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Improvements

Organizations make many successful
Improvements

But sometimes
A great idea “goes no where”

The improvement does not cause the
desired change

The improvement does not last

The improvement causes problems
elsewhere

Not everyone is onboard with the
Improvement




The Need

“Every organization knows that improving
operations IS necessary

but what is often not commonly known
IS how to make Improvements that are
focused , effective and sustainable ”




Let’s quickly review common
Improvement dimensions....and then see
how to resolve some of the issues raised




Processes
Development and Refinement

“Love them or hate them.....you need a
few good ones’
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The Eternal Process Debate

“We don’t need anymore
bureaucracy......we don’t want to constrain
iInnovation......we don’t have time to

redesign the world”

VS.

“Why do we keep making the same
mistakes over and over and we need
to reduce costs....we need to be more
productive.....we need to stop this chaos”
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What Are Processes?

Repeatable work where the following Is defined:

Inputs and Outputs

Work Elements

Work Element Sequence

Work Information or Product Flow

Roles

Process _ = .
Inputs

= . _, Process
Outputs




Why Have Processes?

Stop re-inventing the wheel

Capture and communicate good ideas
Capture and communicate things to avoid
Puts everyone on the same page

“Would you want a different checkout approach
every time you went to the grocery store?”

Process - - ' - ' - Process
Inputs Outputs




Process Topics

Example Business Process Topics

Project startup, project planning
Hiring, transfers, conducting performance reviews,
Writing proposals, preparing bids, reviews,
Material management

Financial management

Product development

Internal reviews and reporting
Risk management

Project execution and monitoring

Processes can be
fully documented,
partially
documented or
unwritten




Process Content Example

Work Scope
Context

Process Graphic
Step By Step
Guidance

Roles
Definitions
Tool References

Risk Management

2.0 PROCESS DESCRIPTION

Risk Management Process
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Where Do Processes Best Apply?

Process do not
apply to all work

Processes only
apply to selected
work areas




How Many Processes?
How Detailed?

Cover Key Topics Substantive But Flexible
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How To Identify Process Candidates

= QOperating Model

Where Do Processes Best Apply?

P d
PROBLEM LIST T

rcesss oy /
Problem 1 ) £ ()
Problem 2 ‘

AUDIT FINDINGS

FINDING 1
FINDING 2
FINDIM&2

EMPOLYEE SUGGESTIONS

SUGGESTION 1
SUGGESTION 2
SUBBESTION 3

Process
Topics




Enhancing Existing Processes

How Does Lean Help
Make Processes Better?

LEAN

“Lean” is the analysis of business processes
coupled with the subsequent removal of any steps
within a process that do not “add value”.

This removal of unnecessary actions can result in
reduced costs, less errors and schedule
advantages.

L\

Advantages

Process
Outputs

Process
Inputs
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How Does Six Sigma (6 s) Help
Make Processes Better?

The objective of “Six Sigma” is the reduction in the variability
in the characteristics of the interim and/or final outputs of a
given process. Reducing variations in work products
increases the quality of end item products.

Reduced

Lo
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Quality




A Few Lessons Learned

Don’t think everyone will be on board
with your process ideas, show benefit
and convince management

Involve users in process
developments and improvements

Remember the balance in the
number and detail level of processes

Keep improving them!

Process

Process _ - .
Outputs

-~ - |
Inputs
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Organization Operating Models

“Any organization needs some type of
operating model to define how It functions”




Why Have an Operating Model?

would you want to be in an airplane
with the pilots, other planes, ground
crews, the FAA, cabin crew, gate agents
and others have no operating model?




Examples of Defined
Operating Models
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Proposal Negotiations &
Submittal Award

Proposal Request Proposal Development Project Start Project Control

Requirements Tecnnical Flan Froposal Sty Baseline Program Performance
S Plan & Review Plans Management

* Rei lysis e Alternative Solutions = Sve Nesign Definitions
Systems +CC *Analyses & T .o * Sys Int Dein.. °°
Engineering « Co « Solutic _election « Hw & Sw CI Deriveu “~g’s

« Suppor ., Alternative Solutions Definition
Hardware * Comp' tes hw trades & analyses
Development * Suppc s Hw derived requirements

Software
Development

Systems
Integration & Test

Subcontract
Management

One Operating Model Example

Specialty
Engineering




What Does an Organization Model Do?

