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After the Appraisal: A Systematic Survey of
Process Improvement, its Benefits, and
Factors that Influence Success

Abstract: Very little published evidence exists about the impact of the Capability
Maturity ModelS™ (CMM) or CMM-based appraisals on subsequent software process
improvement and organizational performance. A few credible case studies do exist,
but it is uncertain how widely their results apply. We present evidence here from a
much broader cross section of software organizations. Our results suggest that process
maturity does indeed pay off in better product quality, ability to meet schedule
commitments, and other indicators of organizational perforn. The vast majority

of survey respondes also eport that their appraisals proved to be highly accurate and
useful in guiding their subsequent process improvement efforts. | organizations

have been equiy successful, howevt and improvement often takes longer and costs
more than expect. We identify severalactos, most of them under management
control thar distinguich more successful from less successrganizatiors.

1 Introduction

1.1 About the CMM and Process Maturity

The Capability Maturity Model (CMN [Paulk 93a, Paulk 93 has had a major impact on software
organizations throughout the wd. Building on earlier work at the Software Engineering Institute
(SEI) [Humphrey 87], the CMM is used as a reference model to guide software process improvement
(SPI) efforts in many hundreds of software organizations. Initially adopted by defense organizations
and their contractors, it is now used in organizations both large and small throughout the software
industry.

As seen irFigure 1-1, the CMM describes five developmental levels of software process maturity. At
theinitial level, software projects depend on the technical skill and often heroic efforts of specific
individuals. They proceed in iad hocfashion, from oe issueo another. At threpeatabl level, the

focus is on establishing effective project management controls meant to enhance product quality, and
to improve the project’s ability to set and meet reasonable time and budget commitmentdefinede

level, the improvement effort concentrates on developing tailorable software processes to be used
throughout the entire organization. At tmanage level, the emphasis is on monitoring software
processes quantitatively and adjusting them to better meet product quality goals. Finally, at the
optimizing level, quantitative data are used consistently to improve the organization’s processes on an
ongoing basis.

S Capability Maturity Modes™ CMM,"™ and IDEALS™ are service marks of Carnegie Mellon University.
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Process change management
Technology change management
Defect prevention

Software quality management

Quantitative process management

Peer reviews
Intergroup coordination
Software product engineering
Integrated software management
Training program
Organization process definition
Organization process focus

Software configuration management
Software quality assurance
Software subcontract management
Software project tracking and oversight
Software project planning
Requirements management

Source: [Paulk 93a]

Figure 1-1: The Capability Maturity Model

Several appraisal methods exist that are meant to characterize the extent to which a software
organization has established processes that meet the criteria established by the CMM, and to guide
subsequent process improvement [Paulk 92, CBA Project 94, Whitnéy @her, sometimes
competing, approaches exist, but the influence of the CMM is pervasive throughout the field [Coallier
92, Coallier 94, Craigmyle 93, Kuvaja 94, Dorling 93, Drouin 95].

1.2 The Evidence So Far

Very little published evidence exists about the CMM or CMM-based appraisals that goes beyond
individual experience or strongly stated opinion. However, despite doubt from some quarters
[Bollinger 91, Bach 94, Bach 95, Jones 95], what little publicly available evidence does exist is quite
encouraging to proponents of the CMM. Several case studies document well conceived and
implemented process improvement efforts which returned very substantial business value to their
organizations.

1. Documentation on the CBA IPI method is available through CBA lead assessor training: Members of the CBA Project.

CMM-Based Appraisal for Internal Process Improvement (CBA IPl) Lead Assessor's Guid@iitétiirgh, PA:
Software Engineering Institute, Carnegie Mellon University, May 1995.
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A recent repo [Herbsleb 94 reviews process improvement efforts in 13 organizations, and shows
improvements in cycle time, defect density, and productivity. Benefit to cost ratios presented there are
quite impressive, ranging from 4:1 to almosl. Other published papers include descriptions of
process improvement efforts at Hughes Airc[Humphrey 91], Raytheon [Dion 92, Dion 93],
Schlumberger [Wohlwend 93Texas Instrumen[Benno 95], andhe Air Logistics Center at Tinker

Air Force Base [Lipke 2, Butler 95. Taken tgether, tlese case studieresent credible evidence

about what can hapn as a result of CMM-based SPI.

1.3 Limitations

The greatest limitation of the evidenwo date is one of representativeness. We do not know how
representative the published cases are of the experiences of CMM-adopters in gelearly, not
every software organization is as successful ae that hoose to publicize their experiences widely.
Those who have achieved higher may may be rore anxious to tout their accomplishments than are
those who are experiencing difficLlty

We need to proactively seek out organizations that have had a wide variety of experience in
implementing software process improvement. We no learn abouthe struggling s well as te
outstandiig if we are to better understand the characteristics that disih betweenhem.

We also need to examine the experiend different types f software organizations. Early adopters

of CMM-based software process improvement came largely from defense contractors and military
organizations. More and more organizations from elsewhere in the software industry are now
embarking on CMM-based process improvement e. We need to study organizations from these
different business environments in order to understand how broadly applicable the CMM is as a model
for SPI. We alsoneed to inclde ‘maller organizatios in order to objectively evaluate their concerns
[Brodman 94].

1.4 The Survey

This survey examines appraisals and process improvement efforts from a broad cross-section of
software organization<The samfe includes software process assessments (SPAs) that were conducted

in the United States and Canada during calendar years 1992 and 1993 - long enough ago for genuine
change to have taken pli (at least one yea yet recent enough to expect accurate recall from people
familiar with the appraisals and their afterm. (no more than three years). e Appendix A for more

detail about the sample.) We were able to obtain information allowing us to contact 167 specific
individuals, each of whom was in a good position to observe the aftermath of ol appraisa.s

Using an intensive schedule of reminders emai, we received 138 completed questionns, which

is 83 percent of the total number sent. They represent 56 of the 61 appraisals (92 percent) from which
we sampled.

One often hears that process champions differ substantially from managers and developers in their
views about software process improvement. Hence we designed the survey sample to allow
comparisons among people whose perspectives might be expected to differ as a result of their differing

CMU/SEI-95-TR-009 3



roles. The data reported here are based on the responses of individuals who filled one of three roles for
each appraisal: 1) the project level software managet knowledgeablebout the appraisal; 2) the

most knowledgeablend well-respected senior developer or similar technical person available; and 3)
an organizational level SEPG manager, or someone with equivalent responsibilities, if such a person
existed.

Interestingly enough, it turns out that there noi:characteristicsystematic differences among the
respondents who fill the three different r.. We correlated organizational role with the respondents’
answers to all of the other survey questions described in this report, and found only two statistically
significant relationships (p 0 .05 by chi-square criteria). A third approached significance (p 6 .10). With
enough comparisons, one can always find a few apparently significant differences, but such a consistent
pattern of nonrelationship is highly unlikely to occur by chance. (See Appendix A for more detail.)

The overall agreement among people who fill different organizational roles gives us more confidence

in the survey results than we would have had if we relied entirely on process champions. Since there
are no characteristic role differences, we have combined all respondents for the analyses presented here.
The larger number of individual respondents also gives us more confidence in the overall results than
we would have if there was only one respondent per organization.

As with any survey, most of our data rely on the self-reports of our respondents, and we do not know
with certainty on what they based their answers. However, all that must be true for the results to be
useful is that if we ask 138 people about, e.g., the ability to meet schedules in their organizations, those
who say that it is “excellent” or “good” usuaare better able to meet schedules than are those who say
their ability is “fair” or “poor.”

Survey data are necessary if we wish to generalize beyond a few select. Furthermore there is
evidence that people in fact try to answer survey questions ty. For example, self reported and
appraised maturity levels are quite consistent in this survey (see Sect. Our respondents also
describe substantial differences in process improvement among their organizend those
descriptions vary among each other in understandable. ways

4 CMU/SEI-95-TR-009



1.5 The Report

Our goals for the survey are three-i:)ld

1. to describe what typically happens to process improvement efforts after CMM-based
appraises

2. to understand as much as possible about why some improvement efforts are more
successful than otrsr

3. to learn more about threlationshij between process maturity and organizational
performane

The remainder of this report conts the following ections ad eppendice. After en overal summary

of the survey results (Sectior), we fresen several sections with more detailed re. First, we
discuss ew evidence about the impact of process miy on organizational performae (Section 3)

This is followed by descriptions of the appraisals themselves (Section 4), the progress of process
improvement since the appraisals (Section 5), and a series of factors that distinguish amversusore

less successful SPI efforts (Sectior Finally, we present our conclusiotSection ).

Appendix A describes the survey sample in more detail. Appendix B provides additional evidence
about differences due to organizational size. Appen contains a series of figures that are referenced

in Section 6, and provides additional detail about factors related to varying success in process
improvemer. The survey questionnaire is reproducn Appendix L.

