf appraisal plan documentation

Exit Criterjia:

*  Appraifal teantsselected

*  Produc} lines and organizational units to be included are selected

»  Key appraisal participants selected
*  Prelimimary appraisalouttine devetoped

Notes:

This is the activity where tailoring decisions are made and documented, based on the goals of the appraisal.
Guidance on tailoring the appraisal to support the organization’s business goals is addressed in Section 6.
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3.2.3 Plan Appraisal Details

Purpose:

The purpose of Plan Appraisal Details is to produce and obtain approval for the final appraisal plan, which
documents the parameters and details of the appraisal. For tailoring guidance, read the related paragraphs in

Section 6.

Summary Description:

Plan Appraisal Details involves establishing the availability of planned interviewees during the On-Site
period, planning the logistics of the appraisal (meeting rooms, support staff availability, etc.), and verifying
the schedule for the appraisal with all affected parties. It also involves verifying who will receive data on the

appraisal ar

d establishing feedback mechanisms for lessons learned. For tailoring guidance, reg

d the related

paragraphs fn Section 6. The appraisal team’s training needs with regard to the appraisal method and model
should be identified. Training is addressed in Section 4.2.2.
Major Participants:
Table 3-5 lists the primary roles involved in this process activity and the sumimary of their tasks|during this
process.

Table 3-5 - Participants for Plan Appraisal Details

Role Summary

Appraisal team leader Oversees production of, and approval for, final apprpisal
plan.

Appraisal team Produces assigned sections of appraisal plan.

Sponsqr Approves final appraisal plan.

Site coprdinator Verifies the schedules of the intended participants, drranges
logistics details for the appraisal. May collect some
documentation.

Typical Duration:

Planning an
appraisal pl

Tailorable

An.

Parameters:

appraisal takes two to six weeks, depending on the organizational work and comple

xity of the

*  Degree to which details are planned (depends on the complexity of the appraisal)

*  Number of key participants needed

*  Appraisal team size

¢ Actual

schedule

*  Activity participants

Exit Criter

*  Appraisal schedule established

ia:

*  Appraisal participant availability confirmed

*  Appraisal plan approved
*  Appraisal preparations completed
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This is when the actual arrangements and schedule for the On-Site period is produced. Key participants must
be identified and committed to the scheduled activities. In volatile organizations, one to three backups
should be identified for interviewees, and a set of appraisal team replacements or a somewhat larger appraisal

team than n

eeded should be selected to ensure continuity during the appraisal.

Interviews may be separate or combined, but should include persons who know the whole product life cycle.
There is no requirement that interviews be conducted before the focus groups, just that all practice data
collection occur before the preliminary findings are developed.

Practitioner
training, lah
support/disj
production;
information
group migh|

organizatiohal context to the best advantage to corroborate data obtained via‘the questionnaires

interviews.

Middle mar
opportunity|
organizatio

in practitior)

Any useful

meeting mifiutes or action item lists, may be requésted, collected, and stored for use by the appr,

External ap

A team may
appraisal O
Site reading
information
team memb)

See Section
appraisal.

324 Cd

5 may be grouped according to life-cycle phase (product selection, including market
s, hiring, etc.; requirements/designers; production/integration/testers; and product fi
osal), organizational boundaries (organizational support elements together; 'enginee
and marketing/delivery and retirement), or in other ways that will provide synergy

obtained. Groups that have feuds probably should not be grouped togéther. A prog
E be set up if they cross organizational boundaries. The point is toqusé-the particular

lager buy-in may be obtained by having a focus group before the On-Site period, to
to engage them as “owners” of the action plan recommendations. In addition, in sq
is, marketing or business development will “own’product line evolution, and shoul
er groups or formed into a mini-focus group.

documents, such as policies, process desériptions (often in training materials), stand
praisal teams typically sign non-disclosure agreements with the appraised organizati
request and use documentation generated for or by Focus Area activities before or
h-Site period. Sufficienttime should be allocated for this task. To the extent possib
of summaries or dogumentation should be accomplished. Templates or outlines fof

ers and those prowiding the information.

6 and Annex F, Site Coordination Checklist, for details on preparing for the logistid

ng, finance,
eld

[ing/

f the

ram manager

hnd

brovide an
me
l be included

hrds, even
hisal team.
bn.

Juring the
e, pre-On-
what

to capture and how tocapture it should be determined with the facilitator and comnunicated to

s of an

llect Questionnaire Data

Purpose:

Collect Questionnaire Data obtains and records profile information on the appraised organizational units.

Summary Description:

Collect Questionnaire Data involves administering and collecting results from the questionnaire and
organization profile instruments. The appraisal team leader provides training for the appraisal participants
and administers the questionnaire. The questionnaire rephrases the Specific and Generic Practices of the
reference model into questions that can be answered with: yes; no; don't know; or not applicable. The
questionnaire responses are transferred to the Data Tracking Sheet, either in this activity or in the “Analyze
Questionnaire” activity (paragraph 4.1.3). For tailoring guidance, read the related paragraphs in Section 6.
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Major Participants:

Table 3-6 lists the primary roles involved in this process activity and the summary of their tasks during this

process.
Table 3-6 - Participants for Collect Questionnaire Data
Role Summary
Appraisal participants The selected participants provide data on programs and the
organization via the questionnaire. The questionnaire may.be
administered in various ways, e.g., all participants togetherif a face-
to-face meeting, as an on-line response activity, or mail-ins. |It is
recommended that the questionnaire be administered to the group, with
a moderator, site coordinator, or other person with'knowledge about
the model present to answer questions of terminology, etc.
Site Coofdinator Determines respondents of the questionnaires, makes arrang¢ments for
them to complete the questionnaire, and may oversee adminilstration.
Appraisdl team leader or Conducts any meetings related to ntreducing the data collection
moderatr activity.
Sponsor Ensures that all participants afe’made available for data collgction.
Typical Duration:
Collect Qugstionnaire Data requires two to threg hours per participant.
Tailorable [Parameters:
*  Method of administering questiennaires
*  Contenls of questionnaire, based on appraisal goals (e.g., if only appraising the management Focus
Areas, pnly use those questionnaire items)
*  Who completes what parts of the questionnaire
e Amount of analysis performed prior to On-Site phase
*  Transfgrence of quéstionnaire responses to the Data Tracking Sheet (DTS)
Exit Criterjia:
*  Appraisatscopeimformmatiom twirat different partsof theorgamzatiomr provide; tarttoredmodel to be

appraised against, participants, etc.) received by appraisal team
*  Filled-in questionnaires received by site coordinator
*  Optional: 1f it is decided to transfer questionnaire responses to the Data Tracking Sheet prior to the On-
Site phase, the transfer should be completed at the end of this process step

Notes:

See the questionnaire distribution table in Section 6.6 and the Appraisal Method questionnaire instructions in
Annex F (Site Coordination Checklist) and Annex I (Appraisal Questionnaire) for information on using the
questionnaire to collect data. See paragraph 4.1.5 for details on transferring the questionnaire responses to

the Data Tracking Sheet (DTS).
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4 On-Site Phase Activities

41 On-Site Phase Overview

Purpose:

The On-Site phase explores the results of the preliminary data analysis, provides an opportunity for
practitioners at the organizational units being appraised to participate in the data gathering and validation
process, and provides practitioners and management with input on the results of the appraisal.

Figure 4-1 shows the activities in the on-site phase in a sequential manner. In some cases, the t¢am may be
able to perfprm some activities in parallel. The On-Site phase may occur as several site visits“ Annex C
shows somg alternative On-Site schedules that may be followed.
On-Site Phase Activities
4.2.1 . 4.2.7 4.2.12
Con|duct qpenlng Consolidate data Presenft
m e‘ltlng from practitioners draft findfngs
4.2.2 4.2.8 Develop 4.2.13
Fanjiliarize team preliminary Adjus
wlith the AM findings draft find|ngs
4.2.3 4.2.9 4.2.14
Analyze Review preliminary Presen
qyestionnaire findings final briefing
4.2.4 4.2.10 4.2.15
Interview Develop the Brief sponsor
p odu;t leads ratings (optiona|l)
4.25 4.2.11 4.2.16
Copsolidate dada Dev.elo.p Condudt
frojm interviéw)s draft findings wrap-ubp
4.2,
Ipterview
ppactitioners

Summary Description:

Figure 4-1. Diagram of On-Site Phase

Table 4-1 lists the major activities of the On-Site phase and the expected output of each. Each element is
described more fully in the summaries that follow.
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Table 4-1 - Summary Description of the On-Site Phase

ID Activity Description Outputs

421 Conduct The opening meeting provides *  Appraisal effort described
opening participants with an overview of the *  Questions answered
meeting appraisal and the context of the

appraisal (e.g., schedule and
confidentiality). The sponsor expresses
support of the appraisal and
subsequent process improvement
activities.

422 Familiarize The team leader instructs the appraisal [ ¢  Team prepared
team with the | team on the detailed conduct of the
AM appraisal activities and introduces the

model as tailored for this appraisal.

423 Analyze The appraisal team analyzes the *  Exploratory questionf
questionnaire | responses to the questionnaire and

formulates a set of follow-on,
exploratory questions for the
interviews and focus groups.

4.2.4 Interview Through structured interview » {Practices described i interview
product life techniques using the exploratory notes
cycle leaders | questions, the appraisal team gathers »  Data requests
or project corroborating data regarding the
leaders project practices.

4.2.5 Consolidate | The team members update the<Data *  Practice records upddted
data from Tracking Sheets (DTS) for.gach * Updated DTS
interviews practice.

4.2.6 Interview Through open-endeds-facilitated * Interview notes
practitioners | discussion, the team gathers

corroborating-data on overall
organizatiofial 'and specific
organizational unit practices from
differént types of practitioners.

4.2.7 Consolidate | The\team members update the Data *  Practice records upddted
data from Tracking Sheets(DTS) for each + Updated DTS
practitioners- \|-practice.

428 Develop Using all data sources available, the *  Preliminary findings [worksheet
preliminary team generates a preliminary list of
findings findings with regard to the tailored set

of focus areas and capability levels
aPPlUlJl iatu fUl t}l;b aDDbDDlllbllt.

429 Review The team provides preliminary +  Validated/Corrected preliminary
preliminary | findings to the product leaders who findings
findings provided questionnaire and interview

data, in order to validate that the team's
synthesis is correct.

4.2.10 Develop the | The team members review the Data * Updated DTS
ratings Tracking Sheet, preliminary findings, |+  Draft ratings

and formulate draft ratings.

4.2.11 Develop draft | The team synthesizes and prioritizes *  Prioritized draft findings
findings draft findings from valid preliminary

findings.
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Table 4-1 - Summary Description of the On-Site Phase (continued)

presentation. The ratings and other
briefing materials are reviewed for
team consensus.

ID Activity Description Outputs
4.2.12 | Present draft | The team reports draft findings to the |+  Practitioner feedback
findings practitioners and leaders. *  Feedback from leaders
4.2.13 Adjust draft | Based on participants’ feedback, the *  Final briefing
findings findings are adjusted for final *  Findings

*  FA ratings
e Method overview
e Other info

4.2.14 Present final | The final findings and process
briefing capability profile are presented to all
participants in the presence of the

Participant buy-in
Participant expectations

sponsor. Future activities are

with the team or team leader and
moderator privately.

discussed.
4.2.15 Brief sponsor | The team provides the sponsor with *  Sponsor buy‘in
(optional) the opportunity to discuss the results *  Sponsor expectations

4.2.16 Conduct The appraisal team discusses post On-
wrap-up Site activities. They should capture
lessons-learned regarding the model
and the appraisal method for later
feedback to their organization's médel
maintenance group and if appropfiate
to the organization responsible, for
maintaining the ETA-731 standard.

Fallow-on plans
Model feedback

Typical Duration:
See Annex E for the sample schedules for the On-Site phase.
Tailorable [Parameters:

*  Numbdgr of interviews

e Number of focus groups

*  Numbgr of visits

*  Numbgr and typeof document reviews

*  Amourt of direeted questioning in interviews

Exit Criterta:

* Interviews completed

*  Document reviews completed

*  Findings briefing delivered

*  Appraisal report planned

*  Feedback on reference model and the Appraisal Method captured
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4.2 On-Site Phase Activities
4.2.1 Conduct Opening Meeting
Purpose:

Conduct Opening Meeting presents the appraisal process and schedule to the sponsor and all appraisal
participants. This also allows the sponsor to express visible support for the appraisal activities.

Summary Description:

Conduct Opening Meeting gathers all the appraisal participants together, along with the sponsor, to describe
the appraisgl process and reaffirm the sponsor’s commitment to the appraisal.

Major Participants:

Table 4-2 lists the primary roles involved in this process activity and a summary ef their tasks dpiring this
process.

Table 4-2 - Participants for Conduct Opening Meeting

Role Summary
Sponsor Shows management support for the appraisal and subsequent procgss
improvement activities.
Facilitatof Presents brief overview ofithe model and appraisal.
Site coordinator Presents schedules and_locations.
Appraisal participants Become familiarized Wwith the appraisal process, its outcomes, and fheir roles.
Typical Duration:

Typical durption is 1.5 hours.
Steps:

Table 4-3 shows the steps for this process activity.
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Step

Guidance

Sponsor comments

that the best approach to improvement will be identified.

The sponsor expresses support for the appraisal and commitment to the
resulting process improvement recommendations. Sponsor expresses
expectation that everyone will be candid and provide both good and bad, so

Model introduction The moderator gives a brief introduction to the model.
Appraisal process The moderator presents an overview of the appraisal process. Confidentiality
rules are explained.
Schedule review The site coordinator reviews the schedule and locations for the week’s
activities and stresses the necessity of being on time.
Question & answer The sponsor, moderator, and site coordinator answer any questions from the
appraisal participants.
Tailorable [Parameters:
The presentation will vary based on the purpose of the appraisal. The presentation needs to propide

information
Exit Criten]

e Openin
*  Questi

Notes:

The apprais
Parameters.

4.2.2  Familiarize Team with the Appraisal Method

Purpose:

Familiarize
appraisal py

Summary |

This is an o

explaining the way in which the results will be used.
a:

o briefing delivered
ns of appraisal participants answered or assigned.to'be answered by a specific date

al goals and use of results is established in the Preparation phase as part of Select Aj
Refer to Annex A for a sample opening briefing.

Team with the Appraisal Method prepares the appraisal team for performing its rolg
ocess.

Description:

ppoptunity for the appraisal team to begin to work together. The briefing begins wit

hind person

ppraisal

in the

h a review of

the model.

moderator.

he appraisal steps are then presented in greater detail than at the opening meeting, and the
team’s role in each step is clarified, with examples of the activities provided or demonstrated by the

Major Participants:

Table 4-4 lists the primary roles involved in this process step and a summary of their activity during this

process.
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Table 4-4 - Participants for Familiarize Team with the Appraisal Method
Role Summary
Facilitator Presents the familiarization briefing and answers any

questions.

Appraisal team

Brings up any questions on the model and appraisal

method.

Typical Duration:

Familiarization requires two to eight hours.

Steps:

Table 4-5 shows the steps for this process activity.

Table 4-5 - Steps for Familiarize Team with the Appraisal Method

Step

Guidance

Team Building

The moderator leads the team in atedm-building exercise;
very least, all team members intfoduce themselves.

ht the

Review model

The moderator presents the salient features of the model, it
appraisal, and discusses them-with the team.

S use in

Review the AM

The moderator explains-¢ach step in the appraisal process.
team’s role is described; with particular emphasis on behay
note-taking procedures to be followed during interviews.

moderator presénts the techniques that will be followed to

The
ior and

The

Collect

and managedata, develop results, and reach decisions incljiding

CONSEnsus.

Questipn and answer

The mederator responds to the team’s questions concernin
model and the appraisal process.

b the

Tailorable [Parameters:

*  Depth ¢f instruction/on'model

*  Depth ¢f instruction)on the Appraisal Method
*  Types ¢f tools tq Use to support the appraisal

Exit Criterjia:

The Appraisal Team:

* understands use of model in appraisal,
» understands its role in appraisal activities, and
*  commits to performing the appraisal as structured in Preparation phase.

Notes:

The appraisal team should understand the basic flow of the appraisal activities and their personal
responsibilities throughout the On-Site period and afterwards. See Annexes C and D for some support
materials useful in familiarizing the appraisal team with the Appraisal Method.
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Purpose:

nalyze Questionnaire

E
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Analyze Questionnaire develops a set of exploratory questions for use in the interviews with the product line

leaders.

Summary Description:

The appraisal team analyzes the participants’ responses to the questionnaire to determine areas for practice
validation and potential discrepancy, and to perform a gap analysis against the model. If not completed
previously, the questionnaire responses are transcribed to a Data Tracking Sheet (DTS). This process activity
results in a set of candidate exploratory questions (EQ) and “listen for’s” to use during the interviews with

the product|leaders and at practitioner focus groups. Operational documentation, such as plans,|templates,
training maferials, meeting minutes, or action item lists that have been collected, may be reviewpd and used
to support HQ development or to corroborate questionnaire answers when completing thie DTS ¢r initial
rating profile.
Major Participants:
Table 4-6 lists the primary roles involved in this process activity and a sumimary of their tasks dpring this
process.
Table 4-6 - Participants for Analyze Questionnaire
Role Summary
Facilitator Provides'\guidance in the formulation of exploratory,
questions and, if necessary, transcription of the
questionnaire responses to the Data Tracking Sheet [DTS).
Appraisal team Deévelops and agrees upon the set of follow-up quesfions for
cach of the interviewees and practitioner focus groups.
Typical Duration:
Analyze Questionnaire réquires four hours.
Steps:

Table 4-7 shows the steps for this process activity.
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Table 4-7 - Steps for Analyze Questionnaire

Step

Guidance

Review

résponses

The appraisal team reviews the questionnaires and the Data Tracking Sheets.

Transcrib
DTS (if

e to

necessary)

The moderator and site coordinator or site coordinator and helper, or appraisal team,

with guidance from the moderator, transcribe the questionnaire responses

from the

original questionnaires to the DTS. A DTS is any form that permits a practice-by-
respondent view of the questionnaire data. The transcription is most easily
accomplished with 2-person teams, one calling out question number and response,
and the other recording data in the appropriate spot in the DTS. With a 6-person
appraisal team (three 2-person teams), all Focus Areas may be fairly easily
transcribed in two hours (assuming 3-5 respondents per questionnaire). The

handwritten DTS may then be transcribed by support staff into a spreadsh
electronic file for rating profile use.

bet or other

Generate
explorato
questions

[y

The appraisal team, with guidance from the moderator and using the EQ t
based on the model, generates 20-40 exploratory questions foreach intery,
may develop 5 to 20 or so for focus groups as well. Questiongshould be 1
refine questionnaire answers or explore inconsistencies., There is a separa
questions for each interview and focus group, but there/is‘usually overlap
questions are designed to elicit more than just a yesfwo response. Question
begin with, “Would you please describe ... .” Thetemplates included in A
provide easy “listen for” follow-up questions:that the moderator uses as a
elicit details when the interview or focus group participants don’t mention
Some questions may be accompanied bya request for relevant or supporti
documents. A template-based approach'is described next, with a general |
development approach in the paragraph following it.

pmplates

lew and

1sed to

te set of
The

s typically

nnex D

cues to

practices.

ng

£Q

Template
approach
Exploratg
Questiong

for

ry
(EQs)

The questions should be on an appropriate form, and copies should be ma
team member. The form should list each question, any “listen for’s,” doct
requests, and room for notes.” The EQ templates provide all Specific Prac
reference model by Focus Areas, and a set of GPs as well. The moderatof
orders the FA sheefs for each interview, and initiates an EQ with “Would
describe how you/your program or product line perform (add FA practice
from template-page).” The follow-up/“listen for” items are also checked

asked in the same manner: “Tell me more about how you (insert practice).

e for each
iment

ices for the
merely
you please
name here
n the sheet,

2

General H
developm
approach

Q

ent

If the exploratory question generation process is not well managed, it may|

exceed the typical four hour duration. A method for quickly generating a

questions follows:

«~" Facilitator leads exploratory question generation with one Focus Ared
to get team oriented to using the data embedded in the questionnaire.

*  Process areas are split up between the appraisal team members accord

easily
pool of

example

ing to their

Q‘I‘\P{‘iﬂ]f‘/ arcas 91’\(‘] 1o ﬂfn‘f‘i!’]F‘ l"\ﬂ]ﬂﬂ(‘F‘ ‘iﬂ \Xh’\!‘l{lnﬂd
T 7 T

*  For each Focus Area, the team member uses the initial DTS to scan for

inconsistencies between programs and within a program.