Tactical
Defines how an organization functions
Defines repeatable tasks and work flows
Defines “whom” does “what” work “when”
Defines how organization participants interact

Strateqgic
Provides the foundation for an organization to function
Is the baseline from which an organization evolves
Provides the basis for immprovements

“A model covers repeatable activities”
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A Few Lessons Learned

If one does not exist, draft one, use a
team of experts, take your time, it is a
“must have”

Convince management one is needed

Keep it at a high level, include only
repeatable work

Use it as the “architecture” for your
other improvements, now and later




Personnel Development

“You must have focused and effective
development program to cause behavior
change to effect organization

Improvements”
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Personnel Development
Components
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Personnel Development Must Be Driven
by Defined Competencies

Project Manager Skills and Knowledge Model

PM Competency Cateqgories

1 - Project Results
2 - Project Proposal
3 - Project Initiation / Startup
4 - Project Plans
5 - Project Org Development
6 - Project Controls
7 - Risk Management
2 CSuppuct viariagement
9 — Customer & Management Relations
10 - busiiess {nSwicags and Siils
11 - Business Sense
12 - Technical Knowledge
13 - Personal Traits
14 - Leadership




Training Should Be Requirements Driven

Organization
Level Training

|

Strategic Plan
Business Objectives
Marketplace
Customers

Products and Services
Values

Business Systems

Discipline
Training

|

Discipline
Competencies
Discipline
Fundamentals
Discipline Processes
Discipline Tools
Discipline Systems

Personal

Development

|

Personal
Competencies

Personal Traits
Leadership Attributes
Personal Growth




A Few Lessons Learned

Employ multiple personnel
development methods

Development actions must be
competency driven

Developments can be prioritized
based on employee interests,
strategic initiatives and current
problems within the organization

Changing behaviors requires
personnel development activities
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Tools
Supporting Materials

“Tools are a must have, without them your
processes will not be performed
effectively, or may not be performed at all”
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What Are Tools?

Tools = Support for Process Performance

Tool Examples
Project Initiation Guide
Status Reporting Formats
Project Startup Checklist
Plan Template

Risk #: Risk Title:

[} L]
Statement of Risk: - Program cost and/or schedule and/or technical baseline(s) are at risk due Xxxxoxx
XHXKXHX XHXKXRKX KXHKX KXXKXKXKK X KXHKXK XHKXKXHKXKX. XXXHKKX KXKKK XXHKKXKXKKX KXHKXKXK XXXXKKX XX
PROBABILITY. Status Date: xx/xx/xx
1- Not Likely ( <10%) i Sk
2- Somewhat Likely ( 10-25% )
q'd Closure  Date: xx/xx/xx
3- Possible ( 25-40%)

- Likely (40-60%)
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Why Are Tools Necessary?

“Tools make processes efficient
and effective.....teams should not
be re-inventing the wheel on every

new effort”

Process _ ‘ - . _, Process

Inputs Outputs




Process and Tool Communication

A web site can be an effective supporting materials

Example Phase A Contents

Processes
Management
Project Planning
Risk Management
Technical
Requirements
Checklists
Project Startup Checklist
Requirements Checklist
Risk Identification Checklist
Templates
Project Plan Template
Project Report Formats
Requirements Spec Template

Systems Information
Financial
Schedule

Organization Information
Position Descriptions
Roles and Accountabilities

Expert Contact Information
Technical Experts
Management Experts
System Experts

Guides
Startup FAQs
Building the Project Team
How to Know When the Plan is
Done

Here each project phase has a set of
resources downloadable from a web site
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Project Initiation Template

Project Manager Role Definitions
uer

Project Plan
TEMPLATE

Risk Report Template

Risk Title:

Project Startup Checklist




A Few Lessons Learned

Form a group, look at organization
problems and processes and identify
needed tools

Ask the “experts” to develop the tools
and have users review and refine

Put them on an internal web site, ask
for comments, ask for new tool ideas

Keep improving your tools!




Expert Support

“Experts are a key part of your guidance
structure, they do what other guidance
vehicles cannot do”
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What Are Experts?

Role
Interprets process and training for a specific situation
Instills solid practices and values
Provide “unwritten” guidance
Provide “follow-on” support

Risk Management

2.0 PROCESS DES CRIPTION

Risk Report Template

Risk Management Process Risk Title:

: Experts
= “Fill in the Gaps” and
= Help Teams Over
Sl Hurdles

Cost Impact fs:




Expert Support
Implementation Options

On-Call

Experts within the organization
available anytime for guidance

Proactive

Expert leads “Special Team” for Specific Situations
Guide New Activity Starts
“Red Team” for Problems
Team Focused on Improvements




A Few Lessons Learned

You have experts, consider how to best
employ them for your organization

Experts can be the most productive
component of your improvement work

Consider formal and informal expert
resources

Use “expert experiences” as key
resources to drive your other
Improvement efforts
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Measures

You have often heard

“You can’'t manage what you
can't measure”
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Why Measures?

Measures help you answer these guestions:

How do you know if you are attaining your
goals?

How do you know what to improve?

How do you know what you are doing well so
you can leverage those strengths?