CMU/SEI-95-TR-009 5
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2 A Summary of the Suwrvey Results

2.1 Impact of the CMM

A number of conclusions are apparent based on the results of this survey. First of all, we present new
evidence, based on a much broader and more representative sample of software organizations than
heretofore available, that process improvement does pay off in terms of better organizational
performane. Cur respondents from higher maturity organizations are considerably more likely than
those from level 1 organizations to report better performance with respect to product quality, staff
productivity, ability to meet schedule commitments, and their own staff morale and job satisfaction. In
addition they generally report better performance with respect to customer satisfaction and ability to
meet budget commitments.

The basic results hold up for organizations from different sectors of the software industry, among those
newer to the CMM as well as those from defense contractors and the federal government. The results
also appear to be unaffected by the size of the organizations involved. Organizations with relatively
few software employs appear to benefit fromigher process matur jusi es do arger organizaticsi

2.2 CMM-based Appraisals

On the whol, our survey respondents view Ir software process assessments (SPs having been
both highly accurate and useful in guiding their subsequent process improvement efforts. This is true in
light of their actual experiele in the oneo three yess following the appraisals.

The respondents report that the appraisals did a good job in identifying their organizations’ strengths as
well as their weaknesses. Most report that their organizations’ process improvement efforts have been
largely determined by the results of their appraisals. Based c experiencs following the
appraisal, a large majority (over 80 percent) believe that the CMM has pid tseful “road ma”

direction bout what process improvements ought to be tackled first. Only 10 percent now think that
their appraisals or the CMM caused them to neglect important process improvement issues.

There are difficulties though. Over a quarter of the respondents say that the findings and
recommendations raised by their respective appraisals were too ambitious to achieve in a reasonable
time period. Large numbers of the respondents said that they needed more assistance and guidance
abott how to achieve tangible improvement in the areas identified by their appraisals. Knowing what

to improve is not enough. They need more guidance about how to go about making the improvements
actually happen. There is evidence that those who reported such difficulties in fact made less progress
in their subsequent process improvement eiforts

All'in all, however, most respondents believe that the money and effort they devoted to their appraisals
were well spent, and that tappraisal had a substantial positive impact on their organizations.

CMU/SEI-95-TR-009 7



2.3 Progress Snce tre Appraisals

The survey respondents report that a substantial amount of progress has taken place since their
appraisals were conduc. Most (56 percent) of the respondents report that their organizations have
experienced at leamoderat success in addressing the findings and recommendations that were raised
by their appraisals; 31 percent report substantial success or marked success throughout their
organizations. Only 14 percent say they have had little if any appreciable success thus far.

The vast majority of the respondents report having followed up their appraisals with action plans and
process action teams to carry out those plans. Almost three-fourths said that their organizations had
implemented process changes in demonstration projects or tion-wide as a result of their
appraisals

There also is evidence that the appraisals have helped establish and maintain buy-in and commitment
for software process improvement. Our respondents report that support for process improvement has
improved among their organizations’ management, technical personnel, and appraisal sponsors, as well
as those who participe cirectly in the appraisals.

Overall, then, the evidence from our survey suggests that a good deal of progress has been made since
the appraisals. There is very little evidence indeed that the appraisals have had a negative impact on the
progress of process improvement. Very few (4 percent) of our respondents said that their appraisals
have been counter-productive. Contrary to some critics, over 80 percent of the respondents said that
their organizations’ software processes not become more bureaucic and thatechnical creativity

had not been stiflesince their appraisals. Inde, in the commercial and government se, there is

evidence that more mature organizatiolave fewer paperwork requirements n do ess mature
organizations.

Still, we detect more than a little discouragement about the pace of process improvement. About a
quarter of our respondents say that “nothing much has changed” since the appraisal. Almost half say
there “has been a lot of disillusionment over the lack of improvement.” Over 40 percent say that process
improvement has been overcome by events and crises and that other things have taken priority. Almost
three-quarters tell us that pros “improvement has often suffered due to time and resource
limitations”; over three-quarters say that process improvement has taken longer than they expected,;
over two-thirds say that it has cost more than they expected.

Such difficulties often afflict organizations when they attempt to achieve challenging goals. Clearly,
though, here is a need to counter unrealistic expectations about process improvement in some software
organizations. Process champions and managers must do a better job of managing those expectations
if they are to maintain support for continuous process improvement over the long haul.

2.4 Prospects forSuccessful Process Iprovement

Our respondents’ answers to several questions about the characteristics of their organizations are related
to the degree of success they attribute to their process improvement efforts. Managers can take a
number of actions based on these results.

8 CMU/SEI-95-TR-009



First of all, managers can actively monitor the progress of process improvements in their software
organizations. They can clearly state process improvement goals, and work to ensure that adequate
resources are invested in their process improvement efforts. According to our survey respondents,
organizations that fare vl with visible management and suppolso are the ones most likely to
experience success in addressing the improvements suggested by their appraisals.

Managers can also have at least some control over the ways that their improvement efforts are staffed
and compensated. Staff must be compensated for their process improvement efforts as part of their
normal work assignments. Process improvement is not something to be accomplished in one’s spare
time, after the“real” work has been done. People involved in process improvement should be well
respected in their organizations. Thoseo co the technical work should be included in the
improvement effort. Process improvement is not something to be left to others. Organizations that do
a better jb of staffing and funding the improvement effcre also the ones whose post-appraisal SPI
efforts have been most successful according to our respondents.

Our data suggest a number of factors that can make process improvement difficult to achieve. Aspects
of organizational culture are among those most likely to inhibit such change. When our respondents say
that they have seen excessive turf guarding and organizational politics, they also report less success in
addressing the findings and recommendations that were raised in their appraisals. Similar results exist
when there is cynicism and discouragement left over from previous failures or when the technical staff
tend to feel that SPI gets in the way of the “real” v./ork

Our data also suggest ways in which the research and development community can contribute to the
prospects for successful software process improvement. Those survey respondents who eay that th
recommendations raised by their appraisals were too ambitious are also less likely to report successful
improvement efforts following the appraisals. Similar results exist when the respondents are asked
about the need for more guidance, mentoring, and assistance in implementing the improvements
suggested by the appraisals. We need to learn morehow to make change happen, not jwhat

needs to be improv.:d

CMU/SEI-95-TR-009 9
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3 Results ofSoftware Process Irprovement

More and more, the process improvement community has been sobjectiveevidene about the
effect that rocess matury has on theerformanc of software organizatio. To that end, we included
in our survey a series of questions about organizational performance, and « the answers ith
measures of process maturity.

3.1 Process Maturity

Although we know the appraised maturity levels of our respondents’ organizatie Appendix A),

we thought it likely that some of them would achieve higher levels in the one to three years since their
appraisals. Thus we asked them to estimate their current maturity levels. The improvements they report
(Figure 3-) ere consistent wh what one would expect based heir appraised maturity leve[Hayes

95]. Moreover, there is relatively little difference between the appraised and reported maturity levels.
For example, 77 percent of those whose organizations were appraised at the initial level say that they
still are at level 1; 79 percent of those appraised at the repeatable level say that their organizations still
are properly classified at level 2.

% at each _
K/Iaturity Line Chart

Level
100

75

50

I:l appraised
25 - current

|

Initial Repeatable Defined

Figure 3-1. Maturity Level

CMM-based and earlier process improvement efforts influenced by the SEI have now existed for quite
some time among government contrac{Humphrey 87]. Although there is a growing interest in
software process improvement among commercial companies, such efforts are more recent. As would
be expected given their shorter exposure, and has been shown el{Zubrow 95], the commercial
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% at each

Maturity
Level
100
75
50 ] [ contractors
| - U.S. government
25 — - commercial
. - other

Initial Repeatable Defined

Figure 3-2: Maturity Level by Sector

companies tend to have less mature improvement effon the government contractors. Indeed, as
seen in Figure 3-2, all of the respondents say they have achieved level three, the defined leomec
from organizations that e governmentontractors.

As seen in more detain Appendix E, our sample includes organizations of varying sizes. About

one-third of the survey respondents report coming from organizations that employ over 200 software
people. Another one-third employ 70 or fewer such individuals. However, there are no statistically
significant or consistent differences in maturity level among the different sized software organizations.

3.2 Impact on Organizationéel Performance

We asked the survey respondents how they would describe their organizations with respect to six
performance characteristics. Two of them, ability to meet schedule and budget commitments, address
process predictability. The others are product quality, staff productivity, staff morale / job satisfaction,
and customer satisfaction. Performance as described by our respondents on all six characteristics does
in fact differ by process maturity.

Each line in Figure 3-3 shows the percentage of respondents at each maturity level who characterize
performance in their organizations on one of the six characteristics as “good” or “excellent.” As seen
in the graphs, higher maturity organizations do indeed tend to perform better than do those who remain
at the initial level. Five of the six correlations with maturity level are statistically significant (at the .05
level according to chi-square criteria). The sixth, ability to meet budget commitments, approaches

12 CMU/SEI-95-TR-009



statistical significance. There is an unexplained dip in reported customer satisfaction at the repeatable
level. However, the overall patterns are quite clear. Higher process maturity does appear to pay off in
better organizational performance.