*  Where probe points are discovered, the team member formulates a candidate
question on a sticky note pad, marked with the team member’s initials, the
interview or focus group for which the question is intended, and the FA and

practice(s) that led to the question.

»  The stickies may be laid out in a matrix, with FAs across the top and sessions

down the side, to get a picture of the sample space represented by the
question pool.

initial

*  The team reconvenes and comes to consensus on which items to ask project

leaders and practitioners.
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Tailorable Parameters:

*  When analysis is performed (may be done before On-Site period)

Exit Criteria:

»  Exploratory questions are prepared for each interview session

Notes:

Page 25

When sending participants their schedule, the site coordinator may attach a large mail bag with the invitation
to enclose example documentation of both good and bad process information, such as plans, QA, CM,
leadership, communications, decision making, etc. These are returned and kept in a box for use during

interviews
Site period

424 In
Purpose:

The purpos
questionnai|

Summary |
The session

session sho
moderator 1

r focus groups if someone wants to make a point, and may be reviewed before or du
o create another instance of practices demonstrated or not demonstrated.

erview Product Leads

e of Interview Product Leads is to resolve any misunderstandings about the response
Fe, and to explore areas that the appraisal team wishes to have/clarified.

Description:
is managed by a moderator. The moderator may-be any appraisal team member. T

h1d be moderated by the moderator, unless others have previous experience performi
ple, in which case they may moderate. Th&moderator introduces the team, explains

of the sessi

n, and asks the leader(s) the exploratery questions. See Annex E for a checklist, off

table in front of the moderator, next to the EQ sheets (see Annex G).

ring the On-

S to the

he first

ng the

the purpose
en taped to a

Team members record the responses in 4 notebook or on sticky note pads. If on stickies, they should be
placed on the EQ template page to facilitate later allocation to the correct Focus Area. As a rest

responses,
There may
an hour sho

scheduled f]

Major Par

e leader may be askedto supply certain documents for later review.
be a separate session for each leader, or a combined session for all of them. If separ
uld be scheduled for each, while if three or more leaders are combined, the session §

br two hours) ‘For two leaders, an hour and a half to two hours should be scheduled.

icipants:

It of some

te, generally
hould be

Table 4-8 1i
process.

sts the primary roles mvolved 1 this process activity and a summary oI their tasks d

uring this
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Table 4-8 - Participants for Interview Product Leads
Role Summary
Moderator Conducts session and asks exploratory questions. Usually, the

contact.

moderator takes no notes, but practices active listening and eye

Appraisal team

follow-up to clarify what is being asked or responses.

Take notes of responses and occasionally ask for clarification, or

Product leader(s)

life cycles work, that he/she has been involved with.

Responds to questions with information about how the product line

Typical Duration:

One leader pessions typically consist of a one hour interview, 15 minutes for team discussion.a
break. Mulfi-leader sessions typically consist of two hours for question/answer plus a.15.t030

Steps:

Table 4-9 shows the steps for this process activity.

Table 4-9 - Steps for Interview Product Leaders

a 15minute
inute break.

Step

Guidance

Introduction

The moderator welcomes the product leader and introduces the apy
The moderator then explains the purpose of the session and how it
conducted. He/She also .réminds the product leader about the conf}
rules and encourages frank responses to the questions.

raisal team.
will be
dentiality

Exploratqry questions

The moderator asks ¢ach exploratory question while keeping track
and any document requests. Any team member may ask a questior
the moderator'should be allowed to lead the questioning to ensure
high-priority questions are covered. The moderator should follow
“listenfor’s” and make any document requests.

of the time
, though
hat all

up on the

Data captpire

Al gther team members take notes. This may be into a notebook f]
summary and transfer to Focus Area worksheets, or direct to a mot
such as sticky note pads that may be allocated immediately to work

br later
ile medium
sheets.

Closing

At the end of the questions (or when time has expired), the modera
concludes the session by reminding the product leader of the time :
of their next meeting for reviewing the preliminary findings. The s

tor
nd location
ession

recorder reminds the product leader of any document requests and

prranges

Tor collecting them. The moderator thanks the product leader for his/her
cooperation. The moderator then asks in round robin each practitioner the

following question:

If you could change one thing in your organization other than your

boss or your paycheck, what would it be?

Next, the moderator asks each product leader (perhaps going around the group

in the opposite direction):

Other than the people, what do you think is this organization's major

strength?
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Tailorable Parameters:

Colors

Numbe

Moderator assignments
Extent of follow-up on individual issues
Use of notebooks or recording of interviews directly to mobile medium

and sizes of sticky note pads

Multiple persons or one per interview

r of interviews

Exit Criteria:

Page 27

As ma
Notes:

Exploratory
asked. Itis

documentatjon generated for or by a Focus Area to demonstrate a capability leyel.

If stickies a
or size of st
across grou
inch stickie
stickies to d
should be a
has a copy

generate on|

Depending
member usg
If the EQs |
much more
interviewee
note taking
4.2.5 Cd

Purpose:

y exploratory questions as possible are covered

questions are ordered by priority to ensure that the most important questions (to thg
uncommon for all scripted questions to be addressed in any session. (A'team may re

ickie. Subteams developing preliminary findings may immediately see if they are ¢
bs by the mix of colors. Only one issue or statement,should be recorded per stickie.
b for data collection works well, since then summary, findings may be recorded on 33
istinguish them. Pads of 100 stickies seem sufficient for most recorders, but a few §

f the Focus Areas, one FA per hardcopy page, in EQ order, the team may stick the {
the appropriate FA for very rapid alloeation to Focus Area worksheets later.

bn the acceptability in the appraisal' organization’s culture, it is very useful to have g
a laptop or other workstation to enter responses and dialogue from EQs as they are
ave been prepared electronically, and responses are recorded in spaces between, thi
rapid consolidation of post-interviews. More than one laptop in use seems daunting
5, however. Ask the interviewee(s) before using a laptop or other recording instrum
using stickies (one practice or fact per stickie) is recommended for team members.

nsolidate Mata from Interviews

team) are
quest and use

Fe used, each interview and focus group may be more easilynidentified by using a diffferent color

rroborated
Using 3x3
(5 inch
pare pads

Lcessible at the interview, especially if more.than one hour is scheduled. If each teafn member

tickies they

ne team

happening.
permits

to most

ent. Manual

The purpos

taken during the interviews.

Summary Description:

& of Comnsotidate Data fronr Imterviews 15 to-attocate the nformmation to Focus ATeas, from notes

Consolidate Data from Interviews involves allocating the data, gained in the interviews with the product line
leaders, to Focus Area worksheets. It also verifies or clarifies the understanding of the information obtained
from the questionnaires. This data consolidation step allows the team to re-prioritize any data requests in the
ensuing schedule or to change other aspects of the remaining data-gathering period.


https://saenorm.com/api/?name=9bca7ba15c288fe2b65dc4208ce356ff

EIA-731.2
Page 28

Major Participants:

Table 4-10 lists the primary roles involved in this process step and the summary of their activity during this

process.
Table 4-10 - Participants for Consolidate Data from Interviews
Role Summary
Facilitator Provides guidance and model expertise for the team’s allocation of

data to Focus Areas.

Appraisal team

Review their notes, discuss any issues; may translate notebook data
to stickies or electronic media, but always allocate data to Focus

Area worksheets.

Typical Duration:

Consolidatipg data takes 15 minutes to one hour.

Steps:

Table 4-11 phows the steps for this process activity.

Table 4-11 - Steps for Consolidate Data from Interviews

Step

Guidance

Review nptes (option if
notebooks used)

Each team member privately reviews his/her notes from the ifterviews.

Practice orsperformance issues and strengths noted are copied
or marked\for copying to electronic media.

to stickies

Allocate dlata

Each team member allocates stickies, or enters on common el
medium, the issues and strengths identified for each Focus At
Focus Area worksheet. The Focus Area worksheet may be a
space on the wall or a table top, or a practice-by-practice elec
or subset of the model’s practices in database or flat file form|
captured should be allocated as one of these types: (a) issue
(e.g., a delta, “A,” symbol), (b) strength (e.g., a plus, “+,” syn|
comments or “check the box” for performing a practice but n
strength or issue (leave the symbol zone blank), or (d) duplic3
during allocation and place in duplicates pile).

cctronic

ea to the
flip chart, a
fronic copy
nt. All data
r weakness
ibol), (¢)
ta

tes (note

Discuss issues

I'eam members may raise 1ssues that they have encountered

uring the

interviews and update steps. The moderator moderates the discussions to

give each issue time to be heard and acted on.

Preparation

The team notes remaining activities and proposes any alterations that
they may wish to make, either in whom to include or exclude, what to
ask which groups or individuals, or what other information sources could

be tapped and how to include them. In particular, the team m:

ay want the

moderators to guide the discussions into certain areas during one or more
of the practitioner interviews. This direction should be carefully limited,
as too much direction of the practitioner discussions will stifle

spontaneity.
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Tailorable Parameters:

Medium for Focus Area worksheets
Translate notebook data to Focus Area worksheets or medium

Exit Criteria:

Notes:

Team members complete update of their DTS
Agreement on changes to schedule and other data gathering mechanisms

Page 29

Remember to record only one issue or strength per stickie or line entry in electronic medium. Remember to

use differe
may be ea:
stickies, the

The Focus /
the walls of
have marke

42.6 In

Purpose:

Interview P
processes (4
corroborati

Summary }

Interview P
“What worl
software, et
sometimes

The moders
on the proc
discussion |
cease volun
degeneratin|

sl]Iy determined during preliminary findings. When a team copies interview statemen

colored stickies or record a unique symbol for each interview session to ensure corfroboration

re tend to be 20% to 60% duplicates recorded.

\rea worksheets may be just flip charts, with one Focus Area name perflip chart, hy
the team work room. They may be blank except for FA title, have practices listed 9
1 zones for base and capability level stickies to be applied.

erview Practitioners

ractitioners ensures meetings with the actual practitioners of the domain’s processes
.g., quality assurance, manufacturing, marketing, finance, field service, etc.); obtain|
n of the issues previously collected; and identifies new issues.

Description:

ractitioners involves facilitating a relatively free-form discussion centered around th
s and what doesn’t work,so well in your (domain, product life cycle, systems engin
c.) processes?” This discussion typically provides corroborating and clarifying data
eferences to additional’data sources.

tor should have'a'set of 2-10 Exploratory Questions prepared to ask the practitioner
bsses the participants in this focus group should practice. It is usually best to let a fr
egin thessession; otherwise, participants may get the impression that the session is
teering.the issues that are important to them. In particular, if the session appears to
o (into a gripe session, the moderator should introduce one or more Exploratory Que

s directly to

ng up around
n them, or

and support

e question,
ering,
and

, that focus
pe-form

n audit, and
he

tions.

Major Participants:

Table 4-12 lists the primary roles involved in this process activity and the summary of their tasks during this

process.
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Table 4-12 - Participants for Interview Practitioners
Role Summary
Moderator Sets participant expectations about the session (see Annex E

summary sheet). Keeps discussion moving with minimal influence
on its direction. Ensures all practitioners have a chance to speak by
starting with round robin introductions, and continuing with round
robin answers to the “what’s working and not working” question.

Appraisal team

Take notes on statements made by practitioners. Different colored,
3x3 inch stickies are recommended for recording statements by
practitioners, one statement per stickie.

Practitioners

Present issues from their perspective.

Typical Duration:
Two hours per practitioner group.

Steps:

Table 4-13 phows the steps for this process activity.

Table 4-13 - Steps for Interview<Practitioners

Step Guidance

Preparatign Arrange the focus group area before-the practitioners’ arrival. The setup may be
around a table or in a circle without'a table. The team should occupy every [other seat,
forcing the practitioners to spread out around the circle. The team memberq should be
in their seats before the practitioners arrive. It is important to begin the meqting on
time. If possible, havesemeone not on the team call any late-comers or no-ghows.

Introductjon The moderator:

*  Welcomes the practitioners and introduces the session’s topic (if approj

Explains-the purpose of the session and how it will be conducted, i.e., g
unstryctured discussion of the overall product life cycle (or other mode
pro¢ess and the practitioners’ processes from their viewpoint.

Lets the practitioners know that the team will listen and take notes, but
direction of the discussions will be up to them.

Notes that, at the end of the session, each participant will be asked for §
of, and one important improvement needed by, the organization being ¢
Encourages frank discussions.

priate).
n
domain)

that the

strength
ppraised.

Remidsthe practitioners about the contidentiaity Taies; and cautions t
participants about repeating comments outside of the session.

1€

The team and practitioners then introduce themselves, giving their name and role (team
members should identify themselves as “members of the appraisal team™). The
moderator then turns the meeting over to the practitioners.
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Discussi

on

The moderator keeps the conversation moving with as little intrusion as possible.

Team members should not participate in the conversations. The moderator should note
non-participating practitioners and try to bring them into the conversation in a non-
directed manner (e.g., “What do you think about that, Tom?”). If the discussions lag,
or EQs have been identified, the moderator may either gently “nudge” the discussion in
the desired direction or ask them again as open questions to the group, such as “What’s
going well and not so well in (insert Focus Area name)?” If this is not done carefully,
the participants will continually look to the moderator for direction and the focus group
will lose its spontaneity and buy-in. The moderator should use leading comments (e.g.,
“How about quality assurance . . .?”"), and avoid direct yes/no questions (e.g., “Do you
do quality assurance?”), or judgmental questions (e.g., “What’s wrong with quality
assurance?”).

Closing

Near the end of the session, the moderator brings the conversation to an end, and asks

two questions of each practitioner. If the moderator senses that the discussipns have
reached the end of their usefulness, he/she may end the session before the‘end of the
full time period. The moderator then asks in round robin each practitioner the
following question:
If you could change one thing in your organization other than yout boss or
your paycheck, what would it be?
Next, the moderator asks each practitioner (perhaps going-around the group|in the
opposite direction):
Other than the people, what do you think-is_this organization's majpr
strength?
(The word “organization” should be.¢ustomized for the situation.)
Finally, the moderator thanks the practitioners for their participation and retpinds them
of the confidentiality rule, and the time:and location for their review of the draft
findings.

Process ¢

heck

In the interval between practitionet’focus groups, the team should perform 4 brief
process check of how the last session went, and discuss any changes or spedial
situations anticipated with thenext focus group. The sessions are long, so He sure to
leave time for 15 to 30, mintte breaks before the next group arrives.

Tailorable

¢ Numbe
e Datac

Exit Criten
e Sessior

ia:

Parameters:

r and makeup.of-practitioner focus groups
llection on-sticKies, electronic medium, or in notebooks

coempleted

Table 4-13 - Steps+for Interview Practitioners (continued)

Notes:

Groups are defined above in the Preparation phase. This activity may be performed before the formal On-
Site period for special groups, to reduce the On-Site period somewhat.

Stickies, notebooks, or electronic media may be used to collect statements that are issues or weaknesses,
strengths, or comments, “just doing it” statements. Use of stickies should include different colored pads of
100 for each session. Recorders write only one statement per stickie. Extra pads should be accessible in the
focus group area, as some will generate more than 100 in a two-hour session. Special symbols should be
used on recorded statements for “one big improvement” and major strength of the organization.
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A session recorder may use a laptop or other workstation if the organization’s culture permits it. This greatly
facilitates consolidation of data and collection of “‘golden quotes,” or key phrases, into draft and final
findings. Ask before using a laptop or other recording equipment. No more than one or two team members
should use laptops or workstations for recording data.

4.2.7  Consolidate Data from Practitioners

Purpose:

Consolidate Data from Practitioners allocates data collected from the practitioners to Focus Area worksheets,
so that preliminary findings may be generated.

Summary Description:

Consolidatg Data from Practitioners involves allocating data to Focus Area worksheets. It ‘also pllows the
members of the appraisal team to verify their understanding of the information, obtained\in the §essions with
the other tegm members, and consider and request additional data sources.
Major Participants:

Table 4-14 |ists the primary roles involved in this process step and a summiary of their activity during this

process.

Table 4-14 - Participants for Consolidaté;Data from Practitioners

Role Summary
Facilitator Provides guidance_and model expertise for the team’s deliberafions.
Apprafsal team Optional if notelbooks used: review notes and transfer to mobile

medium, allecaté data to Focus Area worksheets, discuss any igsues,
and identify~and attempt to fill any gaps in coverage of the Foqus
Areas.

Typical Duration:
15 minutes fo one hour.

Steps:

Table 4-15 phews the steps for this process activity.
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Table 4-15 - Steps for Consolidate Data from Practitioners

Step

Guidance

Review notes (optional
if notebooks used)

Each team member privately reviews his/her notes from the practitioner focus
groups, committing issues to stickies or electronic medium for transfer to
Focus Area worksheets.

Allocate data

Each team member allocates data on stickies or media to Focus Area
worksheets where they apply.

Discuss issues

Team members raise issues that they have encountered during the review, and
may propose alternative data sources to corroborate or refute data collected.
The facilitator moderates the discussions to give each issue a chance to be
aired. Any actions are recorded and requests communicated to the site
coordinator for action.

Preparatign

The team discusses the upcoming events and any alterations thatthey may
wish to make, based on the discussions. In particular, the team nialy wish to
add a few exploratory questions or “challenge” findings to'the preljminary
findings in order to resolve conflicting evidence, especially where fhe ratings
are affected.

Tailorable |Parameters:

e Media for allocation of data

Exit Criterjia:

*  Scheduling and data gathering changes are agreed toiwhere appropriate
*  Procesg Area worksheets have data allocated

Notes:

A typical tepm member generates 30-100+issues per session, and the team may generate 500 to[ 2000 total,
400 to 120( after duplicates are remgved. Some teams have called the team work room “feathefted,” after its
appearance [with 24 flip charts (23-FAs and one for strengths) covered with stickies hanging on fhe walls.

4.2.8 Dagvelop Preliminary Findings

Purpose:

Develop Pr¢limindry Findings synthesizes the accumulated data from all data sources used in the appraisal.

Summary Description:

During Develop Preliminary Findings, the appraisal team systematically analyzes the data from all sources to
generate a list of preliminary findings related to the Focus Areas and capability levels under investigation.

Major Participants:

Table 4-16 lists the primary roles involved in this process activity and a summary of their tasks during this

process.
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Table 4-16 - Participants for Develop Preliminary Findings
Role Summary
Facilitator Leads team in an example activity, coaches subteam work, and

oversees the preparation of the preliminary findings.

Appraisal team

including both strengths and weaknesses.

Synthesizes the accumulated data by FA into preliminary findings,

Typical Duration:

Developing preliminary findings may require three to five hours.

Steps:

Table 4-17

khows the steps for this process activity.

Table 4-17 - Steps for Develop Preliminary Findings

Step

Guidance

Demonstijation

Appraisal team members (and sometimes pbservers) are assigned d
into subteams of 2 or 3. Divide up the Foéus’ Areas among them, k
Focus Area that has close to the median number of stickies for use
example to be worked by the entirefeam. Separate the selected FA
strengths, and comments or “che¢k the box” items, and duplicates

r self-select
peping one
as an initial
’s issues,

f not done

during allocation. Record total.number of stickies, issues and duplfcates on

the Focus Area worksheet.

Demonstrate affinity diagram technique on the selected FA’s issue
also on strengths if 10 or more stickies on strengths). The target is
preliminary findings“per FA, but they will actually run 0 to 7 findif
Wordsmithing.is NOT appropriate - emphasize getting the meaning
underlying factor or theme of the stickies in each cluster. Record t
preliminary findings titles on the preliminary findings form. Checl
questions.

5 (option:
2to3

1 2S.

b or

he

 for

Sub-team|
prelimina

K develop
ry findings

Subzteams perform the separation into types of stickies, affinity dig

gram, and

may also perform the initial rating of the FA process capability. The findings

titles by FA are reported to the facilitator or person completing the
preliminary findings form, as each subteam finishes an FA. If initi
are done, these should also be reported and recorded on the rating
Subteams should change membership during the FA changes and
FA in which at least one of them has some knowledge or experiend

hl ratings
emplate.
ork on a
e.
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Table 4-17 - Steps for Develop Preliminary Findings (continued)

Team review The team walks around and reviews the findings and clusters under them as
individuals. Some teams assign each member primary and secondary
responsibility for FAs, in which case they would use this opportunity to
perform a QA role on their secondary FA findings, having helped develop
their primary FA findings. Any alternative finding representations may be
posted on different colored stickies as counter-proposals on the FA worksheet.
Not all the findings will be validated by the preliminary finding feedback
respondents, so challenge them with multiple alternatives if the team cannot
quickly agree on one or build a better consensus statement of a finding.

