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How many times have you heard this ?

Å ñWe have no time for process improvement ïwe have to 

take care of businessò

Å ñProcess Improvement is a waste of time and moneyò

Å ñProcesses are a waste of moneyò

Å ñWho cares about processes?ò

Å ñProcesses are cumbersomeò

Å ñProcesses are just bureaucracyò 
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The Process Improvement Paradox

Process Improvement has been used for decades as a 

means to become better and more efficient

BUT

Å More than 50% of all improvement activities do not show 

any measurable benefit

Å Only 16% of all projects are delivered on time, within 

budget and with agreed functionality 

SO

Å There must be a lack of the necessary elements to 

achieve success

Å The question is - What are the essential ingredients ?



W e      h  e  l  p      i  d  e  a  s      m  e  e  t      t  h  e      r  e  a  l      w  o  r  l  d

Typical Problems Encountered in Process Improvement

Å Lack of top management support to PI activities

Å Lack of middle management commitment to PI activities

Å A missing link between business goals or risks and process 

improvement activities.

Å Resistance to change based on disbelieve that PI will really help

Å Process descriptions that does not reflect reality

Å Bureaucratic processes with no business reason

Å Lack of implementation commitment

Å Process consultant burn out
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SEI  Organisational Success Factors

Å Senior management monitoring of PI *

Å PI goals well understood

Å Technical staff involved in PI *

Å PI people well respected *

Å Staff time/resources dedicated to process improvement *

Ref :After the appraisal: a systematic survey of process improvement, 

its benefits and factors that influence success ïSEI 
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Å ´Discouragements about PI prospects

Å PI gets in the way of ôreal workô *

Å ôTurf guardingô inhibits PI *

Å Existence of organizational politics

Å Assessment recommendations too ambitious *

Å Need guidance about how to improve *

Å Need more mentoring and assistance *

Ref :After the appraisal: a systematic survey of process improvement, 

its benefits and factors that influence success ïSEI 

SEI  Organisational Barriers to Success
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The Good News

Å Change is occurring

Å Companies have made significant progress toward 

understanding how to measure, consistently and 

quantitatively, their development processes, the density of 

errors in their products as well as the programmers´

productivity.  

Å Capability and maturity models have been introduced to 

provide benchmarks of best practice

Å Process improvement initiatives are beginning to take effect 

and experience of implementing process improvement is 

growing. 

Å Again the question is what has been learned, and what 

are the essential ingredients for success ?
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Process improvement steps

Typically process improvement progresses through a number of  steps:

Å initiate process improvement;

Å carry out a process assessment;

Å process improvement project planning with an action plan resulting 

from analysis of assessment results;

Å implement improvements according to process improvement project 

plans;

Å confirm the improvements;

Å sustain the improvement gains by maintaining the new, improved 

level of performance until stability has been reached;

Å monitor performance to continue the process improvement 

programme comparing results against the measurable goals of the 

process improvement programme plan

Å I consider this to be following a 'static' process improvement model approach 
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Factors to consider before embarking on any 

process improvement activity

Guidance points us to the following factors as being necessary to 

consider before embarking upon any software process 

improvement activity:

Å process improvement demands investment, planning, dedicated 

people, management time and capital investment;

Å process improvement is a team effort - those not participating may 

miss the benefits and may even inhibit progress;

Å effective change requires an understanding of the current process 

and a goal;

Å change is continuous, not a one-shot effort - it involves continual 

learning and evolution;

Å process changes will not be sustained without conscious effort and 

periodic reinforcement.
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The ESSI Experience

The European Systems and Software Initiative (ESSI) 

promoted a group of actions directed towards Software Best 

Practice aimed at helping European organisations, in all 

industrial sectors to:

ïincrease their efficiency

ïprovide better quality

ïprovide better value for money

Over 300,000 organisations were reached by ESSI with  over 

5000 organisations involved in Process Improvements and 

over 210 events organized to disseminate the results.
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ESSI Lessons Learned

There are a number of lessons learned by organisations having 

implemented software best practice under the ESSI 

programme:

Å activities should be designed to meet the specific business 

needs of the company and to satisfy the needs of their 

customers, the first priority given too strategic business 

issues

Å investment has to be focused on those areas which can 

deliver results

Å it is essential to ensure the support of senior management

Å sufficient data is now available to construct a convincing 

cost benefit analysis
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ESSI Lessons Learned

Å results do not happen overnight, benefits will materialise in 

the mid to long term

Å the results of best practice cannot always be quantified 

easily, often there is no basis for before and after 

comparisons

Å an incremental approach works best and contributes to the 

avoidance of risk, a portfolio of internal lessons learned 

should be built up

Å the whole organisation should be aware of the importance of 

best practice and its anticipated benefits

Å training is a key factor in the cultural shift necessary for 

success  
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SPIRE Experience with Process Improvements in Small 

Development Organisations

What is the small company viewpoint on process improvement ?

Å It is seen as an activity for the big players 

Å The approach is perceived to be too far away from their business reality. 

Å Management do not acknowledge the evidence of cost-effective process 

improvement in bigger organisations

Å Process improvement is seen to be too expensive, long-term oriented 

and too difficult to achieve. 

Å Decision-makers need to see hard evidence that improvement efforts 

applied to their business units yield a quantifiable return of investment in 

an appropriate period of time.
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Success Factors in Small Companies

Å Continuous improvement by cost-effective small steps

ï assess processes objectively

ï prioritise improvement opportunities, based on business needs

ï plan and manage improvements as projects

ï review what you achieved, and do it again!

Å Choice of óChampionôto lead the effort is critical

ï respected individual

ï clear vision of what improvement can mean

ï personal skills to communicate the vision, identify and overcome barriers, and 

persuade others to act to make it happen

Å Top management must demonstrate genuine commitment and leadership, in both 

word and deed

Å Use of Mentor is highly recommended

ï on-site advice and tutoring can make all the difference!
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Accelerating process improvement in low maturity 

organisations

Å From experience with helping companies at the low 

maturity end of the scale, there is a firm belief that in order 

to accelerate process improvement it is important to be 

well aware of the soft factors. 

Å A diagnostic instrument is needed to evaluate the capacity 

of companies for effective organisational change and to 

determine key factors that influence the uptake of best 

practices and change of behaviour. 

Å Each organisation has its specific characteristics and 

different business requirements resulting in a unique 

position to start organisational improvement actions. 
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What will be the result of YOUR next improvement ?
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Learning to Improve

If we donôt constantly try to improve

We will stop being competitive

If we constantly strive to improve 

Our lead over our competitors will increase

We have learned much about process improvement over the last few 

decades

BUT

We now need to turn the lessons learned into new paradigms for 

Process Improvement