Percent of “good” or “excellent”
Respondents performance on...
100 + = ability to meet schedules

] X = ability to meet budget

405 /

20

Initial Repeatable Defined

100 L + = product quality
] /I_//; X = staff productivity
1at@ty Tlevel Levels Gptions /
*—

60

40

20

Initial Repeatable Defined

100 5 + = customer satisfaction
] / X = staff morale

1att§ﬁy level Levels Op(-&ous\/

) : /‘//'

40 ] /

20

Initial Repeatable Defined

Figure 3-3: Impact of SPI on Organizational Performance
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Notice, for exampl, that 80 percent of those who report that their organizations are at level 3 say that
their ability to meet schedule is good or excellent. Only 39 percent of those who remain at the initial
level make a comparable claim.

Similarly, notice the pattern of responses about product quality. Almost one-fourth of those at level 1
report that their products are of only “fair” or “poor” quality. On the other tall of the respondents

who report that their organizations have achieved level 3 say that their product quality is good or
excellent. Indeed (not shown in Figure 3-3), almost two-thirds of those who claim level 3 status say that
their product quality is excellent. Only eight percent of the level 1 respondents make a similar claim.

Those respondents claiming higher maturity level statualsomuch more likely to report that their

staff morale is good or excellent. As seelFigure 3-3, fewer than a quarter (23 percent) of those at
the initial level report that morale is good (only one says it is excellent) in their organizations; indeed,
another 23 percent (not shown in the figure) say that their morale level is poor.

3.3 Impact of Industrial Sector and Organizaticn Size

Recall fromFigure 3-2 that all of the respondents in our sample who claim level 3 status for their
organizations are federal government contractors. However the characteristic relationships between
process maturity and organizational performancenot entirely due to the level 3 organizations. On

the wholt, respondents fronevel 2 organizations tend report letterperformancethen those from

level 1 organizations, regardless of industrial sector.

The relationships between higher maturity level and three of the performance factors (ability to meet
schedule, ability to meet budget, and higher staff morale) are statistically significant, even excluding the
government contractors from the analysis. The other three approach significance by chi-square criteria.
All six relationships are similar to those reporteFigure 3-3. Such consistency is highly unlikely by
chance alone.

Similarly, the relationships between maturity level and organizational performance persist among
organizations of varying size. Again, as one would expect with small sample sizes and relatively few
higher maturity level organizations, the individual statistical relationships are not always sig..zuificant
However they consistently follow the same pattern: higher maturity level is associated with better
organizational performan. Sete Appendix E for a more detailed analysis of results for small
organizations.

2. Actually, all of the relationships controlling for size approach statistical significance (at the .05 level according to

chi-square criteria). Eight of eighteen comparisons are in fact significant.
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4 The Appraisals

4.1 Accuracy

Our survey respondents are very well satisfied that their appraisals were essentially (Figurde

4-1). After up to three years of experience since the appraisals, almost all of them still say that their
appraisals were generally accurate in describing their organizations’ major problems with software
process.

cnart

Percent of major problems
identified by appraisal...

very accurately 63%

generally accurately

not very accurately

0 25 50 75 100 %
Figure 4-1: Accuracy in Identifying Major Software Problems

While software process appraisals may do a good job of identifying problemss sometimes
complain that the apprais do 1ot give proper credit for existing strengths. If true, such a situation
would not contribute well to buy-in for improvement efforts based on appraisal results. Our respondents
tend to disagree with such sentiments. As seeFigure 4-2, they are less satisfied with their
appraisals’ ability to recognize strengths than weakn. Over 90 percel, however, eport that the
appraisals did indeed characterize their organizations’ strong points at least reasonably well.

Various other concerns are often heard about the reputed inadequacies of process appraisal methods.
Rather few of our respondents share such concerns. Eighteen percent do say that the “results were too
dependent on the expertise and judgment” of those who conducted their appraisals. , very few

(eight percent) say that the wrong people were chosen to participate in the appraisal (be interviewed, fill

Percent of major strong points
identified by appraisal...

very well
54%

reasonably well

not very well

0 25 50 75 100 %
Figure 4-2: Accuracy in Identifying Strong Points
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out questionnaires, etc.), and only six percent say that the participants were not fully honest with the
appraisal team. Even fewer (four percent) complain that there was insufficient room for the team to
exercise its judgment during the appraisal.

4.2 Actionability

Beyond being accurate, an appraisal must provide useful, practical information on the basis of which
managers and process champions can successfully take action. Based on their experience over the past
one to three years since their respective appraisals, our respondents generally are well satisfied that the
appraisal results were actionable. As se¢rigure 4-3, over two-thirds report that their organizations’
software process improvement efforts were largely determined by the findings and recommendations
that were raised in the apprait. Fewer than 10 percent say that “very little” of the SPI effort was based

on the appraisal restlts

How much of SPI effort
is based on appraisal?

almost all based on appraisal 35%

most based on appraisal 32%
much based on other sources
very little if any based on appraisal

not much of a SPI effort to speak of

don't know

0 10 20 30 40 %

Figure 4-3: Impact of Appraisal on SPI Effort

As seen in the top half (Figure 4-4, over 80 percent of the respondents continue to believe that the
“CMM provides valuable direction about the order in which process improvement should be made.”
The value of the CMM as a “road map” notwithstanding, almost 40 percent do believe that the CMM
fails to address important areas. Still, only 10 percent think that the appraisal and/or the CMM caused
the neglect of important issues facing their own organizations.

The data in the bottom half of Figure 4-4 do present a somewhat different picture though. First of all,
over one-fourth of the respondents say the iecommendations resulting from their appraisals proved

to be too ambitious to accomplish in a reasonable time period. Perhaps in a related vein, large numbers
of the respondents agreed that they need more assistance and guidance abchow to implement
successful process improvement programs.

16 CMU/SEI-95-TR-009



CMM provides valuable "roadmap" direction 86%

CMM misses important areas

neglected other important issues

Percent who agree
or agree strongly.

need guidance about how to improve

need mentoring and assistance

recommendations too ambitious

0 25 50 75 100 %
* Each bar in the graph summarizes answers to a separate question, so the percentages do not total 100%.

Figure 4-4: Acting on the Appraisal Results

By now, much is known about how to appraise process maturity and identify those areas most in need
of process improvement. More and more, though, we hear concerns that we know a lot less about how
actually to achieve tangible improvement in the areas identified by the appraisals. The process

improvement community clearly needs to address such issues in mord detail.

3. Current work in this area includes that by Peterson 94, Basili 92, and Weller 93, as well as new work by Priscilla Fowler

and others at the SEI on the use of detailed “transition packages.”
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5 Progress Snce the Appraisals

The survey respondents’ overall gments are quite positive about the progress of process
improvement since their appraisals. Almost three-quarters of them agreed to the rather strongly worded
assertion that:

The assessment was well worth the money and effort we spent:
it had a major positive effect on the organization.

“Buy-in” and support for software process improver appears to ha improved (Figure 5-1). We

asked our respondents to tell us about support for SPI both prior to and since their apPerhaps

not surprisingly, the respondents report that support for SPI has increased most markedly among the
people who actually participated in the appraisals. However, they also report considerable
improvement in levels of commitment among their organizations’ management and technical staffs, and
even among the appraisal sponsors.

Line Chart
100

) 80% 77%
75 71% 699

- 64% -

] 51%
50 7 40%

1 |:| before
25 7] - after

0
participants technical staff management sponsors

Figure 5-1. Support for Process Improvement Efforts

The respondents also report that their organizations have made good progress in the typical sequence of
post-appraisal activities (Figure 5-2). Close to 100% of them report that their organizations created
action plans for improvement based on the results of their appraisals. Almost 90 percent said that they
had formed process action teams (PATS) to implement the action plans.

Over 70 percent said that their organizations had piloted process changes in demonstration projects as
a result of their appraisals, and/or had implemented changes throughout the organizations based on the
appraisal results. Clearly, these organizations have progressed beyond the planning stage in their
process improvement effoils.

4 In future analyses, we will focus in more detail on the nature of the changes they implemented and on how they map to

the key process areas (KPAs) of the CMM.
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50,
action plans Y%
process action teams
changes implemented
Changes...
in pilot projects & organization-wide

in pilot projects

throughout organization

Figure 5-2: Post-Appraisal Activities

Although most of the respondents do report that their organizations have made reasonable progress in
taking action as a result of their appraisals, not all of these actions have been equally effective. We
asked our respondents about the extent of success their organizations have had in addressing the
findings and recommendations that were raised as a result of their appraisals. As seen Figure 5-3, their
answes vary considerably. As we will see in Secti, a number of characteristics of the organizations

and their SPI efforts distingih those who have had the most sus from hose who have been less
successful.