Update preliminary A word processor or spreadsheet is a fine tool to record the preliminary

findings form findings and print the form for those who took the questionnaire or are
selected to provide preliminary findings feedback. Leave room foi notes on
the form.

Tailorable |Parameters:

*  Subteajn assignments

*  Method for developing preliminary findings

*  Numbgr of preliminary findings presented for validation

*  Method to separate affinity diagram strength stickies - don’t do.comments set or duplicates] just tape
them dpwn securely to the worksheet

Exit Criterjia:

*  40-60 pgreliminary findings that may be verified with those selected to review them. They will indicate
whethef they are valid for their product operations or not, and whether perceived as true in general for
the orghnization or not. These are usually the-interviewed product line leaders.

Notes:

Time: The [first FA by the whole team may take 15-45 minutes, and should be middle sized in tprms of
numbers oflissues. Subteams will likely take 30 minutes on the first FA they do alone (encourage them to
start with nfiddle-sized FAs,then do small ones in terms of numbers of stickies, and lastly the 1grge ones).

By the end,|most subteamsitake about 15 minutes to generate 2-5 preliminary findings per FA after
separating them into the\four types. Depending on the number of appraisal team members and ¢bservers who
participate (teams of-2.are better than of 3), the time from the starting demonstration to finishing the last FA
will be 2.5 {o 4 hours. Walk-around review and agreements may be done during lunch. The fofm may be
generated apd-updated so that the exercise may be done in a half day.

Subteam assignments: Match an organizational or process insider with an outsider to the extent possible.
The insider provides context and interpretation of the issues, while the outsider maintains objective reality.
Many teams will have people on them who have or perceive a need for a particular finding or rating to occur.
They may inadvertently try to bend results to their need. The outsider is present to question when statements
sound like a real stretch or a political spin, often asking, “Where’s the data that says that?”
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Affinity diagram technique:

Place all issue stickies on a surface where the subteam can see them. Rotating between the subteam

members, place stickies that have an affinity for each other (some common theme, factor, cause, or
meaning) together in clusters or sets, or separate a cluster or set into subsets if that seems appropriate.
Typically, no discussion about the theme, or why one is placing issues, is permitted until clusters or sets
are established.

If a stickie appears to belong in more than one set or cluster, duplicate it and put it in both or all - there is

no requirement for unique allocation of an issue to a single finding. It might be a symptom for several
potential causes. If an item seems to move back and forth, in and out of a cluster or set, have each

person

moving it write on a new stickie (same color!) what it means to them, and replace th

stickie
dialogy

If the ¢
color o
produc

with the alternatives. If one or the other alternatives seems a stretch, try to reconstry

f stickie, then read through them and see if they represent the problems‘of one progr

e from which it originated and determine whether it is valid.
uster or set has two or more colors, then it is a candidate for a preliminafy finding.

line, or more than one organizational entity. If one, then the clustershould not be 4

¢ ambiguous
ct the

[f only one
hm, group, or
candidate

for a fipding because it does not have organization-wide application. ,THose clusters deternjined to be

valid o
specifi

For ead
capturg

wordsmithing!) as a preliminary finding proposal, and places it on top of the cluster, taping

the wol
review

429 R
Purpose:
Review Pre
provided th
alternate sh

Summary |

Review Pre

ganizational issues are retained, while the others are taped to.the worksheet with a 1
, not general, applicability.

h valid organizational issue cluster, the subteam braiistorms preliminary findings st
the underlying cause or theme of the cluster. The'subteam agrees on a preferred stg

ksheet so team members can read the preliminary finding proposal and cluster stick
the FA.

view Preliminary Findings

liminary Findings obtains 'feedback on the preliminary findings from the product lin
e original data. If & product line leader will not be available during the on-site phasg
buld be designated for this review.

Description:

liminary Findings involves providing the synthesized data in the form of weaknesse

ote about

htements that
tement (not

the cluster to
es when they

e leaders who
, a capable

(sometimes
es of

strengths arj

e ‘iicluded on the form) to the same product line leaders who were the original sourg

questionnaire and interview data. They then agree or disagree for their own operations or processes and their
perception of organization wide operations or processes. This may be done via form or question and answer

interview.

Major Participants:

Table 4-18 lists the primary roles involved in this process activity and a summary of their tasks during this

process.
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Table 4-18 - Participants for Review Preliminary Findings
Role Summary
Moderator If interview format: Reads preliminary findings to the product line
leaders for their comment. If possible, the moderator role should
be filled by the appraisal team leader to increase his/her comfort
with explaining the findings.
If form completion format: Provides and collects form, and
provides explanation of preliminary findings statements as needed.
Product line leader Provides feedback on preliminary findings.
Typical Duration:
Reviewing preliminary findings takes one hour per product leader, if interviews are sequential, pne hour if

interview is
leaders com

Steps:

Table 4-19

combined or done in parallel by individual team members, or 15-30 minutes\if product line
e to a common area and write out complete forms.

shows the steps for this process activity.
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Table 4-19 - Steps for Review Preliminary Findings
Step Guidance
Introduction The moderator greets the product leader(s) and describes what the team has done

since the last meeting. He/She describes the purpose of this session (or form) and

explains that the findings are preliminary and will likely change; therefo

re, it is

especially important not to discuss this version of the findings outside of this
review. The moderator also tells the leader(s) that at the end of the session or form
he/she will ask for a strength and an important change in the organizational units

being appraised.

Review findings

Interview format:

The moderator reads each preliminary finding to the product leader(s) and asks
whether he/she believes that the finding is true on his/her program or current

operation and whether he/she believes it is generally true for the organi

tion being

appraised. The moderator or members of the team may ask for clarification, or a
follow-on question. However, all preliminary findings need to be presented in the

allocated time. Therefore, the moderator needs to keep a tight t&in on th
not let follow-up questions jeopardize the schedule.

Form completion format:

The preliminary findings are reviewed one by one bycthie product leader

e time, and

, which

they mark yes/no for true or not true for their particular operations, and then for the

organization as a whole, in cells provided on the.form. When done, eac
respondent gets 20 points to divide up among % to 20 preliminary findin
most important findings to improve in the.¢oming year. Any points allo
finding are written into a cell attached tg €ach finding statement.

N
bs as the
cated to a

Closing

Interview format:
The moderator closes the sessiontby asking the product leader the follow
question:
If you could change one thing in your organization other than )
or your paycheclk;-what would it be?
Next the moderator. asks:
Other than the people, what do you think is this organization’s
strength?
(Nete-the word “organization” should be customized for the sit|
Form completion format:

ing

our boss

major

hation.)

The form'has the two questions above at the bottom of the table of prelifninary

findings, yes/no for product/organization, and points for most important

findings to

improve. In both cases, the moderator thanks the product leader for parficipating

and reminds him/her of the time and location for presenting the draft fin

dings.

Validate
preliminafy,
findings list

A designated team member combines the feedback onto one form. Thog
preliminary findings with at least 50% “yes” marks for either program o

c

nrgnnim‘rinn are considered validated and retained but mav be reworde

based on

feedback or clarifications. Those with all but one respondent saying “no” are
considered invalid (only one program rather than the whole organization). Those
with answer patterns between the two listed alternatives should be consensus voted
by the organization’s members on the appraisal team only, to be retained or deleted.

The set resulting is the validated preliminary findings.

Process check

Interview format:

In the interval between interviews, the team should perform a brief process check of
how the last interview went, and discuss any changes or special situations

anticipated with the next product leader. Again, be sure to leave time fo
before the next lead arrives.

r breaks
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Tailorable Parameters:
*  Documentation may be requested and reviewed
*  Selection of those to provide feedback (referred to as product leaders but not necessary - just those who
would know the whole product life cycle)
*  Format for review of preliminary findings

Exit Criteria:

*  Feedback on the applicability of the preliminary findings has been obtained
*  Valid preliminary findings set established

Notes:

Typically, the more homogeneous the respondents are, the fewer the invalidated preliminary)findings.
Homogenegus respondents generally validate 90% or more of preliminary findings. Non-homopgeneous
respondenty may only validate 80%. A group of all software project leaders are fairly homogengous for
example, in|contrast to a Management PC software product line, a construction automiated design tools
product ling, and a telecommunications tool product line set of product line leadéts, or a mixtur¢ of
practitionerp, support process, and product line leaders. As the scope of informiation in an apprdisal gets
larger, the ggreement on any one symptom or cause of a problem tends to'get smaller.

The form cgmpletion approach is faster and offers additional data that'may be used later to priofitize draft
findings. Itjis recommended for re-appraisals at a minimum, buthas been used successfully in ipitial
appraisals as well.

Form completion format: Moderator role: The site coordinator may do this activity off-line with the
appraisal tepm, or the appraisal team may break up and-go to product leader offices to provide the form in
parallel, or the product leaders may be invited to a-room together to complete the form.

4.2.10 Dadavelop the Ratings
Purpose:

One of the gesults of the On-Site'phase is a rating profile covering the appraised focus areas. The rating
profile must correlate with the appraisal findings, and the two are developed in a closely couplefl process.

The rating profile is déveloped and refined at specific points in the appraisal process, as detailed in the
process stepp summaries in Section 2.4. Ratings are based on the degree to which the appraised ¢ntity
performs al| of th&réquirements at a given level, in the judgment of the appraisal team.

Summary Description:

Develop the Ratings involves synthesizing the data gathered from the questionnaire, interviews, and artifact
reviews into a rating profile.

Major Participants:

Table 4-20 lists the primary roles involved in this process step and the summary of their activity during this
process.
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Table 4-20 - Participants for Develop the Ratings

Role Summary

Facilitator Provides guidance on rules for rating and model expertise for the team’s
deliberations.

Appraisal team Select granularity to be used for scoring (whole point, half point or
quarter point). Review the data and preliminary findings, allocate them
to FA practices, and formulate ratings. Review the proposed ratings and
come to consensus on the FA rating profile.

Typical Duration:

Two to threg hours.
Steps:

Table 4-21 phows the steps for this process activity.

Table 4-21 - Steps for Develop the Ratings

Step Guidance
Review rgting procedure The facilitator walks through thé.scoring rules (see Notes below) and
answers any questions.
Review questionnaire data | The appraisal team reviews'the questionnaire results for each Fpcus Area.

Review interview data The appraisal team reyiews the data collected during the interview process
for each Focus Area.

Review pfocess artifacts The appraisal team reviews the data collected during the review of the

and work|products organization’s-process artifacts and work products.

Discuss igsues The fullteant walks through each Focus Area and the facilitatof moderates

a discussion to give everyone a chance to be heard. Based on tie data
colleeted, the team must reach consensus on whether each Spedific and
Generic Practice has been achieved, as well as the utility of the|process
being applied to the Focus Area.
Establish frating Using the results of the previous discussion, the appraisal team|completes
the scoring charts (see Annex F) based on the scoring rules desgribed in
the Notes below. As the final findings are being determined, tHe ratings
are reviewed against the findings and strengths to ensure there {s
continuity between these two parts of the report.

Scoring Rules:
The Scoring Template is completed one Focus Area at a time using the following rules.

e At each level, the number of Specific Practices achieved is compared to the number of Specific Practices
at that level.

¢ If there are four or fewer Specific Practices, all Specific Practices must be achieved to get
credit.

¢ Ifthere are five to seven Specific Practices, no more than one Specific Practice may be deficient
to get credit.
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If there are eight or more Specific Practices, no more than two Specific Practices
deficient to get credit.

At each level, all Generic Practices at that level must be achieved to get credit.

Page 41

may be

Utility is calculated by averaging the combined responses for value and effectiveness with “Marginal”

responses awarded 1 point, “Adequate” awarded 2 points, “Significant” awarded 3 points, “Measurably
Significant” awarded 4 points, and “Optimal” awarded 5 points.

* & o o

If the average is < 0.75, no credit is given.
If the average is > 0.75 and < 1.75, credit is given for Marginal Utility.

If the average is > 1.75 and < 2.75, credit is given for Marginal and Adequate Utility.

If the average is > 2.75 and < 3.75, credit is given for Marginal, Adequate and Sig

nificant

The Fol
Specifi
and uti
50% at
accoun|

L4

Utility.

If the average is > 3.75 and < 4.75, credit is given for Marginal, Adequate, Signifi
Measurably Significant Utility.

If the average is > 4.75, credit is given for Marginal, Adequate, Significant, Measy
Significant and Optimal Utility.

cus Area rating is determined by the number of boxes completed ‘on the scoring tem

C Practices account for 50% at each level, the Generic Practie¢$ account for 25% at ¢

ity accounts for 25%. (Note: since there are no Generic Practices at level 1, utility ¢

this level. For Focus Areas that do not have Specific Practices at level 5, the Gener
for 50% of the score and utility accounts for the other50% of the score.)

level boxes filled. If there is an unfilled box at a lower level, the appraisal team m|
score for the highest level with all boxes\filled, if at least 50% of the practices ass(
the unfilled box have been achieved:

If scoring on the half point scale,(thé rating is the highest level with all boxes filleg
lower boxes filled), plus a halfpoint is awarded if either the Specific Practices are
the next level or the Generic Practices and utility are satisfied at the next level. Cy
Specific or Generic Practices may be given at the highest level satisfied, if at least
Specific or Generic Practices associated with an unfilled box at a lower level have
achieved.

tant and

rably

plate. The
ach level,
ccounts for
¢ Practices

If scoring on whole points, the rating is the highest level that has all boxes filled apd all lower

py award the
ciated with

| (and all
satisfied at
edit for
50% of the
been

If scoring on the quarter point scale, the rating is the highest level with all boxes fj

led (and all

lower boxes)filled), plus a half point is awarded if the Specific Practices are satisfipd at the next
level, a quarter point is awarded if the Generic Practices are performed at the next|level, and a
quarterpoint is awarded if the utility is satisfied at the next higher level. Credit fof Specific or
Gengric Practices may be given at the highest level satisfied, if at least 50% of the[Specific or
Generic Practices associated with an unfilled box at a lower level have been achieyed.

Tailorable

results.

Parameters:

That is, findings are all that was desired as an objective of the appraisal.

Ratings development may not be performed if the appraisal excludes the rating profile from the appraisal

Rating granularity - Scores may be presented as whole numbers, on a half point scale (0.5, 1, 1.5, 2, ...),

or a quarter point scale (0.25, 0.5, 0.75, 1, 1.25, ...). The level of granularity will affect the scoring
process, since it determines if and how “partial credit” will be indicated.

Exit Criteria:

Consensus is obtained on the rating profile.
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4.2.11 Develop Draft Findings
Purpose:

Develop Draft Findings develops summary findings for the appraisal, based on the validated preliminary
findings.

Summary Description:
Develop Draft Findings involves synthesizing the preliminary findings into a manageable, high-value-if-

fixed set for presentation to the sponsor. The 45-50 validated preliminary findings are synthesized into 5-9
draft findings that include short title, summary finding, observations or symptoms, and consequences.

Major Participants:

Table 4-22 |ists the primary roles involved in this process activity and the summary of their taskfs during this
process.

Table 4-22 - Participants for Develop Draft Findings

Role Summary
Facilitator Provides expertise on the reference model and guides the feam in
reaching consensus.
Appraisal team Develops the draft findings statements and presentation slides for
feedback.
Typical Duration:

Plan on Deyelop Draft Findings taking fourto’eight hours.
Steps:

Table 4-23 ghows the steps for'this process activity.
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Table 4-23 - Steps for Develop Draft Findings
Step Guidance
Affinity diagram The team should use an affinity diagramming technique to create sets of related
the validated preliminary findings, and create a summary statement for each set.
findings

Prioritize findings | There are usually more than 10 synthesized findings to start. Prioritization should
be based on business goals, if available, or on the team’s consensus on the major
barriers to improvement in the organization.

Wording for The team should form small groups (two to three people) to edit and wordsmith the
impact findings. This is especially true if they could not agree on the wording during the
previous step. The moderator should carefully consider the make-up of these
oroups and the assignment of findings. Sometimes it is a good idea to place
antagonists in the same group and give them the controversial finding to| edit.
Other times, neutral parties should do the editing. In extreme cases'both
approaches might be tried. This is where the moderator makes use of hig/her
teaming skills and knowledge of the team.
Form conkensus Finally, each finding is presented to the group for final edit'and approval. The team
must agree with each finding. If team members go awaydrom the apprajsal without
full commitment to all of the findings, the other parti¢ipants will sense the lack of
consensus and interpret it as a weakness in the findings. This step contifues until
consensus is achieved. If necessary, the teamymiight have to go back to the previous
step in an effort to come to an agreement.
Prepare slides The findings are placed on slides for presentation. See Annex B for a sgmple of the
findings presentation slides. The teamZmembers should be given copies[of the draft
findings for their notebook, and for<«tecording comments from the draft
presentation. Do not make copies-for the participants, as the findings mgy change
after their initial presentation,\The appraisal team leader should take a cppy with
him/her in order to prepare.for the presentation the next morning.

Tailorable [Parameters:

*  Level df granularity of findings
*  Depth ¢f analysis for detepmining capability level

Exit Critenjia:

*  Consersus is obtainied on draft findings
*  Draft findings(briefing is completed

Notes:

The number of findings is normally limited to at least five, but no more than nine. Initially the team may
identify more than nine areas, with the understanding that it will merge or drop some later. Findings may be
presented in the context of Focus Area categories, Focus Areas, Specific Practices, Generic Practices, and
common features.
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4.2.12 Present Draft Findings

Purpose:

The purpose of Present Draft Findings is to provide a vehicle for the product line leaders and practitioners to
validate that the synthesized findings represent the information provided throughout the On-Site phase of the

appraisal.

Summary Description:

Present Draft Findings involves the appraisal team leader presenting the synthesized findings to the product
line leaders as a group, and then to all the practitioners as a group. This provides the appraisal team leader
with an opportunity to “rehearse” the briefing, and provides the appraisal participants with the opportunity to

provide feeflback on the validity of the information.
Major Participants:
Table 4-24 |ists the primary roles involved in this process activity and a summary.ofitheir tasks fluring this
process.
Table 4-24 - Participants for Present DraftFindings
Role Summary
Appraisall team Presents the draft findings; does not present the rating profile or the intr¢ductory
leader material, just the summarized findings; solicits comments from participants.
Appraisal team Takes notes on presentation forfeedback to appraisal team leader; obseryves
reactions of participants to findings; takes notes on feedback.
Appraisal Listen to findings presentation; provide feedback on whether the appraidal team
participants captured what is happening in the organization.
Session r¢corder Records agreed-upon-éhanges to briefing on actual slides directly, as welll as on a
hard copy.
Moderator Facilitates the feedback portion of the meeting; appraisal team leader mgy assume
this role if'desired.
Typical Duration:
Presenting ¢lraft findings takes one hour for product line leaders as a group, and one hour for all| practitioners
as a group.
Steps:

Table 4-25 shows the steps for this process activity.
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Table 4-25 - Steps for Present Draft Findings
Step Guidance
Describe purpose | The presenter re-emphasizes that the goal of the appraisal is to capture the “state of
of session the practice” in the organizational units being appraised; this session allows the

appraisal team to validate that they have accurately captured the practitioners’
viewpoint. The presenter then asks to go through the entire briefing and then come
back to questions. It is not recommended to pass out a copy of the briefing at this
time; it is subject to change, and incorrect versions of the briefing could damage the
credibility of the appraisal.

Present findings The appraisal team leader rehearses his/her presentation of the findings portion of
the briefing. Not showing the rating profile also gives participants another reason
to attend the main findings briefing. During this briefing, the presenter tries to
notice the reactions he/she gets from different findings.
Solicit fe¢dback After the run-through of the findings, the appraisal team leader (ATL) s¢licits
feedback from the practitioners, e.g., “Is this what you told us and is,thi§ worded in
a way to get positive action from management?” The ATL facilitates thi
discussion, and when changes are proposed by a member-ofythe practitidner’s
group, the ATL tries to get a sense of the agreement within the group; there will not
be time to get a full consensus, the ATL will just try toymake sure that te comment
is one that engenders general agreement. The appraisal team is not looking for a lot
of changes, but is just making sure that the tone“of the findings is able td be acted
upon, and that the team is not misrepresenting the data gathered.
Make draft Draft changes may be made directly on the actual slide, so participants dan see the
changes direct effect of their input; they shouldzalso be recorded on a hard copy ¢r
electronic copy for discussion among.the team. (These draft changes willl be
validated in the next process stept)
Provide r¢minders | The ATL reminds participants.6f the time for the findings briefing and gmphasizes
that this is an opportunity to interact with the management who sponsor¢d the
appraisal. The ATL asks‘the practitioners to keep findings to themselvep until after
the findings briefing This gives sponsors a chance to respond to the findings
without the “rumor,mill” interfering.