Requirements for Measures




Requirements for Measures

Truly Valuable to “Piloting the Organization”
Clear Interpretation

Consistent in Quality

Not Onerous to Acquire

Meaningful to Many Stakeholders

Aligned with Your “Measures of Success”
Aligned with Your Organization’s Priorities

“A balance must exist, enough measures to see
Important information, not too much so that importa nt
Information is in the fog”
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Types of Measures

Project Measures
Technical performance
Schedule performance
Budget performance

\
Quality / Technical Measures @
)

_ _ e
Organization Measures Y 3\

Strategic goals attainment measures

Financial (T
Customer and employee survey results

Product and service quality

Improvement Implementation Measures
Process adherence
Improvement consolidation measures



A Few Lessons Learned

Pick the right measures (remember
the cockpit example)

Ask stakeholders what the best
measures are from their viewpoint

Evolve your measures as the
environment changes

Make sure all stakeholders
understand what the measures are
and are not




Systems

“You can’t with them......and you
can’t live without them”
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The System Fallacy

“If we can just find the right system,
we will solve our problems”




Systems

What Do Information Systems Do?

Capture and Store Information
Process and Organize Information
Disseminate Information

) ( (

Process  _ N . N ;@ Process
Inputs Outputs




Example Systems

Information System Examples
Financial management
Personnel Files
Training Systems
Personnel Performance Reviews
Purchasing
Invoicing
Scheduling
Engineering Design
Configuration Management
Resource Allocations
Material ordering and inventory management

many more




A Few Lessons Learned

Determine if your systems are:
driven by your operating model
or,
systems drive the model or,
both happen in different areas

Systems must be integrated with
processes, tools,

Be aware that systems alone are
only a part of the infrastructure, not
the totality
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Bottom Line

“you have to do all of these to some extent,
you have to integrate them”

a7




How Do These Infrastructure
Dimensions Interact?




How Do Assessments, Audits and
Evaluations Fit In?

Findings &
Improvement
Recommendations

Business Assessments, Audits &
Information Evaluations
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“This Is a whole bunch of
stuff”

“You can’t boil the ocean”

“So what do you do?”




How to Start

“Take multiple parallel paths”

1 and 1 and 1

“Take immediate “Start the architecture “Start selling the
action on obvious of your improvement iIdea, show progress,
Improvements” infrastructure” develop a plan”




Overall
| essons Learned

Acquire VISIBLE Management Support, It Is A “Must
Have” Now and Later and Later and

Don’t Try to Do This Yourself, You Will Fail, Find “Like
Minded” Individuals to Work With You

Set Expectations — “This Will Take Time” but show early
progress




Overall
| essons Learned

Don’t Allow Comments Like “We Don’t Need More
Bureaucracy” to Stall Your Efforts, Respond with:
Do we want to keep operating in this chaotic environment?
Do we want to keep repeating the same errors over and over?
How else will we stay competitive and survive?

Use some form of an operating model to maintain a
global view of all of the improvement activities

Employ multiple parallel activities to gain broad spectrum
support




Summary

Many components within an
organization must be considered
when making improvements and

If these can be Integrated,
significant value will exist over
time and the results will be
sustainable




An Integrated Infrastructure Can
Provide Long Term Advantages

Existing

Organization

Level of
Chaos

—

Improvement
Infrastructure

Improved
Organization

Efficient
Operations




Your Questions

Proposal  Negotiations &
Submittal  Award

Proposal Request Project Control

— —
Requirements  Tec roposal Start-Up Baseline
Salt Plan & Review Plans

t
i

Management

s Analysis + Alernative Snlrirne
NOPS - Anat des

+Svs Design Definiions.
cepts uion Selecton

Systems

Sy ne
Engineering “HwgSw i redReq

« upports Alernative Saluions Definition
Completes h trades & analyses.
Supports Hw derived requirements

Hardware
Development

Software
Development

Systems
Integration & 1

Program Performance
Management

Subcontract
Management

One Operating Model Example

Do Assessments, Audits and
Evaluations Fit In?

Specialty
Engineering

Where Do Processes Best Apply?

Process do not
apply to all work

Processes apply to
selected work areas

Supporting Materials
Communications Example

A web site can be an effective supporting materials

Phase A ' Phase B Phase C

Example Phase A Contents
Processes Systems Information
Financial
Schedule

Organization Information
Pasilon Descriptions.
Roles and Accouniabillies

Expert Contact Information
Technical Experts
Management Experts

Checklists
Project Startup Checkist
Reguirements Checklist
Risk dentfication Checklist

Templates System Experts.

Project Plan Template

Project Report Formats. Gu'dESSlam s

Reguirements Spec Template A T
How 1o Know When the Plan is
Done

Here each project phase has a set of
resources downloadable from the web site
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' Assessments, Audits &
Evaluations

Findings &
Improvement
Recommendations

g
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Phase [

An Integrated Infrastructure Can
Provide Long Term Advantages

Existing
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Level of
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Improvement
Infrastructure

Improved
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