How successfully have findings and
recommendations been addressed?

marked throughout organization
substantial
moderate
limited

little if any

0 10 20 30 %
Figure 5-3: Success in Addressing Appraisal Results
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While there is substantial variation in the extent of process improvement reported by our respondents,
there is next to no evidence that the appraisals have negatively affected process imprin thaent i
organizations where they were conducted. Very few (4 percent) of the respondents said that the
appraisals had been counter-productive and that the progress of process improvement had actually
worsened since their appraisals.

Contrary to some of the more loudly voiced criticisms of CMM-based process improvement, dve foun
very little evidencehat software processes have become more rigid and bureaucratic or that it has
become harder to find creative solutions to difficult technical problems. A large majority of our
respondents (84 percent) disagree strongly disagred with these assertiol Indeed, respondents

from more mature organizations in the commercial and governmental sectors reported thlesstook
“paperwork to get things approved” than did respondents from less mature organ?zations.

That said, many of our respondents do report difficulties in maing their rocess improvement

efforts. Cver a quarter of them (26 percent) agree that “nothing much has changed” since the appraisal,
almost half (49 percent) say that there “has been a lot of disillusionment over the lack of impt,”vemen

anc 42 percent say that process improvement has been overcome by events and crises and that other
things have taken priority. Almost three-quarters (72 percent) report that process “improvement has
often suffered due to time and resource limitations.” Over three-quarters (77 percent) say that process
improvement has taken longer than they expected, and over two-thirds (68 percent) say that it has cost
more than they expected.

The reasons for these difficulties are not unique to SPI efforts, and often afflict orgas when they

attempt to achieve challenging goals. Clearly, though, there is a need to counter unrealistic expectations
about process improvement in some software organizations. Process champions must do a better job of
managing those expectations if they wish to maintain long-term support for continuous process
improvement.

5 The relationship between higher maturity and lessened paperwork does not hold up among government contractors, where

the amount of paper is often a function of contractual obligations.
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6 Prospects forSuccessful Process Imjovement

Many potential barriers exist that may make process improvement difficult to achieve. Similarly, there
may be organizational characteristics that help make some process improvement efforts more likely to
succeed than others [Fowler 90, Miller 92, Maher 94]. We included several questions meant to capture
such differences among the organizations in our survey, and then correlated each of them with the
guestion(summarized in Figure 5 on page 20) about how successfully the organizations had
addressed e lindings and recommendations of their appraisals.

6.1 Success factors

Successful SPI efforts as characterized by our respondents differ from less successful efforts in several
ways® For example, as seen in Figure all of those who say that the findings and recommendations
raised by their appraisals have been addressed with marked success throughout their organizations also
report that their managers actively monitor the progress of process improvement. Such management
commitment is considerably less common in the organizations with less successful improvement
efforts.

senior management monitoring of SPI
% “substantial” or “moderate”

100

~
[¢;]

a1
o

N
[¢)]

mgt.oménit
little, if any limited moderate substantial marked
Success addressing findings / recommendations

Figure 6-1: Successful SPI and Senior Management Monitoring of SPI

Resource issues appear to be quite important. For example, we asked our respondents whether there
“has been clear, compensated assignment of responsibilities for process improvement” in their
organizations. As seen Figure 6-2, those who report more success in their improvement efforts also

are much more likely to tell us that there is such explicit assignment of responsibility for SPI in their
software organizations.

6. For reasons of space, only a few characteristic figures are included in Section 6. Figures for the other good predictors of

SPI success (p 6 .05 by chi-square criteria) are reproduced in Appendix C
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compensated SPI responsibilities
% “substantial” or “moderate”

100
75
50
25
0 —-
little, if any limited moderate substantial marked
Success addressing findings / recommendations
o Figure 6-2: Successful SPI andompensated SPI Responsibilities

Four other factors are comparably associated with successful SPI efforts. Those who claim greater
success in addressing the improvements suggested by their appraisals also are more likely ta® report tha

- the people involved in process improvement have been well respected in their
software organizatior(Figure C-Y)

- there has been more involvement of technical staff in the SPI effort
(Figure C-f)

+ the amount of staff time and resources dedicated to process improvement has been
good or excellent since their apprais(Figure C-")

+ process improvement goals are clearly stated and well understood in their
organizationy(Figure C-{

6.2 Barriers

Not surprisingly, we also have evidence about barriers that can inhibit successful software process
improvement. As can be seerFigure 6-3, excessive “organizational politics” seem to be particularly
damaging. Barely a quarter of our respondents who claim marked success for their organizations’ SPI
efforts also report an inordinate amount of organizational politics. Three-quarters of those who report
little if any success in addressing the findings and recommendations of their appraisals say that
organizational politics are commonplace.

Three other factors are comparably associated with less successful SPI efforts. Similar resurts exist fo
+ “turf guarding”(Figure C-9)
+ discouragement and cynicism from previous experi(Figure C-10)

+ the feeling among the technical staff that process improvement gets in the way of
their “real” work (Figure C-11)
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Figure 6-3: Successful SPI and Organizational Politics

Figure 6-4 shows the relationship between reported success of SPI| and our respondents’ answers to the
guestion about the scope of the findings and recommendations raised in their appraisals. Those with
less successful process improvement efforts are also more likely to say that their a)praisals
recommendations were too ambitious. Similar results exist for the two questions about need for more
guidance, mentoring, and assistance in implementing the improvements suggested by the assessments
(Figures C-12, C-13 ard C-14.7

recommendations too ambitious
% “agree” or “strongly agree”

100

75

50

)am t%go

[P FE RN

little, if any limited moderate substantial marked

Success addressing findings / recommendations

Figure 6-4: Successful SPI anecommendations Too Ambitious

The relationship in Figure 6-4 is not quite significant by chi-square criteria, and the data in Figure C-13 are rather “noisy”
(the more characteristic differences exist for the respondents who “strongly” agree or disagree that there is a need for
mentoring and assistance in their organizations). However, all three relationships are very unlikely to occur together by
chance alone. See the discussion of Figure C-14 on page 48 for more detail.
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Four other inhibiting factors are moderately related to our measure of overall SPI success since the
assessments. The correlations are only marginally significant statistically (p > .05 by chi-square
criteria). However they are of sufficient interest to mention here, and quite possibly worthy of further
consideration in future work. They are

» turnover in key senior management

» the need for paperwork to get things approved in the organization
» decreasing demand for the organization’s products or services

» major reorganization(s) or staff down-sizing

6.3 What Doesn’t Seem to Matter?

Not all of the potential success factors or inhibitors that we examined proved to be good predictors of
SPI success. How the respondents answered these questions is unrelated to their answers to the question
about overall success in addressing the findings and recommendations raised by their assessments

» whether or not software organizations provide special, tangible incentives and
rewards for successful SPI

- turnover among middle management and technical staff
+ management willingness to take risk

+ the extent to which management understands the “issues faced by practitioners”

It is important, however, to interpret these results in the context of our results about factors that are in
fact related to SPI success. For example, while special rewards for successful SPI do not appear to have
a consistent effect, making sure that those responsible for process improvement are properly
compensated as part of their regular work efforts is important (Figure 6-2). Detailed understanding of
the technical work by senior management (and/or micro-management) does not have a consistent
impact on the success or failure of the software process improvement efforts described by our
respondents. However, senior management oversight is in fact quite important (Figure 6-1).
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7 Conclusion

We began this report by enumerating three goals for the survey. Here, we briefly discuss the extent to
which we were able to meet them, and then identify some important remaining issues for future work.

7.1 Discussion

Goal 1: [escribe what typically happens to process improvement efforts after CMM-based esipraisal

This survey provides a much needed description of the experiences of software organizations that have
based their process improvement efforts on the CMM and CMM-based appraisals. Compared to
previous work, the survey is much more representative of the CMM-based SPI community. Itis drawn
from commercial and government organizations as well as government contractors, and it includes
organizations that vary considerably in size. It includes both more and less successful SPI efforts, and
it spans several maturity levels.

Our respondents are drawn equally from senior technical staff and software managers, as well as
SEPGers and other process improvement champions. Our results are not dependent solely on people
who are personally invested in the CMM. Indeed, there are no systematic differences among the three
groups from which we sampled.

We sent questionnaires to every person we could identify who was in a good position to see what
happened in the one to three years following an SEI software process assessment. We followed up
aggressively to get a good (83 percent) rate of return and avoided self-selection problems.

Goal 2: Understand as much as possible about why some improvement efforts are more successful than
othess.

We found a number of attributes of software organizations, their SPI efforts, and organizational cultures
that are strongly related to success in process improvement. Many of these are under direct
management control. Some of the cultural factors may be difficult to overcome, but good managers deal
with such issues every day.

Goal 3: Learn more about tlrelationshi| between process maturity and organizational performance.

We found a number of important differences in performance between more mature and less mature
organizations. These results are largely consistent with the case studies in the literature and with our
previous work.