Adjourn tpeeting The ATL thankKs, participants for their participation throughout the week

Tailorable |Parameters:

»  Systems engineerifigleads and practitioner groups could conceivably be combined, though |this risks
inhibitipn of the-practitioners in some environments. If a management practitioner group was used, you
may want to eombine them with the product line leaders.

*  Someope other than the appraisal team leader may be selected as the presenter for the findipgs briefing,
or the presentationmaybespht-betweenmultiple presenters—A—eommensphtistohavethe moderator
present the introduction, the appraisal team leader present the findings, and the moderator close with the
“next steps.” Presentation by the appraisal team leader has the advantage of organizational “ownership”
of the material; in some environments, the moderator has the advantage of being the outside
“independent” expert. The decision of who presents the findings should be based on the team’s
consensus of who will have the most impact and achieve the most momentum for improvement action.

Exit Criteria:

*  Presentation of draft findings complete
*  Practitioner concerns recorded
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Notes:

This session is important in establishing the credibility of the appraisal with the practitioners and for
providing practitioners with momentum toward change. It is important to make sure there are no findings
where the product line leaders/practitioners say, “This is absolutely not true — whatever gave you that idea?”
or something similar. There should not be many changes that come out of these presentations, but you
should put a couple in, even if they are minor details, just to show the team’s willingness to listen.

4.2.13 Adjust Draft Findings

Purpose:

Adjust Draft Findings ensures that the final findings briefing accurately reflects the information obtained
from the pafticipants, by refining the findings briefing based on feedback from the appraisal parfticipants.

Summary Description:

Adjust Draft Findings involves the appraisal team discussing the presentation of th@'draft findinigs to the
appraisal pgrticipants and coming to consensus on the draft changes that will be #icorporated info the final
findings bripfing. The final findings briefing is updated to reflect the acceptéd changes. Also, gt this time
any final adjustments to the rating profile are made, if appropriate. The-team provides feedbaclk| on the dry-
run to the appraisal team leader, who will be presenting the findings,40 help him/her refine the dlelivery of
the findingd.

Major Participants:

Table 4-26 |ists the primary roles involved in this process activity and a summary of their tasks fluring this
process.

Table 4-26 - Participants for Adjust Draft Findings

Role Summary

Appraisal team Discusses, the proposed changes and comes to consensus on them; proyides
feedbackto the appraisal team leader on the delivery of the findings.

Appraisal team Acoepts feedback on the presentation of the findings and rehearses roygh points,

leader where necessary; ensures that consensus on the proposed changes is aghieved.

Session r¢corder Incorporates the accepted changes into the final findings briefing.

Appraisal supportt Prepare slides and enough copies of the final briefing for the sponsor gnd the

personnel appraisal team, plus a few extra in case the sponsor wants extras for his/her own
distribution.

Typical Duration:

Adjusting draft findings will take two to four hours.
Steps:

Table 4-27 shows the steps for this process activity.
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Table 4-27 - Steps for Adjust Draft Findings
Step Guidance
Review draft Obtain consensus on the proposed changes provided by the participants. Not all
changes changes must be accepted; in particular, ones that do not add to the global issues

of the appraisal may not be accepted. The team must agree on the changes before
they are made.

Determine impact on | Based on what was heard in the findings review, quickly review the rating profile
rating profile to ensure that it is still valid (99% of the time it will be fine, but make sure
findings stay consistent with the profile). If necessary, come to consensus on
rating profile changes.

Discuss delivery of | Team members may provide hints on the delivery of the findings to the appraisal
findings team leader (ATL) for consideration in making the message come across more
clearly or simply. The ATL may rehearse alternate approaches to deliyering
findings that prove sensitive or more difficult to articulate.
Produce fiinal Red-line changes are made to the original if red-lines are being\presented, or the
findings Yriefing electronic file with the briefing is updated. At this point, ensure that all the other
pieces of the briefing (the introduction, rating profile, and/next steps) gre
incorporated into the final copy. Appraisal support personnel make thg required
number of slides and hard copies. Unless otherwis¢ gstablished ahead|of time,
only copies for the sponsor and appraisal team.dré made. Frequently, $ponsors
wish to control distribution of the findings briefing. To provide a copy to those
who want one, while still retaining a measure of control over distribution, it’s
recommended to have a sign-in sheet at'the findings meeting with a pljce to
check if people want a copy of the briefing.

Tailorable |Parameters:

»  The findings briefing may either be revised electronically so a “fresh” copy is presented, or|a red-lined
copy of the draft briefing may be used;.depending on the culture and support resources avaflable.
(Doing|a fresh copy implies in-team computing support which may or may not be available})

Exit Criterjia:

» Ratingg profile is finalized
*  Final findings briefing\is prepared for delivery to participants

Notes:

Be sure the Jappraisal team leader is comfortable delivering the briefing. The two rehearsals proyided by the

draft ﬁndin DD bl;\/fills arv uouul}] Duff;\/ihllt tU 1uduuu th\/ TIVI VUUOSIIVSS Uf lJl UDUIJt;lJE tU th\/ OPUJJ Or.
4.2.14 Present Final Briefing
Purpose:

The purpose of Present Final Briefing is to provide the sponsor with the agreed-upon data from the appraisal
and determine next steps for use of the findings (e.g., catalyst for process improvement effort).
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Summary Description:

Present Final Briefing involves presenting the results of the appraisal to the sponsor, and usually to the other
appraisal participants, via a briefing that synthesizes the data in a in a non-attributable form (so that the
identity of sources of negative data are protected) and provides prioritized findings.

Major Participants:

Table 4-28 lists the primary roles involved in this process activity and a summary of their tasks during this

process.
Table 4-28 - Participants for Present Final Briefing
Role Summary
Appraipal team Presents the findings and rating profile to the sponsor. Facilifates/any
leader discussion after the briefing.
Appraigal team Notes feedback from sponsor.
Sponsar Accepts findings of appraisal from team; prioritizesiactions to be taken based
on appraisal results.
Appraisal Listen to appraisal results.
participants

Typical Duration:
One to two fhours.

Steps:

Table 4-29 phows the steps for this process aetivity.

Table 4-29 - Steps for Present Final Briefing

Step Guidance

Coach sppnsor on Remind sponsor that his/her reaction to the findings will have an impaft on the
his/her exjpected enthusiasm with which follow-on actions are greeted.

participatjon in

meeting

Remind afl'oP Remind participants that they have already had opportunities for feedback — the

purpose of meeting

focus of this session is to summarize what has been found during the week.

Thank sponsor and
participants for
cooperation in the
appraisal

Acknowledge the support personnel and all those who helped the appraisal

succeed.

Present final briefing

The presenter goes through the entire briefing, including process capability

profile and next steps; presenter asks for questions to be held until the

end.

Open discussion, if
appropriate

Usually at the end of the briefing, the sponsor does a “thank you” message,

provides initial reaction, and then opens with his/her own questions or
discussion to the floor.

opens the
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Tailorable Parameters:

*  Number and type of participants in audience

*  Level of detail of findings

*  Presenter: In some cases, having the moderator present the process of coming to the findings, and the
team leader present the content of the findings may work best (see tailorable parameters in Present Draft
Findings)

Exit Criteria:

*  Final briefing presentation completed
*  Participant questions answered, or recorded as actions

Notes:
See Section| 6.9 and Annex B for a rating profile example.
4.2.15 Brjief Sponsor (optional)

Purpose:

Brief Spongor provides the sponsor with an opportunity to ask questipns privately, obtain or give feedback on
the appraisgl process, and discuss next steps in more detail.

Summary Description:
Brief Spongor involves the appraisal team members and.sponsors having an open discussion on [the results of
the appraisgl, the appraisal process, and the next steps,@s appropriate. No confidentiality rules are abrogated
in this meetjng.

Major Participants:
Table 4-30 |ists the primary roles inyolved in this process activity and a summary of their tasks furing this

process.

Table 4-30 - Participants for Brief Sponsor

Role Summary

Fakilitatot, Asks sponsor if any clarification or other information is needed;
suggests follow-on assignments.

Apprarsattean ATTSWET SPOTTSOT S (UESHOITS, a5 appropriate.

Sponsor Asks any questions not appropriate for a general audience; makes
follow-up assignments.

Typical Duration:
Thirty minutes to one hour.
Steps:

Table 4-31 shows the steps for this process activity.
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Table 4-31 - Steps for Brief Sponsor
Step Guidance
Ask sponsor for Often the sponsor has questions of clarification that he/she prefers

feedback on results | not to ask in a large group; even if there are no specific questions,
this is a good time to gauge the sponsor’s reaction — sometimes the
results are right in line with the sponsor’s prior thinking, sometimes
they are a surprise.

Ask sponsor for Any feedback from the sponsor on the appraisal process should be
feedback on process | included in the lessons learned that are returned to the reference
model maintenance site.

Discuss next steps At this point the assignments for follow-on work should be finalized.
and add detail The moderator may provide some advice on how long the follow-up
activities will be expected to take and the level of commitment
required to finish the report and start to develop an improvémen|
plan.

Tailorable [Parameters:

*  This isjan optional process activity, so it may be tailored out if appropfiate
Exit Criterjia:

*  Sponsgr dismisses team

Notes:
This is an optional activity, but is frequently used-as a way to ensure sponsor follow-through anfl assignment
of actions. [It also provides the sponsor with an opportunity to get a better understanding of the findings
which he/sHe may not have been comfortablé discussing in the large meeting.
4.2.16 Cdnduct Wrap-Up

Purpose:
The purposg¢s of ConductWirap-Up are to obtain feedback from the appraisal team on the apprafsal process

itself, provifle an oppartunity for consulting with the moderator on moving forward with the resplts, and
ensure that pppraisal-materials are properly accounted for.

Summary Déseription:

Conduct Wrap-Up involves obtaining information about what worked and what did not work from the
appraisal team members for feeding back to the Appraisal Method maintainers. It also involves discussing
and resolving findings and assignments from the recommendation report.

Major Participants:

Table 4-32 lists the primary roles involved in this process activity and a summary of their tasks during this
process.
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Table 4-32 - Participants for Conduct Wrap-Up
Role Summary
Facilitator Facilitates gathering data on what worked and did not work
during the appraisal.
Appraisal team Provide input into what worked and what didn’t work.
members
Typical Duration:
One hour.
Steps:
Table 4-33 ghows the steps for this process activity.
Table 4-33 - Steps for Conduct Wrap-Up
Step Guidance
Conduct gppraisal Getting the team to write “what worked” an@“what didn’t work” stickfies
data gath¢ring provides an easy way to gather data and provide an affinitized list of
session improvement suggestions to the maintetiance site. Note that what did ork is just

as important, so that successful elemfents of the AM aren’t lost in futurp revisions
Verify firldings and | If there were areas of disagreement'that came out as results of the fina] briefing,

recommendations this time may be used to resolye how the finding will be presented in the appraisal
report.

Report aspignments | All appraisal team members should understand their commitments to the findings

detailed and recommendations report and their deadlines.

Answer Igst-minute | Often appraisal team’ members have questions about improvement plags, etc., that

questions the moderator may spend some time answering and providing referendes for.

Tailorable [Parameters:
*  Amount of time spefitin discussing lessons learned

Exit Criterjia:

*  Appraipalessons learned are recorded
*  Assignments are verified

Notes:

Depending on the team, there may be resistance to the wrap-up session (everybody wants to go home and get
some sleep, or catch a plane, etc.). The moderator should judge how in-depth to make this session, based on
the state of the team. A celebration of some sort is not out of place if the team members are available.
(Often, however, the moderators have planes to catch.)
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5 Post-Appraisal Phase Activities

5.1 Post-Appraisal Phase Overview
Purpose:
The Post-Appraisal phase finishes preparing the appraisal reports, documents lessons learned in the appraisal,

and provides recommendations for action planning. Figure 5-1 shows the activities in the Post-Appraisal
phase.

Post-Appraisal Phase

5.2.1 5.2*.3
Report lessons Perform
learned actions
5.2.2 5.2.4
Develop and Devedop/findings-
present action plans recommendations
| report

Figure 5-1. Diagram of Post-Appraisal Phase

Summary Description:

Table 5-1 shows the activities for this process phase.

Table 5-1 < Summary Description of Post-Appraisal Phase

1D Activity Description
5.2.1 Report lessonsylearned Record lessons learned, risks avoided and encountered, and
suggestions for improving the method to the referencelmodel
maintenance site.

5.2.2 | Develop,and present action | Coordinate the findings with the strategic plans of the
plans organization such that the critical elements are worked on first.

Clat L 3 ko
TUT OOy~ v o SPOTISUT?

5.2.3 | Perform Actions Set realistic schedules and commitment from those involved in
the improvement process, and proceed to implement the
sponsored changes.

5.2.4 | Develop findings- Expand findings briefing into a report; add recommendations for
recommendation report the sequence of improvement and priorities.
Typical Duration:

Two to four weeks.
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*  Reporting of appraisal data to other parties (e.g., reference model maintenance site) must be negotiated
and agreed upon in the Preparation phase

Exit Criteria:

*  Lessons learned on model and appraisal method reported back to model maintenance group

*  Appraisal report completed and distributed appropriately
*  Records disposed of per the appraisal plan

Notes:

One of the fypical traps in getting an improvement effort started 1s allowing the release of the aj

to drag out.

5.2 Pgst-Appraisal Phase Activities

5.2.1 Rgport Lessons Learned

Purpose:

Report Lesqons Learned provides the Appraisal Method maintainers with feedback on the streng
weaknesses|in the description of the method and model, and proyides opportunities for improvir

and model.

Summary Description:

Report Lesqons Learned involves describing the appraisal goals and tailoring decisions made by
and recordipg any effects (positive or negative) of either the described or implemented method.

Major Participants:

Table 5-2 lists the primary roles involved in this process activity and a summary of their tasks d

process.

Table 5-2 - Participants for Report Lessons Learned

praisal report

pths and

1g the method

the team,

iring this

Role

Summary

Facilitatgn

Synthesizes and records lessons learned from appraisal participg

tion.

L.
Model maimenance group

ACCCPLS and addreSses COminents 1rom appraisal LCaI.

Typical Duration:

Two hours (to write and send lessons learned information).

Tailorable Parameters:

e Level of detail of recommendations
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Exit Criteria:

*  Lessons learned sent to the Appraisal Method maintenance site and used to improve local tailoring

Notes:

Feedback received from appraisal teams will be a primary input to revisions and enhancements to the
Appraisal Method. Feedback may be as simple as a set of stickies, or as elaborate as a formal white paper.

5.2.2 De

velop and Present Action Plans

Purpose:

Action plan
and schedu
perspective

Summary }

Action plan

develop realistic task descriptions, resource cost estimates, schedules, and perform risk assessm
he plans for approval and implementation by the spénsor or management. The plang need not be

submitting
long or detd
and providg

Major Par

Table 5-3 Ii
process.

ning provides management and the appraisal sponsor with feasible, prioritized agtiv
es descriptions that are likely to be implemented; and delivers intended improvemen
b of the organization's technical and managerial levels .

Description:

ning requires willing and collaborative representatives fromaffected groups in the o)
iled, but must motivate the people who must lead,do, and support the plans to implg
sufficient guidance to do so.
icipants:

5ts the primary roles involved in this process activity and a summary of their tasks d

Table 5-3 - Participants for Report Appraisal Output to Other Parties

ties, costs,
ts from the

fganization to
ents before

ment them,

iring the

Role

Sunimary

Action pl

hnners Develop action plans to implement prioritized recommendations, ang
the actions to maximize impact and buy-in from the organization.

prioritize

Typical quation:

Two days to four weeks.

Tailorable

Parameters:

*  Level of detail provided. At the low end, only title, objective (observable or measurable), linkage to
finding or recommendation, task list, resources to accomplish, PERT, and force field analysis (pros/cons,
risk assessment) are required. At the top end, this could be a significant portion of an organization’s

annual

tactical or operational planning.
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Notes:

The levels of detail, resources, and schedule to do this planning are negotiated during the Preparation phase
with the sponsor.

5.2.3 Perform Actions
Purpose:

Perform Actions implements or deploys the approved action plans.

Summary Description:
Perform Actions involves the sponsor and affected groups (including management) reviewing the action
plans, identjfying resources, and appropriate start dates for those efforts approved. Tthe’sponsoifand affected
groups then| deploy the resources per the plan(s), tracking and overseeing them lik¢/any other program (see
FA 2.2 - M¢nitor and Control, in EIA-731, Part 1).
Major Participants:

Table 5-4 lists the primary roles involved in this process activity and a'summary of their tasks dpiring this

process.

Table 5-4 - Participants-for Manage Records

Role Summary

Sponsor Accepts, prioritizes, and provides resources and leadership to implgment
the plan(s).

Actiof Plan team(s) | Per program BAs , perform action plans to achieve expected resulty.

Typical Duration:

From a few|weeks to an©ngoing effort each (from 3 to 5 distinct improvement action plans are fypical
outputs of an appraisal)

Tailorable |Parameters:

*  Many - these are determined by how the organization uses teams, task forces, inter-disciplinary groups,
etc., to deploy changes

Exit Criteria:

*  Plan exit criteria are met (success or failure is achieved)
5.2.4  Develop Findings and Recommendations Report
Purpose:

Develop the Findings and Recommendations (F&R) Report provides the organization with documentation of
root causes of problems , and recommendations for actions to remove them.
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Summary Description:

The F&R report copies and provides details or explanations of intent beyond the findings slides and Focus
Area profiles. For each finding, the report contains a recommendation that addresses that finding. These
recommendations focus on increasing the throughput and decreasing work-in-progress (WIP) in the
organization's SE process improvement efforts for the Focus Areas as they are deployed in the organization.

Major Participants:

Table 5-5 lists the primary roles involved in this process activity and a summary of their tasks during this
process.

Table 5-5 - Participants for Report Lessons Learned

Role Summary
Leader Collects and leads synthesis of recommendations from firldings.
Appraisal team Perform writing assignments and review and provide imiprovement
recommendations to other authors’ work.
Facilitajor Acts as a reviewer of the report.
Typical Duration:

Four work ¢lays over one to three weeks.
Tailorable [Parameters:

*  Level f detail of document and of explanatory material supporting findings and recommendations
Exit Criterjia :

*  Report|delivered and accepted or approved by sponsor
Notes:

A workshedt, including some techniques that might be helpful, is included in Annex D.
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6 Guidance for Initiating an Appraisal

6.1 Introduction

This section provides readers who are contemplating initiating an Appraisal Method with information that
helps them properly resource and prepare for the appraisal.

6.1.1  Preparation Phase Activities

The Preparation phase is typically initiated six to eight weeks prior to the On-Site phase. The primary
activities pdrformed during the Preparation phase are:

« | Establish appraisal objectives.
* | Determine boundaries to be placed on the organization for the purpose,otf'establisiing the scope
of the entity to be appraised.

* | Select product lines, or major aspects of a product line, to receive gquestionnaires.
* | Select appraisal team and site coordinator.

* | Select product leaders, support functions, and practitioner gtoups.

* | Obtain facilities and support material.

* | Coordinate schedules, particularly senior management.

* | Administer questionnaire.

Annex F prpvides a checklist to assist the site coordinator.;NMany of these tasks can go more qujckly and
achieve betfer results with some guidance.

6.1.2  Falilities Support
The On-Sit¢ appraisal phase is very intensive-for the appraisal team. To maximize their efficier]cy, it is
recommended that a large conference ropnithat can be secured be made available for the On-Sife effort.
Other criticpl support facilities include.computers, printers, display capability, and reproduction|capability.
Recommengled support facilities inglude hotel rooms, food, and secretarial support.

6.1.3  Additional Appraisal. Guidance

All three appraisal phases.are discussed in detail in Sections 3, 4, and 5. In each process activity, guidance is
provided to|help appraisers avoid typical pitfalls associated with that process activity.

6.2 Usiing Business Goals in the Appraisal Method

6.2.1  Assumptions

The organization using the Appraisal Method has a strong set of deployed business goals at its disposal. The
creation and deployment of business goals is a task of significant undertaking and is beyond the scope of this
Appraisal Method.

6.2.2  Refining Appraisal Emphasis

An organization that has a strong sense of its mission and business goals can optimize the use of the
Appraisal Method, by analyzing the model in relation to those goals, and deciding on the emphasis for the
appraisal. An appraisal may be narrower in scope than the entire model, in order to provide more direct and
specific information on the process improvement needs of the organization.
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Alternatively, a broad evaluation may still be desired for data gathering. However, the selection of findings
and recommendations can be limited to those which directly impact the business goals. This provides the
breadth of data gathering that allows management a benchmark of overall capability, while still enabling
targeted improvements directly tied to the business needs of the enterprise.

6.3 Ta

6.3.1

iloring the Appraisal Method Based on Organizational Context

Factors Influencing Organizations

Figure 6-1 illustrates some of the key influences organizations must face when attempting improvement
using any reference model, such as the SECM. The paragraphs in this section assist organizations in tailoring
the Appraisal Method to support improvement based on their particular context.

Organizational
Context

Role
Assignment
+

Guidance by SECM

ifi Sound
Organization @ Specific ounc
Practice organizational
x —ly processes
+ —— with a potential
Specific Work Generic for deliberate
Products Practice improvement
+

Selected Lim

Cycle

632 Ot
To a certain
that uses pr
by an indiv
responsibili
such as staf]

Figure 6-1. Key Influences of Organizational Improvement

ganizational Structures

extent, the Appraisal Method is optimized for appraisal efficiency in an organizatio
bduct lines as_the main means of accomplishing work. These product lines are assu
dual or team/who have resource planning, allocation, and monitoring responsibility,
ty for the.quality and quantity of product delivered. Other management and control
fing§ eareer development, and administration, may or may not be performed within t

hal setting
ned to be led
as well as
functions,
he product

line bounda

ries,

Common organizational structures that the Appraisal Method can accommodate include:

(1) aprogram structure where all management, staffing, and administrative functions come within

2

€)

the purview of the program;

a matrix structure, where the program planning, resources, monitoring, and performance are the
responsibility of the program, with staffing and other administration handled by a “functional”

or “central” organization; and

integrated product development teams, where teams are created from functional or product line
groups, and have the same general responsibilities as a program, but typically at a smaller scope

for each team.
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In some environments, a functional structure, where the resource planning and control for product
development are under the management of a central or functional organization, can be a more challenging
environment in which to use the Appraisal Method. However, the Appraisal Method still obtains a snapshot
of organization-wide product design and development capability.

The Appraisal Method assumes that there is someone called the Product Leader (PL), who is a single point of
information for a broad base of topics, all related to the product life cycle functions being performed in
product lines within an organization. If three or four of these PLs are interviewed, the gaps in information
are typically small, and are easily filled via the practitioner group discussions.

In some org
manager, dg
line B mang
the ongoing
business go

The challen|
information|
When a sin

typically pr

This may enptail changing the On-Site schedule for the apprajsal; re-defining the “organization”

appraised, d
interviewee
alternatives

634 Pr
Many orgar
applying thi
likely to pr
overall prod
6.4

6.4.1

The facilita

Sdlecting Appraisal Personnel

Guidance for Selecting the Appraisal Team

anizations, control is held by a functional manager, either related to life cycle, €.g:, 1
sign manager, integration manager, etc., or by product line, e.g., product line.A mar
ger, etc. The “programs” supporting this type of organization’s needs may-be small
overhead of a program management structure is inefficient, or this stri¢ture may suj
nls of the organization in some way other structures cannot.

oe for applying the Appraisal Method is to find a single interview source for the bro
gathering needed at the beginning of the Appraisal Method.This may not always b
ble source is unavailable, tailor the method to achieve getting both the breadth of inf
bvided by the PLs, and the depth of information typieally provided by the practition

istributing the questionnaire across a broader range of product lines, and then select
5 based on the breadth of knowledge exhibited by their questionnaire responses, or

pduct Line Focus

izations today are using product lines as a method of defining organizational bound
b Appraisal Method in sueh an organization, an appraisal focusing within a single pr
duce the most actionable results. Note that crossing product lines can give a perspe
ess strengths and weaknesses of the organization.

equirements
lager, product
enough that

pport

hd

e possible.
brmation

r groups.
being

ng

ther

hiries. When
bduct line is
ctive on the

ors and appraisal team members, drawn from the organization, work as a single tea

h during the

entire On-S

ite phase. The appraisal team analyzes data, performs all of the interviews, and develops the

findings. They are also responsible for developing the recommendations to the findings that are published in
the appraisal report, and should be involved in carrying out process improvement activities throughout the
organization. To assure transition from the appraisal to a robust improvement effort, the appraisal team
members should:

Be advocates of process improvement;

Be credible with both management and participants;

Be involved in action planning and the subsequent improvement effort;
Have good communication skills; and

Have a positive and encouraging attitude.
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If the organization has any previous experience with organizational appraisals and ensuing process
improvement activities, such as appraisal and improvement based on the CMM® for Software, it can be
advantageous to include a person who has been involved in those activities, even if his/her specific area of
expertise differs from the program’s area. Such a person brings appraisal experience from within the
organizational culture, and can be used as a source to gain leverage from process improvement activities that
have worked within the organizational culture. These individuals are also likely candidates to be the
Appraisal Method facilitators.

6.4.2 Data Sources

The SECM appraisal method is structured to examine two views of the entity being appraised, typically
program or product line, and organizational support. The objective is to get as broad a view of the
organization as possible, while still maintaining control of the data gathering process. The product line lead
systems engineers are typically the ones who complete the questionnaire, since they have a breader view of
the tasks bejing performed in product life cycle and associated support functions. The questionnjires are
essential to jestablishing the basis for data gathering for the entire On-Site period. The practitioners expand
the appraisqrs’ view of the organization, providing information on what is being done on other product lines
or areas of {he organization, besides those targeted for in-depth data gathering. The’appraisal tepm may
choose to hjive selected people in the practitioner group complete the questionnaire, but this is typically kept
to a limited |number for the purpose of data and resource management.

On some apjpraisals, the appraised organization may have a large product’line. In that situation fhe “product
lines” may be large subsystems or segments of the product line. The, product line lead systems ¢ngineers
would then [be the segment lead systems engineers, and the practitioners would be drawn from dther product
line segmerts.

6.5 Sdlecting Programs to be Appraised
6.5.1 Prpgram Selection Considerations

The types off programs and product lines selected to participate in the appraisal are based on the|goals of the

appraisal. Table 6-1 lists some considerations in selecting programs and product lines.

Table 6-1 - Program Selection Considerations

Goal of the Appraisal Type of Programs to Select
Improv¢ domain-related Select product lines within desired domain. Note that the dpmain can
issues be focused on any one of the following factors: industry, tgchnology

base, customer type, product line complexity, etc.
Improv¢ déployment of new | Select new product lines that have started since the deploynpent of

organizational practices new practices.

Determine overall capability | Select product lines that are expected to be representative of the
of the organization organizational capability.

Determine progress of Select product lines that have been the pilots for process
process improvement improvements.

activities
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6.5.2  Program Location

Consider the logistics carefully, for appraisals involving personnel from different geographical sites. The
appraisal interview and feedback process assumes that the interviewers will be available for multiple sessions
during the On-Site period. Tailoring to accommodate multi-site appraisals should account for the need for
the interview and feedback loop, when offsite activities are considered.

6.5.3  Selecting Practitioner Groups

There are two issues associated with the selection of the practitioner groups:

* | Ensuring appropriate functional areas are represented; and
* | Ensuring the right type of person is participating in the group.

The practitipner groups should represent the primary product life cycle-related tasks/performed within the
organization (e.g., analysis, requirements, and test). However, it is important to include the support
organizatioIs (specifically quality, configuration management, supplier management, and trainipg), even if
these functipns are not encompassed, structure-wise, in the organization being)appraised. It is ajso

recommendged that practitioners from specialty disciplines who support preduct life cycle-relatedl tasks (e.g.,
human factgrs, reliability, and manufacturing) be included in the pragtitioner Appraisal Method

The people [who are selected to be in the practitioner groups should:

* | Be opinion leaders who are credible with theit.peer group;

* | Be drawn from areas widespread throughout'the organization;
* | Be willing to communicate and express,their opinions;

» | Be able to talk freely and supply useful information; and

* | Not suppress or intimidate any conversation.

To ensure cpndid conversation in the prdctitioner groups, it is recommended to not mix line majagement and
their subordinates during the group quéstioning. If one of the goals of the appraisal is to assess jnanagement
issues, the fecommendation is to have an entire practitioner group composed of managers.

6.6 Tdiloring the Appraisal Questionnaire
6.6.1 Questionnaire \Distribution

The questionnairefat a minimum, is distributed to the product leaders or equivalent. However, flepending
upon the regpOngibilities and visibility of the product leaders within the organization, the questipnnaires for
some of the Focus ATeas Ay be diSIibuted T0 peopie WITo arc IMore famiiar with the arca covered by the
Focus Area. Specifically, the organizational Focus Areas should be completed by the appropriate subject
matter experts.

6.6.2 Recommended Questionnaire Recipients

Distribute the questionnaires to the individuals with the skills and roles expressed in Table 6-2 to maximize
the accuracy of initial responses to the SECM questionnaire.
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Table 6-2 - Questionnaire Distribution Table

Focus Area

Primary Recipients

Secondary Recipients

1.1 Define Stakeholder and
System Level Requirements

Product leaders for the product
lines selected for appraisal

*  Technical marketing personnel
*  Proposal personnel
*  Customer service personnel

1.2 Define Technical
Problem

Product leaders for the product
lines selected for appraisal

Senior practitioner with significant
system design experience

1.3 Define Solution

Product leaders for the product
lines selected for appraisal

Senior specialty engineers (e.g.,
reliability, safety, manufacturing,
human factors) working on the
product lines selected for appraisal

1.4 Assess and Select

Product leaders for the product

Senior specialty engineers (e.g.,

lines selected for appraisal

reliability, safety, manufpcturing,
human factors) working pn the
product lines selécted fof appraisal

1.5 Integrate System

Product leaders for the product
lines selected for appraisal

1.6 Verify System

Product leaders for the product
lines selected for appraisal

System, verification mangger or
seniof _test engineers

1.7 Validate System

Product leaders for the product
lines selected for appraisal

System validation manager or
sehior test engineers

2.1 Plan And Organize

Senior product-level quality
manager or lead (in environments
with shared quality leadership
responsibility, product leader for
the product)

*  Product leaders for the
products selected fof appraisal

*  Organizational qualfty
manager, total qualify
management coordipator

2.2 Monjitor and Control

Senior functional manager or lead
responsible for product

Product leaders for the product
lines selected for appraigal

2.3 Integrate Disciplines

Product leaders for the product
lines selected for appraisal

Senior practitioner with gignificant
system design experiencg

2.4 Coofdinate with
Supplierp

Product.leaders for the product
lines selected for appraisal

Senior practitioner with gignificant
system design experiencg

2.5 Marfage Risk

Product leaders for the product
lines selected for appraisal

Project or program manager for the
product lines selected for appraisal

2.6 Marjage Data

Individuals responsible for data
management policies and
procedures area, or other support

group

Product leaders for the product
lines selected for appraigal

2.7 Marfage‘Genfigurations

Senior product-level CM manager
for the product lines selected for

Senior practitioner with $ignificant
system design experiencg

appraisal

2.8 Ensure Quality

Individuals responsible for quality
leadership area, policies and
procedures area, or other support

group

Senior specialty engineers (e.g.,
reliability, safety, manufacturing,
human factors) working on the
product lines selected for appraisal
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Table 6-2 - Questionnaire Distribution Table (continued)

Focus Area

Primary Recipients

Secondary Recipients

3.1 Define and Improve the
Systems Engineering
Process

Individuals responsible for
defining organization-level
processes; may be part of the
quality leadership area,
policies/procedures area, or other
support group

Senior specialty engineers (e.g.,
reliability, safety, manufacturing,
human factors) working on the
product lines selected for appraisal

3.2 Manage Competency

Individuals in training, personnel
resources, and those who define

Senior practitioner with significant
system design experience

organization level goals
Individuals in training, personnel
resources, and those who define
organization level goals

Senior specialty engineers (e.g.,
reliability, safety, manufhcturing,
human factors) working jon the
product lines selected fof appraisal
Senior practitioner with gignificant
system desi@n experiencg

3.3 Manage Technology

Senior product-level quality
manager or lead (in environments

3.4 Manage Systems
Engineeting Support

Environinent with shared quality leadership
responsibility, product leader for
the product)

6.6.3  Questionnaire Administration

The questionnaire must be completed prior to the On-Site phase. We recommend that it be admjinistered with
a facilitator|or site coordinator present and administered-fo the product leaders and other appropyiate
personnel ap a group, so that common questions can be-answered. The typical question regards
organizational roles. The person administering theyquestionnaire should emphasize that the SECM is role
independen}. The questionnaire only asks if specific tasks are performed on a product line, not {f they are
performed by a specific person.
6.7 Tracking and Maintaining Appraisal Data
The Data Tracking Sheet (DTS) is“a data management tool used by the appraisal team during thg On-Site
phase. Thelresponses to thetquéstionnaires are transcribed onto the DTS at the beginning of (or{prior to) the
On-Site phgse. Trends ofjinconsistencies in data can be identified more easily in the DTS format, which
forms the basis for developing the exploratory questions asked of the participants. Information pbtained
from the product leader and practitioner interviews that supports (corroborating data) or contradicts
(opposing data)ithepremise that the practice is exhibited is then recorded on the DTS. All infogymation
recorded or] theyDTS, in addition to the appraisal team’s notes from interviews and reviews of spipporting
material, is used to develop the rafing profile.

The DTS format also facilitates identifying areas where no additional supporting data have been obtained.
This permits directing further interviews, particularly the practitioner interviews, to fill in any information
gaps. Conscientious data management throughout the On-Site phase significantly improves the efficiency of
the whole appraisal process and facilitates the rating development.

6.8 Developing the Rating Profile

One of the results of the On-Site phase is a rating profile covering the appraised Focus Areas. The rating
profile must correlate with the appraisal findings, and the two are developed in a closely coupled process.

The rating profile is developed and refined at specific points in the appraisal process, as detailed in the
process activity summaries in Sections 3 - 5, and illustrated in Figure 6-2.
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At the end of the primary data-gathering activities, prior to generating preliminary findings, the team reviews
its data to formulate a preliminary rating for each Focus Area. Ratings are based on the degree to which the
appraised entity performs all of the practices at a given level, in the judgment of the appraisal team. Issues
raised in generating preliminary ratings can be addressed during the preliminary feedback sessions. The
rating is then refined into a draft rating in conjunction with developing the draft findings. In conjunction
with developing the final findings, the team once again reviews the data to formulate the final rating for each
of the Focus Areas.

Sources of ___ Individual Team __ Team
Information Evaluation Consensus Outputs
Questi i Individual Data Team DTS +
uestionnaires \ /' Tracking e hProce.s.s
] Sheets . Candidates | Strengths & Profile
Interviews Individual } Candidate v Weaknesses -a°
Notes Observations - Findings'by
Documents /1 \ Individual Master . g FA;, Capabilit
Information — Information Findings Level, and
Presentations Needed Needed Non-SECM
Iterate
Figure 6-2. Rating Profile Developmient Process

6.8.1  Questionnaire Scoring

At this poinft the questionnaire data should have already been entered into the Data Tracking Sheet (a
spreadsheet] or database) for analysis, and percentages should have been tabulated for each Focys Area at
each capability level. (Note: it may also be hélpful to compare data across each work group belng assessed,
and within ¢ach personnel group [practitioner; program leads, management].)

6.8.2  Inglividual Team Member\Data Analysis
The appraisal team now must compile the vast amount of information they have gained through|interviews
and artifact|reviews. Thisstepis comprised of each team member taking time to go through thelnotes they

have taken fluring the inferviews, highlighting important notes taken by the team member or cofnments given
by the interyiewees, as.well as documenting any of their observations from the artifact reviews.

6.8.3 Team| Analysis of Data

This step is often accomplished in parallel with developing the draft findings. The team steps through each
Focus Area and provides the data they feel is relevant from their individual analysis. As strengths and
weaknesses are identified, it will become apparent which practices are being performed by the organization
and which are not. Analysis of the data will also provide insights into the effectiveness of the process that is
in place.

6.8.4 Applying the Scoring Templates

Once these activities are completed, it is time to apply the scoring templates to determine the Focus Area
scores. This activity is a critical event in the scoring process, and can involve intense discussions on the
assigned scores. (Remember that the assigned scores are less important than the set of findings and strengths
that will be delivered to the organization under assessment.)


https://saenorm.com/api/?name=9bca7ba15c288fe2b65dc4208ce356ff

EIA-731.2

Page 65

When applying the scoring templates, the appraisal team must decide on the granularity of scoring: whole

point (1, 2, 3, ...), half point (0.5, 1, 1.5, 2, 2.5, ...), or quarter point (0.25, 0.5, 0.75, 1, 1.25, ...). The
granularity used will depend on the objectives of the organization and the level of maturity. If whole point
scoring provides an adequate definition of the organization maturity profile, a finer scoring scale may prove
unnecessary. On the other hand, if all of the organization’s scores were centered around level 1, it may
provide useful guidance to the organization to use a half point or quarter point scale, to highlight relative
strengths and weaknesses.

As the final findings are being determined, the ratings are reviewed against the findings and strengths to
ensure there is continuity between these two parts of the report.

6.9 Rating Presentation Formats

The followi
are illustrat

ng formats for presenting the rating profile have all been used in different appraisal
bd in Figures 6-3 and 6-4, and Table 6-3.

Pie chart: Number of FAs at specific levels (works well for organization primarily

2-3 capability range).

Bar chart: Score for each FA shown on a bar graph that allows the‘Option to use

FAs below level 1 (a good option for the organization in the 0-2 maturity range).
Tabular format: Score for each FA shown in a table.

Profile-Pie Chart

FAs at level 2
18%

FAs at level 0
41%

FAs at level 1
41%

Figure 6-3. Pie Chart Example

Contexts, and

in the level

partiles for
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Example Scoring Profile

The result is a profile highlighting strengths and weaknesses

2.1 Plan & Organize

2.2 Monitor & Control

2.3 Integrate Disciplines

2.4 Coordinate with Suppliers

2.5 Manage Risk

2.6 Manage Data

2.7 Manage Configurations

2.8 Ensure Quality

0.00 . . . X X 3.00 3.50 4.00 4.50 5.00

Figure 6-4. Bar Chart Example

Table 6-3 - Tabular Format-Example

FA Title

~
&

-
=A
=
‘]

Define Stakeholder and System Level Regilirements

Define Technical Problem

Define Solution

Assess and Select

Integrate System

Verify System

Validate System

Plan and Organize

Monitor and Gontrol

Integrate Disciplines

Coordinate, with Suppliers

Manage-Risk

Marnage Data

Manage Configurations

Ensure Quality

Define and Improve the Systems Engineering Process

Manage Competency

Manage Technology

NN Ll NN L e | Ll Keoll | NS N Foll el AVST Bl DO Ll NS R Kanll | (O3 | (N 1o

Manage Systems Engineering Support Environment
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The appraisal findings are a key product of the appraisal. They are the result of synthesizing all of the data
collected throughout the On-Site phase, along with the questionnaire responses. Findings should be limited
to approximately seven, so that the organization is left with a manageable number of findings, for forming or
continuing an improvement effort. If a finer division of findings is desired, provide the same information for
each of the findings, and provide guidance to the recommended priority for improvement effort.