7.2 Remaining issues

No single study can hope to test all of the important ideas and claims about the CMM and what happens
as organizations implement SPI efforts based on it. The CMM is a complex reference model, and the
effects of organizational change are difficult to measure and difficult to trace back to particular causes.
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We currently are working on a coordinated series of studies to address in more detail the content of the
CMM and the consequences of adopting it. One line of work we have recently undertaken is moving
toward the establishment of a series of “collaboratories” with a small number of software-dependent
organizations. The approach is within the spirit of the Software Engineering Laboratory pioneered by
Basili and his associat[Basili 92], but it focuses primarily on software process improvement and on
how to determine and achieve business results. In an attempt to provide more actionable guidance for
SPI, other studies will focus in depth about factors that affect the success of improvement efforts within
particular key process ar«.as
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Appendix A The Suvey Semple

A.1 The Appraisals

The sample for this survey was drawn from the Process Appraisal Information System (PAIS) database
maintained at the Software Engineering Institute. It includes software process assessments (SPAs) that
were conducted in the United States and Canada during calendar years 1992 and 1993 - long enough
ago for genuine change to have taken place, yet recent enough to expect accurate recall from people
familiar with the appraisals and their aftermaths. Appraisals conducted outside of North America were
excluded to avoid undue administrative costs.

The sample was created in September of 1994. At that time, 155 SPAs in the PAIS database met our
time and geographic selection criteria. We were able to obtain information allowing us to contact
specific individuals for the survey from 61 appraisals - slightly less than 40 percent of those eligible.

Not all of our original points of contact from the database were equally accessible or accommodating,
and we did have difficulty in finding individual contact information. However, there a priori
reason to expect any bias in the sample of 61 appraisals as compared to the 155 eligible appraisals.

In particular, the appraisals in the samplenotl appear to be self-selected. The appraisals for which

we were unable to obtain individual contact information were conducted at a variety of software
organizations, including some well known for their successful improvement efforts. As seen in the
main body of this report, the survey respondents reported widely varying degrees of success in the
process improvement efforts subsequent to their appraisals. Even if the organizations we included are
somehow more successful than the others in their process improvement efforts, there would have to be
very substantial bias in the sample to invalidate our basic results, especially those comparing success
among different types of organizations.

The present survey contains a series of questions that we had used in an earlier survey based on a very
different sampl{Deephouse 95]. Results from both surveys are very similar about the extent of process
improvement following comparably recent appraisals. (See the discussion of Figure 5-2 for further
details.) Such consistency improves our confidence in both samples.

Of course, we have no way of knowing the extent to which the PAIS database itself is fully
representative of all CMM-based appraisals. Although the database has grown considerably in recent
years, it undoubtedly is incomplete. We expect that appraisals will be logged in PAIS much more
regularly in the future given the requirements for authorization of lead assessors under the program for
CMM-Based Appraisals fir Internd Proce:s Improvement (CIA IPIs) .

As will be seen momentarily, the individual respondents to our surveys have been very accommodating.
We have achieved very good return rates, so we can be confident that our results are not biased by self-
selection effects among the respondents. However it bears repeating here that the quality of our
analyses depends ultimately on the degree of coofn we receiverom the CMM-based process
improvement community.
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A.2 The Respondents

People who fill different roles in an organization can somes Fave differing perspectives about the

same events. For example, one often hears that the views of software developers and managers typically
are quite unlike those of the champions of software process improvement in their own organizations.
Similarly, managers and technical people often are seen as being widely divided. Hence we designed
the survey sample to allow comparisons among people whose perspectives might be expected to differ
as a result of their differing roles

We asked our original database points of contact for each appraisal to nominate individuals to fill four
roles: 1) the project level software managert knowledgeable bout the appraisal; 2) the ntos
knowledgeable nd well-respected senior developer or similar technical person available; 3) an
organizational level SEPG manager, or someone with equivalent responsibilities, if such a person
existed; and 4) the senior manager who was the appraisal sponsor, or his/her rep® Excluding

the appraisal sponsors, we obtained contact information for 167 individuals representing the 61
appraisald.

Interestingly nough, it turns out that there enot characteristic, systematic differences among the
respondents who fill the three different rol\We correlated organizational role with the respondents’
answers to all of the other survey questions described in this report, and found only two statistically
significant relationships (p 0 .05 by chi-square criteria). A third approached significance (p 6 .10). With
enough comparisons, one can always find a few apparently significant differences, but such a consistent
pattern of nonrelationship is highly unlikely to occur by chance.

If anything, the SEPGers actually tend to be sligless satisfied than the others about the progress of
software process improvement since their appraisals. However the differences are minor, and exist by
the most generous criteria in fewer than one fourth of the role comparisons we made. More often, we
simply find no differences attributable to role.

The overall agreement among people who fill different organizational roles gives us more confidence
in the survey results than we would have had if we relied entirely on process champions. Since there
are no characteristic role differences, we have combined all respondents for the analyses presented in
this report. The larger number of individual respondents also gives us more confidence in the overall
results than we would have if there was only one respondent per organization.

We chose not to include the appraisal sponsors in the current survey. Many of the current questions are of a more technical
than managerial nature, and we wanted to tailor a more focused set of questions for the sponsors based on what we would
learn from the broader survey.

There are not three people for all of the appraisals. Not all three roles (senior technical, project management, and/or
process champion) were always filled. In a few instances the same person held more than one role. More than one person
shared a single role in a few other instances.

There was no requirement that any of these people were on the appraisal teams, nor even that they personally participated
in the appraisals. However, they all were required to be familiar with their respective appraisals, and with the progress
of software process improvement in their organizations since the appraisals.
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A.3 Respone Rétes

We sent questionnaires by mail to the 167 individuals in our sample during the period from November
1994 through April 1995. Follow-up reminders and replacement questionnaires were sent as necessary.
The analyses in this report are based on 138 completed questionnaires, which is 83 percent of the total
number seniC They represent 56 of the 61 appraisals (92 percent) from which we sampled. We can
be quite confident that there is little if any self-selection bias among our respc,l.?dents.

A.4  About the Appraised Organizations

Our survey respondents represent a variety of software organizations. The largest single proportion (37
percent) are from organizations that do contract work for the federal government. Another 22 percent
are from the federal government and U.S. military services. These figures are not surprising given the
long-standing experience with software process improvement among such organizations. As expected
from recent updates from the PAIS datak[Zubrow 95], firms selling products in the commercial
market are the second largest category (36 percent) of software organization represented by our
respondents. Another 5 percent fall into the “other” category.

The organizations represented in our sample vary considerably in size. Approximately one-third of the
survey respondents say they come from organizations that have 200 or more software employees.
Another third come from organizations that employ 70 or fewer people who are primarily engaged in
software.

Firms selling products in the commercial market are smaller than those in the military and federal
government; 43 percent of the commercial organizations have 70 or fewer software employees, as
opposed to only 14 percent of the government organizations. The government contractors vary more in
size; 40 percent have 200 or more software employees, while 34 percent have 70 or fewer.

Most (83 percent) of the respondents report that their organizations have software engineering process
groups (SEPGSs) or other units that perform similar functions; 46 percent report having SEPGs in their
parent (e.g., corporate level) organizations. The overall effort devoted to software process improvement
varies considerably. One-fourth say that they employ 3 or fewer full-time-equivalent (FTE) people who
have specifically assigned responsibilities for process improvement and/or quality mana}g Halft.

employ 5 or fewer such people FTE, but another one-fourth employ 12 or more.

10- we received two additional guestionnaires after the analyses were completed.

11 Mail surveys tend to suffer from disturbingly low response rates. Worse, there is evidence that people who fail to return

completed questionnaires without additional prodding typically differ in important ways from those who do respond right
away. However, as our experience attests, it is possible to attain high response rates to mail surveys when proper attention
is paid to implementation issues.

12. ETE is defined in the survey as “full timers plus the hours worked by part timers and consultants.”
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As expected, the survey respondents are pretty much evenly distributed among the roles that we
sampled: 31 percent are SEPGers and other process champions; 34 percent each are software managers
or senior technical people respectively. One person filled both the management and SEPG roles
concurrently.

The respondents have a considerable amount of software experience. Half of them have worked on
software for 16 years or more; a quarter of them have worked in the field for 22 or more years. All but
the least experienced 10 percent of our respondents have worked on software for 10 years or more.
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Appendix B Differences Due tc Organizational Size

Whether or not CMM-based process improvement scales down well to smaller organizations has been
the subject of a continuing and sometimes heated debate in the process improvement community
[Brodman 94]. Our survey contributes at least some limited, objective data to the dialog.