6.10.2 Ex

ploratory Questions

Exploratory questions are developed to explore the reason for any inconsistencies in the questionnaire

responses,
Specific or

Should
time lir
Should
facilita
Are tyy
line, an

Information
each of the

6.10.3 Pr

The prelimi

from both the product leaders and the practitionergroups. Preliminary findings include both str

weaknesses|

The prelimi
product ling
objective of

nd are the first step in eliciting supporting or conflicting information on the perform
(Generic Practices. Exploratory questions:

be limited to approximately 50 per product leader, and should be prioritized due to
nitations.

be linked to the individual Focus Areas in order to maintain traceability to the modg
e the data management that needs to occur throughout the On-Sit€)phase.

ically a mix of some specific questions designed to address iiebnsistencies on a spe
d general questions aimed at possible consistent misinterpretations of the questionng

on the performance of Specific or Generic Practices:isrecorded on the Data Tracki
nterviews with the product leader.

eliminary Findings

hary findings are a synthesis of the primary issues that appraisal team members havd

hary findings are reviewed ‘with the product leaders to confirm that the findings are
, and that the findings-ate true for the organization based upon their knowledge. Th|
this set of sessiong-is-to validate the synthesized comments.

ance of

nterview
1, and

Cific product
ire.

g Sheet after

collected

engths and

rue for their
e primary

Feedback fijom the product {eaders also helps in the prioritization of the data. The number of tifhes that a

preliminary|
next synthe

An addition

finding is(Supported or contradicted helps the appraisal team determine high-priorit
bis step to-develop the draft findings.

alebjective of the feedback sessions is to obtain more supporting or conflicting info

items in the

rmation that

is used to establish the rating. Additional questions may be inserted to address uncertaintics that the appraisal
team may have with respect to the rating profile.

6.10.4 Developing Draft Findings

The draft findings are the unreviewed version of the final findings. Confirmed preliminary findings are
clustered using a technique such as affinity diagram, and a set of 5 to 10 themes or underlying factors are
derived to form the draft findings. Draft findings are presented via briefing charts in the format of finding,
cause, and consequence.

The draft and final findings typically fall into one of three categories:

General barriers to the next level,
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Weaknesses in the Specific Practices, or
Weaknesses in the Generic Practices.

The draft findings are presented to the product leaders and practitioners to get validation of the draft findings,
to give the appraisal team leader a chance to dry-run the presentations, and to allow a forum for the
practitioners to refine the findings.

6.10.5 Finding, Cause, Consequence

Once a set of findings areas is identified, the team should brainstorm the findings, causes, and consequences.
The main findings should be carefully worded to reflect what the team has actually heard from the
participants. The finding is usually a single observation; it may be thought of as a characterization of a
symptom. An example of a finding is:

Sy.

Causes are
example of

Es
Consequen
C

The causes
opportunity]
consequeng
objectives d

During this
next step arn
a set of cau

tem engineering plans do not realistically reflect the needs of the product lines.

bbservations that support the central finding, and may indicate potential causes of th
A cause is:

imates are not based on available historical data.

es list the probable results of the finding. An example of@ censequence is:

st and schedule overruns.

and consequences are often taken directly from'the preliminary findings. The cause
to employ the phrasing heard during the practitioner’s sessions. On the other hand,
es primarily target the sponsor, and shouldwreflect his/her perspective. Use of organ
r goals, and the risks to meeting those goals, is recommended as part of the consequi
initial step, avoid getting boggéd-down. If the team cannot agree on wording, leave

d developing final findings. ‘At the end of this step, the findings have been identifie
es and consequences.

6.10.6 Fi

Final findi

product leagdlers. These are used to develop the appraisal report and recommendations.

A sample fipal findings briefing is included in Annex B for reference.

al Findings

s are an edited version of the draft findings, based upon comments from the practit

e finding. An

b arc an

zational
knces.

it for the
 along with

oners and
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Annex A

Template for Appraisal Method Opening Briefing

Introduction

This set of slides is a suggested format for the opening briefing. The slides are used to support the appraisal
site coordinator in preparing for the On-Site period of the Appraisal Method.

Slide one
System Engineering
Capability Model, v1.0
Appraisal
Findings and Lessons Learned
MM/DD/98
Slide two

Agenda

e Background
— Appraisal Objectives
—\Method
~"SECM Model

*)'Strengths

* Findings

* Rating

* Practices to Achieve Next Stage
* Next Steps
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Slide three:

Background: Appraisal Objectives

* Understand Organization product life cycle
processes and relationships

* ldentify things most (or at least more) important to
improve and things working well at OrgName as
input to planning

» Baseline operations against this model - show that,

and where, improvement occurs across time
* Test SECM model
* Test appraisal method
* Be on the leading edge

Slide four|

Scope of the Appraisal

Site:
Sponsor:
Product-Managers

Practitioner Focus Groups:
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Background: Appraisal Scope,
continued

e Team Members:
, lead

, Ssite coordinator
, facilitator

Slide six:

Appraisal Flow

Appraisal Flowchart

Sponsor
Appraisal
Decisions A A
Preliminary
Questionnaire  Focus groups Findings lLessons
answered Feedback Learned
Data
Gathering A

/\f \/ \ e |f

Analysis

Exploratory Prellmlnary Draft
Questions Findings Findings \
Presentation/

Feedback A
Team trammg Opemng Meeting Presentation/

' Feedback

You are Here

Presentation/feedback
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Slide seven:

Findings Development

* Responses from questionnaires
* Focus groups
» Stickies to process area flip charts

—Affinitedi co-NNfindi

* Preliminary findings feedback
* Rating via data and consensus
* Findings via affinity diagram

» Standard Outbrief

* Throughout: Appraisal team perspective and
experience

Buy Stock in Post-lts ™!

* Team takes notes'directly onto post-its:
— one observation‘per post-it

— for practitioner sessions, can assign each person a “primary”
source to-capture observations from

— different colors for each session

* Use “you are here” tags on enlarged appraisal flow
schedule to help team members track their progress

* _Post-its on flip charts organized by model
components
- FAs

» Affinity diagram from NNN to NN
* Feedback
» Affinity diagram from NN to 7+/- 2
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Annex B

Template for Appraisal Method Final Briefing

Introduction

This set of slides is a suggested format for the final briefing. The slides are used to support the appraisal site
coordinator in preparing for the On-Site period of the Appraisal Method.

Slide one

Conduct of the Appraisal

* Team was very responsive

Arrangements well done

Consensus on things to improve
Collaborative and enthusiastic participation
Candid information sharing
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Slide two:

Strengths

* Dedicated people!
e Historical success to build on
e “Can do” attitude

Slide three:

v

—Committed-tocustomer-satisfaction
* Technical competence
* Flexible workforce

* Lots of pockets of good practices and
improvement experience

Strengths,continued

* Technology
— good tools
* Process
£ 1SO 9000 was a good start
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Slide four:

Findings

e ‘Short title’ list here

Slide five:

Finding 1: (short title)

* Finding:

e Symptoms:

¢ Consequences:
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Slide six:

Finding 2:
* Finding:

e Symptoms:

Slide seveén:

* Consequences:

Finding 3:

Finding:

* Symptoms:

s~'Consequences:
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Finding 4:

Finding:

Slide nine;:

* Symptoms:

¢ Consequences:

Finding 5:

Finding:

s~'Symptoms:

¢ Consequences:
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Slide ten:

Slide elev

Finding 6:

Finding:

11"

* Symptoms:

¢ Consequences:

Finding 7:

Finding:

s~'Symptoms:

¢ Consequences:
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Slide twelve:

Next Steps

Findings and Recommendations report
Action Plan
Pilot projects

[ | H FH
—improvementimplementation

Slide thirtpen:

Motivation

If you always do what you’ve
always done,

You’ll continue to get what you
always got (or worse)...
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Annex C

Example Schedule for an Appraisal

Introduction

An example On-Site schedule and labor template is provided in this annex. The basis of the example is an
appraisal of three programs with three sets of practitioner groups. Templates for scheduling participants and
obtaining documentation are included.

A series of B0 minute breaks are embedded into the schedules. These breaks can be used by|the team as
situations apd requirements dictate.

Two + Five Day Appraisal Method Schedule
The following tables and figures provide an overview of a typical Two + Fivexday On-Site apprhisal period.

The typical|process schedule is illustrated in Table C-1. Table C-2 illustrates the correspondingl labor
requirements. Figures C-1 through C-5 illustrate typical schedules foryparticipants.

Table C-1 - Typical Two+Five Day Appraisal Schedule

Start Finish Who* Description

Training|Day 1

8:30 AM 9:30 AM All APs Introductions, purpose, executive ovgrview, and
sponsorship statement (kickoff or op¢ning
briefing)

9:45 AM 12:00 noon AT others SECM details (one break) (anyone interested
may attend)

12:00 ngon 1:00 PM Lunch

1:00 PM| 5:00 PM AT, others Appraisal Method walkthrough (two preaks)
(others may attend if organization desires)

Training|Day 2 (can be parallel with Day 1 starting af 1 and
leaving Exploratory Question (EQ)
development to On-Site Day 1 mornihg - 2 hrs)

8:00 AM 10:00 AM Interviewees Administer Questionnaires (parallel

10:00 AM 12:00 noon F, SC, AT (opt) | Establish Data Tracking Sheet (DTS

1:00 PM 5:00 PM F, SC, AT Develop EQs and detailed plans

Note: AP = Appraisal Participants
AT = Appraisal Team
ATL = Appraisal Team Leader

F = Facilitator
SC = Site Coordinator
S =Sponsor

FG =Focus Group
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Table C-1 - Typical Two+Five Day Appraisal Schedule (continued)
Start Finish Who* Description
Monday
8:30 AM 9:45 AM All APs Opening briefing if not performed in Training
Days or some missed it
10:00 AM 12:00 noon F, AT Finalize EQs if not done in Training day 2
1:00 PM 5:00 PM 3 Interviews, F, | Interviews with product line leaders @ 1 hr
AT each
5:00 PM 5:30 PM AT Post stickies to process area work sheets
Tuesday
8:00 AM 12:00 noon 2 FGs, F, AT Focus groups (practitioners) @ 8:45
1:00 PM 3:00-PM 1 EG E_AT Eocus-groups~{(practitioners)(@1:45
3:00 PM| 4.00 PM AT Post stickies to process area flip charfs
4:00 PM 5:00 PM AT Do preliminary findings example
Wednesday
8:00 AM 12:00 noon F,SC,AT Complete preliminary findings
1:00 PM 2:00 PM 3-5 Interviews, Collect feedback on preliminary findjngs
SC or AT (assumes in parallelfrom completion|
1:00 PM| 2:00 PM F, AT Develop Draft&indings/Presentation
2:30 PM 3:30 PM F, AT Deliver Draft Bindings/Presentation
4:00 PM 5:30 PM F, AT Discuss & adjust Final Findings Briefing
Thursday
8:00AM 12:00Noon F, AT Finalize Findings
1:00 PM| 2:30 PM F, AT Bevelop Final Findings Briefing
2:30 PM| 4:00 PM? F, ATL, SC Produce Slides
Friday
8:00 AM 9:00 AM S, F, ATL Recommended Executive session
9:30 AM 11:00 AM AP Outbrief for Sponsor and Participants
11:00 AM 12:00 noon F, AT,.SC Lessons Learned
1:00 PM| 2:00 PM F)\SC, AT Next steps, cleanup, and good bye
Note: AR = Appraisal Participants
AT = Appraisal Team/member
ATL = Appraisal Team Ecader
F | =Facilitator
S = Site Cogrdinator
S| = Sponson
FG = FEoecus Group
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Table C-2 - Labor Requirements for a Two + Five Day Appraisal
Role Recommended Hours per person | Total Hours
number of people for this role
Facilitator (F) 2% 16(1)+40(2) 96
Appraisal Team member (AT) 4-6 56 224-336
Product Line Leaders (PL) 3-4(1 per product | 8-10 24-40
line)
Practitioners from across 18-30 5-8 90-240
organization (P)
Site coordinator (SC) 1 40-80 40-80
Total 454-792

*Note: -Qne to prepare and train but two are advised for the Qn-Site period
* I r r
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Please identify 1-3 examples of good process and poor practice documentation in your
operations (could be plans, memos, templates, agendas, minutes, newsletters, etc.), mark
them as good (+) or needing improvement (A), and provide them via the attached envelope
or bring them to the interview session (to the extent you are able, given security
constraints, etc.). Thanks!

Has led or experienced or been responsible for a product life cycle. Appraisal participant
identified as having responsibility for or being experienced in a product life cycle. The
leader should have a broad knowledge of the full life cycle.
10 Hours per person (2-4 hrs in overview and model training + 2 hrs in questionnaire
completion + 1 hour interview + 2 one hour feedback sessions + 1-2 hr Outbrief).
During the appraisal, the appraisal team will be using the product leader responses to the

T i i foTTS: fmtended use
of these questions is to develop a better understanding of the organization. Profluct leads
are interviewed to clarify questionnaire responses and identify good practices. [Che
responses of the leads and the practitioner focus groups are combinedto devel
preliminary findings. Preliminary findings are reviewed by product leaders. Those
findings are then synthesized into draft findings. The draft is theinreviewed by|both the
leaders and the practitioners to develop the final findings. These are presented fo the
sponsor in a session with leaders and practitioners present,
Attend kickoff and overview (1 hrs) followed by model or*just the model trainipg (2 hrs).

Room: Date: Time:
Complete the AM questionnaire prior to the On-Site period.
Room: Date: Time:

Participate in the Opening Briefing (optionahif’done before as kickoff).
Attend Opening Briefing.

Room: Date: Time:

Participate in a question and answersession. Based upon the questionnaire, thg appraisal
team develops a set of exploratery)questions and “listen fors” for each leader. The
questions will be asked to theleaders and the responses recorded. The appraisgl team will
consolidate the answers, along with the practitioners data, into preliminary findjngs.
Perhaps request leader to_provide any exemplary documentation.
Room: Date: Time:

Provide feedbacken the validity of the preliminary findings. Each of the prelirhinary
findings are pfesented to each leader to assess:

+. \\Is it true for your product operations?

» Do you think it is true for the organization as a whole?
Additional questions may be asked for clarification or for follow-on.
Room: Date: Time:

Provide feedback on the draft findings. Provide feedback on whether the appralisal team
captured what is happening in the organization. Assist crafting of draft into finpl findings

Tor maximum impact.

Room: Date: Time:

Participate in the final briefing. Be prepared to support findings to sponsor. Consider
activities that could mitigate findings or improve practice in areas identified.

Figure C-1. Product Line Leader Appraisal Schedule
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Request:

Name:

Individual:

Time
Needed:
Overview:

Events:

Please identify 1-3 examples of good process and poor practice documentation in your
operations (could be plans, memos, templates, agendas, minutes, newsletters, etc.), mark
them as good (+) or needing improvement (A), and provide them via the attached envelope
or bring them to the interview session (to the extent you are able, given security
constraints, etc.). Thanks!

Practitioners - Individuals who perform or support the product life cycle process (directly
or indirectly, e.g., engineering, manufacturing, shipping, delivery, training, QA, CM,
marketing, logistics, field support).

5-8 hours per person. 4-10 people per group.

Through open-ended discussion with different types of practitioners, corroborating or

. : : : - oex. The
responses of the individual practitioners and those of the product line leaders'are combined
to develop preliminary findings. The preliminary findings are then refined into|draft
findings with validation feedback from the leaders. The draft is reviewed by badth the
leaders and the practitioners to develop the final findings.
Optional: Attend Kickoff or Overview (1 hour).
Optional: Model training (2 hours).
Optional: Complete portion of questionnaire for appropriate process areas (1 hpur).
Listen, and ask clarifying questions about method or ggals: If training, considef whether
or not your process(es) corresponding to the model practices are performed.
Room: Date: Time:
Participate in opening Briefing (may be Kickoff/Overview). Listen, and ask clgrifying
questions about method or goals.
Room: Date: Time:
Participate in the focus group, consisting'of a free-form discussion centered around the
question, “What works or doesn’t wark well in your parts of the product life cytle
process?” The facilitator may provide minimal direction in appropriate procesq areas. The
responses are recorded. The‘appraisal team will consolidate the information gafhered,
along with the leads’ datayinto preliminary findings.
Room: Date: Time:
Provide feedback onithe draft findings. Provide feedback on whether the appralisal team
captured what is’happening in the organization.

Room: Date: Time:
Participate in.the final briefing. Be prepared to support findings to sponsor.
Room: Date: Time:

Figure C-2. Practitioner’s Appraisal Schedule
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Appraisal Sponsor - The sponsor is the person(s) with authority to conduct and pay for an
appraisal. The sponsor has a leadership role in improving the practices of the organization.
4 hours per person.

The sponsor relates the appraisal to business objectives and the improvement efforts of the
organization. An initial pre-appraisal kickoff or overview session sets goals and context or
motivation for performing the appraisal. At this or an opening briefing, the sponsor visibly
encourages open and candid participation, and provides his/her motivation for the
appraisal. At the final presentation, the sponsor accepts the results, notes that there is
plenty to do, thanks the participants for their contributions, and may indicate how some or
all of the appraisal results will be used in the organization’s improvement efforts.

Events:

Fstabtistrapprarsat-goats; scope; Tesources; amtapproximmate schedute—vieet with team
leader or facilitator and perform pre-On-Site planning activities.
Room: Date: Time:

Attend kickoff or appraisal overview meeting or opening briefing (1 hout).” Address
appraisal participants as to the purpose and scope of appraisal, outline business|objectives,
and organizational improvement efforts. Encourage open, candid\dialogue by 4l
participants. Indicate interest in outcomes. Assure participants of safety regardless of
results.

Room: Date: Time:

Optional: Executive Session (may precede or followifinal session). Provides a
opportunity for clarifications in detail, but still non-attributable to product lines
program(s), support elements, or individuals. Prevides an opportunity to ask arcillary
questions to each team member, such as, “What was your biggest insight not in|the
briefing?”
Participate in final findings briefing., Aceept results after briefing (say, “I hear fyou.”).
Thank participants for effort and outcome. Indicate how results will be used in
improvement efforts (e.g., action(plan part in improvement efforts, possibly whht is being
done or will be done to address.one or more “quick win” findings).
Room: Date: Time:

Support Report Developmént, Action Planning, and Improvement (Post-Appraisal).

=)

Figure C-3. Sponsor’s Appraisal Schedule
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Appraisal
Team
Leader
(ATL):

Appraisal
Team
Member:

The difference between the ATL and other team members is that the ATL may assume
authority (if designated by sponsor at that time) by welcoming participants and acting as
master of ceremonies for the opening meeting. He or she also delivers the draft findings
and final findings presentations.

Figure C-4. Appraisal Team Leader’s Appraisal Schedule
Appraisal Team members are expected to take training, then assist with appraisal

questionnaire interviews distribution, collection and analysis as requested during pre-On-
Site, and from 8 AM to “whenever done” Monday through Friday of the On-Site week.

Kigure C->. Appraisal Team Member’s Appraisal Schedule
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Annex

D

Appraisal Method Training Support

Introduction

Many of the materials provided in these annexes can be viewed as training support materials. The
information provided in this annex summarizes the steps of the On-Site period for the Appraisal Method and

provides an

easy reference for appraisers to determine the sequence of events.

Conduct §

Goals

Approach

The sponso

bponsorship Meeting

Establish a common vision of the links between appraisal and businesg,goals
Sponsor understands the potential appraisal outputs and outcomes
Establish an informal contract for sponsorship and appraisal oufcomes

rticipants:
ration:

Sponsor(s) and facilitator (optional: appraisal.champion)
30 minutes to an hour

F, facilitator, or appraisal champion (if differént than the sponsor) must share inform

establish a frust relationship. The facilitator describes.fhe outputs and outcomes of an appraisal

them to typ
productivity
business ob
proposes hd
it is not an 4
C is used to
participants

cal business goals, such as decreased eycle time, decreased costs, increased quality,
. The sponsor describes why he/she wants an appraisal performed, focusing on the
ectives or goals that the appraisdl might be able to help the sponsor achieve. The f4g
w the appraisal can specificdlly help achieve one or more of the sponsor’s business
ppropriate vehicle to meet any goals noted by the sponsor. The schedule and cost d
assist the sponsor in understanding tailoring alternatives and tradeoffs between acti
and the value to the erganization. The sponsor and facilitator reach an agreement g

that the facillitator provides, andthe resources, role, and visible sponsorship behaviors that the s

provides.

Q

Understand what an appraisal provides (may be embedded in overview preser]
e/ Provide outputs and outcomes, with mappings to typical cycle time, cost,
and quality goals.

htion and

and maps
and increased
particular
cilitator
boals, or why
ata in Annex
ities,

n tailoring
ponsor

tation):
productivity,

ooo

Frovide high lIevel appraisal walkthrough (detailed 11 sponsor wants to know 1'1’101'6),

showing how different activities contribute to the appraisal outcomes, especially

confidentiality rules.

Understand explicit business goals the sponsor hopes the appraisal will help achieve.
Reach agreement on the mapping between appraisal outcomes and business goals.

Negotiated sponsorship and facilitation agreement:

Tailoring of appraisal to efficiently and effectively achieve goals.
Resources needed are committed to be provided.

Agreement reached to provide visible sponsorship.
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Conduct Opening Meeting

Goals
e Visibly demonstrate senior management support for the appraisal process
e Introduce principles of process management and integration
e Review plan for the appraisal period
Participants: Senior management + Appraisal team + Leaders + Practitioners
Duration: 1.5 hour
Approach

The senior gite manager begins this meeting by welcoming the appraisal team and indicating mgnagement
support for the appraisal process. The appraisal team leader delivers a brief presentation on progess
managemer]t and the appraisal process flow. Finally, the site coordinator reviews the appraisal $chedule,
reminding gveryone of when and where they are expected to participate.

a Senior management opening:

e Introduce and welcome appraisal team.

e Indicate support for appraisal and process improyement.

e Solicit full and open support and participations

Briefing on model and especially process management and integration principles.

Briefing on appraisal process flow:

e  Stress openness.

e Emphasize establishing baseline (what you are doing well) as well as identification of
things to improve.

a Repeat confidentiality rules:

e No individuals or program§ hamed in results.

e  May not disclose comments of others made at meetings.

e  Team will take notes.\All notes will be treated as confidential.

Review of appraisal schedule.

Question and answer period.

(H].

o
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Familiarize Team with Model and Appraisal Method

Goals
e Introduce the team to the appraisal process
e Familiarize the team with the model structures and high level content
e  Prepare for the discussions with the leaders and practitioners
e Review the answers to the questionnaire
Participants: Appraisal team
Duration: 2-6 hours
Approach

This is an opportunity for the appraisal team to begin working together. It is also an opportunity to think

about the aj

plication of model concepts, structures, and content in the practices to the way the qrganization

perceives itpelf to function. The appraisal steps are presented in greater detail than at the openijg meeting,

and the tearp’s role in each step is clarified by example or exercise.

a
a
a

o

Team building exercise (optional).

Model concepts, structures, and content workshop (optional).

Review of appraisal steps:

e Explain the flow from questionnaire to DataxFracking Sheet to Exploratofy Questions
and Rating.

e  Explain, with an example exercise, the.eonduct of leader sessions.

e Explain, with an example exercise, the'conduct of practitioner sessions.

Review the appraisal schedule.

Question and answer period.
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Analyze Q

Goals

Participants:

Du

Approach

uestionnaire

Review the patterns in the answers to the questionnaire
Develop exploratory questions
Prepare for discussions with the leaders (optional: and with practitioners)

Appraisal Team

ration: ~2 hours

This is whe
(EQs) base
15-30 are a
overlap of g
product lea
which every

The typical
performing
any simple

‘

"

may be add
inventory, d
identified.
the appraisg
recorded as
mentioned.
these “lister

Once the qu
each team 1
for notes. A
copied and
evidence of]

Fe the appraisal team begins its data analysis work. The team develops exploratory,d
| on the answers to the questionnaire. Approximately 40-60 questions should bt ge]

located to each product leader and up to 10 are allocated to a focus group. There is
uestions. EQs are used when: a) there were differences between questionndire resp

EQ is structured by the words, “Would you please describe hoWw you or the practitio
this process ...,” followed by the verb-object form of the sfame of a process area or t
bractice within a process area. For example:

Vould you please describe how you manage configuvations?”’

Fessed to a product leader or focus group thatincluded configuration management, pj
r work in progress practitioners. The EQs-may be tailored where special conditions
The object is not to have “Yes” or “No}’ response-type questions. When developing
1 team is often looking for certainesponses, e.g., “the plan.” These responses shou
“listen fors,” which the moderator'can use as a cue to ask additional questions if the]
Some questions may be accompanied by a request for relevant or supporting docuny
) fors” and document requests on the EQ form for the moderator.

estions are developed;they are transcribed onto an appropriate form, and copies are
hember. The form should include each question, any “listen fors,” document reques
\nnex G includes sample SECM EQs in the EQ format. The Generic Practice questi
httached to.questions for all process areas, so that the appraisal team can ask for and
higher capability practice.

uestions
erated, then
usually some
onses of

lers or those designated to answer as experts in a process area; or b) te §pot check pijactices to
rone answered “Yes.”

ners
he name of

arts
are
a question,

Id be

[y are not
ents. Note

made for

s, and space
ons can be
listen for

Review answers to the questionnaire.

coodo

Brainstorm a preliminary set of EQs, in subteams by process area.

Organize and prioritize questions for leaders and focus groups, and add “listen fors.”

Transcribe questions onto forms and make copies for the team.
Review the schedule.
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Interview Product Leaders
Goals
e Resolve any misunderstandings from the questionnaire
e Clarify any anomalies or inconsistencies
e Focus appraisal team on process areas that need improvement
Participants: Appraisal team + leaders (sequentially, separately in parallel, or together)
Duration: 1 hour each or 2 hours if performed as focus group
Approach

The modergtor will conduct the discussions. The moderator role may rotate among the apprajsall team
members. All other team members take notes. Any team member can ask a question, although the moderator
should lead|the questioning to ensure that all high-priority questions are covered. The moderatqr maintains
eye contact|and practices active listening technique. The moderator follows up on the “listen fofs,” and
requests any documents.

a Introduce product leader(s) and the team.

a Repeat confidentiality rules:

e No individuals, products, or programs named ifDresults.

e  They may not disclose comments of others niade at this meeting.

e Team will take notes. All notes will be tréated as confidential.
Explain the purpose of this session.

Cover the material in the exploratory questions.

Remind leader of any document requésts.

Remind leader of the time and placefor the preliminary findings review.
Thank and excuse lead.

oooJg
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Consolidate Data from Interviews

Goals
e Give team members a chance to reflect on previous sessions
e Discuss any confusing or missing information
e Allocate issues, strengths, and other data to process area worksheets
e  Perform adjustments to upcoming activities
Participants: Appraisal team
Duration: 15 minutes to 1 hour
Approach

These sessipns give the team a chance to absorb the data they have been given in previous sessipns. They
begin by reyiewing their notes, allocating data from sessions to process area worksheetsiand the¢n discuss
any confusipg or missing data. Next, they discuss changes (if any) to upcoming activities.

Quietly review notes.

Allocate data to process area worksheets.
Discuss issues.

Adjust upcoming activities.

o000
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Interview Practitioners
Goals
e Capture concerns and views from the perspective of the practitioners
e  Verify information gathered from questionnaires and discussions with the leaders
e Listen for new process issues or areas of concern
Participants: Appraisal team + 1 Practitioner group (6-10 practitioners) per session
Duration: 2 hours for each session + break in between
Approach
Each Practitioner group consists of 6-10 practitioners, considered to be experts and opinion leaders in the
organizatiof in their process areas. They should be actually working on programs (i.e., not staff or
managemer]t). The moderator opens and closes each session, and facilitates the discussion. /Th¢ moderator
role should [rotate among the Appraisal team members. Appraisal team members neéd to let the|discussion
flow: they hould not lead the discussions initially. All appraisal team memberstdke notes durfng these
discussions| Team members should occupy every other seat around the table in @rder to avoid gqn “us vs.
them” atmogphere.
a Introduce the topic (if appropriate).
a Explain the conduct of the meeting:
e How the operation will look to the practitioners.
e Free-form discussion (team will not askspecific questions until later).
e Chance to summarize the practitioners® major issues at the end.
a Repeat confidentiality rules:
e No individuals, products, or ptograms named in results.
e They may not disclose coniments of others made at this meeting.
e Team will take notes. All notes will be treated as confidential.
a Introduce everyone (state:iame and function in round robin).
a Turn meeting over to the’practitioners.
a If any EQs are designated for this group, set aside 5-10 minutes per process atea.
a About 20-30 miinutes from the end (3-5 minutes per person), ask each practitipner:
If you could change one thing in your organization other then your boss ¢r your
pavcheck, what would it be?
Other than the people, what do you think is this organization's major strepgth?
a Remind practitioners of the time and place for the next session and its content|
a Thank and excuse the practitioners.
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Consolidate Data from Focus Groups

Goals
e Give team members a chance to reflect on previous sessions
e Discuss any confusing or missing information
e Allocate issues, strengths, and other data to process area worksheets
e  Perform adjustments to upcoming activities
Participants: Appraisal team
Duration: 15 minutes to 1 hour
Approach

These sessipns give the Appraisal team a chance to absorb the data they have been given in focys group
sessions. They begin by reviewing their notes and allocating data from sessions to process atea|worksheets,
and then digcuss any confusing or missing data. Next, changes (if any) to upcoming’activities afe discussed.

Quietly review notes.

Allocate data to process area worksheets.
Discuss issues.

Adjust upcoming activities.

o000
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Develop Preliminary Findings

Goals
e  Generate preliminary findings
e  Prioritize on feedback form
Participants: Appraisal team only
Duration: 3-6 hours
Approach

In developing preliminary findings, focus on issues for the entire organization. It is important that the
findings haye the organizational application to preserve confidentiality, gather buy-in for changp, and have
maximum impact with senior management. Try to keep the business goals in mind and use the feam’s
expertise to|resolve the interpretation issues. Avoid the following:

o | Issues without useful recommendations.
¢ [ Findings based on hearsay.
¢ | Sweeping statements.

The prelimipnary findings are 40-60 summary statements based on corfoborated evidence from interviews and
focus groups. Formulating the findings is the most time-consumingpart of the appraisal. At this point in the
appraisal, it|is not necessary to have team consensus. Nor is it useful to wordsmith the findings| although
redundancy|should be eliminated. Make sure that those who-teally know about process areas, pfograms, and
product lings will provide feedback. Limit the total respondents to 3 to 7, even if some respondgnts only get
a few proceps area sets of feedback items to respond to.

a In subteams of 2 to 3, use the affinity diagram technique to identify summary fissues for
each process area. Alternatiyely, brainstorm a list of findings, and organize it|by process
area. See paragraph 4.1.8-notes describing how the affinity diagram techniqug works.
Review issues for each.process area and eliminate redundant questions.
Review list of respendents and ensure the right personnel are requested to respond.
Transcribe list onto'a feedback form and make copies for each product leader jor designated
respondent.

oog
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Review Preliminary Findings Feedback

Goals
e Get feedback on preliminary findings
e Collect any requested documentation
e  Ask leaders for strengths and weakness
Participants: Appraisal team + leaders (sequentially, separately in parallel, or as a group)
Duration: 1 hour for each session (could be 3 to 5 hours, or 1)
Approach

Form comp|etion approach: the product leaders and others responding to the preliminary findin
combined sgssion and complete the feedback form with a moderator (team member or site oord
available to|ensure they don’t run off with the forms, to answer questions and to clarify itemint
combine alll responses onto one form and come to consensus on a valid subset of preliminary fir
g responses from further usage.

the remaini
Interview a

findings arg
findings fro

a
a

().

(.

pproach: the moderator conducts the session, and all other team members take notes
member caij ask a question, although the moderator leads the questioning to ensure that all preli
covered. When done, combine all responses onto one fofin'and eliminate rejected j
m further consideration.

Re-introduce leader(s) and the team (form completion: moderator only).
Repeat confidentiality rules:

e No individuals or programs named.in results.

e They may not disclose comments of others or data reviewed at this meetis

s, come to a
inator)

bnt. Next,
dings. Purge

. Any team
Ininary
reliminary

g

e Team (if interview) will takeynotes. All notes will be treated as confidentjial.

Collect any requested docunients and may also request any documents identif]
meeting.
Explain the purpose of\this session.

ed since last

If interview: Stateieach preliminary finding and ask of each leader and resporjdent present:

Is the finding true for your program?

Is the finding true for the organization?
About fiyéuminutes from the end ask:

Ifgou could change one thing in your organization other then your boss

paycheck, what would it be?

Other then the people, what do you think is this organization's major stre|
Remind leader(s) of the time and place for the draft findings presentation.
Thank and excuse lead.

r your

ngth?
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Develop Draft Rating

Goals
e  Establish consensus on process capability profile and maturity level rating
e  Produce draft process capability profile for presentation in Final Briefing
Participants: Appraisal team
Duration: 2 hours

Approach

Page 97

This activity may take place in parallel with or start before the preliminary findings are validated. The first

action is to
removed lat
the draft fin
have volubl,
priority in t

The rating 3
satisfied, pd

satisfaction

Process are

ppdate the DTS, to reflect the data provided via the preliminary findings (invalid on
er) and any documentation reviews conducted. The profile is determined prior to,s¥
dings, to help the team prioritize those findings. With an incomplete rating process,
e supporters, but do not provide significant leverage points to the organization, coul
he findings.

Igorithm for the Appraisal Method is relatively simple: process areas may be rated
rtially satisfied, or fully satisfied at each process capability level. Based on process

a maturity level is determined.

h ratings: Fully satisfied means 100% of a process ar¢a’s practices are performed sa

the organiz;
is the rating
of respondg

are fully saffisfied for this process area. Not satisfied\is the rating when any practice has a valid

against it, o
on the ques

Maturity Ld

ition appraised, up to and including the capability. lével rated as fully satisfied. Parti
when no one practice is rated not satisfied at the’level, and at least 80% (90% for re
nts’ answers at this level are that the practices are performed satisfactorily, AND all

 less than 80% (90% for re-appraisals)yof practices are reported as being performed
ionnaire.

vel Ratings: The organization is rated as being at the highest maturity level for whi

areas in the
lower matu
at least part

Q

maturity level are fully ox partially satisfied to the equivalent process capability levg
ity levels are fully satisfied. That is, all process areas up to and including the matur
ally satisfied to th¢ equivalent process capability level.

Subteafis'propose process area process capability level ratings and team cons
the draft rating:

Review DTS and preliminary findings.

Apply rating algorithm.

bs may be
nthesizing
issues that

1 gain undue

S not
arca

isfactorily by
ally satisfied
appraisals)
lower levels
finding
satisfactorily

h all process
1, and all
ty level are

ensus builds

e  Obtain team consensus on process area rating.

(YN

Review profile as a whole to identify maturity level rating and for consistency.
Determine presentation style for profile, maturity level, and prepare the briefing slides.
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Develop Draft Findings

Goals
o Identify list of (7 + 2) key process issues (draft findings)
e  Generate draft findings briefing
Participants: Appraisal team only
Duration: 3-8 hours
Approach

Focus on issues applicable to the entire organization. It is important that the findings have the broadest

possible apilication, both to preserve confidentiality and to have maximum impact with senior fnanagement.
Limit the ngmber of findings to 7 + 2. This gives definite direction for process improvement w

overloading

Finding:

Sy|
Cd

Preliminary
Both prelin
practitioner

limited resources. Each finding should consist of:

A single statement of the issue.
mptoms:
nsequences: Results that will get management attention, e.g., inicreased rework.
findings are often found to be symptoms or consequences 0f/a more general finding
inary findings and root causes should reflect what the team has heard from the leads
5. The consequences are developed by the team to ehsure management attention, an

represent pileliminary finding consequences voiced by the leadérs or the practitioners. Avoid fit

without use
assurance.”

Formulating
conflict dur
disagreeme

Q

oooJg

ful recommendations, unsubstantiated findings,‘or sweeping generalizations, e.g., “N

r findings is the most time-consumingpart of the appraisal. The team is most likely
ng this time. Try to keep the reference model in mind, and use the team’s expertise
ts.

Use the affinity diagram technique, with the entire team, on the preliminary fi

(underlying facters, themes, causes for each affinity cluster - see paragraph 4.
technique ‘description).

Form subteams to wordsmith individual draft finding statements.

Subfeams allocate preliminary findings as symptoms or consequences.
Ome'subteam develops strengths slides (see paragraph 4.1.11 and Annex B).
Réview each finding with the entire team to reach consensus on wording.
Complete briefing and produce overheads for presentation.

thout

Observations that contribute to the finding (alternativeCoption: Causgs).

or cause.
and the

1 need not
dings

(0 quality

to have
to resolve

hdings and

responses, to fix-data from focus groups and feedback forms, and produce drafft findings

| .8 notes for
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Goals
e Provide leaders and practitioners with the opportunity to comment on findings
e Allow the team to judge the impact of the findings on the organization
e  Build organizational momentum for process improvement
Participants: Team + Practitioners and Team + Leaders (separate sessions)
Duration: 1 hour for each of two sessions with minimum of 15 minutes between
Approach

The appraisal team leader (ATL) presents the findings in separate sessions, first to the practition
to the leadefs. These groups are kept separate so that feedback and comments are not inhibited.
d ratings are not presented at this time. In each session, the findings are first\presen|

strengths ar

ers, and then
The
ted without

interruption], so that the audience has a chance to hear all of the findings. The preserter’should yse the exact

wording frgm the slides. The ATL then steps through each finding and asks for comments. Th
team membprs may assist the ATL in explaining any issues, but should concentrate on observin

notes.

a
a

ooy

Welcome participants and set the context.

Repeat confidentiality rules:

e No individuals or programs named in results’

e They may not disclose comments of otliérs made at this meeting.
e Team will take notes. All notes will be treated as confidential.
Make presentation (without interruption).

Repeat each finding and solicit imprevements or other comments (“Did we gg
Remind participants of the time(and place of the final presentation.

b appraisal
b and taking

t it right?”).
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Produce Final Findings Presentation

Goals
e Refine wording for final findings presentation
e  Prepare final presentation
Participants: Appraisal team
Duration: 1-4 hours
Approach

As aresult of the draft findings presentation and hearing the two groups’ feedback, the team will see places

where the fi
acceptance
This someti

The set of n
performed,
opportunity|

Q

cus or wording of some of the findings needs refinement. The goal should be to m:
pf the appraisal. It is important to use the appraisal to build momentum for process'|
mes requires weakening or strengthening the wording for a finding.

ext steps that build on the rating and findings and could result in observable change
should also be scheduled at this time. If the organization’s expectations are not satig
for change may be lost for a long time!

Step through each finding:

e Review feedback from the presentations, coming to consensus on essenti
changes.

e Refine findings slides.

Finish briefing and rehearse appraisal teanrleader if needed. (See Annex B.)

ximize the
mprovement.

if
fied, the

s of wording
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Goals
e Provide additional information (that doesn’t reward or penalize any participants)
e Resolve any open issues with senior management
e Discuss next steps
Participants: Sponsor + ATL + Facilitator + whomever the sponsor wishes to attend
Duration: 1 hour
Approach

This option
any issues {
for the appr
confidentia
or to attribu
sponsor is:
final briefin

If this sessi
thoughts du
the briefing]
actions woy
presentatio]

h1 session is recommended to give senior management an opportunity to ask questio
hat they might be reluctant to raise in the open forum of the presentation. It is also g
pisal team leader (or the entire team) to promote follow-on activities. Remember th:
ity rules still apply! Do not let senior management use this session to fix\blame for
te particular findings to a program or individual. A typical question thafymight be a:
“What one thing happened, or did you hear or observe, that you couldn’t find a plag

gr)”

n occurs before the final briefing, the facilitator remindsd¢he$ponsor of the invitatig
ring the presentation, on actions the sponsor might have\pending, or be tempted to t4
This allows the appraisal team leader (or team) to previde some feedback on how
1d be received. The sponsor must understand that‘his/her presence is still required a
or it will not be held.

is and discuss
n opportunity
t the

hny problem
ked by the

e for in the

n to offer any
ke, based on
vell those

L the
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Present Final Briefing

Goals
e  Visibly present the results of the appraisal to senior management
e  Build support for addressing the findings
e Review next steps
Participants: Senior management + Appraisal team + Leaders + Practitioners + Others
Duration: 1 - 1.5 hours
Approach

The appraispl team leader presents the final findings briefing. The presentation includes:

1.| Appraisal scope (optional flow):

- programs and participants (thank everyone!).

Rating - process area capability profile and organizational maturity level.
Strengths - organization’s strong points.

Findings - final findings.