First of all, (as mentioned iSection 3.1) organizational siper s¢is not related to process maturity.
There are no statistically significant or consistent differences in maturity level among the different sized
software organizations. Neither is size alone directly related to organizational performance in a
consistent manné-3

As mentioned irSection 3.3, the relationships we found between maturity level and organizational
performance persist among organizations of varying size. All of the relationships controlling for size
approach statistical significance (at the .05 level according to chi-square criteria). Among the smaller
organizations with 70 or fewer software employees, there are significant correlations between maturity
level and two performance factors (ability to meet schedule and staff morale / job satisfaction). There
are also two statistically significant relationships (product quality and staff productivity) among the
larger organizations that employ over 200 software personnel. Four of the relationships are significant
among the reportedly mid-sized organizations (all but customer satisfaction and staff productivity).

Organizational size alone is unrelated to overall SPI success (as discussed in Section 5). Respondents
who represent larger organizations are no more, or less, likely to claim such success than are those who
come from smaller organizations.

In fact, we are able to find very few characteristic differences that are directly attributable to
organizational size. However, this lack of variation due to size does speak to the on-going debate. We
fail to find differences that some might expect. In particular, respondents from small organizations are
no more, or less, likely than those from large organizations to complain that software processes have
become more rigid and bureaucratic since their organizations embarked on their CMM-based process
improvement efforts. Neither do the respondents from the varying sized organizations differ in their
likelihood of saying that their appraisals and/or the CMM have led to neglect of other important issues
facing their organizations. They are equally likely to say that their appraisals represented money well
spent, and that the appraisals had a major positive effect on their organizations.

If anything, our survey data provide some limited evidence that the smaller organizations may be more
amenable to successful process improvement than are the larger ones. After all, it typically is difficult
to accomplish change in large organizations in general.

Our respondents from smaller organizations are less likely to report unrealistic expectations about the
cost or time necessary to accomplish tangible process improvement. For example, 73 percent of those
from organizations with over 200 software employees agree that the effort is costing more than they

18 staff productivity may be an exception. Sixty-nine percent of the respondents from organizations with 70 or fewer

software employees say that their staff productivity is excellent or good. The comparable figure for organizations with
over 200 software employees is 45 percent.
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expected; 47 percent of those from organizations with 70 or fewer software employees say the same.
Similarly, 80 percent of those from the largest organizations say that the effort is taking more time than
they expected; 62 of those from the smaller organizations agree.

Perhaps not surprisingly, organizational politics and turf guarding are more difficult problems in the
larger software organizations. Turf guarding is identified as a substantial issue by 32 percent of those
from the large organizations in our sample; only 7 percent of those from the smaller organizations
report a similar situation. Somewhat similarly, 45 percent of those from the large organizations report
a substantial amount of organizational politics; 20 percent of those from smaller organizations do so.

Again not surprisingly, more paperwork is necessary to get things done in the larger organizations. Of
those from organizations with over 200 software employees, 70 percent say that a substantial or
moderate amount of paperwork is required; the comparable number is 47 percent for those who come
from organizations with 70 or fewer software employees.

Finally, those from smaller organizations are somewhat less likely to report that there is a common
feeling among their technical staffs that process improvement gets in the way of their “real” work. Of
those from organizations with 70 or fewer software employees, 33 percent say that SPI is perceived to
be “in the way” at least moderately often; the comparable number is 57 percent for those who come
from organizations with over 200 software employees.
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Appendix C Predictors of Process Improvement

C.1 Possible Barriers and Success Factors

Adequate commitment to process improvement, and the existence of sufficient resources, are often
thought to be crucial for ensuring successful SPI efforts. As seen in FC-1 and C-2, our
respondents report sometimes substantial differences in commitment and resources for SPI in their
software organizations.

tangible incentives &rewards for SPI

stalf time ! resources dedicated ta SPI

% “substantial” st. tngt. understands bechnical issues
or “moderate”...

3Pl goals well understood

st.mgt. monitors 3Pl progress

I LI i LI I LI i L i
I 25 a0 75 100%
Figure C-1: Commitment and Resources: Possible Success Factors

* 0p “excellent” or “good”

decreasing detmand for products & services
tniddle management fumover

Fechnical staff bumower

% “substantial” ;
or “moderate”. .. seniar management fumover

dizscouragement about 3Pl prospects

rearganization ! staff downsizing

3Pl getsinthe way of "real” watk

1 25 50 75 100%
Figure C-2: Commitment and Resources: Possible Barriers

Similarly, management style and organizational cultural differences are often cited as important
determinants of success or failure in software process improvement. Variations in the respondents’
reports about a set of such factors are summarized in FC-4 and C-3.
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"tuf guarding” inhibits SPI

% “substantial” arganizational palitics
or “moderate”...

paperwork require d

I LI LI I LI I 1 LI 1 I LI LI I
0 25 50 75 100%
Figure C-3: Management Style And Organizational Culture: Possible Barriers

clear, compensaled SPlassignments

managerment willing bo tak e risk
% “substantial”
or “moderate”...

technical skaff invalvedin SPI

SPlpeople wellrespected

I T LI T I T T T T I T T T T i T T T T I
0 25 50 75 100 %
Figure C-4: Management Style And Organizational Culture: Possible Success Factors

Other factors might also affect the likelihood of success in a process improvement effort. Among those
we discussed iSection 6 are the scope of the findings and recommendations raised in the appraisal,
and the need for guidance, mentoring, or assistance in implementing the improvements suggested by
the appraisal.

We correlated each of these factors with the question (summen Figure 5-3 on page z about
overall success in addressing the findings and recommendations of the appraisal. The different factors
distinguish among more and less successful SPI s in several interesting ways.
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C.2 Impact on Process Improvement

Following are the figures not includen Section ( that show statistically significant relationships (p &
.05 by chi-square criteria) with reported success in addressing appraisal findings/recommendations.

well respected SPI personnel
% “substantial” or “moderate”
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litkle, if arw lirnited moderate  substantial tarked
Success addressing findings / recommendations

Figure C-5: Successful SPI and Well Respected SPI Personnel

technical staff involved in SPI
% “substantial” or “moderate”
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litt &, if any litnited moderate  substantial rark ed
Success addressing findings / recommendations

Figure C-6: Successful SPI and Technical Staff Involved in SPI
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staff/resources dedicated to SPI
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Figure C-7: Successful SPI and Staff/Resources Dedicated to SPI

clear SPI goals
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Figure C-8: Successful SPI and Clear SPI Goals

“turf guarding”
% “substantial” or “moderate”

1 —————

litH e, if any lirnited moderate  substantial rrark ed
Success addressing findings / recommendations

Figure C-9: Successful SPI and “Turf Guarding”
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previous discouragement or cynicism
% “substantial” or “moderate”
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Figure C-10: Successful SPI and Previous Discouragement or Cynicism
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Figure C-11: Successful SPI and SPI Gets in the Way of “Real” Work

need guidance about how to improve
% “substantial” or “moderate”

1005
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Figure C-12: Successful SPI and Need Guidance About How to Improve
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need mentoring/assistance
% “agree” or “strongly agree”

1|:||:|__ ................................................................................................................................................................

75
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little, if aree lirited tnoderate  substantial tark e d
Success addressing findings / recommendations

Figure C-13: Successful SPI and Need for Mentoring/Assistance

As noted in the footnote on page 25, the data in Figure C-13 are “noisy”: there is in fact a statistically
significant relationship between the respondents’ answers to the two questions, but it is masked by the
way we combined the answers for the full series of bar graphs. As seen in Figure C-14, more
characteristic differences exist for the respondents who either strongly agree or strongly disagree that
there is a need for additional mentoring and assistance in their organiiétions.

% needing more mentoring/assistance:
[ stronglyagree [ strongly disagree

litt e, if any liknit e d moderabe  substantial rark ed

Success addressing findings / recommendations

Figure C-14: Successful SPI and Varying Need for Mentoring/Assistance

14 There is an unexplained upturn among those who say they have had marked success in addressing the findings and
recommendations of their appraisaigl agree strongly that there is a need for more mentoring and assistance, but there
are too few respondents to tell whether or not it is due simply to chance.
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Appendix D The Questionnaire

The survey questions focus on the value and accuracy of the appraisal, and the success with
which the findings and recommendations of the appraisal have been addressed. Of particular
interest to the process improvement community, we included a number of questions about
organizational performance, e.g., product quality and ability to meet schedules. For
comparative purposes, we also asked a series of questions about the organization that was
appraised.

Ideas for the content of the questionnaire came from several sources. These include feedback
from informal “birds of a feather” sessions at the 1994 SEPG National Meeting in Dallas and
the 1994 Software Engineering Symposium in Pittsburgh. We also reviewed published and
unpublished critiques of the CMM and process appraisal methods, and sought out the views
and concerns of various SEI stakeholders. We pre-tested an initial draft of the questionnaire
with SEI resident affiliates (experienced software developers and managers) in November
1994.