Next steps - findings and recommendations report, action plaf, etc.

nh WD
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Conduct Wrap-up

Goals
e  Evaluate the reference model in terms of organizational needs
e Evaluate the appraisal process
e  Plan next steps
Participants: Appraisal team
Duration: 1 hour
Approach

The appraisal team uses this session to generate feedback on the reference model and pilot appraisal. These
results, alor]g with the questionnaire evaluation form from the product leaders (those taking the guestionnaire
or parts of if), are returned to the appraisal and/or model maintenance site for inclusion in SECNI
improvement efforts. Finally, the room is cleaned up, materials to be saved are stored,-and othef refuse is
destroyed of appropriately disposed of. The team should have a brief celebration (ilany go out fo lunch
together before this exercise), and at the end say “Thank you,” and “Good-bye.”

a Each team member completes an evaluation form.
Q The team records what works, what doesn’t, and what’s missing in the refererjce model.
a The team discusses what elements in the appraisalprocess worked and what did not, and

what might work better if the organization conducts another appraisal.
Before the feam breaks, the next steps should be scheduled‘and responsibilities assigned.

a Discuss next steps:

¢ Findings and recommendations report.
e Action plan.

a Schedule next steps.

a Assign next steps.
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Post-On-Site Week Activities

Goals
e  Document findings for future comparison
e Develop, validate, and present recommendations to mitigate findings
e Develop organization-wide sponsorship for improvement efforts
e Develop action plans to implement recommendations
e  Perform action plans
Participants: Appraisal sponsor
Some members of appraisal team
Those with knowledge and skills to help with the planning and performance of
improvement program(s)
Dyration: Findings and Recommendations Report - approximately 2 weeks (shpuld start
before On-Site period completion)
Action planning - approximately 2 to 4 weeks, but may be longer
Action plan implementation - 11 to 35 months depending’on’organization
maturity, extent of changes needed, and resources ayailable
Approach

This phase |s where the organization’s process improvement “wheels/meet the road.” The findipgs must be
documented, and the recommendations to address the findings are-isually a part of the report. The report
may be sepgrate from, or included as an appendix to, the Action‘Plan developed to implement of deploy the
recommendations. Part of the Action Plan is the list of prioritiés and the schedule for implementation. Often
an organizafion needs to prototype its change mechanisms ‘on one program or product line befote trying to
extend thenp to the organization as a whole, or establish-an infrastructure, such as a process groyp, with
resources afd a change charter. Sponsorship for the appraisal must also be extended to the implementation
of changes.| Developing this sponsorship is non-triyial. Finally, the action plan must be turned pn and
allowed to fun, before a re-appraisal can show that improvements have happened (or not), and fermit a
refocus of qrganizational change efforts.
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A Technique for Recommendation Generation and Documentation of Findings and
Recommendations

o Identify selected personnel for their knowledge in the subject area of each finding (especially
those who seemed to be doing the area well or better than others, and those who seem to want
things to be better: doers, not whiners.)

e  With the appraisal team or a subset, review each finding and develop a common vision of the
root causes if not evident in the findings statement or supporting findings
(causes/consequences).

e Perform a solution generation tree diagram exercise (Tree Diagram technique or Program
Decision Process Chart technique description):

- Write the problem statement (what is to be changed from the finding)-
- Brainstorm possible solutions or actions that would eliminat&’or reduce itp impact.
- For each alternative, brainstorm the consequences (costs, benefits, other dide effects).

- For each consequence, come to consensus anddecerd whether it is +, -, of blank,
indicating whether it would be good (+), bad'(:), or implementation-depepdent ().

- Collect those alternatives with mostly #0r blank consequences. These are low-risk
actions to eliminate or mitigate the problem!

- Write these up as a recommendation in the format: Finding, Recommendation,
Rationale (no more than 1 t0)3 paragraphs of 3 to 7 short sentences).

o | Brief the appropriate subset efithe practitioners group and ask for improvement supgestions.
e | Incorporate change requests as the team feels they are appropriate.

o | Brief the productTeaders (interviewees) and ask for improvement suggestions and jany political
sensitivities thatmight require better wording.

o | Incorporate improvements as indicated.
o [ Deliver the report and brief the sponsor within a week for feedback. At the meetig, work on

what will be needed for long term sponsorship of the change effort, and the desireql content and
format for action plans, if any.
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A Technique for Action Planning

A draft training course for this technique, using the “6 Ps” (“Pretty Good Questions”) approach, is available
electronically from the appraisal and/or model maintenance site. The course is estimated to cover three days,
with the last day spent developing the “6 Ps” for a project or team, and the first two days developing
teamwork skills and learning techniques used in the last day. Useful references include Brassard’s “Memory
Jogger Plus+,” Scholtes’ “Team Handbook,” Ury’s “Getting to Yes,” and Drexler and Sibbett’s “ Graphical
Methods for Team Development.” The general approach is:

e Identify and obtain participation of those with the knowledge, skills, and organizational
influence useful to plan success and efficiency for each recommendation. (Consider
participation in this of an “Archie Bunker,” to ensure broad enough understanding of resistance
to change.)

e [ Determine a standard or preferred format and review the entire set of recommendaftions for
leverage.

e | Perform detailed planning for each recommendation by appropriate‘subteams, the have a team
of representatives of the teams produce an integrated plan and schedule.

- Prioritize and consider the sequencing of the action plans for each finding and final
recommendation set. Ask, “Which ones are\least risky but provide more fhan nominal
impact or improvement?” Make these firstin priority. Ensure you pilot 4ctions on a
“friendly group” before deploying to, the-whole organization, but don’t pilot with the
same group each time. Note that the'schedule routinely will be longer thgn anyone
hopes for or expects. Consider how to shorten it, but stick to your estimafes the first
time.
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Annex E

Site Coordination Checklist

Introduction

This checklist is used to support the appraisal site coordinator in preparing for the On-Site period of the

Appraisal Method.
Preparatign Tasks (prior to On-Site period)
Major events that the site coordinator is responsible for arranging are described in Table.E-1: The time
frames givepn are approximate, and are offset from the beginning of the On-Site period._JThe coqrdinator can
use this listjas a checklist for preparation. See also Section 3 for details.

Table E-1 - Preparation Tasks for Site Cootrdinator

Item | Tg4sk Description Time frame

1 EXecutive Briefing by site coordinator, appraisalteam leader, | At least six Weeks prior
briefing to obtain | appraisal champion, or facilitatorias appropriate, to | to On-Site pgriod.
sppnsorship for | the potential sponsor introducing the referfence
appraisal model and Appraisal Method*(AM) concepts.

2 Dgtermine Determine, with senior mahagement, the need for Four to six weeks prior
copfidentiality non-disclosure and_confidentiality of agreements. | to On-Site pqriod
requirements

3 Seflect programs | Site coordinator;working with the sponsor and Four to six weeks prior
or[product lines | indicated résource owners, selects the programs or | to On-Site pgriod
(three to five) productlines appropriate to the appraisal purpose.

4 Sellect appraisal | Thessite coordinator typically determines the pool | Two to six weeks prior
teqm (three to of appraisal team members for consideration by to On-Site pgriod; goal
seyen team management, unless the coordinator has been is to select thie team in
m¢mbers, plus empowered to make the selection. The facilitator is | order to scheflule the
onge to two usually available to help in screening candidates. On-Site periqd.
fagilitators) Provide a copy of the reference model and AM

description to the appraisal team members.

5 Sellectproduct For each program selected, identify the integrated | Three to four weeks

leaders product development leads and talk to them about | prior to On-Site period
their involvement. Also, verify their availability
during the appraisal week (approximately seven
hours per person).

6 Determine On- Working with senior management and the Two to six weeks prior
Site period facilitator, determine a week when all participants - | to On-Site period

leaders, senior management, facilitators, and
appraisal team members - are available.

7 Select Identify knowledgeable and influential Three to four weeks
practitioners practitioners in the selected product lines, support | prior to On-Site period

processes, and other operations in the organization.
Consult the facilitator and management on the
participant list.
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Table E-1 - Preparation Tasks for Site Coordinator (continued)

Item | Task Description Time frame

8 Schedule rooms | Schedule rooms large enough to hold all Two or more weeks
for opening and | anticipated participants, including appraisal prior to On-Site period
final briefing participants and identified invitees.

9 Schedule rooms | Schedule rooms large enough to hold 15-20 people | Two or more weeks
for interviews for the practitioner interviews. Telecons also can | prior to On-Site period
and focus groups | work, although some participants should be local.

10 Schedule Schedule room large enough to hold the appraisal | Two or more weeks
appraisal team team and its work products. Preferably, this room | prior to On-Site period
work room can be locked at night, but is not in an area that will

rpnlnirp escort of the qp}wqiqql team or facilitators
11 Administer The selected leaders and any designated Two week§'grior to On-
quiestionnaire practitioners are provided with the AM Site period
questionnaire, or parts. The site coordinator
arranges the questionnaire completion. A person
from the organization familiar with the model
should be accessible to clarify questions; usuallyja
one or two day turnaround is requested if the
questionnaires are distributed.

12 Cqllect The site coordinator collects the completed To be receiv¢d by

questionnaire questionnaires, makes a copy for disaster recovery | facilitator prior to On-
purposes, and enters data to the Data Tracking Site period, qs
Sheet (DTS), or mails questionpaires to the negotiated
facilitator for DTS entry and,initial analysis.

13 Prgpare appraisal | Prepare a binder for each@ppraisal team member. | One week prjor to On-
tegm notebook Tabs are often helpful: Site period

e  Exploratory:Question (EQ) sheets,

e  Each produet line leader interview

e  Each-practitioner focus group,

e  Preliminary findings, and

o . Draft findings template slides.

o[ )Options: paper for taking notes (or 3x3
colored stickie pads), copies of
questionnaires, DTS, or rating template.

Hand out notebooks during the team training
before or at the start of the On-Site period.
14 Schedulésupport | The following support should be provided: The facilitatqrs may

e A personal computer of the type most often | negotiate usipg their
used-in the nrganhah’nn (usually Windows qnpp]ipc and quipment;
based or Mac) and access to a fast printer arrangements need to be
for use during the week. made prior to On-Site

e Photocopy access in or very near the team’s | period.
work room building.

e Lists of hotels and restaurants that are close
by (preferably with a map), and information
on carry-out or delivery service.

e  Flip charts, transparencies, markers, blocks
of colored 3x3 stickies, and several pads of
3x5 stickies.
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Table E-1 - Preparation Tasks for Site Coordinator (continued)

Item | Task Description Time frame

15 Schedule staff If possible, provide on-call secretarial support for | Two to three weeks
(Option) the last three days of the On-Site period to provide | prior to On-Site period

production, revision, printing, and reproduction
services. In many cases the appraisal team does its
own support work, but having a secretary to do
these tasks can really speed up some tasks.

16 Verify senior Verify that senior management is prepared to Two weeks, then one
management attend and speak at the opening and the final week prior to On-Site
schedule briefing. period

17 Verify \erify that pnrfi{‘ipsqu are available in their Twoweeks _then one
pafticipant allotted time slots; make any revisions necessary to | week priortd On-Site
schedule the schedule or participant list. period

18 Vdrify team Verify that appraisal team members have no Twe weeks, then one
m¢mber schedule | conflicts during the On-Site period. Negotiate week prior tq On-Site

alternatives. period
Instructiops for Distributing Appraisal Questionnaire
The questiopnaire is the first step in a data gathering process desighed to provide the managers gnd

practitioner|

should fill qut the questionnaire, it is important to choose individuals who will provide answers

the current

ind future organization. The SECM questionnaire has two parts: Generic Attribute

Practices-bgsed.

Time Constraints

It typically

typically tal
reduced wh|
questionnai

akes around three to five hour$to complete the entire questionnaire. A subject matf
kes 5 to 10 minutes to fill out'a“single process area set of items. Questionnaire respo
en the respondents have immediate access to a person who understands the model, aj
Fe is answered by all fespondents in one sitting.

Recommeénded Administation Approach

To maximiz
“appointme
surface, e.g
the appoint

e the useof-both the site coordinator’s and respondents’ time, it is recommended th
hts” beset up in a room large enough to accommodate all respondents with a suitabl]
, a.large table or several small tables. Respondents are invited to schedule themselv
nents. One appointment is optimal, because all respondents hear the answers to que

5 with insight into the organization’s product developmient practices. When determifiing who

that represent
and

er expert
nse time is
hd when the

It one or two
e writing

es for one of
ktions

together. However, at many sites, getting the individuals needed to answer the questions at the same meeting
is often difficult.
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Before the individuals start filling out the questionnaires, the site coordinator introduces the respondents to
the model and appraisal, distributes the questionnaire, and makes clear that the answers are to reflect their
individual opinions. The site coordinator also makes clear that he/she is there to clarify terminology and
concepts, and respondents are encouraged to ask questions. The site coordinator can then answer questions
to the entire group assembled. The site coordinator also records any questions he/she cannot answer, and
contacts the appraisal facilitator for guidance. A joint opinion on what the item means for the organization is
the right approach for completing the questionnaire consistently.

After each respondent is finished, the site coordinator collects the questionnaire and, if not already filled in
by the respondent, completes the “time spent” portion of the feedback form.
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Annex F

Appraisal Method Scoring Charts

Introduction

This annex provides the scoring charts for developing the Focus Area rating charts during the On-Site period

of the Appraisal Method. Figures F-1, F-2, and F-3, respectively, provide the charts for the Focus Area

ratings in the Technical Category, Management Category, and Environment Category.

echnical Category

Level 1 Specific Practices are performed

Results are at least of marginal utility

Level 2 Specific Practices are performed
Level 2 Genefic/Practices are performed

Results are at least of adequate utility

Level 3 Specific Practices are performed
Level 3 Generic Practices performed

Results are of at least significant utility.

Level 4 Specific Practices are performed
Level 4 Generic Practices performed

Results are at least of measurably significant utility

Level 5 Specific Practices are performed
Level 5 Generic Practices performed

Results are of optimum utility

1.1 Define

Btakeholder & System Level Reqts

1.2 Define

[ echnical Problem

1.3 Define

Bolution

1.4 Assess

and Select

1.5 Integraf

e system

1.6 Verify S

stem

1.7 Validatg

System

Level 1

Level 2

Level 3

Level 4

Level 5

Figure F-1.

Technical Category Scoring Chart
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3.1 Define and Improve the SE Process

3.2 Manage Competency

3.3 Manage Technology

3.4 Manage the SE Support Environment

Figure F-3. Environment Category Scoring Chart
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Annex G

Individual Interview Exploratory Questions

Introduction

This annex provides the exploratory questions for conducting individual interviews during the On-Site period
of the Appraisal Method.

Systems Engineering Technical Category Focus Areas

The Systems Engineering Technical Category consists of the following key Focus Areas. (FAs):

1.1 Define Stakeholder and System Level Requirements
1.2 Define Technical Problem

1.3 Define Solution

1.4 Assess and Select

1.5 Integrate System

1.4 Verify System
1.7 Validate System
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1.1 Define Stakeholder and System Level Requirements Exploratory Questions
1.1-1  How do you identify and analyze the needs and expectations for the system’s design?
Listen For:
e  operational needs
e technical feasibility
e cconomic feasibility
e customer/user involvement

1.1-2  How are concepts developed which satisfy those needs and expectations?
Listen For:

e customer/user involvement

e formal processes

e established methods

1.1-3  How does the program select among the system concepts?
Listen For:

e  criteria evaluation

e decision rationale

o risk identification and management

e technical/cost—drivers

e  consistent assessment

1.1-4  What is your role in system concept definition?
Listen For:

e awareness of role and needs-of others
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1.2 Define Technical Problem Exploratory Questions

1.2-1  How does the program confirm that the documented requirements accurately address the
need the system is intended to satisfy?

Listen For:

e market analysis

e needs/requirements analysis

e customer needs and user expectations
e traceability

e requirements allocation

1.2=2—How are The interests of eacit technical discipiine represented in Tite requireynent capture
effort?

Listen For:

e discipline names (i.e. the “ilities”)

e coordination between groups

1.2-3  How are changes to the requirements managed?

Listen For:

e impact analysis

e documented change method/procedure (i.e.,"configuration management)
1.3-4  What is your role in system requirements management?

Listen For:

e awareness of role and needs of.0thers
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1.3 Define Solution Exploratory Questions
1.3-1  How is the system developed?
Listen For:
e standard methods
e inspections/formal reviews
e synthesis
e documented decision rationale
e  architecture
e stepwise refinement
e interiace design
1.3-2  How do related engineering groups participate in system design?
Listen For:
e allocated requirements
e configuration management
1.3-3  How does the program establish that system designs are satisfactory?

Listen For:

o “ilities”

e correctness and completeness
e design documentation

e traceability

e user beta testing
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14 Assess and Select Exploratory Questions
1.4-1  How is the right complement of technical disciplines identified to solve a technical
problem?
Listen For:

e multi—disciplinary approaches
e concurrent engineering
1.4-2  How is communication and coordination accomplished among the assembled technical
disciplines?
Listen For:

e decision rationale

e integrated product teams

1.4-3  How is team leadership established?

e integrated product teams

1.4-4  How does the program arrive at solutions and implementthem?
Listen For:

e candidates

e trade studies (i.e., trade-off analysis, decision theory, gaming, etc.)
1.4-5  How are candidate solutions analyzed to.seléct the optimal solution?
Listen For:

e decision criteria

e analysis approach

L4 convergence
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1.5 Integrate System Exploratory Questions

1.5-1  How is system integration performed?
Listen For:
e integration and test planning
e integration and test methods (i.c., test, simulation, analysis, inspections, etc.)
e metrics

1.5-2  How does the program prove that the integrated system satisfies the documented needs?
Listen For:

° coverage

o verification of derived requirements

e documented integration procedures and results

1.5-3  How does the program respond to issues identified during integrafion?
Listen For:

e inspection

o formal reviews

e documented decision rationale

1.5-4  How are system interfaces defined and manageéd?

Listen For:

e interface control methods

e interface control documents
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1.6 Verify System Exploratory Questions
1.6-1

How is system verification performed?

Listen For:

verification planning

verification policies

verification of derived requirements

verification methods (i.e., test, simulation, analysis, inspections, etc.)
documented verification procedures and results

levels of verification
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1.4

1.4

How does the program prove that the system satisfies its requirements?

Listen For:

traceability between verification processes and requirements

coverage

How does the program respond to issues identified during verification?

Listen For:

verification regression mechanisms



https://saenorm.com/api/?name=9bca7ba15c288fe2b65dc4208ce356ff

EIA-731.2
Page 120

1.7 Validate System Exploratory Questions
1.7-1  How is system validation performed?
Listen For:
e validation planning
e validation policies
e carly validation methods
e simulation, analysis, prototyping, etc.

e documented validation procedures and results

1.7-2  How does the program prove that the system will satisfy the needs of its users?

e customer/user requirements

e coverage analysis
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Systems Engineering Management Category Focus Areas
The Systems Engineering Management Category consists of the following key Focus Areas (FAs):

2.1 Plan and Organize

2.2 Monitor and Control

23 Integrate Disciplines

2.4 Coordinate with Suppliers
2.5 Manage Risk

2.6 Manage Data

2.7 Manage Configurations
2.8 Ensure Quality
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2.1 Plan and Organize Exploratory Questions
2.1-1  Describe how planning is done on your program.
Listen For:
e coverage of technical, cost, and schedule

e system engineering management plan or technical management plan (i.e., SEMP or
TMP)

2.1-2  How are estimates derived for engineering tasks?
Listen For:

e documented estimation procedures

2.1-3 How are changes in requirements reflected in the plan?
Listen For:

e review procedures

e documented change procedure

2.1-4  How is systems engineering used in the planning process?.
Listen For:

e work breakdown

e  participation and concurrence
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Monitor and Control Exploratory Questions

2.2-1

2.2-2

2.2-3

What is tracked?

Listen For:

e coverage of technical, cost, and schedule
How is effort, cost, and schedule tracked?
Listen For:

e planned versus actuals comparisons

e reviews

How are tracking issues identified and appropriate actions initiated?

2.2

Listen For:

® reviews

How is process compliance verified?
Listen For:

e reviews

e documented process

e lessons learned
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23 Integrate Disciplines Exploratory Questions
2.3-1  What role does systems engineering play in establishing intergroup relations?
Listen For:
e issue identification
e issue resolution
2.3-2  How are people made aware of issues that different disciplines face on the program?
Listen For:

e information exchange mechanisms

2.3-3  How are interdisciplinary issues addressed?

Listen For:
e tracking mechanisms

e methods for selecting the right complement of technical disciplines

2.3-4  How is communication and coordination accomplished among‘the assembled technical
disciplines?

Listen For:

e information exchange mechanisms
e activity reporting

e regular reviews



https://saenorm.com/api/?name=9bca7ba15c288fe2b65dc4208ce356ff

	eia-731-2-notice-page.pdf
	GOVERNMENT ELECTRONICS AND
	INFORMATION TECHNOLOGY ASSOCIATION
	2500 Wilson Boulevard
	Catalog of EIA Electronic Industries Alliance Standards and Engineering Publications