Most of the questions are phrased in a closed-ended manner. That is, we pose a question to
the respondents and provide a series of pre-coded answers from which they are asked to
choose. Other questions ask for the respondents to supply numerical estimates. In general,
we avoided open-ended questions in which respondents are asked to provide free form,
textual answers.1®

All survey data rely on the self-reports of their respondents, and we cannot know with certainty
on what they base their answers. However, survey data are necessary if we wish to generalize
beyond a few selected instances. Well defined process and performance metrics still are
uncommon, especially in level 1 organizations, and metrics based on the same, shared
definitions are not widely available for different organizations. Regular recording of
information does not ensure its accuracy in any event, even in existing metrics programs.

Surveys can ask for factual information as well as opinions, and there is evidence that people
do try to answer survey questions honestly. For example, self reported and appraised maturity
levels are quite consistent in this survey (see Section 3.1). People also differ substantially in
their descriptions of process improvement in their organizations, and those descriptions vary
among each other in understandable ways.

A facsimile of the questionnaire on which this report is based is reproduced on the following
pages.

15 1t is difficult to phrase good open-ended questions, especially in a self-administered survey without the

intervention of a skilled interviewer. Hence, it is difficult to elicit comparable results. Providing meaningful
answers is difficult for the respondents, who tend to write little.
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Softwar e Process:
Assessments and I mprovement

Please return this form at your earliest convenience.
Use the enclosed envelope, or send it to:

Dennis R. Goldenson
Software Engineering Institute
4500 Fifth Avenue, 3rd Floor
Pittsburgh, PA 15213-2691
412/268-8506
dg@sei.cmu.edu
fax: 412/268-5758

James D. Herbsleb
Software Engineering Institute
4500 Fifth Avenue, 3rd Floor
Pittsburgh, PA 15213-2691
412/268-7389
jherbsle@sei.cmu.edu
fax: 412/268-5758
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How frequently are the organization’ s technical staff in contact with the customers and users of the software
they develop? (Please mark one box in each column)

Customers Users
WEEKLY OR DAILY coorvveeeeeeeeseseeeeeseeseseeeesesessssssseesesseessesessseesenees # #
MONTHLY w.cooeeveeereee s eese e eeseeeeees s seeeeesees s ses e eees e eses s eeeneee # #
LESS OFTEN.e-rvvereeeeeeeeseesesseeseseesesseeesssessesesesseseseessssesesseseseesesee # #
YN R L= = # #

8.1 Arethey in contact as often as necessary? (Please mark one box in each column)

Customers Users
MORE OFTEN THAN NECESSARY. ... vveiveerereseeseressssessssssesesessssons # #
ABOUT RIGHT e ververeveneveseseesesesesessesssesesssessseseeessessssssesessesssessees # #
LESS OFTEN THAN NECESSARY.....ververeveeeerereeeressosssesessesseseseseseons # #

How frequently do the development projects have to deal with changes in customer requirements?
(Please mark one box)

#  WEEKLY OR DAILY
#  MONTHLY

#  LESS OFTEN
#

RARELY IF EVER

Y our Background in Software

What is your software experience in: (Please specify for each category - rounded to the nearest year)

Your present Organi Zation?.............c.coooveeeennreennneenneeenneeeeneeene. _____ YEARS
Y our present POSITIONT ... _____ YEARS
Y our overall software experience? ..., ______YEARS
Software process improvement/quality management?.......... _____ YEARS

About how much of your work-related time did you spend over the past year on software process
improvement or quality management?
(Please specify an approximate percentage - rounded to the nearest whole number - with no % sign)

APPROXIMATE PERCENTAGE
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4

Approximately how many people in the organization have responsibilities for software process
improvement and/or quality management - as part of their explicitly assigned work efforts?
(Please specify a number for each « Please do not use commas)

FULL TIME
PART TIME
CONSULTANTS

TOTAL FULL-TIME-EQUIVALENT PEOPLE
(full timers plus the hours worked by part timers & consultants)

Does the organization that was assessed have a software engineering process group (SEPG), or other unit(s)
that performs similar functions? (Please mark one box)

#  vEs

# nNo

Does the parent organization of the organization that was assessed have a software engineering process
group (SEPG), or other unit(s) that performs similar functions? (Please mark one box)

#  vYES
# nNo

#  DOES NOT APPLY

Does the organization concentrate its efforts on...? (Please mark as many as apply)

# A CORE PRODUCT LINE OR APPLICATION DOMAIN
(e.g., switches, guidance systems, or information-systems)

A CORE TECHNOLOGY
(e.g., distributed systems, real-time embedded systems, object-oriented design, or simulators)

A FEW SIGNIFICANT CUSTOMERS
REUSE OF EXISTING SOFTWARE
EXTREMELY LARGE OR COMPLEX SYSTEMS

NEW OR POORLY UNDERSTOOD DOMAINS OR TECHNOLOGY

HOH OHE HH O OH

OTHER SPECIAL FOcuUs (Please describe briefly)

# NO SPECIAL FOCUS
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2

About the Organization

Does the organization that was assessed still exist? (Please mark one box)

#

#
#
#

YES - IN ESSENTIALLY THE SAME STATE

YES - BUT IT WAS SOLD OR BOUGHT OUT

YES - BUT IN A REORGANIZED STATE

(e.g.,with changed reporting channels, or as part of alarger organizational unit)

NO - IT NO LONGER EXISTS (i.e, the employees have been reassigned or fired)

~

For the remaining questions in this section: Please describe the organization as

it existed at the time of the assessment.

Approximately how many people are employed in the organization that was assessed?
(Please specify a number for each « Please do not use commas)

TOTAL NUMBER OF EMPLOYEES

NUMBER PRIMARILY ENGAGED IN SOFTWARE DEVELOPMENT OR

MAINTENANCE

In the organization that was assessed... (Please mark one box for each question)

31

32

33

34

35

3.6

3.7

3.8

39

Has there been turnover in key senior management?..........ccoccoeevereierennenn

Has there been involvement of technical staff in the process improvement
EFFOMT? ot

Have the people who are involved in process improvement been respected
for their technical and management knowledge, and their ability to get
thINGS AONE?..... et en

Has there been clear, compensated assignment of responsibilities for
PrOCESS IMPIOVEMENL?........eiieeeeeeeeeeee ettt ettt se e e e e se e eneeaesee e

Has there been a decreasing demand for the organization’s products or
SEIVICES? ..ttt etttk ettt ettt bbbttt

Has there been a major reorganization(s) or staff down-sizing?..................
How much growth has there been in staff SIze?.........ccocveviiiiiiieiciine
How much turnover has there been among middle management?...............

How much turnover has there been among the technical staff?...................

* O OH O H®H O #H H

H*

* O OH O H®H O #H H

H* '—*'CI.IF,EE

H*

* O OH O H®H O #H H

of
£
5
#

H*

* O OH O H®H O #H H

£
E‘ '

ON

H*

* O OH O H®H O #H HF
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Overall, how would you characterize the progress of process improvement since the assessment?
(Please mark one box for each)

- & I
g =
st gg ?leéfgc & L
A Y 3
Feu o
(¥ i <

7.1 Theassessment waswell worth the money and effort we spent;

it had amajor positive effect on the organization. ..................... # # # # #
7.2 Because of the assessment (and/or the CMM), we have

neglected other important issues facing the organization........... # # # # #
7.3 Process improvement was overcome by events and crises,

other things tooK Priority. ......ccoceeeieiririrere e # # # # #
7.4 Process improvement has often suffered due to time and

resource liMitations. .........covvveereererienenee s # # # # #
7.5 Nothing much has changed since the assessment............c.......... # # # # #
7.6 Process change has been easier than we expected...................... # # # # #
7.7 The assessment was counter-productive; things have gotten

WOPSE. ... iiiieieiiii et s e s r e e e e e e # # # # #
7.8 Software processes have become more rigid and bureaucratic;

it is harder to find creative solutions to technical problems....... # # # # #
7.9 Processimprovement is taking longer than we expected........... # # # # #
7.10 Process improvement is costing more than we expected. .......... # # # # #
7.11 There has been alot of disillusionment over the lack of

IMPFOVEMENL. ...ttt # # # # #

How would you characterize the organization’s... (Please mark one box in each column for each question)

Prior to the Since the
appraisal... appraisal...
- -

or or

iy iy
" §gd T EGged

8.1 customer SatisfaCtion? .........cceveereiineninenese e
8.2 ability to meet budget commitments?...........cccooeerienenene.
8.3 ability to meet schedule commitments?...........cccceeeeeeeuenne.
8.4 Product QUAIITY?.....cceeeieierese e
85 staff ProduCtiVity?......cccooveeiiiee e

8.6 staff morale/ job satisfaction?..........ccooeernininncnceee,

O OHF OH OH O H O H H
O OHF OH OH O H O H H
O OHF OH O H O H O H OH
O OHF OH O H O H O H OH
O OHF OH O H O H O H OH
O OHF OH O H O H O H OH
O OHF OH O H O H O H H
O OHF OH O H O H O H OH

8.7 staff time/ resources dedicated to process improvement?.
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In your judgment, how much “buy-in" and support for process improvement has there been among the...
(Please mark one box in each column for each question)

51

52

53

54

6.1

6.2

6.3

6.4

6.5

6.6

6.7

6.8

6.9

Prior to the Sincethe
appraisal... appraisal...
= o
X fam F
ﬂ"lg ‘?L;I'L )L?L;" ﬂ"lg ‘?LI.;I'L E:‘
& S @ S
SEFE | F8% %
participants in the assessment?.............cococcovevrcccc i, # OH OH# # # # H# #
organization’stechnical staff?...........c.ccoociiniiciiiiicen, # OH OH# # # # OH# O#
organization’s Management?...........ccooceeoersenecsericnes # OH OH# # # # OH# O#
ASSESSMENE SPONSOI 2.t # #H O#H H# # # # H#
In the organization that was assessed... (Please mark one box for each)
a0 o=
fu F o8
sue: JE FLUTTL q%ON‘ =
ﬁiﬁP' = -
z e id 5
¢ 355
How much risk is management generally willing to take?.......................... H H O O# #
Are there tangible incentives or rewards for successful software process
IMPrOVEMENE?......ocviiiiiii H H# O#HH H
How much does “turf guarding” inhibit the progress of software process
IMPIOVEMENE? ...t H H O O# #
Is there much organizational PolitiCS?..........ccccviciciiiiicce H H# O#HH H
How much paperwork is needed to get things approved?............cccceeeennene. H OH O# # #
Does senior management actively monitor the progress of software
ProCESS IMPIOVEMENT?......cooviiiiiii e H H# O#HH H
Has previous experience led to much discouragement or cynicism about
the prospects for successful process improvement?.............ococeeeecucveienee. H H O O# #
Isthere afeeling among the technical staff that process improvement gets
in the way of their real WOrk?.............cooeueiiiiciiic e, H H O O# #
To what extent are process improvement goals clearly stated and well
UNAEISEOOU?.......ee ettt ettt et e ree e et e e beeeneeenbeesaaeenneesres # H#H # # #
6.10 To what extent does management understand the issues faced by
PraCtitioNErS? .......coviceeiieeecee e H H O O# #
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Process | mprovement

How successfully have the findings and recommendations of the assessment been addressed?

(Please mark one box)
# LITTLE IF ANY APPRECIABLE SUCCESS THUS FAR
LIMITED SUCCESS
MODERATE SUCCESS
SUBSTANTIAL SUCCESS

MARKED SUCCESS THROUGHOUT THE ORGANIZATION

HOH OE H H

DON'T KNOW

To what extent has the organization’ s software process improvement effort been determined by the findings

and recommendations that were raised in the assessment? (Please mark one box)
#  ALMOST ALL OF IT IS BASED ON THE ASSESSMENT (% 80%)

MOST OF IT IS BASED ON THE ASSESSMENT (S50%)

HOH OHE H OH

DON'T KNOW

Since the assessment... (Please mark one box for each)

3.1 Did the organization that was assessed create an action plan for improving its
software process based on the results of the assessment?..........cccocoovveveienercieenne.

32 Were process action teams (PATS) or similar working groups established as aresult
of the assessment to address specific process improvements?...........ccoccveverereeeeenens

3.3 Have process changes been implemented in pilot or demonstration projects based
0N the results of the @SSESSMENT?...........coiriirie e

3.4 Have process changes been implemented throughout the organization based on the
results Of the 8SSESSMENT?.......oou i e

VERY LITTLE IF ANY OF IT IS BASED ON THE ASSESSMENT (< 20%)

THERE REALLY HASN'T BEEN MUCH OF AN EFFORT TO SPEAK OF

MUCH OF IT IS BASED ON SOURCESQTHER THAN THE ASSESSMENT (< 50%)

DON'T

YES NO KNOW

#

#

#

#

#

#

To the best of your knowledge, what now is the software process maturity level of the organization that was

assessed? (Please mark one box)

#  cMM LEVEL 1
APPROACHING LEVEL 2
CMM LEVEL 2
APPROACHING LEVEL 3
CMM LEVEL 3

HIGHER

HOH OH H OHE

DON'T KNOW
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To the best of your knowledge, how accurately did the assessment describe the organization’s major
problems with software process? (Please mark one box)

# VERY ACCURATELY - IT IDENTIFIED ALMOST ALL OF OUR PROBLEMS
# GENERALLY ACCURATELY - IT MISSED, OR MISDIAGNOSED, A FEW PROBLEMS

# NOT VERY ACCURATELY - THERE WERE IMPORTANT ERRORS OF OMISSION AND/OR
COMMISSION

How well did the assessment characterize the organization’s strong points? (Please mark one box)
#  VERY WELL - IT GAVE CREDIT WHERE CREDIT WAS DUE
# REASONABLY WELL - IT DID HIGHLIGHT SOME IMPORTANT STRENGTHS

# NOT VERY WELL - IT FOCUSED ONLY ON PROBLEMS AND WEAKNESSES

Following are several statements that are sometimes made about software process assessments and the
Capability Maturity Model (CMM). Do you agree or disagree with the statements?
(Please mark one box for each)

- i é*?
STi gﬁl Woie GF .-"pj por
v
Feu o
(¥ i <

4.1 The assessment’s findings and recommendations were too

ambitious to complete in areasonable period of time................ # # # # #
42 We understood what needed to be improved, but we needed

more guidance about how to improve it. ........ccoceeeeieneccncnne # # # # #
43 The assessment results were too dependent on the expertise

and judgment of the assessment team. ..........coceeerevereieiniennne # # # # #
4.4 Therewasn’t enough room for the assessment team to exercise

IS JUAGMENL. .o # # # # #
45 Thewrong people or projects were chosen to participate in the

assessment (be interviewed, fill out questionnaires, etc). .......... # # # # #
46 Therewasalot of “gaming” - people weren't fully honest with

the @sSeSSMENt tEAM.........cceireceeeee e # # # # #
4.7 Reportsand training courses are all well and good, but we need

more individualized mentoring and assistance to have any real

hope of improving our software process. .........cccoceeeeeeereeeenennenn # # # # #
48 It seemslike we're always having to take new training courses

to keep up with changes in SEI assessment methods. ................ # # # # #
49 The CMM provides valuable direction about the order in

which process improvements should be made. ...........cccceeuee. # # # # #
4.10 There are important areas that the CMM does not address........ # # # # #

(Please describe briefly)
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1

We will be using optical scanning technology, so please print or write neatly.

* You may use apen with dark ink or adark pencil. Please do not use green.
«  Please keep your marks within the check boxes. Any mark willdo:  * $ #

» Fedl free to use any available white space if you need extra room for your written answers or other
comments, but please don’t write over the answer boxes or page border lines.

The Assessment

In this survey, we will be asking you about the following software process assessment:

What were the main goals of the assessment? (Please mark as many as apply)

#

HHHE OH O OHH

#

PREPARE FOR SOFTWARE CAPABILITY EVALUATION (SCE)
COMPETITIVE/ MARKETING PRESSURE TO DEMONSTRATE PROCESS MATURITY

GENERATE MANAGEMENT SUPPORT AND BUY-IN FOR SOFTWARE PROCESS
IMPROVEMENT

GENERATE TECHNICAL STAFF SUPPORT AND BUY-IN FOR SOFTWARE PROCESS
IMPROVEMENT

ESTABLISH BEST PRACTICES TO GUIDE ORGANIZATION PROCESS IMPROVEMENT
ESTABLISH BASELINE AND/OR TRACK THE ORGANIZATION’'S PROCESS IMPROVEMENT

OTHER (Please describe briefly)

DON'T KNOW
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Softwar e Process:
Assessments and I mprovement

This document contains questions about a software process assessment that was held recently at your organization.
The questions ask about the conduct and results of the assessment, and about what has happened to process
improvement in your organization since the assessment.

This is the first comprehensive survey ever done of assessed organizations. The results will be used to provide
guidance for future SEI process improvement efforts. The results also will allow you to make valuable comparisons
among organizations similar to your own. Of course you will receive a summary of the survey results.

Your answers are very important. Y ou are part of acarefully chosen sample. It isvery important that you return your
completed questionnaire in order for the results to be accurate and useful. Combined with others from many software
organizations, your answers will ensure as broad a description as possible of experiences with software process
assessments and subsequent process improvement.

The survey should take about fifteen or twenty minutes to complete. Please complete your questionnaire right away,
whileit's still on your mind. Return it to the SEI in the enclosed, postage-paid envel ope.

Please read and answer all of the questions. Feel free to write in any available space if you wish to comment on any
questions or qualify your answers. Y our comments will be read and taken into account.

Y our answerswill be held in strict confidence. Specific answers will not be identified by organization, individual, or
in any other manner. Any information identifying you will be used for administrative purposes within the SEI only.

Thank you for your help.

Software Engineering I nstitute
Carnegie Mellon University

© Copyright 1994, Carnegie Mellon University
Thiswork is sponsored by the U.S. Department of Defense.

Winter 1994-1995 Page 1 of 10
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